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BLOCK1 HUMAN RESOURCE

DEVELOPMENT : STRATEGIES,.

DESIGN AND EXPERIENCES

This block comprises three units. The first unit presents an overview of the HRD .
field, explaining different basic aspects and issues of HRD. The second unit deals..
with various dimensions of HRD strategies explainéd through experiences of fourieen
public and private sector organisations, The [ast unit is a case unit having six cases
of different public and private sector organisations, which deal with and highlight

various aspects and practices of HRD jn these organisations.
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UNIT1 HUMAN RESOURCE
__DEVELOPMENT : AN OVERVIEW

Objectives

After going through this unit, you should be able to : -
® define HRD; '

® distinguish HRD instruments; _

® processes and outcomes of HRD mechanisms; and

® highlight the frends in HRD practices.

Structure

1.1  Introduction

1.2 -What is HRD?

1.3 Why HRD?

1.4 HRD Mechanisms, Processes and Outcomes
1.5 HRD Instruments ; Trends

1.6 HRD in Other Sectors

1.7 HRD Issues

1.8  An.Overview of HRD Practices : Trend.s
1.9 Summary

1.10 Further Readings

1.1 INTRODUCTION -

In the field of Management Scwnccs, 19805 can be called as 2 decade of computers
and HRD, 1990s are likely fo continue to be a decade of new technologies in every
field including human resources. It is well recognised everywhere that human
competency development is an essential prereqmsﬂe for any growth or development
-effort. Research, experimentation ‘and experience in the field of HRD has grown
enormously in the last decade. Many organizations havé set up new departments
known as “HRD Departments”™ which.symbolise the recognition of importance of
people’s competengy development. These -depariments have done remarkable work
in attempting to find out new ways of developing ¢émployee competencies. In addition
to the well<known mechanism of trammg, experiments are being undertaken to use
_performance appraisals, potential apprmsa]s feedback and counselling, mentonng.
job-rotation, OD interventions, career development systems etc. _
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Stralegles, Design and Expeclences

Any organization that is interested in improving its services and its effectiveness in

" .. improved quality and promptness of services, market image ete.,) needs to-develop

In addition to using a variety of mechanisms to develop-Humian Competencies,
organizations have started énthusing supervisors, line managers, top management,

. .union leaders and other categories of employees 1o recognise their respective roles

" in developing their own and their subordinales competencies. While there is a lot of
progress in the field of human resource development in the last one decade, there is
2 Iot more (hat needs ta be achieved. Last ten years ciforts have largely been limited
to.large size industry and profit sector. Even here executive development was
focussed much more on executive development rather than worker/labour
development., Service scctor. industry and'government systems still treat HRD as
synonymous with training. A lot more work (and a lot more) and experimentation is
needed. : ' .. \

This course on HRD attempts to create a conceptual backgreund required to
undertake any activities to facilitate and manage the HRD function in any
organization. This unit in particular aimsal presenting an overview of HRD.

-~

1.2 WHAT IS HRD?

HRD is the process of helping people to acquire competencies. Inan organizational

context HRD “..... is a process by which the employees of an organization are helped

in a continuous and planned way to:

® acquire or sharpen capabilities required to perform various functions associated
witn their present or expected future roles

e develop their-general capabilities as individuals and discover and cxploit their inner
potential for their own and/or organizational development purposes -

e develop an organizational culture in which supervisor-sibordinate relationships,
- team work, and collaboration among sub-units are strong and contribute to the
- professional well-being, motivation, and pride of employees.” C .

e HRD process is facilitated by mechanisms (instrumenls v sub-systems) like
_ performance appraisal, training, organizational déveloprgcnt (ODY, feedback and

counselling, career development, potential development, job rotation,.and
rewards.

~

» Empioyees are continuously helped to acquire new competencies through a process |

of performance planning, fecdback, training, periodic review of performance,
. assessment of the developmental needs, and creation of development

opportunities through training, job rotation, responsibility definition and such

other mechanisms. - '

1.3 WHY HRD?

People need competencies (knowledge, attitudes, values and skills) to perform tasks.
Higher degree and quality of performance oftasks requires higher level or degree of
skills, Without continuous devetopment of compelencies in people an organization is
not likely to dchieve its goals, Competent and motivated employekes arc essential for
organizational survival, growth and excellence. S

Over a period of time, an organization may achieve a saturation point in terms of its
growth. Even to maintain such a saturation level of growth employee competencies
need to be sharpened or developed as organizalions operate in ¢nvironments thnt
*keep changing Tequiring the employees to have new competencies. '

other ways (¢.g. cost reduction, reductjon in delays, increased customer satisfaction,
its employee competencics to perfortn the tasks required-to bring about such
_improvements. . .

For example if a university wants to do better than bafore by improving its nature of -
courses offered and the guality of teaching, it has o undertake a faculty development
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programmc..if it decides to improve its administration, HRD activities may needto . Human Resource Development ;

: be undertaken to equip the administration with better competencies. When a hospital . AnOverview

. wants to improve its services the hospital may need to undertake an Organization
Development excrcise to creaté a new culture, néw orientation and attitudes in its
staff. If the government offices have to work better, a good deal of attitude change
and value education may become necessary along with a few other policy changes.
A profit- makmg company wanting to diversify may need to develop new
competencies in some of its staff to be able to handle the new tasks required by T -

diversification. . ) : -
Thus HRD is nceded by every organization that i$ interested in: '

o Stabilising itself ‘

® Growing

#\Diversifying

® Renewing itsell to become more glfective

® Improving its systems and_services -

# Change and becoming more dynamic

Playiny leadership roles.

1.4 HRD MECHANISMS, PROCESSES AND OUTCOMES

Human Resource Development, therefore, should be a continuous process in

organizations. The nature of efforts and investments put into develop human

resources ray vary from organization to organization depending on its need, nature;

size etc. This may also vary from time to time in the same organization depending

on the nature of change the organization is going through or the nature of capabilities )

the organization wants to build within it. There are many methods or instruments |
_available for organizations to develop employee competencies.

The instruments of HRD are many. The HRD instruments should lead to the
generation.of HRD processes like role clarity, performance planning, development
climate, risk-taking, dynamism, etc. in émployees. Such HRD process should result
4n more competent, satisfied and committéd people that wounld make the organization . :
grow by contributing their best to it. Such HRD outcomes influence the '
organizational effectiveness. A model explaining the llnkagcs between HRD
instruments, processes, outcomes and orgamzatlonal effectiveness is presented below
(Rao, 1936) ) . : DoC

The interrelationships between HRD instruinents, processes, outcomes and
orgamzatlonal effectiveness is presented schematically in Figure I. o

Figure | prcsents illustrative lists of HRD Mechanisms, Process Variables, Process —
Outcomes and Organizational Effectiveness dimensions. As shown in the ﬁgurc t.hc
. organizational effectiveness dcpcnds on a number of variables like environment; :
‘technology, competitors etc. However, other things being the same an orgamzatloﬁ ' {
that lias competent, satisfied, committed and dynamic, pcople is likely to do better
than an organization that scores low on these HRD outcomg variables: Similarly, an -
organization that has better HRD climate and processes is hLer to be more effective
Lhan n organization that does not have them. This is because a number of HRD
Processes simultaneously 0pcratmg in an ‘organization sh£ld normally rcsult in the
" "HRD outcomes mentioned in box 3 of Figure I.

The HRD processes and outcomes are separated in the Flgure 10 bnng out sharply
the - follovnng _ | ,

1) HRD outcomesare a fe.w whereas processes are many (what is prowded in box 27
of Figure I is Only an illustrative list). !
2) HRD processes operalmg sumultaneously affect the outcomés.-

3) HRD outcomes variables are a step closer to organizational effectiveness than the °

process vanables For example, better communication, role clanty, per[ormance : 7
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planning, trust, collaboration, openness can be considered as more remotely
related to organization effectiveness than variables like having competent,
dynamic, satisfied and committed employees. - .

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

5) HRD outcomes mentioned in the figure provide the raison d etre for HRD
processes.,

The linkages between HRD outgomes and organizational effectiveness are not casily

- demonstrable due to the influence of several other variables in determining
productivity. For example, researches conducted in the past studying the
relationships between job-satisfaction and productivity, organizational health and
productivity have not shown any consistent results. This has an implication for the

" Chief Executives, unit heads, line managers and HRD managers interested in HRD.
They have to make efforts to promote HRD processes and culture in their
organizations as a matter of “faith” or “philosophy” and not look for demonstrable
outcomes in terms of organizational eifectiveness. They should at least be able to
believe that their organizations are not likely to be effective for sustained periods
without the HRD processes and outcomes howsoever facilitating the other factors
{(cnvirenment, technology, market monopoly, ctc._) maybe.

Another set of relationships shown in Figure I deserves attention. This is the
relationship between boxes 1 and 2 i.e., HRD Mechanisms and HRD Process-s.
HRD mechanisms like performance appraisal, training, OD interventions, counselling
etc. are “systemic” interventions an organization can make to set into motion or 1o
develop the desired HRD processes and outcomes. However, mere introduction of
HRD mechanisms and HRD departments do not automatically result in the
development of HRD climate or HRD processes. There are organizations in our
country today that claim that they have been able to generate a good HRD climate
and outcomes without having any formalised HRD mechanisms. It is possible to have
a HRD culture without having a HRD department or without using any HRD
systems. That requires good leadership at the top, vision and building of HRD values
from the inception of an organization. Such HRD values may have besn promoted
in the past by visionaries and institution builders. ’ .

In this era of Professional Management where Managers as well as Chief Execulives
are being professionally developed, systemic interventions is the onlv way to develop
and institutionalise processes and a new culture. HRD processes and climate cannot
be developed in any simple way in organizations that are alteady in existence and
have already evolved a way of life. Process changes can be brought in through
systemic interventions faster if the interventions are designed properly, taken
-seriously and are monitored constantly. Design of the systems should be based on a
clarity of processes. In sum, the following can be postulated about the linkages
between HRD mechanisms and processes: :

1) HRD departments, and HRD mechanisms are useful instruments for initiating

and strengthening development processes and culture and achieving HRD
oulcoines.’

2) HRD mechanisms and sub-systems should be designed keeping in view the HRD
pracess and culture to be achieved. : ' ' _

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

4) Irrespective of how well the mechanisms are designed and implemented, if the top
management does not have commitment 6f HRD and communicates such
commitment of all employees, the HRD mechanisms may become mere rituals

resulting in wastage of managerial time rather than leading to the development of
HRD processes. :

5) Even when the HRD mechanisms are well designed, the top management is
committed and the implementation process is well monitored, generation and
internalisation of HRD processes and culture remains a slow process and may take
some years to establish. :
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- - Figure 1
A Schematle Presendatlon of Linknges Between HRD Instruments, Processes, Quicomes und
’ Organlsotionol Effectlveness :

HRD Mechanlans or Sub- HRD Processes & HRD HRD Qutconies Yariables Organizationa] Effectiveness
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. Detter Developed Reles ® Growth and Diversification

Higher Work-cominitment | |s Cast Reduclion

back Counselling Sessions cies Required [or Job. & Job lavolsement
.- Perfornyanic )
- P: IMOE_ . * Kore Problem Salving
3 i * Prosctve Oriegialion -~ .
' Rnle_Ail_'m]ym Excraiies " & Dewer Utilisarion of Mose Prol.Its
. Pnren_qal Development # More Trust Human Resources s Beller Image
Exerciges ]
¢ Training * Coltaboration & Team ® Higher Job-satisfaction and
- . Wark Work Molivalion
» Communivation Policies | |» Authenricity @ Belier Generatinn of
[niemal Resources
# Job Rolalions » Openntss *_ Betier Organization:n
Healih
8 OD Exercises * Risk-1aking (o More Team-work, Synergy
. and Respect for Each Other
& Rewards ¢ Value Generation
. |# Jobencichment Programs | | o Clarification of Nozms and | .
: Standards

" {# Other Mechanismis ¢ Imreased Communicalion

* More Objective Rewards

* (eneration of bhiecﬁve.

" Data on Employees etc.
|Other Factors . Other Factors
Personnel Policies, Top . ) ) Environment, Technology,
Management Styles, Invest: - - Respurce Availability, History,
menls on HRD. Top Manage- Matuze of Business etc.
ment’s Commitmenis, History, .

Previous Culture, Line
- |Managar's Intetest el

1.5 HRD INSTRUMENTS : TRENDS /

The objective of any HRD effort is to build human competencies, to build a climate
and to improve employee satisfaction with work, i.e., "competency development",
“climate building’’'and “innovation development”. In competency development
again the objectives are many. These include : development of competencies of
individuals (both in-relation to work and as individuais and their potential for future),

. developing competencies of dyads (boss-subardinate dyads from top to bottom}, of
teams and for inter-team collaboration for organizational he.a‘lth.

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

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

departments. In other organizations this role is performed cither by the Personnel

Chief who is at a senior level or by the Chicf Executive him3elf. In the non-profit

. sector this realisation is just coming. Only a small number of organizations like the
universities and hospitals have HRD staff or HRD departments. '

Humnn Resource Brevelapnens :
N AN Overview
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The most frequently used deveélopment instruments are “Performance Appraisals™
and “Training Programmes™. Development-oriented performance appraisals have
gained momentum in the last one decade. However, many organizations are still
mixing up development goals with control and administration goals reducing the
effectiveness of appraisals. Those organizations that emphasize “performance review
discussions”, "caunselling sessions” ete. rather than “‘appraisal ratings™,

“promotions™ and “rewards’ seem to achieve HRD goals far more and far better.
However; accomplishing HRD goals through performance appraisals is less visible
and much stower than achieving HRD goals throughi training, although the nature of
HRD goals achieved through these two types of instruments are different. These
issues will be discussed in subsequent units. .

Role analysis exercises have helped a great deal in some organizations to bring about
vole clarity and setting the climate for development. Some organizations have used
role analysis exercises to generate basic information about the key functions
associated with each role and the key competencies required to perform these
functions. Such basic data is being used for recruitment, promotion decisions and
potential appraisal, performance planning and performance development through
training. Training ueeds are also being identified using these data.

Very few organizations are using job-rotation as a HRD mechanism, although a
numbcr of them carry out rotaiion exercises. In a HRD- oriented job- rotation there-
is a philosophy behind job-rotation and it is a development philosophy like perspective
developmcnt or development of empathy, understanding of other departments and
development of gen?ral management skills. .

QD excercises are being used by a few organizations largely for developing tear spirit,
team work and interdepartmental collaboration. Potential development exercises
have not yet begun te take shape.

Some of these instruments are discussed in detail in this course. The next few units '

in this Block present in detail the HRD strategies and case studies. The case studies
illustrate the effeclive use of some of the HRD instriments.

In this course, emphasis has been laid on supervision, counselling and mentoring and
training. Line managers play an important role in HRD. They facilitate their own’
develepment and that of their subordinates through feedback and counselling, -
mentoring, climate building and their own leadership styles.

1.6 HRD IN OTHER SECTORS

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

1.7 HRD ISSUES

HRD is a grovnng field. it is also a complex area. As the knowledge base in HRD is
developing, many issues are also emerging. These issues deal with structuring of the
HRD function, creating HRD climate, the HRD instruments and processes for
workers, HRD-OD-IR linkages, development of HRD professionals etc. These
issues are dealrwith in the Tast part of this course.

1.8 AN OVERVIEW,OF FIRD PRACTICES ; TRENDS

The Centre for HRD at XLRI, Jamshedpur surveyed the practices of 53 public and
private sector organizations (Rac and Abraham, 1985), From this survey the
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following trends were observed:
An Overview

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

2) About 89% of the organizations surveyed had personne! policies that emphasize
contifiuous development of their employees. :

3) In 30% of these organizations there is a separate HRD department and in apother
389% of them the HRD function is a part of the personnel function with specially
designated persons to look after it. - :

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

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

6) About 55% of them had a definite training policy. For example, one of the
organizations surveyed had a policy that all the exccutives should be trained in all
areas of general management. In 64% of them there is a separate training

department.

7) Filty per cent of the organizations reported that they have someonc 10 look after
OD activities although 44% of them only had undertaken some OD activity or
the other by the time of the survey. In most of these organizations the OD activity
was focussed on team building and role clarity exercises. About 36% of them
reported using OD for developing a work organization, 26% for interpersonal .
sensitivity aq}l personal growth and 15% on stress management.

#) About 80% of the organizations required their executives to counsel their
subordinates at least once-a-year although a large numben of them encourage
more frequent counselling sessions. '

9) In some of these organizations the top managements commitment, supportive
personnel policies, a positive organizational culture, training, and HRE systems
and staff are considered as facilitating HRD. :

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

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

changed situation.

HRD is most needed in a country like India for the development of service sectors.

_ For example, schools and colleges, universities, national level research institutions,
agriculture development agents and agencies, district development agencies, health
centres etc. necd continuous zompetence development-of their staff who have to act
as agents of development. Development agents require a high degree of motivation
and complex skills to deal with people (particularly in rural India) and influence their
attitudes, habits and behaviour. Unfortunately very little is being donc so far apart
from increasing the number of training programiae, for these agents, Training
programmes by themselves may have a limited impact on developing complex
competencies. More serious and concerted effort is needed.
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i pemes 1.9 SUMMARY

. Being very first unit of the course it deals with different basic aspects of HRD viz.,
what+s HRD, why HRD and so on, having explained the importance of HRD
recognised by the organisations for their overall growth. Vatious aspects of
development of human competency as an essential component of developmiental
efforts has been. discussed and explained with its rationale-and implications. HRD
mechanisms, instruments, trends and practices have also been discussed in detail,
thereby touching all the basic issues in HRD. :

1.10 FURTHER READINGS

,#Khandelwal, A. Human Resource Dé'v.'e!apménr in' Banks. New Delhi; Oxford &
IBH, 1988. L o L
Rao, T.V:_, Strategies of Developing Human Resources : Experiences from 14
Organizations. Ahmedabad, Indian Institute of Management, Working Paper..
Rao, T.V. and Abraham, E., A Survey of HRD Praclices irt Indian Industry, in Rao,
_ T.V.'and Pereira, D.F., Récent Experiences in HRD, New Delhi, Oxford & IBH,
1985. ) ’ '
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UNIT2 HUMAN RESOURCE
DEVELOPMENT STRATEGIES

Objectives

Afler going through this unit, you Ishould be able to do comparative study of :
o various HRD instruments and sub-systems used in different organizations;
® role of change agents in organizations discussed in this unit;

¢ involvement of line r:nanage;'s‘énd 10p management in these organizations.

Structure

2.1 _Introduction

2.2 Larsen and Toubro Ltd. (L&T)

2.3 Crompton Greaves Ltd. (CGL)

2.4 L & T Construction Group (ECC) : - -
2.5 " yoli Lud. ’

2.6. TVS Iyenger & Sons

2.7 Voltas Ltd. C

2.8 Sundaram Fasteners Ltd, (SFL)
2.9 Bharat Earth Movers Ltd. (BEML)
2.10 OD in BHEL, Bhopal

2.11 Bank of Baroda (BOB)

2.12  State Bank of India.(SBI)

2.13  State Bank of Patiala (SBP)

2.14 Indian Oil Corporation (I0C)

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

2.1 INTRODUCTION

A strategy is a course of action planned to be undertaken to achieve desired goals.
HRD strategy indicates the desired course of action planned by an organization 1o
achieve HRD goals or HRD outcomes. The course of action may deal with the choice
of various means 1o achieve the desired goat and a plan for implementing the chosen

activity or action. Thus HRD st; ategy adopted by an organization may deal with the
following dimensions:; o

. 1) Whatare the HRD goals? What major pi:rposes is the HRD strategy supposed to
serve? .

2) Whatinstrumenis are expected to be used? In what order are they expected to be
used? What are the assumptions inade in choosing these instruments?

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

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

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

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

*The case Sludies and inferences reported here are taken from an carlier published anicle on Strategics

of Developing Human Resources by T.V. Ruo published in the HRD MNewslewer of the.Centre for HRD,
XLRI, Jamshedpur and the Nationul HRD Netwoerk,

15
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In the earlier unit HRD strategies used by different public sector and private sector
organizations were described. Brief background of the context in which these
organizations initiated and strengthencd HRD activities were also presented. In this
unit more detailed case studies of some select organizations arc presented. The case
studies presentcd here are based on the actual HRD experiences written and
presented by senior managers of their respective organizations. These case studies .
were presented and discussed in two of the annual conferences of the National HRD
Network. One of them was held at Madras in 1987 and another at Delhi in 1989.

The HRD experiences narrated in this unit reflect the HRD practices existing at that
time in these organizations. It is believed that the HRD activities undertaken by these
organizations had some impact in terms of the functioning of the organization. As
explained in Unit 1, the organizational outcomes (output, profit, productivity, etc.)
are influenced by a variety of factors. The HRD climate and HRD culture is only
one of the several significant factors affecting the organizational effectiveness.,

Therefore, an excellent HRD profile, excellent HRD practices and excellent HRD
climate at a given point of time may not guarantee continued effectiveness of the
organization for all times to come. HRD profiles need to be constantly upgraded and
HRD climate needs centinuous s{rengthening and renewal.

These case studies therefore, should be taken as illustrations of HRD activities and
not necessarily as examples for blind imitation. The case studies are intended to
facilitate learning about various aspects.of HRD for an interesied learner.

HRD {n Larsen and Toubro Limited: The first case study on Larsen and Toubro by
C.M. .Srivastava gives a comprehensive picture of HRD as attempted to be
implemented by the L&T in mid-Seventies. An integrated HRD was attempted to be
introduced. The case illustrates how various sub-systems of HRD were introduced
and strengthened simultaneously. The gaps in HRD implementation arc nol
discussed. ‘

HRD In State Bank of India: The second case study prepared by T.P. Raman
describes an-attempt by a large public sector, service organization to introduce and
strengthen integrated HRD systems. A number of sub-systems including performance
appraisal, counselling, career planning, training and OD were initiated, inlégrated
and strengthened. The process of implementing a development oriented system
described in this case has many Icarning points for large organizations.

Potentlal Development Through In-Basket: The Crompton Greaves have
experimented with a simulation exercise to assess and develop- the potential of their

senjor manager. Although it was a one-time experiment conducted in Crompton
Greaves, the experience has many interesting learnings. The description by Susan

Varughese presents in detail the process of developing and using this exercise. As
potential appraisal is a highlv neglected area, this experience may be very illustrative
of systematic potential development systems. '

Turn-around {n SAIL: The Steel Authority of India Limited has used HRD
philosophy and interventions for a turn-around of the company. The case study
prepared by Mz, 5.5. Ramakrishnan and Mr, M.R,R. Nair, members of the top
management team of SAIL are very illustrative of the change process HRD can
initiate and accamplisli. This case illustrates specially how cultura! change can be

. brought in through a variety of human process interventions simultaneously. -

HRD for Workmen at Eicher: Eicher is known for its HRD activities in the recent
years. The case by P.K. Kapase and A.K. Arora focuses on HRD for workmen in

one of their units. This case study is illustrative of how the quality of work-life can

be enhanced vsing a humanistic approach. The case also illustrates the lessons one
can learn from the Japanese styles of management to promote HRD in workmen.

HRD at C-POT: This case by Sunit Abrol, 8. Chakrabon_l,‘f and Sangeeta Sant illustrates
how HRD practices can be integrated inio the work culture of the organization. The

- case also fpresents various learning points for using HRD practices to generate a

climate of excellence. The various work practices followed al C-DOT also illustrate
how a HRD ‘philosophy is operationaliséd through various work practices and work
culture. ' :
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How to Use these Cases : _ _
1) These cases may be read and discussed in'small groups. The following questions
may be used for discussion:

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

i)  Which of the practices seem to be more critical or effective in that
_organization?

iii) How did these practices influence the HRD climate of the organization?
iv) Howdo you characterise the HRD climate’or culture of each organization?
v)  What role did HRD play in organizational effectiveness? '
vi) What seems to be the HRD outcomes?
vii}) What lessons can one draw about implemenlirig HRD?
viii) What is the rolé played by top management?
ix) What are the roles played by line managers?
x) - What are the roles played by the HRD/Personnel staff?

2) These case studies'should be read once again after completing all the {our blocks
and the same questions may be again attempted to be answered.

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

2.2 LARSEN AND TOUBRQC LTD. (L&T)

L&T probably the first organization in India to introduce an integrated HRD system.
The HRD system was suggested by-consultants while they were looking at the
performance appraisal system. for officers. The consultants feit that a development
oriented performance appraisal system may not achieve developmental objectives
unless accompanigd by other sub-systems like potential appraisal, employee
counselling, career planning and developmant, training and OD. HRD System was
introduced by L&T in the year 1975 with the introduction of Performance Appraisa! -
and Feedback and Counselling sub-systems. A high level task force was constituted
"to implement the HRD system. The task force functioned upto the year 1979, L&T
-had a ‘strong training-department which was conducting a large number of training
programmes and occasional OD exercises prior to this. These were further
strengthened with the introduction of HRDS by linking training with performance
appraisals and by stepping up OD activities. The starting of the HRDS was also
marked by the bifurcation of the Personnel Department into Personnel and HRD
departments. The critical attributes required for various jobs were also identified but

u potential appraisal syscem is yet 10 be finalised. - .

2.3 CROMPTON GREAVES LTD. (CGL)

-CQOL started thinking gbout introducing HRD systems in 1979-80 when an ambitious
-cxpansion and diversjfication programme was launched. Through a series of seminars
using-external consultagnts and internal Human Resource Department, a climate was
created where managers started looking forward for HRD interventions. Decision to
introduce HRD systems in a systematic way was taken by the top management after
a presentation ta the top management to and details of such p system. A high level
HRD task force was constituted 1o implement the HRD system. The task force
identifred Role Analysis, Performance Appraisal and Counselling as priority areas.”
By 1986 a number of role analysis exercises were completed bringing about increased
clarity of roles -hrongh the use of role-set groups. The role analysis exercises were
extensive and involved several top management teams. A new performance appraisal
system with cbnsiderable emphasis on teamn work was evolved. Performance
counselling was also introduced independent of appraisal, Potential dévelopment

“exercise using in-hasket exercise are also heing tried out.
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~ was started in 1983 with a diagnostic study.

<

2.4 L&T CONSTRUCTION GROUP (ECC)

With phenomena! growth in its business in the seventies and stiff competition in the
Indian and International market, the Engineering and Construction Corporation Ltd.
wanted to reorganisé itse!f to meet the new challenges and opportunities. An external

consultant was used to look into the organisation and suggest changes. As a part of
his report he also suggested the use of OD interventions to maintain organisational

health, aid the process of change and increase role.effectiveness. The OD process

A group of senior executives was formed into an OD group to design and implement
OD interventions with the help of the OD consultant. Role analysis exercises were
conducted initially to bring ‘about more role clarity; the need for which was indicated -
by the diagnostic study. The role analysis exercises also resulted in building the OD
group as a team, The OD group jdentified several issues facing the company,
prioritised them and formed task forces to work oni these issues. One of the issues
identitied on a priority basis was performance appraisal. Another was reward system.
As a result of the OD interventions, a new appraisal system called as performance
analysis and development system (PADS) has been developed and is being
implemented. ' e

2.5 JYOTILTD. '

HRD function in Jyoti was started in 1980 in a madest way with the appointment of

a HRD manager. The funclion was started to catalyse and facilitate individual growth
and organisation effectiveness. The HRD effort jn early years resulted in attempts to
redesign the performance appraisal systems. These efforts did not result in any
changes due to problems of acceptance. It was only in 1982 that renewed efforts were
made by the new HRD manager to introduce various HRD sub-systems and
prozesses. Conducting in-house programmes to develop competencies of individuals,
instrument-based feedback and counselling for executives, organisational diagnosis
and OD interveritions, redesigning performance appraisal systems using participative

rocesses efc., were some of the HRD activities introduced. As there was a change
in organisational structure of the company in 1983, the HRD department used the

opportunity to initiate OD activilies in some parts of the organisation. A series of
OD exercises were organised to improve individual, interpersonal and team
effectiveness. - S ’ '

3.6 TVS IYENGAR & SONS

TVS & Sons has a long tradition of being an organisation with concern for its

. employees. With changing environment by late seventies TVS & Sons started facing

a highly competitive environment. To meet the challenges of the changing
environment, higher level competencies needed to be developed in the supervisory
and managerial staff. Recognising this need.the company took a decision to divide
the personnel function into personnel administration and HRD and started a HRD
depariment in 1983. The department was charged with the responsibility to encourage
excellence to create an organisational climate where employees will sirive, towards
better pertormance, to maintain fairness and justice and to develop problem -
prevention competencies. The HRD department was given the functions of
manpower planning, job rotation, training, potential appraisal, carcer planning, job
enrichment, suggestion schemes, liberal education, personnel research and

organisational analysis, attitude surveys and reports, control and long-range planning.

After the department was established, a new development-oriented performance -
appraisal system was introduced, training aclivilies were systelnalised and manpower

“planning is being done to prepare the organisation for a better future.

2.7 VOLTAS LTD.

The top management of Voltas always believed that their people are their strength.
This belief has been brought to focus in the last few years through mechanisms like
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performance appraisal, counselling, management development, communication
policy, potential apprajsal, training erc, Voitas did not have a department separately
for HRD apart from their training and manpower development unit which was a part
of the Personnel Department. However, HRD culture was artempted to be brought
in fhe company in a'variety of ways. In 1977 itself while reviewing the reasons for its
poor performance, the Managing Director identified the inadequate attention paid to
the development of human resources as one of them. In order to ensure develapment
of human resources and generate a healthy organisational climate, a communication
policy was evolved. This policy aimed at wider participation in a decision-making,
openness and regular flow of information. Voltas have revised their performance
appraisal systems fror time to time. In 1982-83 they redesigned the managerial
appraisal system focussing it sharply on management development. It had the
mukltiple objectives of strengthening managers as individual, developing them for
higher level positions, ‘strengthening working relationships, providing a basis for QD
exercise and increasing accountability. Voltas also have a strong base in training and
OD.

2.8 _SUNDARAM FASTENERS LTD, (SFL)

SFL is a member of the TVS group of companies. Starting its manufacturing operations
in 1966, they diversified into Cold Extrusion in 1976. They opened a second fastener
plant in 1981. .In 1983 they further diversified into manufacturing Powder Metal
Products with German collaboration. Their sales turn-over rose from Rs. 4 crores in
1977-78 to Rs. 27 crores in 1984-85. This Steep growth in a short period from a single
product in a single location to a multi-product, multi-location company necessitate a
need for HRD in the company. The multi-location produced a depletion in trained
manpower and consequent problems- and gaps at various levels. The HRD :
department is placed in the Corporate Planning & Development Wing. The HRD
unit started working on organisational structure (focussing on clarifying-reporting
relationships, outlining key responsibility areas), manpower planning, recruitment,
placement, development-oriented performance appraisal system, training and
development, rewards, and career Planning. For introducing the new appraisal
System, extensive research was done, a new systern was evolved, experimented and
finally adopted after conducting orientation programmes. The Chairman & Managing
Director also participated in these workshops to communicate the 10D managements,
interest. Training needs were identified through PAS and the training function was
strengtheneds SFL is working on the other mechanisms-simultaneously.

2.9 BHARAT EARTH MOVERS LIMITED (BEML)

. ¥ . .
BEML is one of the few public sector companies that have shown consistently steady
and fast growth in the last 15 years. During 1976-77 the top management decided to
reorganise BEML 10 make it grow at a'much faster pace. External consultants were

_engaged to assist the company on long-term planning and reorganisation. The .
consultants with the help of a high level internal task force suggested a new.
organisational strucrure. Along with the new structure, they recommended (he
introduction of HRD system to develop the competencies of the BEML staff, In 1978,
the Personnel Department was upgraded with a General Manager in-charge of it and

created. "An Advisor at the General Manager level was also hired to implement the
HRD system in the company. A development-oriented performance appraisal,
perfonnance counselling, training, career development and potential appraisal
exercises were initiated in 1978 and 1979. The appraisal system was modified
subsequently over a period of time and the training function was strenpthened.

2,10 ODIN BHEL, BHOPAL.

BHEL, Bhopal, maintained 3 constant upward trend of production from 1972-73 £l .
1976-77. In 1977 there was a sudden dip in production which caused considerable -
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concern to the management. It September 1976 a Human Resource Committee’

-~ (HRC) was formed with the Executive Direcior, GMs and Deputy GMs as members.
A problem-identification’ workshop was held. An OD department was also created
in 1981, Starting (rom this, a number of OD interventions have been made by the
OD department using internal task forces as well ‘as external consultants,These
include management employee communication meetings, team building programme,
survey feedback on organizational health and motivational climate etc. The company

is in the process of introducing a new performance appraisal system..

2.11 BANK OF BARODA (BOB)

The HRD Department in Bank of Baroda was established in the year 1978 as a part
of the Personnel Department. The need for a separate HRD department to look after
manpower planning, training and performance appraisals.was suggested by.a
., consultant appointed by the Bank to suggest mechanisms to strengthen the Head
Office. After its establishment the HRD department brought about major changes in
the appraisal system and developed through a participative process, a
‘development-oriented appraisal system for officers. The Employee Performance
Review System (EPRS) was fnalised using top level committee and top managément
support. Self-review, performance-review discussions, identification of constraint,
developmental decisions on the basis.of self-appraisal and review are some of the
components of the new system. The HRD department also enriched the training
" function and prepared eventually a skill-inventory covering about 10,000 employees
for use for various Human Resource Decisions. In the first year of jmplemgntntion
of EPRS itself, the HRD department made 72 interventions towards development -
decisions. Officers were trained in the new system through 65 seminars. The EPRS

‘is reviewed periodically to make further improvements. .

2.12 STATE BANK OF INDIA (SBI)

A decision to introduce HRD system Was taken at 2 workshop attepded by the

- Chairznan of the SBI and the Managing Directors of SBI and its associate banks. The,
workshop was adplressed by an external consultant who explained the HRD '

philosophy. _

The associate banks appbinted HRD managers subsequently but could nvt make
much headway except designing a new. appraisal format common to all associate
banks and conducting periodic surveys on motivational climate. It was only in 1979
when the SBI appointed a Chief General Manager, Personnel & HRD and a Chief

. Officer, HRD at the Central Office, that the HRD started gaining momentum in the
SBI. Simuitaneously HRD departments were started and HRD managers appointed
in different circles of the SBI. The HRID efforts started by introducing 2 new -

development-oriented performance appraisal system. Given.the size of the' .

organisation, with -about.40,000 officers-to be covered, introduction of -the new
appraisal system had to'be based on adequate experimentation and orientation of all
staff to the philosophy and objectives of the new system. After about 5 years of
experimentation and evolution, the new appraisal system was formally introduced by
the bank in 1986. The HRD department of the SBI also started working '
simultaneously from 1979 on job-rotation, training, OD career development,

feedback and counselling, feedback and counselling sub-systems.

313 STATE BANK OF PATIALA (SBP)

HRD department was started in the State Bank of Patiala jn 1976. It had the objective

of developing systems for developing and hammessing the talents of people and meet
the challenging expectations of the community.’ In the early years the HRD activities

were limited to training and survey feedback. In the early eighties the department

started playing an important role under the Jeadership of an MD who strongly
believed in HRD. The {raining system was streamlined, a_’jnb.-rotation programme
was undertaken, OD work aiming at team development was initiated insome 7|
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branches, and a new performance appraisal system is being evolved. The .bank also -
-worked out a human resources information system which was used for career
planning and rnanpower planning. Periodic surveys of HRD climate are being
cconducted, ' oo '

2.14_INDIAN OIL CORPORATION (I0¢) — L

IOC has about 31,000 employees and a fifth of them are officers, Beginning from
1964 the company had grown big in size and started experiencing problems like’
commuications and logistics with indications of some degree of alienation among its
employees. With the ever-changing environment, the company felt the need for an
examination of its organisational-health for self-renewal. To meet this need,.the
Corporation started new functions, Corporate planning function was started for
CArrying out environment seanning, a resource audit was initiated to decide strategic
options. HRD function was initiated to prepare the organisation to implement the
strategic options. The HRD department was established in June, 1983 with the tasl:
of desinging a comprehensive HRD system and implementing it, The HRD-
department’s work began by :he Chief HRD Manager conducting a role analysis
exercise in the context of the HRD needs of the divisions. The departmec it also
conducted a series of workshops with the Iop management and senier executives to
evolve and clarify the role of the HRD department. Assistance of an extenial
consultant was also taken to facilitate the implementation of HRD. In 1984 HRD
departments were set-up in Refineries and Pipelines division and Marketing.
Headquarters and a ceminar was conducted to develop HRD personnel to take up® -
HRD tasks. A series of workshops were conducted to create a positive climate in the
company for implementing HRD. Along with these, surveys were conducted to
measure the organisational climate. Roleanalysis exercises were conducted to bring
- about role clarity: The role-set based approach was used for this purpose.. Key
Performance Areas and critical attributes created with each focal role were also .
worked out, The progress of implementation of HRD was being fed to the Board
periogically and the Board kept taking decisions. For example, in 1983, on the basis
of the progress report, the Board decided to set up HRD departments in each unit
of Refineries and Pipelines division and in each region of Marketing division. A three
week intensiye programnie was offered for all HRD staff. About 40 workshops were
conducted upto mid 1986 to\enhance the HRD competencies of HRD and line
managers. :

'2.15 STEEL AUTHORITY OF INDIA LIMITED (SAIL)

SAIL is the biggest industrial company with assets worth Rs. 6,000 crores and
employees numbering 2,50,000. The new Chairman who took over in 1985, found in
his diaghostic efforts that SAIL's manpower is its biggest strength but it has not been
put to full use. He got a fecling that SAIL has become a bureaucratic organization
‘and its image couid be far better and its cmployees can do a lot'more; the result of
which will Rave an impact on the country’s economy. He initiated a series of internal _
discussions involving a large number of executives to reflect and work out priorities
for action. This internal mobilization of human resources led to the identification of
priorities which included the improvements i~ work culture, capacity utilisation
productivity, contro! of cost and customer services, Work culture was sought to be
"Improved through team work, information sharing, human touch, job-enrichment,
discipline, operational-consistency and development of employees. The ‘Pricrities
for Action’ becarrie a kind of an OD intcrvention to bring about a new culture in the
organisation. A new performance appraisal system was designed with development
- and differentiation of performance as objectives. The new appraisal system is very
much of a HRD oriented system requiring officers to identify tasks and fargets cvery
years, aﬁticipate consiraints, plan actions to overcome them, review performance,
identify developmental needs and counsel poor performers to help them develop.
Thus without bringing inany structural changes like adding new departments $AIL
-§5set to evolve a new culture that value human beings at work.
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7.16 HRD INSTRUMENTS AND SUB-SYSTEMS

General observations are made below on the basis of an analysis of HRD experiences
of these 14 companies. ' .

Need for New HRD Instruments

From an analysis of the HRD experiences of these companies, the source of
inspiration for introducing new HRD systems seem to come from one or more of the
following: o

1) To support the structural and strategic changes made by the orgariisation to

orchestrate its growth and expansion (BEML, 10C, SBI, L&T, ECC, Jyoti, CGL,
TVS, Voltas, SFL, BOB) ' - - R

L]

2) Recognition by the top management of the importance of HRD and their .

responsibility to promote it for the good of the organisation (L&T, SBI, SBP and
Voltas) . _ p

3) To prepare emplojregs.to respond to the increasiﬁg'p;oble'ms faced by the
organization both internally (dissatisfaction; delays, fall in productivily etc.) and
externally (high competition and falling market situation etc.) 10C, BHEL, TVS
and SAIL. : . . > Lo : o

4) To keep the image of the company up by adding such modern instruments to- its
structure (none of the 14). ' .

From this, it may be concluded that most companiu-seem to ﬁerceive HRD as An

jnstrument to orchestrate the growth of the organization by preparing its people to
strive for/or facilitate snch growth or at least maintain Iiternal stability.

Operaling Mode

Having decided to strengthen the HRD function, how does one go about doing it? |
There are many ways of doing it. These include: ) . |

i) Using the existing Personnel Department (SAIL).
ii) ‘Sirergthening the Personnel Department by equipping them with new
competencies (Voltas, CGL). '

iii) Training all managers and making them recognise their role in HRD without
adding any new department or roles.

iv) Adding the HRD role to the other roles of the Chief Executive or some top level
managers. .

v) Using task-forces {SAIL, partially SBI, BEML, BHEL, L&T, ECC, CGL).

vi} Setting up HRD departments or equivalents (IOC, SBI, SBP, BEML, BHEL,
L&T, ECC, Iyoti, TVS, BOB, SFL). . C .

vii) Creating a new role of HRD managers, or

Combinations of the above and more.

The most frequeﬁtly used mode seems to be by setting up a new HRD department.
Only Voltas, SAIL and CGL seem to be exceptions. These organizations have not
sct up any new HRD departments but enriched the existing ones (for example, in the,

case of Voltas the munpower department ugil was given HRD role). All others have.
-set up either HRD departments or OD units. Ol the fourteen companies, only three . .

chosc the operating mode of using the existing personnel departments for HRD work.
- The only organization that did not make any substantial changes in the structure of .

their personnel.department is SAIL. But by the time SAIL started working on the
new appraisal system-and priorities for action (an OD intervention) they already had

a strong Personnel Department with HRD orientations at every level. They even had
OD managers and fairly good training centres. On top'of it, the Chairf‘naﬁlhimself is

a person committed to a HRD philosophy. It is only-when such favourable conditions :
exist, using the existing personnel departments seem tq be a viable operating mode
for initiating HRD activities. - “ :

Use of task-forces appeérs to be ancther effcctive way of implementing HRD
activilies, More than 50% of the organizations seem to use them. In L&T, ECC,
CGL, BEML, SAIL implementation task-forces have played an important rolc in




designing and monitoring the implementation. The task-force coﬁs-ié-féd'most]y ot ”
senior level line managers. '

From the experiences of these organizations it may be concluded that setting up a new
HRD department or recruiting a HRD manager and using task-forces conslsting of line
managers for implementation appear to be the more commonly used strategles, It may
be noted here that using internal task-forces has been found to be useful strategy for
bringing about organizational change using performance appraisals (See Butler and
Yorks, 1984). _ '

Integrating Role

The creation of 2a new HRD department or new function of HRD can be called asa
step in the direction of “differentiation” using the model of Lawrence and Lorch
(1967). When such differentiation of task and functions is made there is also a need
to have integrating mechanisms. An analysis of the experience of those organizations
that have set up new HRD departments indicates that a senior corporate level
executive dealing with personnel function of the entire company seems to have been
assigned the integrating role to play. . .
In Voltas, SAIL and CGL, whete there is no separate HRD department or )
functionary, the need for integration is much less as HRD is an integral part of the
personnel function. In other organizations, normally a Corporate Director or General
Managér seems to play that role. In IOC, it is the Director Personnel who plays the
role, as both HRD and personnel departments report to him. In SBI, it is the Chicf
General Manager, Personnel and HRD as well as the Deputy Managing Director,
Personnel, who integrate. In SBP, it is the General Manager Planning and the MD
himself. In BEML, it is the GM Human Resource and Dircctor Personnel. In L&T,

it is the Vice President Personnel and OD. In-Jycti, the Managing Director himself
performs this role. In Bank of Baroda, it is the DGM Personnel. In L&T, ECC, the
DGM, Personnel and OD report tothe MD. Thus the integrating function seems to
lie with a top level manager. This could be an advantage as well as a disadvantage for
HRD. The advantage is that the HRD functionaries have access to the top. The
disadvantage is that If the top manager does not understand or believe in HRD, he
may not pay any attention to it and discourage the function.

Facilitation of Change by External Agents

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

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

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

1) Designing and/or detailing HRD systems or sub-systems;(IOC; SBE, BEML,

. L&T, ECC, BOB). . -

-2) Experimental try out of a system or sub-systent in the ofganisation or a part of it
{I0C, BEML, SBI and ECC. In IGC, role analysis was attempted in action
research at project areas.”In BEML, the new appraisal system was tried qut in.

1978 experimentally in’ two departments and then in the entire company. SBI's
performance appraisal was experimented in.Ahmedabad circle before it was |
implemented). ' "

3) Training of internal change agents or resource persons (I10C, SBI, SBP, BEMIL,-

BHEL, L&T, ECC, CGL and SAIL). In large organisations involving several
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" jnitiated job-rotation exercises.

. hundreds of officers to be covered, orientation of the executives to the new HRD
philosophy appears as the most important first step. Sincé everyone cannot be.”
oriented by outside consultants, training and-using internal resources seem to be
-useful in implementation. For example in SAIL, the first phase of the new
appraisal system required the training of about 8,000 officers and in State Bank

of India the system was to cover nearly 15 000 officers spread all over-the country. )

In'L&T it was about 1,200 in BEML about 1,500 and ECC about 700. Hence,
groups of internal resource persons were trained to implement it. External
consultants were used to train them. . iE

4) -Designing systems of monitoring the implementation (BEML, L&T, ECC,
BHEL, SAIL). Very few organizations seem to have used ouitside help for
monilpring the implementation. Even in BEML,.ECC, L&T and SAIL, the -
monitoring systems were limited to task-forces. In BEML, a series of - )

- Questionnaires were used to monitor the implementation in the first year. L&T
is the cnly company that frequently used internal monitoring systems.and .
occasionally external consultants to review the implementation. In BHEL, as the,
OD exercises required follow-up, monitoring was better. In addition, periodic
surveys of organisational health were used for monitoring. s

Periodic Reviews of the Sub-system : L&T is the only organisation that used external
consultants for periodic reviews of the HRD system, once it was implemented.

_ Initially it was reviewed by the very consultants who designed, and subsequently by

another consultant subscribing equally fo HRD philosophy and who has been

"working with the company. In no other case was an external consilltant used for a

systematic review. Iniernal task-forces, Teview meetings etc. are in built into the -~
system for implementation but a thorough and systematic review by external agents
once in five years may facilitate seii-renewal of HRD systems. .o

Initiating Strategies and Emphases ‘

HRD aims at bringing a change in the organizational'culture to facilitate the-.
development and utilization of people. Such a change. is a continuous process and
may lakKe place incrementaly. In order to hasten this process and institutionalise the
new culture, it is important to choose appropriate instruments. A decade ago
‘Performance Appraisal’ was perceived as a_potential instrument for bringing about -
such changes in perceivable magnitude, L&T started their HRD system with this'belicf

and, therefore, focussed on Performance Apprais__allsub-system from the year 1975

BEML, SBI, BOB, Jyoti, TVS, CGL, Voltas, SAIL and SFL are other examples of

initiating the new HRD function with emphasis on Performance Appraisal. However,
without exception, all these organizations simultaneously started warking on other
supporting sub-systems. For example, L&T further strengthened their training system
and linked it up with appraisals and simultangously started critical attribute -~
identification.- BEML also-strengthened their training, initiated some.OD exercises
(which were discontinued later) and improved their career planning and development

_ practices. SBI also introduced OD exercises and trained their staff in some circles as

OD facilitators, systematised manpower planning, strengthened training and also

BOB also started working on manpower planning and sKill inventory and also linked

it up with training to some degree. Jyo& aftermaking a few-abortive dttempts to.
introduce new appraisals, quickly switched over to OD interventions and new - .
functional as well as behavioural training. SAIL started simultaneously working on
priorities for action, career planninig and promotion syster.and linked appraisal with.
promotion and other reward systems. CGL., although started with performance
appraisal were fast enough 1o recognise the-complexities involved in developing and-
using appraisals. They shifted their focus simultaneously to role analysis and potential

development exercises and also strengthened the training activities.

- 10C is probably an exceptio_n-::A.s" a él}atg'g,ic move, th‘ey-'c!‘id n'ot'-wan'f to touch the

appraisal systém until 2 climate was created for officérs. They wanted the officersto
start thinking about appraisals and wanted the change to come from within. So, ffieir -

" “focus was on developing role-clarity through identification of KPAs and, critical
_ attributes. In a way, CGL’s approach comes closer to 10C’s. Both these organisatjpsis

probably learnt a few lessons from the-experience of others that started with fntensive
work on Performance Appraisals. B '




" 'OD strategy to bring about change was used by BHEL and ECC, SAIL and Jyoti Human Resource Devclopinent
also used OD type interventions without change ii apprzisals. The OD strategy also - Strategles
seem to have paid some dividends vs ECC was able to move on and strengthen several

other sub-sysiems. BHEL brought about change in the problem-solving abilities of

their people through their OD interventions but have not been able to move on to

use other mechanisms of developing their people.

_From this analysis thiree strategies of initiating HRD sub-systems erierge: Performance
Appraisal-based strategy. Role Analysis-bascd strategy and OD approach.
Performance appruisal based strategy seem to take time for its impact fo be felt. Role
Analysis and OD interventions may get somewhat inore perceptlible results in the short
run. Irrespective of the initiating echanism, the organisation shouid be able to use
other instruments simultaneously to have an impact. This may also have some
synergistic effects on the develgpment of employees capabilities, :

Innovations in HRD Sub-systems

The experiences of these 14 organisations also indicate some evidence of learning
from one or other, making modificatjons and evolving own’ systems to suit one’s’
culture. : !

L&T-is the first to start an integrated HRDS and L&T’s HRD system has inspired
several other organisations. After studying L&T’s and other systems some of the
organisations have evalved their own. For example, in the appraisal systems used by
these 14 organisations, some of the development objectives-and components are
common: Most of them have self-appraisal, performance planning through task .
identification and target setting, managerial qualities, performance review discussion
or counselling and identification of training needs (e.g. L&T, SAIL, SBI, BEML, -
Valtas, ECC, SFL cte.). ECC which became a part of L&T a few years ago developed
a system somewhat different from L&T. While developing the new systém they have
learnt from the experiences of the.parent company. The system is titled as
‘Performance Analysis and Development System’ and not an appraisal system. Some
“of the organizations have preferred to use the term performance review discussions
rather than calling them “Performance Counselling™ sessions. This is because they
found that the terms “Counselling” ilself had negative ¢onnotations in the mind of
'managers {(e.g. ECC, SFL., SAIL etc.). SFL has even introduced a third persons (a
representative of HRD department) presence in the review discussions.
Himilarly, SBI and SBP introduced many innovations in their OD efforts, for
grample, their manager-to-messenger programme. In this programme a higher officer
Visits a branch and meets all the staff and spends a full day understanding their

roblems, and helping them to design action plans to solve their branch’s problems.

Is de'velop__team spirit, branch-level problen solving, upward communication and

a feeling of being cared-for by the organization, Another innovation made by. SBI
was to train a graup of branch managers in some of the circles as OD facilitators.
The assumption was that after a group of branch managers are trained, they can
become internal OD consultants and any branch manager could invite them to help
him.improve the branch effectiveness. This process becomes a mutual learning
experience. It worked better in One place than in another. It did not work in those
places where it was not pursued well by the circle management. Similarly,
introduction of branch level trajning by a mobile team of trainer and helping in
budget preparation are t\ﬁg other interesting innovations introduced by SBI.

“Priorities for Action” s in itself a new model set up by SAIL. CGL did a thorough
analysis’of the factors that contribute to tcam spirit and are‘in the process of
incorporating the sare in their appraisal system. Usigg simulation techpiques like
.in-basket for potential developed is another cantribytion by CGL. “Instrumented
Feedback™ to develop managerial competencies hay been attempted by.L&T and
BEML.. New forms of reward management is also I:yéing thought of by some of these
companies. ' T

Qrientation and Invoivement of Line Managers

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

organizations have already been having," informal HRD mechanisms, strengthening
the HRD-procésses requires-an understanding and acceptance of HRD philosophy
by the line managers. One of the ways of developing such an understanding is by -
letting it percolate from top management down. This takes long time. For quicker
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understanding and acceptance, line managers need to be oriented. Recognising this,
most organisations, seems to arrange organise orientation workshops and seminars
to make the line manager aware and accept the new philosophy. In some cases, the
orientation training was limited to the sub-system they are introducing and in the

" other cases, irrespective of the sub-system introduces, a general HRD orientation

seems to have been given to line managers. For example, L&T oriented all their
officers to the new HRD system and trained them more intensély in the new appraisal
and counselling systems. BEML also followed, the same strategy. SBI, however,
Jimited its orientation programmes largely to the new appraisal system they were .
introducing although, information relating to other systems used to be given. SBP
evolved annual HRD conference as a method of orienting alt senior staff to all aspect
of HRD. ECC went on orienting their line managers to any new process that was
being evolved. The OD group consisting of all senior managers were being oriented
periodically through OD workshops organized every quarter. In Jyoti, for OD
exercises cvery line manager was treated as chief of his department or division, Of
the 14 organizations there is no organization that did not have orientation’
programmes, organised for their line managers on some aspect of HRD or the other.

“This is a very healthy trend set by these-organizations. Involvement and participation

of fine managers is very much in tune with the HRD philosophy.

Here it may be appropriate to point out a built in problem experienced by
organisations. When an orientation workshop is conducted for line managers
explaining to them a new system, instrument of mechanism, it raises their
expectations. For example, while introducing a new performance appraisal system;
the normal tendency on the part of the organization is (o point out the disadvantages
of the old system and the advantages of the new system. This raises expectations and
high standards are set in the minds of line managers; they know ideally what should
happen and keep looking for the ideal to happen. As a result, it has been found that
howsover well a system is implemented, line managers are normally dissatisfied with
HRD implementation. Organisations, HRD managers dnd managements should
recognise this fact and not get disappointed with the criticism and lack of appreciation
from line managers. This makes the HRD manager's role complex and for that reason

he needs a lot of support from top management.

Top Management’s Involvement . - -

The setting up and structuring of the HRD department is itself an indicator, of the
top managements’ involvement. Most of the organisations described here have shown
a high degree of involvement, of the top management at ong stage or the other or
at least in one component or the other. In SAIL the Chairman took personal interest
and attended most of the top level seminars on ‘Priorities for Action”: The Director,
Personriel and the General Managers of different plants were involved in monitoring -
the implementation of the new appraisal system. - ’

In L&T all the Vice-Presidents and General Managers, periodically reviewed the
implementation. In ECC the MD himself participates in the OD sessions and
programmes. In CGL the Managing Director himself chairs the HRD task-force and
allocates time for HRD review in the quarterly performance review meetings held by

" the top management. In I0C, the board keeps reviewing progress of HRD

implementation and gives support to the HRD department. In Voltas, the MD +
himseif attends management conferences and ensures the implementation of the
commurication policy. In SBI, periodic review meetings are held by the Chairman,
MD and Dy. MD with the HRD staff. In SBP the MD himself monitors the annual
HRD Conference. In Jyoti, the MD himself played the faculty role in somie
programmes for senior managers and participated in a specially designed exercise 10

. increase understanding the trust. Thus it looks that in almost all the organizations,
“<analysed here there are indications of top managements® involvement and
r agem v

commitment.

However, there is a darker side of the pictufe. First,p’f all in our culture if the top
management is involved in implementing & system and the top management is
transferrable or they have time bound appointmerifs, the stabilisation of system
hecomes difficult. Line managers may.appear to follow the HRD processes 1o please
the top management rather than out of their own conviction. In such cases, as soon
as the Chairman or MD is changed, some HRD practices may be_discontinued.
Secondly, when there is a change in the top management, the normal tendency of
Chiéf Executives on transferrable jobs.of terms appointments is to undo what their -
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predecessor has done by dismantling previous systems and adding his own. For . HumanResource Deveropment
example, BEML started off in 2 big way but the system suffered a setback as its Chief Strategies
Executives changed in quick succession and some of them did not give themselves

enough time to understand what their predecessors have done. The quickly changed

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

system. In this process somectimes oppartunistic line managers may transmit thejr

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

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

cullure associated with Performance Appraisal, 3-5 years of time may be required

in an organisation with 500-1000 officers.

In this context, training of the top management in the new systems and culture
becomes very important. Oniy a few of the organisations have been able to recognise
and implement this. For want of this, the lop management support may weaken over

a period of time as top level managers have many other things to attend to that can
give tangible results. ' '

* Overview of HRD Instruments and'Sub_-syste;ns

The HRD function itself has been initiated in most organizations in the last few years
only. Some of them are yet to make their presence felt. It also reveal that no
organisation has yet introduced, all the HRD mechanisms presented. Several
-organisations have just few of these and even these are being evolved or
experimented with, Therefore, it is difficult to conclude whether any organization has
¢omprehensive and complete system of HRD 2t all. Probably L&T comes closer 10
having a comprehensive system but its synergistic effects are yet to be experienced
by the company. Among the others, SBI, SAIL, SFL, ECC, 10C, CGL, TVS,
Voltas, SBP are on their way to having such comprehensive systems. There-is a
danger of these organisation taking a long enough time to dilute the spirit of HRD
existing today, if they do not act fast, More vision, leadership, and-dynamism are
required for implementing various sub-systems and creating a HRD culture.

- HRD Processes.and QOutcomes

In the context of the HRD effects model presented earlier it is appropriate to look
for an assessment of the extent to which HRD processes and outcomes have resulted
from the HRD practices, As mentioned earlier, mere institution of HRD mechanism
may not result in HRD processes. A number of other variables may be affecting the
HRD processes. Qur analysis also has shown that some varjables like top
managements commitment appear to be fairly good and efforts were made in man
. cases to involve jine managers. Glven these condition a faitly high degree of HRD
culture and outcomes should be seen. One would look for evidence in terms of .
improved HRD climate or improved competencies, satisfaction.and dynamism in
employees, : B

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

Administrating this Questionnajre in 1983 December first and 1985 February later in
State Bank of Patials it was found that in.40 out of 43 dimensions HRD climate -

improved (Agarwal, 1986). SEP is probably the only organization that has collected
data on HRD climate at two different points of time.

However, HRD Climate data are évailable for 6 of the 14 organizationy {Voltas,
-Jyotl, 5BY, L&T, CGL and SBP, I0C) from a survey of the HRD climate conducted 25
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by XLRI Centre for HRD in 1984 (Rao and Abraham, 1986, discisses details of this).
An examination of the HRD climate existing in 1984 revealed that L&T and Voltas
have a HRD Climate falling in high range (around 60% ona 100 point scale) and the
remaining five are in the middle range (around 50%). Between Voltas and L&T,

. Voltas scored less than L&T, In fact L&T is one among the top few scorers on HRD

Climate in 1984. All thése companies may have improved much more in the last two
years as their HRID mechanism got more attention in the last Two years, Only arepeat
survey can give more insights. Some of these companies however, have been
collecting process data as a part of the monitoring. Perhaps L&T is one company that
has been collecting the process development data systematically from time to time.
These data ro indicate that there has been a substantial strengthening of HRD
process. HRD outcome variables have not been studied.

BHEL, Bhopal, also has been collecting dataon organizational heallh'géﬁod'ica'_lly put.

the extent to which improvements have taken place is not known. In BEML periodic
surveys were conducted at the time of introducing the new system during 1578-79.
For example, after the first trial run of the new appraisal system, 63% of the officers
felt that they could communicate to their appraisees feclings of disappointments or

.happiness about their performance, 44% discovered areas-where they can improve

themselves and so on.

These kinds of evidence available can provide only a week support to the fact that
the HRD mechanisms do lead to improvements in the developmental climate and
development outcomes. One has to fall back on ones own conviction for supporting
HRD instruments. As top managers of some organizations may not want to continue
supporting HRD only on the basis of conviction, it is high time that the HRD
managers and departments start maintaining prafiles, of HRD changes that are taking
place in their organisation using periodic survey and other methods. There is great
need to develop these indicators. . o

Organizational Effectiveness

Almost all the 14 organizations have done well in the Jast few years. A few of them
have gone through or are still going through turbulence environment now and then,
but all of them have stood strong. On the whole; each organization has done well
although to a varying degree. For example, Larsen & Toubro, BHEL,ECC, BEML,
SBI etc., have done exceedingly well in the last few years. The Chairman of all these
companies make it a point to acknowledge the contribution of their human resources.
It may be presumptuous to say that HRD has largely contributed to the profits and
‘growth of these companies. However, contributions of HRD cannot be ignored. For
example, when the Chairman and President of L&T says that the success of L&T is

due to the positive attitudes and dedicated efforts of its people, he means it. The

extent to which HRD efforts have contributed to such dedication and positive
attitudes is not easily-quantifiable but one believes that HRD efforts did play a
significant role. To prove or disprove such relationships one has to imagine the

. organisation without HRD department and mechanisms as.well as discount the

tendency of people to glorify the past and ridicule the present. What would have
happened in SBI if it continued without introducing HRD (i.e. without the new
appraisals systems, manpower planning, skill inventory, orientation programmes,
OD exercises, HRD managers and the Chief Officers and CGM (P & HRD)? Or -
what would have happened to Voltas if the top management did not have a HRD
orientation? Or what would have been the performance of SBP without all that
emphasis on HRD between 1983 and 19867 How would ECC be if the OD efforts |
and other efforts triggered by it did not take place? * o :

Answers to such questions are difficult to get scientifically and inwitive replies are

réfléctions of one’s own Pygmalion.

Future Direction

The most neglected group in HRD are the line mgnagers.'The__HRD effect will
become visible and stronger only when the line managers start accepting and
internalising their own role. The sucéess of HRD ‘will be'the day when every
employee sees himself as a developer of.his'subordi_na'tes. The HRD departments will

not be needed when such a situation arises. In other words, HRD people should work
towards their dispensibility. We have a long way fo g0 in this direction.’
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The second neglected group in HRD is the unionised categories of employees. HRD
for them also need to be attended fast as they are in large numbers and form the
foundation of the organisation. The nature of HRD instruments may have to be

different. Organisations have neglected this so far. Part of the reason may be unions.

But in the area like FIRD the union leaders also have a role to play. For their

members they should probably play the role HRD mana

supervisory staff and managers.

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

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

raised earlier in this unit.
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Introducing HRD Systems In 14 Orgunisations {Summary)

Organl-  Operatlog -

Sr. Yeor of Integraling Rezsons for
No. satlon Modeof siarting Role/ starilog
HRD Funclfon . HRD - Mechznlsm HRD
m 2) (k)] 4 5 ®
I. BEML  Scparate HRD 1578 G.M./Dir.,-Human Reorganisalion and
Department and Resources Planning for Future
2. BHEL  Separule OD 1981 Executive Problem Solving and
Department Direcior Competency Development
3. BOB -~ Separatic HRD 1978 DOM Personnel Strenzthening
Depurtment Head Office
4. COL Personnel & 1979 GM Personnel & Preparation to Mest
HRD Combined MD a5 Chairman Challenges and for
of HRD Taskiorce Future
i, you Separate HRD 1980 Executive Direclor Preparition for
Lid. Depurtment Better Future
6. ¢ Separale HRD 1983 Director Persannel Problem Solving &
Dept, in Chinrman’s Meeting Challenges
Office & Unily
7. L&T Separate HRD 1975 Vice-President Change of Appraisal
Department Personnel & QD Systems and Recognition of
Importance
B L&T, Personnel & 1952 Managing Mecting Challenges of
- ECC 0D Combined - Director Environment and new
opportunities
Y. SAIL Use of Existing 2aclivities  Directlor Renewal and Movemenl
Penonnel focussed  Personnel o Excellence
Funclion in 1985
1, 8Bl Scpgrate FIRD Dept. 1979 Chiel G.M., Persannel Recognition of
in All Cjrcles & & HRD. Dy.M.D., Impariance & Meeling
Central Gffices Personnel New Challenges
LI, SBP Separale HRD Dept. 1976 Gencral Manager Recognitional
. Planning & MD Importance
12. SFL HRD Depapiment 1984-85 Head, Corp. Ping, Growih, New Opportunilics
) &}Dcvlpml. & MD & Inadequate Manpower
13. TvS Separate HRD Dept. 1983 Exccutive Director Prepn. for New Challenges.
' Competition from Markel
14, Volms Recognising Pt_:rfor- Latest Vice-President Preparation for Profit,
mance Agpraisal, 1982 Personnel Growth ad Escellence
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" external  Internal : empbaszed ‘Suceess
consultant  laskforce subsequently
iy L) (5} (1 an
Yes Yes Quite: Performance Appraisal Training lavestment in Tralning
frequently Counselling, Treining OD Increased
Yes Yes OD Imerventions, Problem Manogemeat Employees, Several Suggestions
Solving Workshop - Communication, Survey Implemented. Overlime
. Feedback, Team Building & Absenieeism
Exerclac ) Consrolted. ]
Yes Mo Performance Appraisal Training, Skills Inventory Continuatlon of new
. : ’ Appraisal and Training
Yes Yes Role Analysis Exerciscs, Potential Appraisal and Use of Role Analysis
: Performance Appraisal Development, Counselling Exercises [or Promotion
Team Building Decisions. Continued Involve-
. ment of Top Monagement
Yes No Performance Appraisal oD —_—
Roic Analysis Performance Appraisal, Continucd Supperi 0i Top
Counselling Worker Develop-  -Managements =~
) ment, Critical Attribuics T F
Yes " Yes Performance Appraisal an Critical Atributes, Training,  HRD Climate is sta Very
Counselling . oD o High Level '
Yes Yes _ Team Development, Rele Performance Appraisal, Conlinucd Top Mnnlg'emcnt
Exten-  Clarily, Counselfing, Critical Attribules, Suppart
sively Training, HR Informalion
Yes Yes Performance Appraisal, Cther Associaled lssues Just Started
Priority for Aclion are Being Token Up
Yes Yes Pedormance Appraisal CounseMing, Training, OD. Job Ali Personnel Decisions Being
Initially - Rotation, Polential Approisal  Taken Using Data Generated
- from HRD.
Nes . No All sub-systams All sub-sysiems like SBI Improvementsin HRD Climate )
Marginally o
No No Performance Appraisal Training, Manpower Planning.  Involvement ol lop
Role Clarity ~ Management
Yes - Mo Performance Appraisal, Train-  Conlinged Emphesis on Same Yettabe Seen
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UNIT3 HUMAN RESOURCE
DEVELOPMENT EXPERIEN CES
(CASES)

Obijectives X
After going thruugh this unit, you should be ableto make a comparative study of
HRD practices in different private and public sector organisations'and make use of
the earlier units to understand the focus of HR1D practices in these organisations:

- Structure

3.1 Introduction
3.2 Human Resources and Developmeni in L & T Lid.
3.3 Major HRD Initiatives in SAII_,
34 HRD at C-DOT o
3.5 HRD for Workmen at Eicher Motors — An Experience
3.6 Potential Development through In-Basket Ererc1ses
" Crompton Greaves Experience
-3.7 BRD Experience in the SBI’

3.1 INTRODUCTION

Human Resource Development is like s flower in bloom to be experienced and
difficult to describe. Behind performancs gre individuals and behind results are
people. HRD has been widely accepted as one of the most effective tools for overall
development of the organisations. Now i Indja most of the developing orgamsauons
have either.opened a separate HRD department or in the process of opening it.

To give a feel of the actual practice and demeonstration of FIRD in organisations we
“have taken up actual cases of several public and pnvate sector orgamsauons “Writlen
by executives of these organisations. In this unijt we have taken up six organisations,
out of which three each are from private and publ:c sectors.

Integrated HRD systems were first introduced in India in Larsen and Toubro Ltd.,
followed by other organisations. Steel Authority of India Ltd. has used HRD as a
tool for its turnaround strategy and had tremendous success. C-DVOT has used HRD
to achieve excellence. In this unit we have also taken up cases of Eicher Mot ts, Stadté
Bunk of India and Cromplon Greaves Ltd. All these cases deal with different aspects
of HRD practices in different orgamsahons

- These cases have been reproduced with permission from the leOk “'Alternative
Approaches and Strategies of HRD” edited by Prof. T.¥. Rao, .Anil K. Khzndelwal,
E.’Abraham St and K.K. Verma and the book “Towards Organisational
Effectiveness Through HRD" published by National HRD Network.

32 BUMAN RESOURCES DEVELOPMENT IN LARSEN
AND TOUBRO LIMITED-—BY C.M. SRIVASTAVA

Larsen and: Toubro Limited is probably the first orcamz’auon in India to introduce
an integrated HRD System and to set a separate Human Resources Development
: Department headed by a senior executive to.implement the System. The whole
exercise of looking into the Human Resources System was mainly diie to the culture
of Excellence, Introspection and Openness in- the Company. Constructive criticism.
and penodxca.l reviews are common to ensure maximuny rm!‘eage froma system or el
operatlon
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The Performance Appraisal System existing in 1974 which was of a confidential
nature and a one-way affaic was not considered effective. The assessments were not
discussed and in many cases very little use was made of the data generated from the-

appraisals. Therefore L&T Management requested Dr, Udai Pareek and Dr. TV. |

Rao of the Indian Institute of Management, Ahmedabad, to conduct a study on the

Performance Appraisal System with the following objectives :

1) To review the objectives of the appraisal system existing at that time and to
examine the extent to which the data collected contributed to these_objectivcs.- )

2) To prepare characteristics of a good appraisal system in L&T.
3) To examine the feasibility of adopting these characteristics.

4) To examine the reactions of the persons who use the appraisal forms—both
subordinates and superiors. -

5) To determine the consequential actions 1o be taken in the light of improvements:

needed and for the implementation of a new system, if evolved.

6) To determine the skills required for making the system effective and operative
(i.¢., feedback counselling, etc.) and the manner of building and developing such
skills. :

The Integrated HRD Sys;tem

The [IMA team presented a report not only on Performance Appraisal but on other
interrelated sub-systems and included the following:

i} Performance Appraisal

i) Potential Appraisal

iii) Employee Counselling

iv) Career Development and Planning
v) Training

vi) Organisation Development (OD).

A schematic presentation of the System recommended by them is shown in the
attached Annexure,

The professors further recommended that the system be implemented ‘in wto’ to
obtain the synérgic benefits. It was proposed to implement the various sub-systems
in a phased manner, cver a period of five to seven years.

Implementation o
The implementation was entrusted to a taskforce of senior executives and started

with the induction of.a new Performance Appraisal System in 1975. Although the
original framework of the integrated HRD system has remained the same, the details
have been modified from time to time as per the feedback received and experience
‘gained. The question of gaining the maximum mileage from the system has been the

uppermost in the mind.

Performance Appraisal and Feedback

Perfcrmance Appraisal has always a dual approach, viz., Evaludtion Approach and
Development Approach. Qne without the other makes the appraisal ineffective.
However the relalive emphasis can be different. It was felt that-the Performance
Appraisal will have a heavy leaning towards the development of thc employees and
the evaluation to a greater degree can be taken care of by the Potential Appraisal
Systemn. Ii was also assumed that the relationship between the superior and.the
subordinate is very crucial for the development. The. essentials of the’ new’
Performance Appraisal System are : -

a) Performance Appraisal is shifted to aline responsibility rather thanto a personnel
function activity. ’ ’

bj It calls for-goal setting by appraiser and appraisee together.

¢) It requires appraisal interviews and counselling and feedback in an interaction
session with openness. The immediate superior-is required to enter his rating at
that time of the interview. ' : ‘ '

Before introducing the new appraisal system a number of training programmes were

conducted for explaining the system as well as for providing skills for receiving and
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The forms are analysed and data suBmittcd to the Vice-Presidents and General
Managers. The dara gtve the rating of 'high performers’ and persons rated low,
F - X

Some of the difficulties faced Or expressed by people-at various stages while
implementing the system were: o

1) Complicated rating system .
2) Time consuming

3) Too many routings _ ,
4} Delays due 10 number of Persons reporting being too many
35) Becoming a number game

6) Becoming ritualistic

7) Low leadership commitments.

L

To counrer the above, the rating system and the forms were simplified and the
routings were restricted to the tmmediate and Next Superior. The numerical ratings
were replaced by qualitative ratings like *Excellent’, Very Good', ‘Good’, etc. An
open ended self appraisal was introduced and it was made mandatory 10 send the
appraisal forms before sending the recommendations for rewards,

Mileage We Derive from the Ferformance Appraisal System
The guts of our appraisal are -

[} Clarifications of job expectations

2} Review of ..accomplishmenr-s

3} Planning for future performance and development efforts.

All of which are central 1o effective management,
Some other benefits we derjve are:

i) It documents and provides a base for discussion which is expected to lead 10 a
Trecognition of subordinate’s performance or lack of performance.

H) It allows subordinate 1o express his feelings about supervision, definition of work,
problems encountered, support required, etc,

iii) It provides the subordinate with developmental information and support for it,
iv) It helps both—the superior and the subordinate in Planning of future work goals,

v) It gives an input for salary administration and explains and communicates some
rationale for recommendations. : :

Training
One of the most important HRD activities in L&T is its Training Programmes. Even

the top executives attend the programmes, especially designed for them. The main
purpose of Training is to provide learning opportunities and resources for :

1) Improving performance on the present job

2) Developing Behavioural and Manageria) skills

3) Functioning effectively as an individual,

These are provided through : .

. a)  Suitably designed,In,Company Training Programmes, and

b) Deputations to-External Programmes. . 3

We decide the In Company Trainiﬁg Programmes based on the following ;-

i) Training Needs specified by the'Irnm!dIi'ate Superiors and Senior Managers

Human Respuree Development E ’

Experiznzes (Custs) |
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ii) Desirability of disseminating recent developments in management concébtlé-z‘iﬁd
practices, and ) ' .
iii) Availability of new programmes conducted by foreign experts visiting India.

During the last three years on an average 86 training programnies were conducted
and about 2400 persons attend every year. ’

The External Programmes are made use of to supplement of In Company Training

Programmes. About 650 persons were dcputg'd'every year to oulside prograrnmes
during the last three years. :

L&T has excellent in-house training facilities including well-equipped classrooms,
library, films and other audio-visual aids. The training programmes aim at developing
technical, managerial, human and conceptual competencies, A variety of training
methods like role plays, case discussions, instrumented feedback and simulation
exercises are used in these programmes. Both line managers and outside experts are
invited to teach. Post training follow-up activities are also conducted by the HRD
Department. -

Critical Attributes _
The Critical Attributes for any job position are related to:

" 1) Technical/Professional Competence

2) Behavioural Skills
3) Managerial Skills
They provide data for : ) ]
i) ~ Manpower selection and assessing Promotability (Potential: Appraisal) '

' ii) Identifying training needs for overcoming speciﬁc deficiencies

iii) Drafting advertisements for recruitments

iv) Appraising interview panel members in advance regarding what to look for in the
candidates. ‘ ‘ :

As a first siep it was felt necessary to work out detailed job descriptions. From this
data, Critical Attributes were worked out. Three taskforces were formed and they:
interviewed members in four functions—Production, Marketing, Services and
Industrial Engineering. Typical job descriptions were written and a masler list-of
Critical Attributes with definitions was prepared. ‘ :

Subsequently 3 to 6 persons from each funciional area were taken away from the
work place and were required to select attributes with regard to : ’

a} Technicel/Professional Knowledge
b) Managerial and Behavioural Skills.
They interacted with pecr groups and finally selected the 10 most Critical Atiributes

for cach position. Each Attribute was further rated on a 9 point scale (9 would be
regarded as most Critical).

The nominal group technique was then used to avoid the draw_backs of group
pressures and reed for conformity. The steps involved in nominal group technique
are : . :

1) Selected ten most imporrant Attributes

2) Record Criticality

3). Round Rebin Presentation :
4) Sharing basis for arranging Critically '
5) Repeat steps 1 and 2

6) Rank Attributes

7} Select the top ten Attributes.

The Critical Attributes for 160 positions have been worked out so far and have been
given 10 various departments-for use.” .

Personal Skills Inventory |
Personal Skills Inventory system is a data system which records the skills and "
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competencies acquired by a person before or.during the employment. This is updated " Humun Resurce Development
continuously. Basically it records the following : : o E"’“"'"“"‘?’““?

1) Basic Personal Data

2) Languages Skills _l .

'3) Membership of Professional Bodies

4) Education

5) ‘Areas of Work Experience/Skills’/Knowledge
6) Training Programmes Attended

7) Interests and Significant Achievements.

The basic purpose of the Inv’qntory'-im‘help an internal search for candidates. The
Critical Attributes and Skills can be matched and likely candidates shortlisted for a
vacancy. : '

The system has been tried out on two of the Units of L&T and will be implemented
" sooun. : '

Potential Appraisal

L&T is still in the process of developing the potential appraisal system. The basié
ground work for an Assessment Centre Approach has been done. After the pilot tun, .
we will be ready to implement it on a wider scale.

Career Development

Attempts were made to draw career paths for some positions by collecting actual data
regarding the career progression of some of the managers. Likewise alternative .
paths were ulso drawn based on the opinions of these managers. But these paths
were generally based on the existing job descriptions and were not likely to include
fature potentials, '

For this reason an alternative approach known as Self Assessment and Feedback

Approach (SAFE) is sought to be tried out.

The objectives of this programme were :
® A systematic approach towards self-assessment
¢ Greater understanding of the pattern and themes of life

* Ap;iropriatc data to negotiate and constructively confront superiors, peers and
subordipates '

& Setting short-term and long-term objectives for personal growth and executive
effectivonass.

[ ] Pr@paring for next major career decision.

The participants can thus seek their careers themselves instead of following the fixed
paths by knowing their strengths and weaknesses and the opportunities available in
the Company. '

Organlg‘ation Development (OD)

OD activitles were being undertaken by L&T on a selective basis, even before the
integrated HRD system was introduced. However, OD interventions were mostly
limited to instrumented feedback and laboratory method of training. In the late .
sixties and early seventies Grid Programmes were conducted, In the subsequent year
a number of other OD exercises were undertaken to develop teams, inter-team
collgboration, opanness and such other process competencics. L&T uses both
.internal teams and external consultants in their OD work.,

Conclusion

Though some work is stiil remaining to be done as'can be expected from any live and
changing system, the HRD efforts have succeeded in achieving our goals. This is
borne ourt in a recent independent study by Xavier Labour Relations Institute on the
HRD Climate in L&T and 20, other companies. The following five attributes out of
38 attributes, received the highest score on a five-point scale :
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Item

Human Resources considered Extremely important

Use of delegated authority for development
Encouraged to take initiative

.Performance Appreisal based on objective assessment
‘Team spirit of higher order ‘ :

Mean Score

© 397
392

" 3.87
381,
38

In other words, L&T managers seemed to have expressed these five characteristics
as predominant aspects of L&T's Human Resource Climate.

, Tndustrist Relalions

Annexure :
) A Schematle Representation of Human Resources Development
System [n Larcen & Toubro Limited
Magpower Planning Critical Atirlbutes
Agalyis

1. Forecast manpower needs

based on the policies and 1. Determine the technical

strategies of the Company  skills required for each job,
trend elc. list them. _ ™
2. Determine the adequacy of | 2. Determine the behaviours!

corrent MERpoWeT TESDUTEES : skills required for each job,

in reletion to [uure needs. list them. .

. Determine (he manogerial

3, Compleie manpower
and other skills required for

planning based on forecast.

{ntemnal search and ] each job, list them.
manpower sudit. 4, Develop indicator of each
' - " of the attributes end valid
methods of assessing and -
measuring 1hem.

Selectlon & Placement  *

Use the eriteria and measures \
-| .developed for selection -

proccdures and placement.

r Feedback & Counselling

. Give citical and supporting
feedback.

2. Discuss willl'the employce
the difference between bis
scli rating and 1he railng by
the jmmediale superior.

3, Dicuss the sieps the
employee can take [or
improvement.

4, Provide support

Relaforcement & Advn.ui:unml
1. Promotion
2, Salary Review -
3, Salary Administration
4. Rewards and Punishment

[ ]

. Supply files to depanmients
whenever solicited for

. tounselling, carcer planning,

" (raining purposes.

3. Design dala cards for

Potential Appraisal

Data Siorage & Processing -

1. Maintain systematic ) P'Thmc Appralss!
information eboul the 1. Help employee in ) .
individual emplayee: sell-appraisal
hislory, characterislics, 3, Review his performance in
perfermance record, relatiorrlo the abjectives and
polential record, —4 othei behaviours. )
promolions, other records, 3, Check reviews done by the
additional qualilﬁcalions.- superiors. .
r:ma‘rkable achievemenls, 4, Send summary informaticn
salarics ete. ' fot central storage and use.

computer. 1. Make (horough potential

4. Manitor feeding in and out appraisal of the employee
of the data. - once in 3 years.

5. Process dala’for research on 2, Appraisal the pbiemial of .
trends, 21c. the employce annually. -

1. Reeruliment and Placement
2, Job Anslysis

3. Supervision

4. Wage Administralion

5. Trade Wnion Mavers

6. Job Re-designing

Tralning | .

1, Asusess training needs
different groupy of |
employees

2. Search evailable cutside
training facilitiet.

3. Develop in-company -
training strategy including - '
pre-iraining ond post-trining
activities.

4. Prepare walning packages
and modules.

's. Organise spetific
programmes a3 well is
general development
progrommes With own end
oulside resources.

6. Evaluate training clforts,

1

F Organization Development

1. Organisational Diagnosis

2. Team Building L

3. Tusk Force

4, Other structural and process

_intervenlions Tike role

development. jab
enrichment joh re-designing
ot

Carecr Development &

. Career Plagoing

1. Make new employee aware
ol the general phases of their
development in the’
Company.

2. Plan with senior employee
vareer paths. .

'__] 3. Blan development and
copying steatepics with

employees showing Timiled
- polential.

=TT

e IS




. . {
3.3 MAJOR HRD INITIATIVES IN SAIL— T e iowts v
___BY ML.R.R. NAIR - N

The previous decade has seen a tremendous change in the Iron and Steel Industries
all over the world. The global scene has been characterised by declining demand as
part of the gzneral slowdown of economic activity in the conventional group of .
industries, and fierce competition within Industries and across continents. Companies
have evolved different strategies to meet this situation. )

1} Reduction in capacity.

2) Reduction in manpower and control over manpower costs.
3) Diversification,

4) Investment in modernisation.

5) -Strict Quality and Cost Control,

6) Protection of domestic industry and relatively more active role of governments to
help their own industries and save jobs, :

In this melee, Industries, such as the US Steel Industry, found that the capital needed
to catch up with the rest of the world wus much more than what the market was
willing to put up, or what they could generate from their own internal resources.

In India, the situation is slightly different, The market is growing, and in fact, it is
expected that demand will double by the turn of the century. The essential strategy
was to removc constraints and increase production to meet the growing demand as
well as to improve quality and cost performance. To do this, the Company must
improve utilisation from existing assets and also invest in modernisation of its
equipment. Here again the Organisation must stabilise its performance and structure
1o rgceive the sophisticated technology as well as to generate the internal resources
for funding the modernisation effort. This business strategy for SAIL has been
summed up jn Annexure-1. In this stralegy, the HRD initiatives have a significant
role to play in terms of: '

1) Improvement in work culture 15 a prerequisite for improvements in other areas
and to tune cp the Qrganisation for modernisation,

2) Ratienalisation of organisation and of manpower along with increase in
produetion, capacity, and investment in new technology.

3) Trainipg and Development effort attendant upon technological changes to
upgrade skill and managerial ability,

The Approach

How did we go about it? The turnaround strategy was initiated about two years ago.

In the first phase an organised attempt was made to collect feedback from the various
sections of industry spread out in every part of the country. Meetings were organised
in all sectors of the industry with the top management, with the unit managements,
with a cross-section of the middle maaagement, front line supervisors, workmen on
the shop floor, unions and assaciations. The process took almost five months. In all
the discussions the agenda was to identify the problems in 1he Company, opinions
and perceptions of people, how they felt that the Company was doing and what could
be done internally to further improve its operations.

Qut of this tremendous amount of feedback, which was all carefully documented, a
"certain message began to filter out. And this was the message which the Company
used to its advantage to design its stratepy.

The Message
1) There was an insufficient appreciation of the crises facing the steel industry.
2) At various levels Managers felt that they lacked support,

3) At all leveis there was lack of goal and role clarity. People were not sure what
,was expected from the organisation or from their respective jobs.

4) There was far too much attention on day to day problems and less on quality, cost
and strategic planning, o 33
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Priorities for Aéticn

On the basis of the discussions and tﬁc feedback éol!ected, a document was drafted
which was called "“Priorities for Action™. This document set forth the thrust areas in

which the industry needed to devote itself to improve its operations and prepare itself
for the challenges of the future. These areas were: .

1) Improve work culture.

© 9) Optimise use of installed facilities.

3) Increase productivity.
4) Generate. profits through control of costs, and

5) Customer satisfaction.

As stated, the “'Priorities for Action" were structured to meet spegific problem areas
witain the organization and at the same time to highlight the possible’ solutions.

Improve Work Culture .

The focus here was on team work, communication, discipline and operating
consistency. It was established that unless we improved the work culture in the
organisation in terms of the commitment and motivation-of people and their
capacity/willingness to work together, we would never be able to fully exploit the
strengths of the organization in terms of technology and trained manpower, Even
where there were technological problems on the surface, a deeper analysis showed
that better performances were possible through a more effective man management.
Ir emphasised the crucial role of effective two way communication with the need to

* explain to people the changes and their role in it. The document also spoke about

the importance of team work in a continuous process multi-functional organization,
and how the lack of it can effect the productivity of the organizatiofi. The *Priorities
for Action” spoke of better organizational discipline in'terms of absenteeism,

_ovectime and shift changeover delays. It was demonstrated that OT had little

relationship with production and that this, along with high absenteeism was an
impediment to organisatiorial discipline. Similarly. delays in shift changeover resulted
in loss of production and wastoge of energy. )

Apart from seeking a basic change in the attitudes of employees, improvement in -
work culture also meant building an organization which had the flexibility and the
resilience to accept changes. This meant cutting down the hierarchy. reduction of the
responsibility levels, and debureaucratization. Less of formal progedure and rules and
more accent on results. This also meant support of merit and innovation and creation
of a culture for excellence. This led to the conclusion that individual growth and
promotions must resuit from good performance and contribution to the organisation.

Making Optimum use of Installed Facilities

The “Priorities for Action" took nate of this endemic problem. Where facilities had
peen created, they were not fully utilised. To meet market requirements, it was
essential to achieve optimum utilisation of capagity. This involved better maintenance
planning and upkeep of equipment and better use of captive resources slich as the
Mines and the Mechanical Shops. Higher capacity utilization was essential not onl
to reduce per unit costs but also to meet the challenges of a growing market. '

increasing Productivity

Hligher volume of production must be supported by higher standards in terms of cost
and quality, and increasing the returns on capital, material and manpower. ’
Techno-economic performances needed to be upgraded to international levels. In this
direction, areas which néeded attention were (1) Quality of raw material, most of
which. except coal is from captive sources. Modernization of mines for benefication
of ore and better blending were highlighted. (2) Adherence 1o technological discipline
not only for cost saving in areas of energy utilization and yield but also to prevent
damage to equipment. (3) Process control for quality enhancement. (4) Integration
of R & D efforts for technolagy enhancement, and (5) Improvement in productivity
through improved performance of the employees.

Generating Profits through Control of Cost
The focus here was O the urgent need to enhance internal resaurce generation by
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better management. The organisation qeéded funds for the modernization of its Human Reseurce Development

-

technology and for this we needed better control over energy and inventory. There - Experlences (Cuses)

was siress on value engineering for cost control and better implementation of
projects. The document discussed the effect of project overruns on the profitability
of the company and the need to devetop cost consciousness as a culture in the
organisation. :

Providing Better Customer Service

The **Priorities for Action” rejected the complacency created by a sellers market and
looked for a greater market orientation in the operations of the company.. It spoke
of our responsibility for generaling steef deinand, providing committed delivery
schedules to enable the customer to plan his own operations. This needed better
preduct quality and considerabie development effort into the stockyards to enable a
high level of efficiency in production through distribution.

The **Priorities for Action” sought to give a direction to the immense energy
generated within the organisation. '

As a first step this document was discusséd with key officials and with trade unjons.

There was agreement that this was the right direction. Copies of the document were
then printed in English, Hindi, Bengali, Oriya and Tamil and distributed (o all th
2,50,000 employees across the length and breadih of the country. .

What followed as a next step was one of the largest programmes of management
education ever undertaken in the corporate sector. The '“Priorities for Actior. ' was
discussed with the cntire top management, about 500, comprising the Corporate
Cadre in the Company. They were organised in groups of 80-85 in two-day workshops
at Ranchi. In these workshops, the document was first presented to them and then
each area was discussed in syndicates and come up with concrete action plans. Six
such workshops were held. In each 6f the workshops, Chatrman, and virlually the
entire Board of Directors were present 1o interact with the Officers.

This was an exciting opportunity, For many, it was the lirst ime that they had an
opportunity to hold such interactions. For most, it was the first opportunity to meet
their colleagues from other Units and discuss common problems. The enthusiasm ran
high. In all workshops syndicate discussions went on titl the early hours of the
morning.

The Corporate Cadre Officers covered in the Ranchi Workshops went back, and from

_April 1986 onwards organised similar workshops in their respective Units 1o cover
large groups of employees. Thousands of employeces were covered and the message

spread.

The “Priorities for Action” workshops had a tremendous eifect in the organisation.

1) The goals of the organisation were clarified and made known to all. It gave a sense
of direction. :

2) The crises facing the industry was understood and the need for changes
appreciated. |

3) There was a sense of oneness and participation.

4) A large number of concrete action plans weve drawn up in each priority area. In
each Unit, a committec was appointed to oversee the aclion plans drawn up and
coordinate the various activities involved. :

5) The workshops created asende of euphoria vhich made possible implermteatation
in the units.

6) They generated a debate in the organisation, and it was-here that the basic
turnaround strategy was evolved. ' ’
- .

‘Priorities for Action and the Turnaround Strategy
The *‘Prioritics for Action" helped to drive home ceriain essential points:

1) The steel industry urgently needed to moderiize-its technology to face the
challenges of the future. ’ . .
2) Modernization meant generating internal resources to buy technolouy.

3) This meant that the internal operations of the company must be upgraded 1o
international levels of cost gnd quality, =~ .
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4) This levet of operations would pr{marily come trom building a produciive
corporate culture. . :

5) improvements would essentially come from better managment of Human
Resources, their skill, motivation and commitment.

Therefore the current strategy is to tune up the organization and prepare it for playing
a qualitatively different role in future, to improve the productivity and motivation of
employees, to remove imbalances, to improve the structure and culture of the
organization and its capacity-to respond to the requirements of the market.

In essence, this is the process in which the company has been engaged over the last
few years. A lot has been done, a lot remains Lo be donc and there are sSOme successes,
to encourage us along the way.

Manpower was first curtailed and is now being gradually reduced despite the fact new
assels have got commissioned during the period. Taking into account the manning
requirements for new assets there has becn a substantiat net saving in manpower since
31.3.85. A new Voluntary Retirement Scheme has been introduced ard has attracted
3000 employees in the first nine months of its opcration. Rationalization in manpower
has resulted in a greater flexibility of deployment. During 1985-86, over 4000
employees were redeployed and in 1086-87 another 2700 have been redeployed, This
has been supported by multi-skill, multi-equipment training. The Alloy Steels Plants
enhanced its capacity by 260 per cent and met the entire manning requirement
through redeployment. ' .

Modernisation of DSP and 11ISCO is on the anvil. New and sophisticated
technologies are being inducted. These will need to be manned with people having

the requisite skills. At the same time there is manpower contro! and bulk turnover
on account of superannuation {approximately 50,000 employees will be retiring over

the next 8 years). To coordinate all these activitics, 2 Manpower Planning System has

been adopted by the Company. The system is expected to make SAIL's manpower
internationally competitive through initiating a number of actions :

1) Elimination of work ‘considered unnecessary.

2) Making full use of mechanization, instrumentation and domputeriéalion.-

3) Taking full advantage of new technologies such as LD;concast roule.

4) Eliminating wasteful practices.

5) Reducing hierarchical levels. )

6) Redesigning jobs. Multi-skill flexibility in deployment.

With all the steps being taken to rationalise the manpower and improve utilisation,
the productivity is expected to increase in future years. In 1986-87 there has been a
marginal reduction in the per tonnc employment cost. In [uture years manpower:

policies will be strengthened to sustain these improvements and to make SAIL's
position competitive.

Recruitment

In recruitment, the focus has been to cut down the lead time and improve the quality
of the intake. A number of decisions have been taken to strengthen recruitment and

improve the quality of Management Trainees. The bond has been removed and the

training period ravamped. With these steps the quality of graduates selected in the
Company-has improved. The response from Campus has been good.

Training and Development

fn the ofqut Lo improve the internal cfficiency of the Company Training and
Development has a very crucial role to play and the Training and Devélopment
Organisation is being geared to playing this role elfectively. The 1986-87 training plan

" envisaged a.coverage of 10485 Exccutives and 19140 Non-executives in various

development, skill enhancemeént and technological upgradation programmes. The
extent as fulfilment of the plan has been near total. In the technological upgradation
and redeployment training, the plans have been linked to the commissioning

schedules of new assets.

A reassessmeni has been made of the effectiveness of training in the light of the
challenges for the future. A Training and Development Approach Plan has been
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drawn up. The Approach Plan basically talks in terms of the needs of the
Organisation in terms of its programmes and policies as well as the Organisation and
Structure of Training Activity in the Company. :

The needs of the Organisation where training support is needed are {a) Attitudinal
changes, (b) Utilisation of manpower, (¢) Modernisation and expansion, (d).
Efficiency enhancement and (¢) Orientation of new entrants. All this is relevant
keeping in view the production plans of the Company, the new technologies being
inducted and the need to maximise utilisation of existing assets. The Training Plan
(or 1987-88 has been made on the above principles.

The Organisation of Training is being strengthened to perform the above tasks: There
i§ a new campus set up at Ranchi which will ook after the tratning and management
development requirements of tie'Senior Managers in the Company. There already
exists a network of Training Institutes in the major Plants to meet the requircments
of technology training and the traicing of the Skilled, Supervisory and Middle
Minagement levels. In addition, faculty development, training methodology and
physical facilities have received artention. An Executive Director has beun appointed
to oversee training activities throughout the Company. Training Advisory Board at
the Corporate level, headed by Chairman, has been appointed to provide direction
and support. .

In 1987-88, we are proposing lo cover approximately 13800 Exccutives and 37000
Non-execulives ihrough various training programmes. Almost 1000 senior executives
-will be exposed o various programmes ccordinated by ¥Management Training
Institute, Ranchi. This includes two programmes for functional heads of departments
{(DGMs/GMs) on Managerial Effectiveness. In Lhe training programmes cover he
various identified thrust areas (attituclinal changes, redeployment training,
modernisation etc.). Induction training is recciving considerable attention.
Approximately 480 Management Trainees are being covered in two induction
programmes at Bhilai and Bokaro.

Communication

Communication systems, both formal and informal have been strengthened. In many
arcas Briefing Groups have been set up to brief employees about major policy issues.
Shift meetings are being encouraged. The accent is on two-way communication. In
fact, in a large and complex Organisation tike SAIL the effectiveness of the
communication system has been a singular success. Employees understand the
changes, the réasons, whal the Company is trying 1o do, and on account of this
understanding have participated in the process, In fact, opening up the organisation

and a sound communication system was found to be a prerequisite to the process of
planned change.

Incentive schemes have been revised to increase their motivational vajue. Suggestion
scheines are being revamped and there is a move (o study specific problems of
employees on the workspot with the intention of finding micra-level solutions.

Organisation

The organization is being resiructured and the number of hicrarchical levels reduced.
Earlier, a study was conducted by tne Industrial Engg. Departments which showed
that below the GM level, only five levels were required in an operating steel plant as
against the existing cight. Accordingly, we are in the process of reducing the levels,
The implementation is currently on and will be completed shortly,

Old Structure New Structure
E-7Dy. Gen. Manager " E-7 Dy. Gen. Mahager
(Zonal Head)
E-6(b) Asstt. Gen. Manager E-6(b) Assit. Gen. Manager
(Zonal/Departmental Head)
E-6(a} Chief. Supdt. ' E-6(a) E-5 Chief Supdt./Supdt.
E-5 Superintendent " (Deparunental Head)
E-4 Asstt. Supdt, E-4/E-3 Manager/Dy. Manager

E-3 Dy. Manager (Shilt Incharge)

Human Resource Developmer.

Experience (Cue_
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E-2 Asstt. Manager ' E-2/E-1 IAsstt. Managerf.lr'.
Manager S

E-1Jr. Manager ' (Front Line Supervisor)

As part of the restructuring, officers are being given specific responsibilities and a
clearer job description.

Organisational Discipline -

" There have been significant improvements in absentseism in'alt Unifs and in alt Major :

Departments. Shift changeover delays have been reduced from key departments and
time offices relocated. Grievance and welfare systems have received attention and
there are improvements in all thiese areas. Bipartite systems have bgen strengthened
and the full participation of all sections of employees/unions and assaciations
obtained to the changes being made. There has been a drastic reduction in overtime.
In 1984-85 the company was paying Rs. 44.38 crores as OT, in 1985-86 this came
down to Rs. 40,00 crores and in 1986-87, it has fallen to Rs. 2.49.crores..In Bhilai,
[ISCO, Salem, R & D; CMO and Corporate Office. overtime in 1986-87 was nil.

The focus has shifted from apparent industrial peace at the.cost of productivity
(through avoidance of conflict) to a positive managément of conflict. Many of the
successes have been possible on account of the involvernent of people at all levels.
An effective change strategy consistently adopied by the Company in all its.
programmes has been to talk to people, obtain their participations and their move
ahead. SAIL has a strong bipartite base and an extensive network of bipartite forums.
This has helped in the management of employee relations. :

- In this process, the officers too have [ully participated and led through example. At

a lime when the Government was moving towards a five-days week, the officers
accepted increase in their work day in the ifterest of parity with factory employees.
When the entire public sector had paid the ad-hoc salary increase, the officers
strengthened the hands of the management by ‘agreeing to the withholding of
payment. This kind of participation and support has been the result of faith, good
communication and an understanding of the need for change,

Appraisal System . ..

One of the first HRD initiatives in the Company was the amendment of the Appraisal
System for Executives. Initially, the exercise began as a move to amend the '
promotion policy to make it totally performance oriented. Gradually, it was realised
that the Promotion Policy would not be so changed without having an }
adequate/acceptable instrument for measurement of performance. This was'an
important step in the attempt to improve the work culture by convincing employees
that their career growth was linked with the performance of the Company. .

So the Company reviewed its apprhisal s.'ystgh] and found that it needed drastic
amendments. ' )

From the Management’s points of view, it was found—

1) The appraisal system was not adequately distinguishing between different fevels
of performance. Analysis showed that ratings were skewed: 68% of the executives
were being assessed in the top two ranks and no one in the bottom rank. With a

.“large percentage .of officers bunching at.gne level it became difficult to-take
administrative decisions on the basis of performance. It also raised doubts about
the validity of a system which pradiices outstanding performers but not “
outsianding performance.

2) The system was not sufficiently grounded in the requirements of the Company. It
did not reflect the Value System of the Organisation. In fact an Appraisal System
functions as a definition of performance. It tells the employee what set of activities
or what qualities are considered desirable by the Orgariisation. What is considered
desirable by the Organisation will change from business to business. The system
of assessment must have a linkage to the job description and the requirement of
the Industry. "~ 3 :

3) Officers were.not paﬁicipating fully in the System. Basically Officers did not see
any value, because they did not see the output of the System being linked to any --
tangible decision-making. T
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The employees too had their own views. A survey conducted on the appraisal system
brought out the following major concerns.

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

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

3) There were three assessment levels—Reporting Officer, Reviewing Officer and
Higher Authority. Since each level could countermand the previous one, the

Reporting Officer as the immediate supervisor felt that they had little role to play. '

In response to these opinions, an exercise was initiated to revise the system. An initial
* draft was prepared and thrown open for discussions. Discussions were held at various
levels with the Heads of Personniel, the Steel Executive Federation of India, the Chief
Executives and in groups of executives. ‘At each level there were suggesl:ions and
modifications made. They wanted very frequent performance review. In addition to

the structured responses, indepth interviews were held with a cross-section of offlcers.

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

- Objective

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

2} To increase awareness of targets/tasks and the responsibility of officers at all levels
. to ensure fulfilment of company objectives.

3) To-ensure a more objective assessment of performance and potential.

4) To distinguish between differing levels of performance or relative basis and to
idemify officers with potential to grow in the Orpanisation.

5} To ldenufy the developmertal actions to be taken to enhance the performance of
the officers. :

-Iv will be seen that the focus of the Appraisal System is sought to be changed. An
appraisal would invariably have two aspects.

NI provides'dala for administrative decision-making, promotions increments eic.
This is the aspect which creates most problems. Employees don't aceept the
.decisions as “Objeclwe" and reject the system as a whole.

2) It provides support for the development aspects such as identification of strengths-
and weaknesses, training and development job rotation and enrichment and
" performance planning and revicw. These aspects mvanably get overshadowed by
the promotion etc. and receive little attention,

In SAIL, the Appraisal System is an instrument for improving the work culture. The
focus is on the development aspects and the Company is ut:hsmg the appraisal system
as an instrument for :

1) Performance planiing‘and review:

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

3) For improving communication.
4) For improving levels of motivation through goal clarity.

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

In performance planning and review, the Reporting Officer is cxpected to set
targets/tasks for the appraisce in the beginning of the year. In the middle of the year,
the appraisee fills in the s¢lf-appraisal form, indicating the extent to which the
targetsftasks have been completed, the difficulties faced and the suggestions for
improvement. At the end of the year there is the annual review and targets/tasks set
for the next year. Both in the mid year review and the annual review, the self
apprdisal is supplemented by a performance review discussion. During the '
performance review discussion the problems are discussed and the appraisec given
feedback on how he is doing.

Human Resource Desclopineat
Expericnces (Casey)
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.most of these difficulties were arising f[rom a lack of appreciation of how it could be

5} Communication

This aspect of the appraisal system came in for considerable discussion. Many officers
tended to fcel that in steel industry, particularly at the junior level the focus is on
Group/tcam working and not on individual working. So targel setting would be
difficult. It was also pointed out that there were many "Soft Areas in which target:
setting would be difficult. The Company fully accepted the objections and decided
that initially target setting would be done only for Superintendent and above who
were in a position to be designated as departmemtal heads. For the others., the
Company would investigate the feasibility of target setting before taking a decision,
The feasibility of target setting was studied with the help of a Cansultant. Exerciscs
were held in all the units where a cross-section of junior officers were exposed 1o
target setting experiments. The result showed that whereas theoreticaily, tarpet . L
setting should be possible for cach and every position, there were difficultics
expressed by officers particularly Jr. Managei/Asstt. Managers. It was accepted that

i by Wi ger——

done. There are apprehensions too. Apprehensions about what will happen if targets
were not met because of genuine difficulties. What if the boss gave very difficult jobs
which were impossible. How 1o account for 0dd jobs which are done during the course
of the ycar. What weightage will be given for jobs which are urgent and those which
are important. Would all be able to participate in target setting or would it be
unilateral. All these questions were discussed and logical answers found. But you
cannot drive away fears and apprehensions very easily.

Target setling helped many Departmental Heads to rediscover their jobs. They found
that they were expected to contribute not only in production and more production,
but also in areas such as safety, quality, cost, training and development of human

resources. These were also key areas where a contribution was expected. ;

There are many more apprehensions about the performance review discussions.
Basically, people are shy of coming tog:ther to discuss performance. What if he does
not agree with me? What if he refuses to sign the form? In fact there were more
apprehensions from among seniors, where, in fact, junior officers were in some cases
eager to participate.

The second part of the system was the reporting of performance. The reporting is
done on the basis of 14 assessment factors. Each factor has been weighted to indicale
its relative importance in the overall assessment,

A) Performance Factors Weightages

E-1.E-4  E-5-E8 -

1) Quality of output ‘ 5 4
2) Quantity of output _ 5 4
3) Costcontrot _ - ' ' 5 4
4) Job knowledge & skill 5 3
20 _ I3 .
B) Managerial Ability Factors Weightages - E

E-1-E-4 E-5-E-6
1) Planning and organising T 1
2). Initiative 1
3} Team spirit

4) Commitment and sense of responsibility

7) Problem analysis & decision-niaking

1
l
[
. 1
6) Training & Development of subordinates 1
1
8) Management of human resources 1

1

[ RV N S - I L

9) Lateral coordination




10) Discipline 1 , 1
10 15
Total (A+B) 30 30

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

.For example. in an industry with 2,50,000 direct employces. **Managemenl of Human

Resources’ was given importarice particularly since this was a problem area and the
management wished 1o define to the officer that contribution in this -area would be
welcome and would improve his assessment. Similarly, in a large gontinuous process
industry, “Communication” and “Coordination” were considered important
characteristics and were included.

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

The fourth part of the system consists of the final evaluation, On the basis »f Part 11,
the appraisee is awarded a certain score. The final-evaluation is done by a Committee.
Officers are divided into a number of groups. Officérs in each group are.evaluated
relative (o each other by the Performance Review Committee and distributed into
various performance levels as per the following normal distribution : .

QOutstanding 5%
Above Average © 20%
Average - 25%
Below Average | 20%
Unsatislactory - 5%

The Appraisat System was unique in the steel industry and so was the implementation
strategy. The system was totally indigenously designed through a pracess of extensive
discussions. For implementation we took the help of 1IM, Ahmedabad.

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

+ designed keeping in view the following: ' '
1) The large number of officers to be covered in various Units.
2) The need to explain the various aspects of the system particularly target setling

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

Tl'_|e new appraisal system has now been in operation for two years. Last year, some
minor modifications were made on the basis of the feedback received. These two
years of operation has thrown up a number of issues :

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

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

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

effort.
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4) The systere throws up an immense amount of data about the problems faced by
employees, their suggestions/views and their specific development needs. These
can be utilised to design speciic interventions,

The HRD Department

In the light of the initiatives being taken by the Company, there is a qualitative
change in the expectation from the Human Resource Group. Mot only are they
expected to improve their own contribution in the existing areas, but aldo to come
forward and function as catalysts of change in building team work, mofivation and
productive work culture.’ So within the Department itself, there was need to clarify
issues and ensure that everyone was on the same wave length in terms of the
expectations from the Company. There are over 800 Officers in the Personnel and
Training Departments in the various Plants/Units. It was from this Group that the
Company expected a leadership role in better man management. All these officers
were collected in eight one day workshops ai Ranchi where the “Perspectives for
Human Resource Management" in SAIL were discussed. For convenience, the group

felt that the contribution expected from them could be bifurcated into the following’

areas:

1) Motivation, communication and team building.
2) Manpower planning and recruitment,

3) Employee services and employéc_ relation.

4} Training and Dcvclopmeﬁt.

In each of these areas kcy result arcas have been highlighted and, in the Units,

" responsibilities fixed. In these workshops, the organization of the HRD Department

itself was reviewed. It was agreed that the organization necded strengthening in
areas. Based on these discussions, a revised organizational structure for the Human
Resource Department has been drawn up.

The revised organization seeks to establish the {ollowing:

.1) Strengthening of the shop floor Personnel Officers since it is here that the

initiatives will get implemented.

2) Bifurcation of the day to day activities from the Planning and-Development areas.

~ 3) Integration of training and development.

The HRD workshops have had a good effect. In some Units feedback has been taken
from Line Man%gers who have appreciated the qualitatively changed role which the
Department is playing.

Qualitative Changes

Over the past few, years the Company has implemented numbes of initiatives in the
area of HRD. The “Priorities of Action™ and the Appraisal System are two successful
examples. There have been fmany more which have been briefly mentioned. Today,

" the Company is still in the middle of the process of change. However, in such a large

company, changes have not been uniform in all sectors. Each Unit has its own specific
culture and response pattern. The effort has been to retain the valuable components
of the local culture and build upon it the realization that this is one company. Over
Lhe past few years there have been encouraging . qualitative changes in the attjtudes
of employees:

1) There is a greater awareness among officers, workers and associations.
2) Communication process is more effective. '

3) There is considerable clarity about goals and objecti\reé:

4) Employees have begun 1o think positively about the Company.

5) There is higher appreciation that this is one company.

There is a good ground-swcll developing and some ground for confidence about the
future.
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3-4 HRD AT C'DOT ’ Faperlences (Cisex)

Introductlon

C-DOT was conceived at a time when India was planning for 2ist Century.
Management at C-DOT was-aimed 1owards setting a trend in Indja for R&D
managemen! with focus on Human Resources for achievement of time bound

- missions. With an orientation towards mission oriented projects and creation of a
. umique work environment, C-DOT has been more of a Human Resource

Management challenge than a technical challenge. HRD at C-DOT, therefore, hid
16 act as catalytic agents towards greater synergetic effect so that staff members (we
prefer to call ourselves “stafl members™ of C-DOT fumily) with individual brilliance
and ljmitations could be brought together to complement cach other to yield the hest

result.
The focus of Human Resource Munagement at C-DOT is w crente & work:
_environment and culture conducive to achievemeit of excellence. The main emphasix

of the Human Resource Management philosophy is on devcloping the organisation,
its people and their competencies. Hence the policies fucus on:

o Commitment to socicty—application of research and development to national/
social priorities.

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

e Commitment to the staff members—liberal, positive and peaple sensitive
personnel policies, training and management development with speciul reference
to advance technology and equipments, career development in its truc sensc.

e Commitment to excellence and professional competence—ensourigement of
creativity and innovation, initiative and self development. .

An Environmént for Excellence

Besides a good technical team, the time bound project at C-DOT, to deliver a family
of Digital Switching System in 36 months, at an estimated cxpenditure of Rs. 33
crores, required administrative procedures and programmes to mobilise and motivate
young talent. '

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

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

to develop indigenous high technology base.

People Sensitivity

¢ Egalitarian work culture

e Designations by functions and not by level or grade

¢ Open door’-polic} .

® Papers marked by name and individvals addressed to by first name
e Warm welcome and systematic induction of new members of staff
e Personalised services round-the-clock

o Emph:-a'sis on welfare of members of staff and members of their families both ut
work and at home

2%
L%
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Emphasis on team building and achievement of targets through group. efforts
Fostering of young talent through opportunities for expression

Highly subsidised transport facility including after offive hours and on holidays
Subsidised round-the-clock canteen facilities '

Submission of personal biils for eleciricity, water, telephone, arrangement of
rail/air tickets through C-DOT besides other personal services

In-house counselling services
Membership of profsssional bodies encouraged

Cosy, hygienic, congenial, sophisticated, informal, quuet and peaceful work
environment .

Ergonomic and aesthetic furniture

Open layout of furniture in office (wherever possible) with no cabms and barriers
of designation or levels. Arranged to provide privacy, better communication and
openness. Effective use of floor area utilising much less space per head compared
to normal standards

Committees from among members of staff for cultural, éports, literary activities
Staff participation through Quality Control Circles

Encouragement to creativity, innovation, initiative and self development
Managémem concern for commitment, dedication, loyaity and faith

Time and Target Sensitlvity

Project Administr;ion document delmeatlng details of the project gwen to-ali
members of staff

Document on yearly plans—prcqectifuncnonlgroupwrse—gwen to ali members of
staff

PERTS for each major and minor activity
Periodic review of targeted activities at
— Project level

— Interfintra-function level
- Inter/lntra-group level

Assignment sheets for each member of staff

Planncd procurement of equipment/components/office requirements to facilitate
infrastructure :

Flexibility in Procedures

]

Flexibility of working hours
No attendance record for people
Work round-the-clock

Forms and proformas — mmphﬁed and limited — same forrn for multiple
applications .

All staff payments credited to individual Bank accounts. Bank counters in office.

Multifunctional responsibilities — e.g. Secretary takes care of reception, security,
travel, transport etc.

Simplified purchase procedures — negotiations and finalisation across the table.
Need based air travel irrespective of job titles or levels

House keeping, travel and transport, maintenance, canteen services etc.on
contract basis

Effective Communication

Formal Communication through

- Suggestion box, newsletter, house journal, news bulletin, circulars, notice

board, internal directory, external directory, press clippings, health surveys and
pEl’lOdlC meetings with all C-DOT geople

R R
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® Informal Communication
— Discussions during various get togethers, on lunch table in confercace rooms, in

review meetings. Individual cfforts provide consistent flow of information

Office Automation

o Extensive office automation in personnel, administration, finance, purchase and ‘
other vital functions ) '

" @ Personal computers, electronic typewriters, clectronic telex. photocopiers, auto
dialters, dictaphones in use

® Electronic mail for inter or intra office communication

e Computerised Library Functions—issue, return, cataloguing, location, status and

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

& Networking for information retrieval and Management Information System
® Paging system with access through C-DOT-EPABX

® Individual computer terminal for alt Engineers

' o Pefsonal Computers for all Secretaries and those in Support

Delegation and Monitoring

¢ Delegation of financial and administration authority with added accountability at
appropriate functional levels

o Decentralisation of budget -~ function/groupwise

¢ Review of delegation — management information systems

¢ Sup-contracting technical activitics wherever in-house resources cannot be utilised
in view of time constraint .

A Passion for Excellence

It is an easier task to create a new work environment for a new organisation like
C-DOT. But the most difficult challenge is to sustain the culture and motivation level
when the organisation grows beyond its informal span of control. The role of HRD
{s perceived as most critical in such circumstances. Introspection and review form the
major instrument to formulate future plan and course of action where the existing
work environment and culture still remains as the main driving force. This is done
with all staff members contributing towards the planning and decision-making

* process,

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

Working Groups

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

® Project Monitoring
e HRD '
e Performance Appraisal & Promotions
e Saff Compensation
- # Facilities
¢ Communijcation

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

" While the working group on HRD defines the major concept, philosophies and
activities of HRD at C-DOT, = most important role for HRD effectiveness is played
by the Group Leaders who are the main implementors.
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Impiementors

Group leaders of different functional groups are the key-people in implementing any
HRD policy. As per the C-DOT philosophy of HRD, the group leader is the
immediate Manager who monitors the activities-and is responsible for the well being -
of the staff members in their group. They identify the development input requirement
and recommend job rotation/new exposure in respect of- the staff members. Group

leaders can also sponsor members of the group for external training
programmes/conferences within allotted group budget.

The HRD Group

The HRD Group Is the nerve centre that devélops policies and carries out actlvities, -

related to:

¢ Development Inputs

¢ Performance Appraisal
® Career Development
® Personnel Research

¢ Welfare

It prepares the HRD plan on an annual basis on the recommendations of the working
group and monitors implementation of policies in the defferent groups.

Development Inputs

Development input is considered an important activity at C-DOT. It is felt that
development intensity is highly related to organisational excellence. At C-DOT it is
used as a tool to increase efficiency and as a means of instilling organisation vatues
and information to all staff members. So it starts from the very beginning. The staff .
members on joining C-DOT undergoes an induction training and orientation so that
he/she should be introduced into the organisation and feels comfortable about the
job and the individuals with whom he/she will be interacting. The orientation breaks
in the staff member to the unique norms and culture of C-DOT. The orientation is
followed by an exhaustive two-week technical training programme for the technical
staff. Beyond the formal.induction training again the Group Leaders take care of
complete induction to C-DOT of & new staff in their respective groups. '

Every Friday a weekly training/presentation is organised for the staff members.
Topics covered vary from management, technical, culture, sports, literature to
personal interests. Staff members are also encouraged to use this a5 a forum to shate
their thoughtsiwork on any area of interest.”

Management Development Programmes are organised In-house and staff members
are also sent on external programmes, It is required that peripdically the management
development inputs be given to staff to ensure that the cohesive team can achieve
results. Staff members are also sent on external technical programmes to update their
knowledge on the state-of-the-art in the field of electronics telecom and management.
Some unique in-house training programmes like PC training for spouse and children
are also organised. s v )

Staff members are given the opportunity to go on foreign deputation to get an
expostre in advanced technologies and new areas of interest. Also as part of the

development input good articles on technical/management areas are circulated to
everybody.

Pefformance Appraisal

The underlying philosophy of the Performance Appraisal Scheme is objéctive_.
assessment of performance on a continuous basis which can be openly shared with
the concerned staff member. The basic objectives of the system are: '

¢ Assessment of Performance

,‘. Assignment Review
+ @ Individual development need identification

e Feedback and follow-up of Development

- @ Determine career growth




e [nfluence job rotation

& Extension or termination of contract

L] G.rzmling rewards — Appreciation/Foreign deputation
® Determining organisalion structure

The scheme is part of the overall Project Review System that periodically reviews
group/productwise performance and achievement of targets against what is outlined
in the Annual Business Plan. '

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

At the end of the six months the staff member completes the self appraisal form
highlighting his/her achievements/contributions during the period and external factors
affecting performance. Parallely, the immediate appraiser completes the appraisal
form filling in the strengths and weaknesses and tentative rating on the ien atiributes
defined. Next the immediate appraiser calls the siaff member for mutual discussion.

. This discussion has to be puided towards a feedback and counselling session. After
this the form is sent to the second level appraiser for his rating. The second level
appraiser can add ary broader dimension to the overall appraisal through comparison
across the smaller groups or by eliminating any perceived bias. If this rating differs
from first level rating then the reason for the difference of opinion should be
documented and the changed rating communicated to the staff.member. Then it is
sent 1o HRD for the processing. At each level the stalf members are consulted and
kept informed to try and ensure fairness and elimination of bias.

~ Appraisals at C-DOT are not only means of cvaluation but the process has a very
-important role to contribute towards organisational effectiveness. Instead of using the
appraisal process merely as a control or monitoring measure the focus is more on its
developmental dimensions. '

Career Development

Ultimately it is management's responsibility to develop and implement a cost

" effective career planning programme. It is essential to create a basic structure and’
process for integrating individual needs with organisational requirements. The basic

* philosophy of the career development plan is that growth opportunities are to be

- given to all staff members whether they be engineers, secretaries or admn.support.
To formulate a policy on Career Development, firstly a Career Plan survey covering
all levels was conducted. The survey covered issues like avenues for growth and carect
path at C-DOT'in specific functions, comprehensive career development plan, new
activities/opportunities for career development eic. .

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

performance appraisal. High potential employees are identified early in their careers
and placed in an accelerated development programme. Since the organisation has a
flat structire, options in terms of levels are not many and hence other alternative
avénues for growth are given importance e.g., Engineers could grow to Group
Léaders (managerial potential} or altematively to Technical Experts (professional
excellence). - )

Group Leaders Technical Expert
Engineers

Besides vertical movement in the organisation, the option of; horizontal movement
inter/intra-group is also available. Job rotation to other groups to gain new exposure
and insight in areas of interest is also encouraged. However, the perceived ability of
the individual to handle new assignments forms an input in the decision-making
prucess. : -
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New projects that C-DOT is getting involved in, are opening up opportunities of staff
members to new areas of learning and experience. Also C-DOT encourages its staff
members to proveed on full time study leave, work for C-DOT licensees and other
public/private sector organisation or became entrepreneurs but continue to retain
links with C-DOT having option to join back at their discretion. Career development, |
thus at C-DOT, is observed in a_broader outlook apart from mere financial growth,

Personnel Research

Audit and Research form important instruments for claser feel of what ishappening
around and what needs to be done. Opinion surveys, attitude surveys, case studies
and task force deliberations present very useful data for analysis and basis for
management decision. A number of such surveys have been conducted and actions taken
thereof, but lot more needs to be done on this HRD activity at C-DOT. We would :
like to prepare cases for industry and academic institutes on specific dreas like project .
monitoring, manpower planning, office automation, organisation stricture—systems -
and strategies at C-DOT which could help the experts to conceptualise and modél on
-DOT’s experience. ' o

" Welfare

To promote the feeling of oneness and togetherness in the C-DOT family, the welfare
aclivity is given a lot of weightage by the C-DOT management. Frequent
get-togethers, sports tournaments, picnics and eultural events etc. are organised for
staft members and their families. '

Also to encourage the spirit of adventure in staff members, ¢vents, like trekking,
outings are periodically organised. Wider groups involvement in availing “Weekend
Relaxation™ or **Holiday Home" facility are encouraged. Every year on Annual Day
(the day C-DOT was formed) is celebrated with the whole C-DOT family (from.Delhi
and Bangalore) joining together to commemorate the ‘day with a lot of enthusiasm
and vigour. All these functions reinforce the HRD commitment to promoting
participation and team work.

Conclusion’

Ali this basically highlight the important role of the work environment and HRD .
System in organisational work and effectiveness. It was recognised that a time bound,
mission oriented organisation will require new work environment, new work culture,
new tools, new training and new management methods. However, the key to the
implementation lays in our ability to mobilise and motivate dedicatéd young
engineers and nther staff members with fresh outlook and ambition necessary for
playing the most critical role in modemising Indian Telecom Service.

3.5 HRD FOR WORKMEN AT EICHER MOTORS ——
AN EXPERIENCE : — BY. P.K. KAPSE & A.K. ARORA

Eicher Group — Background

Eicher Goodearth Limited was formed on 3rd Sept., 1960 with a small capital
investment of Rs. 19 lacs and rolled out its first tractor at Faridabad in the same year. .
This was the first tractor to be manufactured in Tndia. Today Eicher i§ a nfulti unjt
group employing more than 3,400 people and having 5-plants situated atAlwar,
Faridabad, Parwanoo and Pithampur across 4 states. The latest-addition to the group
is Eicher Motors Limited (EML) which has its manufacturing base at Pithampur near*
Indore where Light Commercial Véhiéles (LCVs) are manufactured in technical and -
financial coliaboration with Mitsubishi Motors Corporation (MMC), the largest
commercial vehicle manyfacturer of Japan,

Eicher Motors Limited

Eicher Motors Limited is a Public Uimited company with a total envisaged project of
Rs. 41.5 crores (present outlay of over Rs, .16 crores) él‘lﬁl licgnséd. to manufacture
12,000 vehicles per annum. The plant commenced operations in Jurie 1986, Ever.
since, the employee strength has grown from 185 t0.480 till date and at prescnt it is
geared to manufacture 500 “Canters” per month. . '
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Background to HRD for Workmen at Eicher

Our philosophy has always been to continuously and openly examine issues related

to our Human Resources. This has resulted in generally harmonious Industria

Relations which draw strength from the following principles: .

1) Fair and firm approach to all human related issues without compromising on basic
principles or the long term interests of the company. This means being fair to the
management, the union and the employees.

2) Recognising and Rewarding merit/contribution.

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

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

5) An open door policy where workers are allowed to air grievances/views/concerns
on dll matters relating to them or the Company. ; T

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

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

Given thesc basic principles, let us now take a look a1 some of the lessons tearnt by
us in'the decade immediately preceding the setting up of the LCV PlanL.

Learnings from Tractor Operations

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

- From an annual turnover of Rs.3 crorcs, volumes increased Lo Rs.80 crores and we
became a leader in the Industry. Two new plants were sct up and employee strength -
increased from 400 to 3000. There was a feeling of well being and morale was at its

peak.,

All of a sudden, in 1982, we got a rude shock. Due to credil squeeze annecunced by
RBI, tractor financing was abruptly reduced. The market crashed [rom 81000 tractors
in 1981 to 63000 tractors! At a time when we were gearing up for providing 2500
tractors per month (from 1250 per month), we were forced to cut production. For
the first time in a decade, wé experienced negative growth and a marginal loss in
1982-83. The market continued to remain sluggish for the next few years and in spite
of RBI relaxing its norms, the recessionary trends could not be reversed..

The events of 1982-84 nalurally had negative impact on employees. The high merale
of 1981 was replaced by a feeling of anxiety. In order to take stock of the siluation,

a detailed diagnoastic exercise was conducted (using an attitude “survey and
workshop” involving all line managers) which helped us in learning a number of
important lessons. Some of these are given below:

a) Due to the increasing demand of tractors in the market-place during the period
1974-1981, the manageraent focus had been more on “growih” rather than
“development"’. . ' '

b) In’order to support this growth the tractor operations had various incentive
schemes in aperation to provide for more numbers demanded by the market
boom. Diring this period the workers had upgraded their skills and learnt their
jobs well enough to complete their daily tarpets in § to 5'/2 hours. This level of
productivity provided them a reasonably good earning lcvel leaving not enough
motivation for them 10-pyt in more efforts. )

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

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

c)_"I'he oldest and the biggest of the tractor units was located in a small 8-acre plot
at Earidabad and with the incréased numbers demanded by the market there was' =
mushroom growth of facilities in the plant vesulting into sub-optimum utilisation
of layouts, material handling and equipment. The environment was not all that
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_ This was a very major challenge bemuse the workers were acéustomcd to workingin .

conducive to suppon the management cfforts of ensunng higher productmty and
better quality. The management therefore realised that before insisting on ;
attitudinal change on behalf of workmen, it was necessary to put its'own house
in order by providing “state- of-the-art” infrastruclurc and fac1|1hes

These lessons were a great help in reviewing and prowdmg dlrecnon to lhe company 5.
IR and HR practices at the new plant at Pithampur (EMP)

EML Objectives

It was our aim that our new pIant should be a model one whlch could give inspiration
to our exlstlng plants to strive for excellence. We thercfore wanted to set new,
standards in:

® Productivity,

* Quality,

¢ Discipline, and ,

® Drevelopment of people-

In order to achieve these, an indepth analysis was donc and it was decided to focus

on the following factors (not mentioned in the order of ment) which were expeated
to create the desired ‘work culture’.

a) To bring about general discipline in matters relating to puncluallty. timeliness,
system adherence, and obedience to rightful mstruct{ons ctc.by inculcating cerlain
habits from day one.

b) To bring about 'a sense of achievement and pride in work
¢) Commitment to excellence in work.

d) Participation — in improvement of productivity, quality, work process and
matters relating to the-work environment.

e) To establish effective and slructurcd means of commumcauon links with the
workforce. :

f) Sharper focus on appraisal system with a view fo rewarding merit/contribution and
.continuously developing potential. *

- g) Prowdmg avenues of growth for workcrs by creating opportunities in a planned

manner, N
h) Emphasis on team work and team achievement.,

A New Dimension

At the time of setting these objectives it was feli that in '@ new plant, egtablishing a
new work cultire would be comparatwely easy '

However, the situation dramatlcally changed when the tractor opcrat:ons were
rationalized and surplus manpower was made available which had to be
accommodated. The LCVY operations at Pithampur offered an excellent opponunlt}'
to absorb this surplus. The task became more challenging when about 60 workers .
were actually transferred and at one time constituted more than 50% of the
workforce. .

To the above ob]ectwes was added another objeclwe 1{s3 “Absorb and mtegrate lhc
transferred employees intd ‘the new work culture” Py

.-;:‘.

an environment where production volumes and higher productivity were linked, to
incentive earnings, The LCV operations did not have any incentive scheme ‘and yet
the produclmty targets wére comparatively: much h:gher and hence.the challenge:

HRD. Interventions

Inorder to achieve the results dcﬁned above EML has used a cornbmauon of various
HRD techmques and some of the Japanesc concepts in the product:on syst:ms

We would here like to share our experiences in using these tools The attempt below
is to share the techniques and concepts used mthuut evaluatmg their contribution.
individually to the overall IR climate. : .

. In'.'.' s
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Train il'lg : . Human Resoukce Development

Experiences (Casenl
“GIVE A MAN FISH, HE WiLL EAT IT. prrieneen (€
TRAIN A MAN TO FISH, HE WILL FEED HIS FAMILY"

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

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

Given below are some of the efforts made towards lrammg of personnel

a) Japanese Exposure

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

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

" The purpose of sending only executive level personnel was to provide an indepth

exposure to Japanese methods so that they could design their own training and .
production systems suiting Indian conditions.

Based on the feedback from our trainces (which included the head of manufacturing
and Q.C. functions) we took stock of the lessons [earnt and the direction that we

‘needed to take in building a new work culture. We clearly understood that there was

nothing unique about Japanese Management. Basically, good management anywhere
(whether in-U.S., Europe or our own countiy) adopts certain sound principles and
values which give it strength. We found fairamount of similarity in Japanese practices
and our own symbols of the 28 year old employee relations culture in tractor
operations e.g. common canteen, annual day (alt employees participate in sports and
dine together), open door policy etc. and yet there were quite a few differences e.g.
cabinless offices and group exercises in Japan. We therefore realised that we could.
adopt only those practices that suited our conditions and refrain from blindly copym g
our.collaborators. At the same time, effective techniques such as “Kaizen"

“Kanban" etc: (mentioned elsewhere in this paper) could easily be adopted and used -

in our conditions and hence we decided to implement these.

b) Induction Tralning

Every employee who joined EMP shopfloor had to undergo an induction programme
for a duration of 3 weeks.

This training was extremely neccssary because at EML line production concept is
practiced wherein various lines are interconnected with eath other. One line feeds
another line-which in turn feeds a subsequent line: Moreover, since there is no plant
inventory maintained between various lines, therefore, the feeding line has to feed
the matérials to the subsequent line in the required quantity and quality and on time.

This is nothing but a ‘customer concept’ between the lines and each line takes pride -
in doing its job to the best of its ability, The fceding lines ensure that the customer
is fully satisfigd in terms-of delivery schedale, quantity and quality. This provides
motivation to the employees and problems of any nature in the chain get highlighted
immediatgly -— thus leading to their quick resolution.

The ‘customer concept’ is practiced successtully in association with another concept.
“DOIT RIGHT FIRST TIME". The underlying meaning is that each job should be

-completed with perfection at the first attempt itself thus eliminating wastages like

~rework, rejections, inspection cost, ete. To do things “right first time”, it is essential
- that proper training is gwen to every person before he is put on to a job. In line with

this thinking EML has given top priority to training right from inception of the plant. '

In the initia] stages in 1986 before the commericement of operations, our executives
designed a detailed induction training package and trained their superwsors who in
turn trained their workerafoperators This process was intended to improve teamwork
amongst various levels and the package conmsted of:

L
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1) Introduction to group, company and the collaborators.
2} Product familiarisation. '
3) Indepth knowledge of production system.

~4) Work culture at EMP. _ : L . .

5) Indepth knowledge of line process, operanon standards and fundamentals ofhne
balancing.

6) Hand-on expenence in the assembly and dssassembly of the aggregates and the
praduct. .

Till date induction training is of prime importance ‘and no employee is posted to his
workplace without this training. It has proven very useful in achieving discipline,
understanding and appreciating the importance of quality and.team spirit amongst
executives, supervisors and workers (since they were all learning together).

¢) Development Training

The organisation believes that workers can be developed to realize their full
potentialities by building upon their strengths and by overcoming their weaknesses.
This job is taken very seriously and forms a part of the KRA for the supervisor and
the line executives. Major production and quality systems are oriented towards
developing the individual as a whele and thus providing him an opportunity 1o use
all his skills and facultles on the job. Efforts in thls direction have been dlscussed
below, :

d) Making People ‘‘fee]’’ responsible

At EMP it is believed that every person knows his ]ob best and total responsrblhly
of doing a job perfectly lies with the individual himself. Reflection of this belief is
clear in the ¢oneept of ‘self check’, This means the worker who does a particular job
regularly is capable of checking the quality of his work and should also be respon51blc
for it. Time is made available to the worker for doing this because i lnspectlon is also
listed as an activity in the operation standards.

Complementary to this system is tire concept of "TQC” which means creating an
atmosphere where every member of the team whether he is workmg directly or
indirectly on the product, contributes in his own small or big way towards making a
quality product. Total quality of the product will be high only when the quality of all
related activities is high. In an environment which is not conducive. for working,
expecting quality.is next to impossible. Bearing this in mind a lot of emphasis:is paid

. toworking environment .training, discipline, worker relations, safety, house keeping -

etc., the line personnel are supported by the training cell which continuously

crganises talks, sessions and programmes meant 1o give exposure to the workers in N

areas of self development. .

e) Versatility Building & OJT

Witli the passage of time, the workers began to get ad aptin thelr function and a need
was felt to remove the monotony and therefore plans’ were made to retrain these
workers in other functions and lines. This versat:llty trammg on one hand helped in
removing monotony and on the other hand, in having avallable a much more flexible
and versatile work force. The re5pon51b1hly for this was taken by the concerned Ilne
supervisors and executives. .

This training is the direct responsibility of the ]me supemsor and executives.

Part1c1patlon .

Towards the objective of developing a satisfied high potenual workforce, it is
essential to involve workers in activities which will provide them opportumtles to use
and polish all their skills, knowledge, imagination and intelligence in translating his
ideas into reality. EML systems provide them an uninhibited environment where the
individual talent can blossom. This has brought about a sense of pride, achievement
and determination amongst the workforce 1o be highly productive both in terms of
company objectives like productivity, quality etc., and individuals’ aspirations of self-
development and growth. Let us look at some of 'such systems effectively
implemented at EML. )

a) Productivity lmprovement
At EML all preparations in terms of ealabhshmg production lines are ‘done with close




involvement of workers. Sequence of operations called ‘operation standards’ are- .
drawn up and improved oy workers in consultation with supervisors.-The work study

" time standards are laid down by total participation of workers through a unique’
system called “Fundoshi Analysis”. In this process workers write down exactly what
they do on production lines (called Fundoshi). Time is clocked by supervisor for each .
activity. Subsequently, the Fundoshi is analysed to cut down the unnecessary
activities in group of line workers and supervisors. This is an ongoing process on all
production lines resulting in improved productivity and high workforce morale as the
task is completed votuntarily without imposition from a third party.

b) Quality Improvement

The Quality of the product is ensured by total involvement of workers. Periodically
meetings are organised where line supervisors, workers & QC inspectors all sit down
together to discuss quality related problems and their possible solutions. The
solutions are found and action plans are worked out for implementation by workers
themselves. This collective approach to quality gives excellent help in reviewing the
problems from all angles and enhances team spirit.

On similar lines meetings are held to discuss matters refating to safety, housc keeping
efc. - )

c) Kailzen

This.concept has teen borrowed from the Japanese, and implemented at EML
because it believes in the theory that all workers have creative potential which can
be tapped and also this would satisfy the creative instinct of the workers. In other
words it means that the workers’ job should give them scope to use ait their
knowledge, imagination and intelligence in transforming their ideas into realities.

A guideline to this is provided by the following: -

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

Muri means overstrain which can come from physical or mental strain.

Mura means inconsistency or fluctuations of any naturc. It can be fluctuations in work
content, time, type, production volume or quality, in behaviour or discipline etc.
Though extremely difficult to notice, *Mura’ perhaps affects a company's
performance the most adversely.

Muda means wast€ of any kind in terms of material, time money, effort etc.

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

Members of a Kaizen group, while working on any line, are on a constant ook cut
for MURI, MURA, & MUDA. Once any problem is identified, a Kaizen meeling
of the concerned line is arganised at the end of the day's work. In this forum, the
problem is analysed, opinions of all group members are sought and discussed, a
solution for the problem is evolved through consensus and action plan for
implementation is drawn up. Therecafter the Kaizen group takes necessary action to
implement the solution. _

. Appraisal & Reward System

The Company believes that its employees, irrespective of staff or workmen must be

rewarded only on the basis of merit. To ensurc this, the Company follows an anaual

appraisal system for all its employees. The appraisal syslem is designed to encourage
staff and workers to achieve outstanding results and higher targets. The basic
objectives of the appraisal system are as follows:

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

b) Potential review — in order to discuss with the individual the ways and means
through which he could realise his full potential and continue to grow in the
organisation. This also provides data for manpower planning.

¢) Prepaﬁng an action plan for development.

Humon Kesource Development
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Performance _Ratipg

The exercise begins with the setting up of departmental performance targets for a
period of six months. Primarily these targets are set after mutual discussions between

~ a departmental head and the sectional head. The sectional hsad further discusses

these targets with his team of staff and.workers and finally action plans are chalked
out detailing the role of each individual in the achievement of overall targets,

Based on achievement against the target each individual’s job performance is
reviewed once every three months and discussed with the individual, '

Once in a year the immediate superior (i.e. the first lirie supervisor) fills up the formal
appraisal form and hands it over to his superior, This appraisal is reviewed by a group

consisting of line executive, the industrial relations executive and the line manager-
with the concerned supervisor. '

The following parameters form the yardsticks for.re.zi:el\ﬁng' worker performance:
a) Productivity )

b) Quality

¢) Skill

d} Versatility

e) Rejection control

) Attendance r

g) House keeping

The performance against each of these parameters is rated on a five-point scale which
is converted into points. s

The overall performance rating is arrived at by an addition of the points scored
against factor. The overal rating is also on a five-point scale and- the ennival' - - -
increments are also given according to this. :

Potential Rating ' ' .
Next comes a review of the individual's potential which is based on the following

" parameters:

a) Job knowledge

'b) Discipline

¢) Behaviour
d) Attitude
€) Leadership

The above parameters are admittedly less objective than the performance parameters

as they cannot be quantified. This exercise assists in conclqdlng a development and .

career plan for each individual.

This group spends a considerable amount of time in discussing the individual’s

iraining needs and finalising action plans based on recommendations by this group. -

Feedback on performance is-given quarterly by the line sf;pgrvispr to his workmen
while the feedbuck on potential and development is formally communicated by the
line executive once in a year in a feedback session where_the worker is helped to
devise his own action plan. -

Based on the above discussions, the worker and the supervisor identify areas for
development and a plan of action is drawn up and discusssg with.thé section head.
The departmental head, section executive and the representative of the personnel
department then spend considerable time in arriving at the individual's training needs,

'
Commiinication

The organisation strongly believes that communication is an important tool of HRD.
Hence detailed communication systems and strategies have been designed to achieve
the following: Co o :

.1) To communicate management objgqtivgs!policies!de:cisions and fo-sfmre logic the

rationale behind such policies/decisions and to remove any doubts or
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‘apprehensions regarding them. It also helps in clarifying the worker’s rele in
_ achieving such objectives. .

2) To provide forum for ventilation of grievances and also to explain resultant
actions. -

3) To discussfinvolve in selting of and achieving departmental targets/issues and if
necessary to involve them in preblem solving.

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

Daily Meeting .

‘Before the start of the day’s work and during tea breaks, the members in sections get ™
together for a ‘morning meeting’. The duration of the meeting is generzally between
five to ten minutes. The supervisor first addresses the group. He then discusses the

" day’s tasks and job distribution and makes notings, if any, of the resources required
for the completion of Lthe above task. Also within the purview of the supervisor’s
address are design changes and any company policy related malter that need to be
shared with workmen. After the supervisor's address, a senior workmen addresses
the group. He informs the group of any quality related problems of the previous day's
output and counter measures for avoiding the same. The workers in the grou
(during these meetings) are encouraged to give suggestions/opinions. .

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

These meetings ensure total involvement and commitment to the day’s tasks whether
they be related to quality, productivity or improvement. Once the plans are {inalised
by the group the supervisor ensures their implementation.

“Kanban”’

At EML we extensively practice “Kanban™ as a means of effective communication:
and visual control. Many improvements in day 1o day working on the line can be
‘done by this simple technique called ‘Kanban’ which in plain terms means ‘dispfay’:
Display of information etc., in the line is done through sign boards, charts, graphs etc. -

Role of Union

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

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

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

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

The role of the union has been discussed with the workers representatives and defined,
as under: ' : '

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

2) To pravide direction to the workmen in terms of collective bargaining.

3) To educate, create awareness among workers regarding productivity, siafety,
quality, discipline. “ R

- Colllectjte_‘Bargaining ;

. We have already had one compensation review in consultation with the union. This
was done in August 1988. '
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: 1?) Political lnterference

Compensatlon Policy

We have implemented and arnveu ata compcnsat:on policy for our workers which
would:

~ a) Motivate our workers to give out the best performance. Thls is done through

differentials in the increment rates and by substantial increases on promotion.
b) Make them.proud of their organisation and identify w:th it.

c} To be able to appreciate the financial health ofthe company and bnrgam wnh the
management based on that. . .

We are in the process of achieving the above by shanng wnh the workers
representatives data on company’s fnancral performance as also the company’ 5 -
performance in comparison with the competitors' not only at the umc of wage
rewswn but on a contmuous basis. A

Further our approach has been to pay our workers well and to be amongst the Inghest
pay maslcrs in the reg:on.

: Momtormg and Review

As mentioned above, we are constamly monitoring. thc IR chmale in the group in
order to review our IR policies and their 1mplementat:on This is'done through an
“Attitude Survey™ of IR policies and practices in the whole group. The latest survey

~has been carried out in November 1988 followed by a 2-day workshop in December

1988. (Though this exercise isdone for the whole group we would limit ourselves to
EML data). - .o : : , .

'The survey was deSIgned lo collect data on employcc sausfacnon in rqlallon to lhc
following parameters;

1} Leadership

2) Job security

3) Grievance handling
4). Promation policy

~5) Relationship

6) Communication
7) Participation
8) Discipline.

'9) Welfare

'10) Recognmon . . R
11) . Appraisals — faimess and objectmty - S
12) Faimmess..

o

-5 Lo . - . e

_IS)Zbe\{elopment' . CoTe

14). f'on'ioonsation ' . C , ,
15) Working condmons e

16) Team work o

o ’ . . ':':" .\\.
Collection of Data S S T

The questionnaire (see Annexure 1) used by us had 25 qucsuons Respondems were
drawn using random. tables andithe followmg was the sample slze

a) Executives handlmg IR — 100%. T AR o DA L |
b) Staff handlmg IR =~ 100% - R .
¢) Workers — 50%

TTh.e1:;:.1f:stlonnsur“= to wdrkers wam'afu:d in Hmdl to faclhtatebetter undemtandlng

”

Data C0nsol|dat|on and Ana]ysis

. The data was consolidated and discussed af Qz uer workshop. The first tier consisted

of IR executives from all Iocauons Line Managers {the. Deput}' Managbrs and abovd
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" hendling IR) and Personnel Managers. The second tier consisted of Production * _ Human Resource Development

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

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

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

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

At the lime of writing this paper detailed action plans based_onfthe findings of the
workshop had been completed.and the directions worked out.

The Future Challenges -

Though a Iot of effort has been made and some targets achieved there is no room for -
complacency inthe field 6f HRD. This realization is strong amongst the management
feam of EML and we feel that we need to work even harder. To our mind the future
challenges lie in the following areas: : .
_1) The workers have apparently accepted the appraisal and reward system based on
merit but our atlitude survey has revealed that there is still scope for improvement
in its implementation by making it more data-based.

-The perception gaps between workers and executives on this matter need to be
bridged. C o :
2) The promotion policy, though tentatively formulated has not been tested out
" thoroughly yet (the plant being only 2'/z years old). Therefore, it needs ta be
discussed with various levels in depth and improved. -
3} To develop mature trade union leadership, we need to organise specialtraining
.programmes for this purpose as is done by other Eicher units. .
4) Absorb and integrate the transferred employees into the new work culture. This
" - to our mind is an ongoing exercise as newer and newer workers get transferred to -,
Pithampur, Qur experience at-Pithampur with transferred employees has been
highly successful and most of them have performed extremely well under the new
working conditions. In fact the same workers #ho for years were working less than
'6 hours a day- are willingly (without any incgntive scheme) working 7'/2 hours 2
. day in the new location! ) :
(Here one could cite the example of Calcuita Metro where the citizens of Calcutta.
have proved that given the right environment, people would respond with
responsibility). - .. S s
5) To continuously provide avenues of growth to our workers by developing them to
take ‘'on higher responsibilities. - ' ' o
6) To futher stfengthcn first line supervisors in areas of appraising subordinates,
ounselling OJT etc. - v
. 7) To sustain the work culture and the high standards that we have sel for ourseives
in the area of HRD. -

36 POTENTIAL DEVELOPMENT THROUGH IN-
BASKET EXERCISES : CROMPTON GREAVES |
EXPERIENCE—BY SUSAN VARUGHESE . © -

At

" Idebitifying its mission as Electrical Energy, Cromplon Greaves has been in the
busihess of transmission and distribution of power for the last 5 decades. Since 1984
this mission has been redefined to include Electronics. The Company has
decentralised set up with 5;major grovps of profit centres, with 14 profit centres and
-sevéral new projects in Telecommunication and Electronics; in the process of -

d.ivigiqnéli;atiqq. It is supported by a _la_rgé Sales network, Regional and' . -

Ex?erlem:es {Cnscs)
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International. The Company’s manufacturing operations are in Bombay, Nasik and
Ahmednagar. Company's turnover for the year ended 30th June 1987 is Rs. 280
crores. It has a manpower strength of 8,800 persons. Its major praducts include
Transformers and Reactors upto 400KV, Switchgear, Motor Control Gear, Electric
Motors upto 6,000 KW, Fans, Lamps and Luminaries, Colour and Black and White
TVs. ) > | .

HRD System

Introduction of the formal HRD System in the Company began in the year 1983 with
the assistance of Dr Udai Pareek and Dr TV Rao of the Indian Institute of .
Managemenl, Ahemedabad. The thrust was initiated by creation of a formal
Taskforce, headed by the then Executive Vice President and today's Managing
Direcror. The Taskforce, in its inaugural meeting identified 3 concerns—Rale
Analysis, Performance Appraisal System and Counselling as areas needing
immediate attention in the Company.

Role Analysis

Role Analysis was identified as an intervention for purposes of role clarity'and
performance appraisal. Using the Role Analysis technique with the role set of boss,
subordinate, peer and role incumbent, a beginning was made with the Divisional and
Regional General Manager roles and that of their teams on a specimen basis, These
roles were discussed by role incumbents and their bosses and finalised by HRD
Taskforce. Thereafter, the MD met cach of the functional groups tor a day each to
complete the finalisation and begin the process of implementation.

Effort is now on to extend this further to the next level i.e.the Executive Cadre. Their
roles are in the process of finalisation. Qur analysis so far has covered 500 Executive.
Efforts are also under way to snalyse the Junior Officer Roles covering a population
of 600 persons. Qur intention is to percolate it even further fo Supervisory levels,

Performance Appraisal System

Performance Appraisal System in the Company emphasised reward administration as
its primary objective with no linkages to goals or review and feedback.

With the intention of re-designing the Performance Appraisal System, an internal.
sub-committee was constituted for an internal survey: Based on the recommendations
for the Internal Sub-Commirtee, the HRD Task Force approved a development
oriented. Performance Appraisal Systen that is linked to Role Analysis. =~

The System begins with poal-setting between the boss and subordinates, at the start
of the year, apainst the Key Performance Areas evolved through sale analysis, self
appraisal at the end of appraisal term, performance analysis in terms of factors which
have helped or hindered performance, and appraisal interview with the boss followed
by counselling. The dimensions included for assessment are performance against
apreed objectives, leadership and team building ar Departmental Head levels,
contribution to team spirit at all levels, risk taking'and creativé contribution or risk
taking and venturism. Critical Attributes are assessed for purposes of training needs,

In preparation for the development orented system, Counselling programmes are
being held to impart skills for counselling. The new performance Appraisal Systemn
has been introduced at the level of the Departmental Heads and is being reviewed
this year for possible changes. Introduction at other levels is subject to completion of
Role Analysis, ' B .
IN-Basket .

Top Management selectiohs and ap'po'inlmenls'-hé\{é'beeri a matter of concérn with
us. Our decisions are based largely on Performance Appraisal. Our MD wondered if
there are approaches we can use to improve the predictability of our selection. We,
at Human Resources, felt the present system put too high an emphasis on
performance appraisal. We tried to collect the potential assessment in addition to
performance appraal but they were essentially extrapolations of performance
appraisal ratings. MD concerned with performance building in the organisation was
also concerned about the quality of people who were to manage the profit centres.
and regions. He suggested thar we develop recon'irﬁéﬁd“approh’qhéé for selection to

this cadre. We decided to develop an In-Basket Exgrcise on the' advice: of DR TV




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

Methodology
We used the critical incidental technique to elicit the basic data. Five of our General .

. Manapgers and three Vice-Presidents were included in the exercise. The data we asked

for were 5 situations.where the criticality of their decision resulted in a favourable
outcome and 5 situations of unfavourable outcome. It was easier to collect favourable
situations rather than unfavourable situations. Additionally, I spent 2 days in

‘observing General Managers in action. We also collected some of their typical memos

to capture the tone and spirit of the Office of a GM in our organisation. [ found this
process exciting and a journey in‘o the world of General Manager/Chief Executive.
It afforded a very big learning opportunity to come 10 terms with what this position
entails. Happily, my sample ‘enjeyed the recapitulation of their decisions as much.

The situations which I coilected referred to instances where a GM intervention was
called for either because implications of a decision went beyond one functional
ramification, varying peer oerception on an issue or where a DH sought an additional
insight, Each represented a dilemma where a GM intervention was vilal. The task
now was to convert these decisions inte problems. While the decisions [ collected
conveyed a GM perspective, 1 had to present a DH anxiety, a peer level enyairy or
a boss enquiry. The Scenario had 10 be constructed. 1 decided that this exercise had

to retain the character and culture of our Company largely, though named Hindustan
Engineering. Therefore, I decided to centre the action in one profit centre,
representing both our consumer and industry business. The book, ‘Dynamic
Management Education’ by Allen Zoll proved extremely usefu! in the construction
of the exercise.

After a preliminary draft of the exercise I began to seriously evaluate the content of
the memos vis-a-vis the total responsibilities of a General Manager. The analysed
role of General Manager, Critical Attributes identified for the role provéd helpful in
identifying issues of concern that I wished to include in the exercise. Another
dimension I considered important in measurement of potential was areas of sirategic
importance in an organisation. 1 identificd certain unresolved issues at Corporate and
Divisional levels and presented them in the exercise. There had 1o be a fair mix of
day to day operating issues with issues of strategic concern, so mundane problems
also needed to be focused. Finally, the issues that were considered by top
management as issues of concern at this stage of our orpganisational- life were issues
on quality, customer service, new product introduction, industrial relations, market
share, profitability and cost-effectiveness. One of our concerns was if the decisions
were known would it work to the advantage of those who knew vis-a-vis others. This
we resolved at the design stage by saying there could be more than one right decision.
Contexts and perspectives would have also changed. Al the validation we were
proved right. It was exciting to just let one’s imagination run wild even for my

_colleagugs, 10 create a position, consider new applications of our products, kill some

products, promote others and cxtend the Company. The excitemen! was in creating
a Company that had vitality and credibility. Hindustan Engineering came to stay in
our minds as a real entity though a surrogate of Crompton Greaves Limited. To give

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

: Your.S_ituation

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

Human Reseurce Development
Experiences (Cases)
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. and Rs. 150 when compared to imported brands. As this is a consumer product, I |

. The exercise was scheduled for half a day. Dr. T.V: Rao would adrﬁiﬁister_the exercise

. atwork, furiously scribbling their decisions. At the close of 45 minutes Dr. T.V.Rao~

‘vibrated with the excitement of reality of the situation and challenges, MD’s

-As this entire exercise had a time constraint, seeing this exercise assume such rich

The Gonstraint

‘Today is 11th September, It is 11.00 a.m. now. You will be leaving for Ahmedabad

in two hours, to attend a week’s programme on Strategic Planning, 12th to 19th '
September, 1986, organiséd-by the Indian Institute of Meanagement; Ahmedabad, -
. You will return on Friday next, eight days from today. Your secretary has piaced
your mail folder on your desk. You are to run.through the entire folder and write i
out whatever appropriate action you may like to take on each of these ‘issues. Bach g
of these is a decision exercise obtained from actual situations encountered in t
organisations. These are issues over which yourdecision ‘action’ intervention is vital, ;

Remember you are expected to assume the role of a General Manager.' You are going
to be assessed on the quality of the decision you have taken, You are frée to generate
more than one workable option. : o

Any action you take must be in writing. You cannot phone or speak to anybody, You ~
may like to write memos to yourself for action after your return. Also make an

agenda of meetings you will call if necessary. Remember that you cannot carry any
of the memos on your trip. - . . -

HINDUSTAN ENGINEERING LTD
) : MACH.INE DIVISION

Frc;rn : Mr N Kapoor .~ To:MrN Singh

Chief Engineer T ' General Manager ]
Sub : Hair Dryer - - . : o Date : 10.1.86

As you are aware, working on possible application of our technology for more i
consumer products, my team has been excitedly pursuing development of a hair dryer r
which we feel is superior to other brands in the market, I am happy to inform you Ir
now that our prototype is ready. However, I am faced with two issues of concern.
Our preliminary costing indicates that our product is likely to be more expensive than .

other brands. The price differential is as high as Rs. 100 compared to domestic brands

would not like to compromise on packaging, It is needless to add that our overheads ‘
are much higher than other manufacturers.

I am now faced with the dilemma of having developed a quality product ready to be
launched but at an exorbitant price. The development cost of this product was around
Rs. 2 lacs. Publicity has been sounded for a suitablle promotional campaign.

May I have your visws please.

Validation

The next phase was validaling the exercise, Dr. T.V.Rao suggested that we validate
this exercise by administering it to our present General Managers and
Vice-Presidents. - - :

and MD would be present. We picked & cases from Divisiori for. Divisional General
Managers and 10 cases from Regions for the Regional General Managers separately
as both exercises needed to be revalidated. Geneéral Managers were given 45 minutes
to persue and indicate the decision they would take on each of these issues. I sat
there tentative and wondering if this Company, Hindustan Engineeringwould come
alive to each General Manager. To my immense delight and surprise they were hard -

initiated the discussions on issues. Each General Manager shared his .
response/decision to a specific situation. After each General Manager had responded,
Vice-Presidents offered their decisions. It was interesting.to see similarities and . :
dissimilarities in approach and perspectives. MD concluded discussion on each issue
by commenting first on the quality of decisions taken and then his personal views,
His participation in the exercise was the high point. His approach was 50 very -
insightful in diagnosis, rich in analysis of implications and consequence of various
options. We spent approximately 30-40 minutes per. situation. The atmosphere

contrigution provided a strong learning input for the General Managers and "’
Vice«Presidents. It was also one of the finest spectacle of leadership in action.




tones in discussion was gratifying. It was clear that these exercises were eliciting Hiuman Resource Derelojment
: "+ . Experiences (Costs)

typical behaviours of individuals.

" Of course, we could not take up all the issues on account of constraint of time but

at the end of 4 hours of the, exercise the group was asked for their comments. The .
group found the exercise interesting. However, orf account of strong learning that
emerged in the course of discussions they tended to see the excrcise more as 8 tool

. for development than'as potential assessment tool. They did not feel that it would be

fair to assess people through this exercise. There was no doubt at all that the exercise
had withstood reality; testing.”The General Managers felt that the other issues also
ne;:ded to. be discussed and that the forthcoming meetings of Vice-Presidenls and

General Managers should be used for discussions of at least 2 issues each time.

Based on General Managers’ responses we decided to use it for developmental
purpose. It was decided that we would administer this exercise to.a group of our
Managers. We administered it to a group of 15 Managers: Dr. TV Rao administered
this exercise. A panel of Vice-Presidents was formed-to evaluate the 12sponses,
based on their collective view of right decision, MD participated in the discussion as

. in the Validation process. This time we combined Regional and Divisional situations

— ten in all to be completed in the space of an hour and a half with the same

constraints.

Before the issues were taken up for discussions, the Group was asked to comment

_ on how they felt they had parformed. Most of these stated the assumptions on which

they had based their responses. This tended to vary depending on each participant's
idea of a General Manager's role in a unit. Facilitator, problem solver, decision
.maker, visionary, guide, etc. Responses also varied depending on each Manager’s
characteristic way of handling mail. Prioritisation in terms of urgency selective
allocation of time vis-a-vis attention to all issues as quickly as possible. Participants

got an opportumity L0 reconsider their norms of prioritisation.

The discussion began with the Vice-Presidents regarding out the best responses of
the Group, issue by issue, followed by their collective view of the situations.

* Participants were invited to offer additional comments. Finally MD responded. He,
as in the General Managers’ meeting demonstrated the value and strength in problem
diagnosis and repercuséions of decision options. As a designer it was gratifying to see
the manner in which, he always focused on the heart of the issues. The fact that he

~always had many additional views made the learning experience a very rich one. Here
was a fole model they could identify with.

edback, however, in addition to the group

would have enabled them to analyse where
ponses of the group

Participants did not receive individual fe

feedback. The group sharing of responses

their responses stood vis-a-vis Vice-President’s responses, best res
and MD's responses.

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

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

2) Management of time both in terms of productivit'y as well as allocation on the
basis of exigencies of managerial situations. For instance, one of the decisions on
IR issue was not to proceed (o 1IM, Ahmedabad, for the programme but stay on
as the situation called for it. .

3) Buck stops here. It was possible to assess how many would view this pari of the
. General Manager responsibility. Some would not confront the issues but allow

the Ynemos to travel up and down.
3

. 4) Problem Diagnosis for decisions making-—corre
~ identification. For instanse d case On quality was rcad as an issuc on pricing
* keeping aside the long-term impact on Company image and customer service.
Similarly repércussions of decision on other elements in the organisation.

5) Bias for action—Decisiveness for ‘action vis-a-vis 2 tendency to postpone or ask.
for more data: ' ' '

6) Data based decisions vs intuitive decision-making.

7) Deciston-making by precedent vis-a-vis creative respornses.

ct responses depended on correcl

T . ' '
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8) Reality orientation of the respondents. Some respanses reflected only the

suggested facts. Some others would proceed on assumptions not implicit in the
memo. . .

9) Conceptial capability—abiiity to apply concepts or evolve hew framework of
ideas—a role that subordinates often seek if only for affirmation of their own
ideas. ' . b

10) Long-term vs short-term acumen while taking decisions,

11)’ Confrontation and risk taking in decisions vs a continuous precedent based
decision. ~

12) Entrepreneur flair vis-a-vis bureaucratic responses. -

13) Optimisation orientation, a role which s becoming very important in
organisations today. ' :

14} Commercial acumen.

Using In-Basket for Potential Appraisal and Development

1) In-Basket exercise has potential to make manifest what is latent quite remarkably.
As a simulation exercise it is a powerful tool, to simulate reality.

2) It excites an individual to test his capability to meet simulated challenge—like a
brain teaser as was demonstrazed in our Organisation. People identify with the

exercise quite easily, I have yet to encounter an ambivalent or critical remark
about the exercise. '

3) It offers scope for focusing on _entirety of a role in terms of its various dimensions.
It is possible to cover many situations calling for a variety of critical attributes. I
would like to consider it superior to other simulation exercises in this respect.

4) Tt tests an individual's application orientation as it calls for decisions to real
situations. It, therefore, offers an organisation opportunity to test a capability
rather than knowledge alone.

5) As a developmental tool the learning is immense. One has the opportunity of
feedback on the decisions he has taken directly orindirectly as in our case. Apart
from the feedback on his responses the learning is also from the responses of the
Superiors to the same situation. Of course the possibility extending this further by

personal interview of participants on the process of decision-making or the why
of decision taken exists.

6} It is'an opportunity for peer appraisal especially if one is viewing-a General
Manager's role. Performance assessment does not give one a relative ranking of
candidates, especially when they occupy different functional roles.

7) In-Basket can be made very specific indeed. In our case we identified various
critical attributes and looked for’ responses to this. It is also amenable to being

organisation specific or culture specific, It, therefore, offers possibilities for a'great
deal of adaptation to situational needs.

8) Techniques like In-Basket, however, depend entirely on the commitment of top
management to such a system to make it succeed. Experimentation with a new
approach involves an element of risk taking and visibility of such commitment
usually builds conviction as well as a shared commitment. ’

3.7 "HRD EXPERIENCES IN THE STATE BANK OF
INDIA—BY T.P. RAMAN - :

Pre-HRD Scene

The State Bank of India, which was nationalised in 1955, had 400 branches and
around 10,000 employees at that point of time. Structurally, the 3 Local Head Offices
that were then there, were found to be adequate from administration and
management points of.view. The nationalisation of the SBI'in 1955 was the “first
wave”, The “second wave” was in 1972 when the Bank underwent a major structural
change—more Local Head Offices were opened between 1955-1972, to take care of




the rapid expansion, Regional Managers were appointed to look after specific areas Hurion R“E:rcelﬂml:gu':;
and Regions, concept of business/market segmentation was introduced and . periences (Lus
finally—probably the most important one, was regarding the introduction of a system

- for Business and Peformance Planning.'It can, therefore, be seen that the “second

wave” in its wake ushered in significant changes in structure and approaches.

The “third wave” came in 1979-80 when the Bank introduced further structural
changes. ,The concept of 2 “Modular’ structure emerged and the controlling points
were shifted to the business centres and there was geographic dispersal of .
administrative units. There were quite a few systemic changes as well. .

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

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

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

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

iii)  Are there mechanisms to promote People’s competencies in a systcmatic )

manner? .

iv) Do we need effective individuals or effective teams? Are-there mechanisms - _ :

which promote collaboration?
v) Do People feel wanted and valued in the organisation ? Is the orgaflisalioq

heading for dehumanisation? : -

vi) Do the existing man-management systems help in integrating the individual and H
' organisational-geals? ¢
vii) Do we have the necessary “enabling mechanisms" for People to activate and
realise their full potential? :

" viii) Finally what are the values in respect of the People’s area? A

There was serious introspection and answers had to be found, In attempting to find -
answers for these questions certain factors had to be borne in mind. They were:

a) Whatzver man-management model we might come out with, there is need, in view
of the fast changing scenario, to be absolutely futuristic in our approaches to
man-munagement issucs. '

b) We should not be falling into the trap of iinding structural solutions to behaviourai
prablems. ' -

¢) People's expectations and legitimate aspirations must find expression within the
organisational sphere. .

et EHE R

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

Enter’ HRD ) :

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

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

all individuals should fee! wanted and valued in this organisation, (ii} that the Bank
believes in the creation of an “Enabling culture whereby individuals have
opportunities to grow to their full potential. :

=1 -

-r

* The HRD Philosophy for the Bank is—

“HRD in State Bank is a cotinuous process, movement and direction to enable
every individual, os a membeér of an effective team and the State Bank
Communily, to realise and activate his potential so as to contribute to the
zachievement of the Bank's goals and delrive satisfaction therefrom.”

The main HRD aims and objectives are;
i) To create u climate of openness, trust. ' = ' 65
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if) To build a collaborative culture—whereby everyone is an important member of
an effectjive team. ’ 7

iii) To promote human capabilities and competencies in the organisation. .

iv) To bring about integration-of the individual and organisational goals. '

v) To improve quality of lifé. _ )

A HRD system was then designed to fulfil the basic philosophies and aims. In brief,
the main components of the Bank's HRD system are:

i} A Manpower Plannihg System incorporating the quantitative and qualitative
modeis—data based techniques etc.

ii) A Performance Appraisal System—essentially focusing on the individual and his
growth.

ifi) A well defined Career Path Plan.

-iv) A vibrant and effective Training System.

v) Organisation Development—aimed at promoting People’s problem sblving and
coping capabilities and more importantly in enabling them to anticipate and
manage change. .

‘The Bank, therefore, was contemplating of ushering in a new era—a new culture and
at this point it would be interesting to look at the human dynamics. How did the
People welcome HRD? What were their perceptions?

The following ddta is extremely significant.

i) Now that we have introduced HRD in the Bank we can expect all good things
to happen. Co

iiy There will not be reprimands ﬁnd pupishments and all of us will be tended with
care and perhaps fondled. '

jii) Bosses will not be behaving as bosses—there will be absolute bonhomie and
camaraderie.

iv) All of us will receive all types of training since HRD is synonymous with training.
v) Itisthe j.ob- of the HRD departments to mpke us feel happy.

These then were the People’s perceptions/expectations and it seemed to us that we
had an uphill task in communicating clearly the HRD intent.

1

What did we do?

¢ we designed appropriate communication interventions in the form of baokiets,
and lecture sessions at our Staff Colleges and Staff Training Centres.

® We organised a series of seminars to spell out the HRD aims, objectives and
processes and at these seminars several of People’s doubts were clarified.

® We trained HRD Managers intensively, singe these persons formed the critical
group to facilitate the change.

® We organised Central Office level, Head Office level, Regional Office level and.
also Brench level meetings to expand People’s awareness and more importantly
to help them in re-organising their perceptions.

Thus began a process of education and information and though it was a laborious
task covering the Local Head Offices, Regional Offices and Branches, there was at
the end of it all a tremendous satisfaction that we made an attempt to get across most
of the People, : T o S

The HRD Era

S0 we ushered in a formal HRD system with very pious and sincere intentions. It is

" well known that, in the context of introducing,such human systems in a large

organisation, (a) People neéd to be enabled to work through struciures and systems

for total effectiveness, (b) systems are necessary for proper jmplementation 6f HRD
plans and also to-deliberately order the HRD processes, (¢) there is need to develap

& breed of HRD professionals within the Bank to carry the HRD tasks further,




Human Resource Development

The First Step-. Experlerices (Cavex)

As in the case of beginners the “first step” is always unstable—there is need for
guidance and support—steps to be cautiously taken and also measured. Bul we had,
incvitably, 1o take the first step forward and we did. We identified a group of persons
who would be the first group of HRD Managers and whose task would be to
undersiand and implement the HRD policies. .

We designed a very intensive orientation programme for the team with a view (o bﬁild
the following perspectives:

@ to understand the human dynamics in the organisation.

e to be futuristic in their approach.

accepting People as human-beings—us resources.

being alive to changes in society and changes in vaiue system.

developing People in an organisation. .

have a thorough understanding of the organisational culture.

enhancing organisational image through its People.

to learn to appreciate that it is a service wing—an enabling function rather thana -
peor function. .

.

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

After initiating thesc people and also exposing them, to the various behavioural
interventions, the HRD Managers were given the task of (a} spreading the HRD
message, (b) expand People’s awareness about HRD in the Bank, (c) organising and

. implementing the HRD pians that were initially drawn up, (d) informing Central
Office of the progress and provide feedback from time to time.

Charged, as they were, with the initiat zeal and enthusiasm, they ventured forth in
right earnest. They organised meetings, seminars at various points to educate Pcople
and they also brought out booklets and news letters. Every training programme at
the Training Centres had necessarily an input on HRD. They went round meeting
several groups explainings the rationale and the inechanisms associated with the

. different HRD systems like Manpower Planning, Performance Appraisal, Job
*Rotation etc. Thus began a process of sharing, of exploring, and a percolation to the
‘grassroot levels. C

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

o All these are nice “‘theories” -——can they happen in practice? -

@ It is impossible to change the culture of this organisation given our history and
colonial background. . .

& the cultural and social context is not conducive 1o change.

o People at the “Tap" should change first.

® T am OK—the rest of the persons in the organisation are not OK.

There was thus a feeling of helplessness and 2 feeling of doubt but at the same rime

feelings were also expréssed indicating that: '

e it is high time we have HRD in the Bank:

e HRD is good—its aims are laudable.

e in the fong run the organisational culture will change.

e there are no doubts about the Management's intentions and also about the

. efficiency of HRD interventions.

@ if what is intended -happens—our organisation will be the best in the country.

The blowings were at once hot and cold. ' .

The HRD Managers had some further feelings—

® they felt uncomfortable to deal in an area where things were not structured.

o they had problems in dealing with ambiguity. 67
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® used, as tney are, to working in structured situations, they expressed some

difficulties in working out an approach to the initiation and introduction of a new
system., : '

. We then started organising specific HRD programmes to cover this group and in
addition there was a Head Office 10 Head Office campaign by Central Office
functionaries. This process helped in bringing about greater clarity about the HRD
function and processes. Thus began a process of re-education and re-training—
through this process we were focusing on setting right their Perspectives and more
importantly on enabling them to understand the implications of introducing ‘change
in the organisation. The idea was to help them to take a proactive starice whereby
they are able to anticipate People’s problems and anxietjes. R

~With renewed knowledge and skills, these persons agéin went aboul their tasks and
thus began a pracess of re-educating the whole lot.

At\this stage it occurred to us that there was perhaps;a need to review, (a) the
activities in the HRD area, (b} to analyse the feedback received through workshops
and seminars and also to reorganise our strategies -and apprk;aches in view of the
emerging data. A high level Conference was convened in'which 'the_Dy. Managing
Director, Chief General Manager (Personnel and HRD), General Managers
(Planning) from Head Offices and al] HRD Managers participated. A totally open
atmosphere was created and for 3 days, the participants shared and examined a lot
of data and at the end of the Conference the following approaches were defined:

1) We should state our HRD philosophy. : .

2) We should come out with a comprehensive documém wﬁich defines our mission,
approaches, strategies and the critical components of HRD, T

3) A Strategic HRD Plan has to be evolved

This Conference helped us in several ways—it enabled us to:

a) develop a preater understanding of the HRD function itsélf,

b} re-organise our Perceptions abont People, events and things,

c) evolve a basic HRD framework for the organisation,

d) comprehensively document our slrategies, approg‘ches and plans.

The next few days were spent in writing out the HRD document after which a
presentation was made to the Top Management. The Top Management team, which
comprised the Chairman, Managing Director and the Dy. Managing Directors,
totally endorsed the philosophy, mission approaches and strategies which were spelt
out in the document. . o o - :

The Top Managemenr also decided to form a small team of officers, who were in the
HRD area, to go round all the i3 Local Head Offices to make asimilar presentation
to the Management teams of thase offices, The impact was tremendous and the )
results were extremely satisfying. Due to these efforts/strategies several things

happened—

® Lhere was greater appreciation of HRD objectives at top, senior and middle levels.

® a clear picture of the HRD framéwprk emerged.' X .

® People in the organisation were able to see and appreciate that thfé_:ﬁéé a -
systematic approacl to development of human rescurces. .

®. there was perceptible rise in People's expectations from the organisation.

© Clear-out priorities in the human area emerged. So, whatever bafriers, existed,

sgemed to have been broken and our efforts enabled us to get in real touch with
the People, TN '

Towards a Planned Approach

So far the attempt was to.develop an understanding of HRD processes nd also of
the kinds of implications it had, We had to be very clear-as to what it méant to us
and also about the kinds of changes we wanted to bring about in the organisation.
We also had to be clear about the kinds of impact that these systems/processes would
have on the organisation and on ts People: e
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The next step was to cvolve a comprehensive HRD plan for the organisation.

1 have mentioned abow the various mechanisms for an cifective data based
man-management. Qurs is a large bank-—it is impossible for People at significant
levels to take prudent personnel decisions without.a proper da.a base, Well, there
was a need identified and we designed relevant systems. Let's now look at the
implementation process. Persons at all levels appreciated the need fo. having such
data based mechanisms — so there was now mental irhibition to move towards a
culture of data based personnel management. But there were a few problems at the
implementation level, They were—(i) A feeling of discomfort in understanding and
implementing data bascd systems, (i) Too many hassles involved in collecting and

. updating manpower data, (iii) Having been used to a culture of going by. personal
knowledge of People, a majority. of our managers had problcms in getting used to a
new culture.

However, we persisted in our efforis and started educating our HRD and Personne!
Managers and training was provided to them in the use of data base packages. They
were asked to acquire Personal Computers so that they could have uptodate profiles
of all personnel. :

There is now a better understanding and also apprecmuon of data based syatems and
we expect the process to stabilise soon.

The focus was, therefore, on knowmg for ourselves as to where we were, where we
are and wherc we would like to be.

It was very clear to us that before we rcally,thought it terms of evolving any plan, it
would be necessary to look at the shect anchor of all HRD efforts viz., the manpower
planming Eunction. This to our mind was a very critical component of the entire HRD
framework. Not that we did not have any scientific manpower system- -earlier but the
focus was moré on trying to evolve a plan both quantitative and qualitative which will
be in tune with the total HRD efforts. In fact, we wanied an integrated manpower
plan. The system in the SBI in regard to the detennination of manpower needs was
a useful tool to determine manpower requirements on a quanutatwe basis. However,
a proper model was yet to be developed. We took a view that there are basically
three components which contribute to the development of a manpower plan. They
. are business expansion, branch expansion and replacement on account of promotions
and retirements. Fortunately, for us we had already adopied a system of having a

long range planning and this to a very iarge extent helped us in making reasonably °

accurate forecasts but there was a major question of trying to determine acceptable
productivity levels in an organisation which is essentially people oriented. We 'had,

,-therefore, to evolve a mechanism by which a linkage was drawn, to the business .

1 growth of the Bank and the number of-employees that are there at any given point

- of time. This formula would throw out the business per' employee at any given point
of:time and by assessing the trend of growth over the years, a decision can to be taken
to step this up hy a predetermmed perceniage so as to reach desifable levels of -
pmductmty This of course took into account factors like inflation and more
importantly the streich factor by the existing employees. While this was alright for
making macro level projections, we had to find a suitable mechanism to link it with
a micro level projection. A mammoth exercise of classifying our branches into varjous
*-population groups was carried out. Matrices were worked out indicating linkages of
manpower with business levels and also to determine acceptable manpower levels.
“This to a large extent took care of the regional disparities and also the special
characteristics of branches in the semi-urban and rural areas. While there was
accgptance oI thJs mechanism at all levels there was an ambivalent response to the
application of such scientific tools. Questions wers raiséd about the peculiar nature
of the different branches, the responsibilities which these branches had and so on.
We, therefore, commenced the task of educating our Managers in this regard in an
_ effort to convince them of the logic of having scientific parameters for determining
manpower requirements and mere importantly to get over the inhibition that all
problems at hranches were due Lo staff shortages. It took us a couple of years by the
time we were ablc to.convince them of the reelism of the matter. As regards their
fears about the problems at branches arising due to staff inadequacies, we had to
think in terms of other diagnostic interventions in order to completely erase from
their minds these kinds of inhibitions. In these sorts of exercises there were a few
things which were'very important.
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1) Whatever methods we develop for arriving at manpower needs they should cafry
absolute conviction down to the last level. . . . '

2) There should be indisputable parameters.

3} They should, of course, reflect the Top Management concerns about having a more
productive organisation. It would still have been possibie for us to normatively
prescribe manpower needs but we chose a very democratic process.,

We started interfacing with the Circle Chiefs and with the Personnel and HRD
Managers. Each case was analysed and based on hard data projections were worked

‘out. This effort took us more than 2 years but it was an effort worth its while and

today it carries a lot more conviction.

Having worked out a 2 way model for determining the manpower needs the next
important step was to determine the qualitative manpower requirements for the
Bank. This was in itself 2 mammoth exercise. We took the followirg steps:

1) We inventorised the various job positions in the Bank.
2) We did role analysis and determined the skills needed for the various jobs.

3} An exercise was also done to detennine the future skills needs in terms of the:
emerging scenario and the new skills or the changes in the existing skills pattern
needed to be worked out.

We had to organise several workshops covering various groups of people and what
finally emerged was a skills profile of the various jobs. Simultaneously, we took up
the task of updating the skills record of our employees. The whole idea was to evalve

a mechanism by which peopleé in this-organisation could be placed in assignments in
terms of their career plans and skill orientations. At the Circle fevel, a scientific job
rotation plan was drawn up with a view to imparting basic skills. Each branch, in this
kind of an exercise, is required to maintain data about the types of jobs which each
employee has already performed is required to perform considering the length of the
clerical service. We thus worked out 2 model which should enable a clerk to cover
all areas in a seven year span so that when he is promoted to the officers cadre he
has the basic skills. While the unions were fairly supportive in this matter there was
the basic problem of implementation. Branch Managers due to their other '
preoccupations were unable to stick to a job rotation plan. However, we were
persuasive and were able to convince the Branch Managers of the need to have
scicntific job rotation plans, It is now being implemented with a few abberations.
Coming back to the skills, I have already stated that we were more keen of trying to.
project a futuristic skills model. Thé Banking scenario 10 years hence had to be
visyalised arid all the developments in the international sphere had to be carefully
studicd. The.changes in the banking system within the country had to be keenly

- observed and finally the future- technological scene had also to be visualised. This
. was in itself a very great task and we can now say that with a reasonable degree of

accuracy we have been.able to arrive at the changes in existing skills patterns and -
also about the new types of skills needed for the future. .

Performance Appraisal

Now leg me focus on a very critical HRD Component—the Performance Appraisal
System. As was the case in most of the organisations, SBI, too, had a system of
Confidential Reporting. Such a reporting system despite its non-relevance.in the -
present context, did stand the tests of time. It was possible for the Management, when
the organisation was comparatively small, to use some impressionistic parameters in
assessing People's performance. No doubt, that data, in respect of certain specific
areas of performance, was uséd in writing reports on individuals. The essential
features of a Confidential Reporting System are : (i} It reflects the views and
perceptions of the appraisor, (i) There is no process of discussion between appraisor
and appraisee, (iii) This is an instrument more used for taking promotion decisions,
(iv) There is no scope for providing feedback to the appraisee on -his.performance,
(v) Growth needs/training needs do not get reflected in this system, (vi) There is
minimal use of data about a person’s performange, >+~ e LT
In introducing a HRD system in the Bank, we had to think in terms of having

(a) a data based appraisal system—reducing subjectivity to the minimum,

(b) a system whereby a person can develop some clarity about his role, (c) a syst'em
which involves the appraisee in the goal setting process; (d) a mechanism whereby it~
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is possible for the Boss and subordinate to share each other’s expectations,

(e) a system of providing feedback on Performance, (f) a system which facilitates the
process of identification of growth needs of employees. In deciding to have a totally
new performance appraisal system, we were aware of its implications We were aware

that:

® moving from a totally closed system o a more open system had its problems.
e we had'to usher in a process of better understanding, openness.and trust.

e the barriers to communication had to be broken.

L ]

‘even people at siginificant levels would have reservations and also feel
uncomfortable in discussing appraisal data with the subordinates. This\kind of a
picture would normally be strong detefrent to even think of designing a new
appraisal system because it could mean,

a} destabilisation of the existing pracesses.

b) upsetting the equilibrium.

¢) changing the cultural orientation of our.managers.

d) disturbing the other organisational system, and processes. But a decision had to
be taken and we took the dezision to change our appraisal system-—our aims were
.10 (a) have a data based appraisal system, (b} involve people in the goal
identification process, (c) improve communication between bass and
subordinates—to build better relationships, (d) bring about growth and

development of persons in the organisation, (€) have an appraisal system which
can facilitate the entire HRD process in the organisation.

An appraisal system was then designed which has the following components:

i)  Identification Jf Kev Performance Areas by appraisees and also the specific

- tasks in respect of each KPA,

ii)  Description of the parameters by which we could measure performance and
supports needed.

iiiy A process of joint discussions between appraisor and appraisee and joint
settlement of KPAs! '

iv) Joint review of pefformance.

v)  Performance analysis—describing the facilitating/lundering factors.

vi) Joint rating of performance.

vii) Identification of growth needs of individuals. '

viii) Arriving at development plans.

ix) Counselling.

The next question—a very critical one at that was to find ways and approaches of

going about the implementation process. How are we going to implement?—Where

dowe make a beginning? Which are the levels that are going to be covered? Do we

cover the whole organisation or do we restrict coverapge?—Which is the ideal setting
for a good start? These were some-of the questions that were raised.

Answers to these questions were found and the following implementation plan was

evolved: '

i)  The PAS would be introduced on a experimental basis in the organisalion.

ii) PASshould be introduced in one centre—so that intensive and close monitoring
is possible.

iii), The dyadic relationship to be covered for the experiment should be restricted

) to one relationship which-is very. crucial from the change point of view.

Ahmedabad was consequently chosen for the experiment process and one Region it
Ahmedabad Circle was identified. The Regional Manager-Branch Manager
‘relationship was identified for PAS coverage.

“So, in 1981 we decided to launch the PAS experiment in Ahmedabad and a [ot of
preparatory work needed to be done. The Circle Management members, the ather
executives at the Circle level had to be educaled and the nuances of the PAS nceded

to be explained. The next task was to thoroughly brief the HRD Managers about the
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ways of going about the experiment. A few trainers; had to be identified who could
help the HRD Managers in the experimentation process. Finally, the Repional
Managers and Branch Managers, who were to be covered by the first experiment, .
were thoroughly educated. The system and its processes were explained in detail ta
them and several of their doubts were clarified. After setting the scene and after
several workshops, the Branch Managers were asked to identify their KPAs and settle
them with their-Regional Managers. The processes were gone through and it was,
decided to have a view of the indivdual experiences of the persons who participated

in the experiment. ' T

There was Central Office participation in the review mécting'and there was an
independent survey conducted by a doctoral student of the Indian Institute of
Management, Ahmedabad, The review revealed the following data:

1) The system helped in improving individual performaice.
2) It contributed to a greater involvement and commitment, . :
3) Some Branch Managers could settle easily achievable goals,

4) There was good improvement in the dyadic relationships and there was greater
communication. - '

5) The Regional Managers has a critical role in the appraisal process. °

6) The discussions were quite free and open.

7) It helped the Branch Managers to identify their strengths and weaknesses.
8) The exercise takes a lot of time,

9) The Confidential Reporting system rnust be done away with.’

" This data is the result of review workshops, studies and responses 10 questionnaires.

Encouraged by this experiment, a decision was taken to cover more persons in the
next experiment. Ahmedabad continued to be the venue for the second experiment
and more Regional Mariagers and Branch Managers were covered this time. Again
the whole process, of educating, persons to be covered by the experiment, was gone
through. KPAs were seutled and at the end of the year there was a review of the
whole process. When compared with the first experiment where the group was small,
we this time had a slightly bigger group: T‘]ie review data indicated that:

e the PAS process led to greater understanding between ‘B;_oss-Suboi'dinaie.'
® no games were being played by either of them. . -

® greater claﬁfy, in the understanding of the ro}lis'. wa:s:. ericdurag.i:ng.

® an opportunity existed for sharing expectations. g

. ® the discussion time was slightly less in comparison with the earlier discussion.

e persons could see things happening—results of their efforts were becoming visible.

There were a few who felt that because the group were small, there were posiﬁvc

feelings and such things would not be possible where more dyadic groups are involved."

] T
The Ahmedabad experiments were very satisfying experientes and we were thus
encouraged 1o extend the canvas of the PAS experiment. Even at this stage there
were no ideas about the offical introduction of the system since we wanted to gain
mare experience and were also keen on waiching the results when the entire
munagerial positions are covered. We consuited the HRD Mauagers—we organised
o seminar 1o share the Ahmedabad cxperiences and wanted their willingness to carry
out the experiments in their Head Offices. They were keen and eager—however, a
decision was taken to extend the coverage of the experiment to 5 Head Offices

covering the Regional Manager—Branch Manager roles, Madras, Bombay, Bhopal.

Ahmedabad and Hyderabad Circles were chosen. Dyadic groups to be covered by
the cxperiment were identified and we again began the cducation process. There were
any number of seminars/workshops with Central Office participation. Regional
Managers and Branch Managers in these five Circles'settled their KPAs after due
discussions and we again reviewed the whole process Circle by Circle.

The data that emerged was very.interesting.
® The persons felt that the processes were cumbersome. -
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® There was 2 feeling that since the Regional Manager is the boss things tended to
go his way--possibly implying that there were no discussions.

e There are possibilities of improving relationships and alse communication.
® System could bring abourt better clarity.

e It is decidedly berter than the Confidential Reporting System.

& It is high time we have a data based Reporting System.

And so it went on. The HRD Managers were, however, confident of carrying the
experiment further undeterred by the slightly uncomfortable feedback. 'We then
decided to have a quick meeting of all HRD Managers and the General Managers
(Planning). At this meeting the earlier feedback was shared and the future plans were
laid before them. They all felt that any change in human appraisal systems would
result in mixed reactions—People will tend to blow hot and cold. Since we should
change the appraisal mechanism, they voted in favour of the experiment and agreed
to lend full support. this time, we added Dellii and Chandigarh circles to our
experiment list. We also went a step further—in the 5 circles which already had some
earlier experience, we added a few more dyads. The Chief Regional Manager-
Regional Manager and the Branch-Manager-Managers of Divisions relationship
were also covered. Workshops at the Circle level were quickly organised and the
Chief Regional Managers and Managers of Divisions were educated. At the end of
the year, there was a detailed review—we were in the third year of experimentation.
In the review the following fcedback emerged.

® PAS is desirable and a better system.
© It is possible to improve d)’{idic relationships.

¢ It provides scope for persons to think about their roles and identifying distinct
goals.

It brought about involvement.
It provides opportunity for reviewing and analysing performance.
It takes too much time—do we have that much time.

The present organisation culture would not be supportive for introducing such
system. .

Regardless of the intent of the PAS—hosses will have their final say,

® KPAsare in the nature of certain *‘shoulds’ and "“musts” not essentially reflecting

the individual’s performance areas, There was a tendency to include organisational
goals/targets as KPAs, which is not the intent of the system.

KPAs are dictated by appraisors. '

Well, in terms of review feedback, there was nothing surpi'ising.. But what was
disturbing was the people’s ambivalance. It seemed that they wanted a change in the
appraisal system and at the same time were finding it difficult to shake off the oid
system. Another disturbing feature was about the refusal on the part of the appraisors
to look.at the “individual™ as a Performer—they were totally concerned about the
Performance of a Branchi Manager. We went a little deep into this phenomenon just
to see whether people have ceased to value the existence ~f persons as individuals.
We then discovered that all the systems in the past were focusing around the role
which was why the “individual” got absorbed into the “Role.” Persons were referred
to as Poona Branch Manager, or R.M.-I., General Manager {Operations) and so on.
where as they could also have used their actual names. The need, therefore, was to
move towards greater humanisation.

Aga_in Seminars and Workshops were organised to re-educate People about the PAS
and in these workshops special care was taken to focus on the processes rather than

on the mechanics connected with the system.

By this time we had briefed the other Circles about the need to implement the
PAS—HRD Managers and General Managers of the remaining 6 Circles were
specially invited and after discussions it was agrecd that they too would experiment
the system. The system was now poised for experimentation on an all-India basis.
_After the pracesses were gone through, we decided to have a detailed review, All
- the HRD Managers and General Managers were invited to a Conference to review
the PAS experiment. The following feedback emerged :
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There are still doubts in the minds of People about the processes connected with
the system. . Cot '

@ People are not too sure whether the right.cultural scenario would emerge.
e Ritualisation of the process was continuing. o

& A few Circles had standardised KPAs for different roles and even mad_é copies for
extensive circulation and quick settlement.

s The 2 Prominent KPAs or | would even say the 2 Universal KPAs were " Business

" Budget” and "“House Keeping”—the goals under which are to be determined in a
different way. ' S _

e The PAS would not stabilise as-long we are experimenting—we need to quickly )
take a decision to officially introduce the system. PersoRs were not taking the
experiment setiously. o ' :

- ® The system is good—cveryone likes it and-al_so want if and if Managemeﬁl is

serious about the whole thing, they should introduce it forthwith,

In view of the feedback, we suggested in that Con{ere_hce that the experiment needed

- to be carried on further, but this time it would.be a.total experiment, All agreed to

this and we decided that we would launch the final experiment with all vigour and
by taking into account the lessons learnt from the previous experiments. This time
we weie careful in the Seminars and Workshops. We concentrated fully on the
Processes. Persons were allowed 1o rais¢ doubts and we were there to clarily those
doubts. Someone said that the system is a very nice one—"'it cnables me to determine
goals, review my performance, arrive at my strengths-and weaknesses ete....”" It
seems to be a nice way of inducing me to put my head into a pre-set noose. Al
of clarifications were given and all their anxieties were handled and we [elt that we
needed to conicentrate on this process i.c. allaying their fears— handling all their
questions etc. If we had not done this, their attitudes would have hardencd and

- perhaps rigidified and it would have been very difficult for us to resurrect the

situation. People were covered over again through Seminars/Workshops and each
issue was handled very carefully and emphatically. The process continued—KPAs
were again settled and we were carefully following up the progress. Al this stage we |
had in-house meeting to decide upon our fulure approaches. We raised several
questions among ourselves—Should we extend the experiment or should we

introduce it on.an official basis the next year? Should we talk to the Unions? What i

happens if this year's experiment is not very successful? Why should we take the risk

of bringing about change?—Why not allow things to continue as they were? When |

we do serious introspection such questions do arise. Whereas,our countenances never
betrayed our fears. We had to be bold—we had to be optimistic, kécause we had
hope. A Hope that this organisation has always responded to change—has always-

been adaptive—and the People, once they accept change, will internalise change in
no time.’ - o

The Final Launch _ o S

We had carried on the PAS experiment for 4 years now—Peopic’s understandings
about the system were sought to be betfered, their apprehension, fears and anxieties
were analysed and answers were found—we developed clarity about the group which
favoured the early introduction of the system and also about the group which were
ambivalent.and the groips which wére notin favour. We also genierated voluminous .
data from ouf experiment, which were analysed &nd fed to the Top Management,
They had time to.crystallise their views..” . - . ' T

We finally took a great step forward—of introducing.the PAS covering the eﬁtir_e, .
organisation and also of discarding the Confidential Reporting-System from 1986

onwards, But this leap forward needed 10.bé done carefully. We then adopted the

following strategy = o o e _ R

i) - - As stated €arlier we had all the data—they were analysed into positive and
negative. R S T R

ii)« The group in favour, those not in favour and those. who were ambivalent, were

) identified. - -~ . -~ T .

iii) The forces, which were supporting the procgss and which weré not facilitating
{the process; were clearly identified. - ' G
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iv) Top Management was briefed and their. total support and commitment were
sought. .

v)  Critical group of persons were formed in dlffercm Circles and they were
intensively traincd. These groups were (o act as the change agents.

vi) A massive re-education programme was started. This time we changed oir

" approach in the various Seminaré/Workshops. On eatlier occasions we used to
discuss the merits/demerits of the old reporting system and of the new PAS,
This time we discussed in detail the Confidential Reporting System and asked
the participants to identify the merits/demerits and more importantly the kinds
of problems faced by them. These were listed out and discussed in the .
community sessions. The same persons were then asked to identify the features
of a “desirable” approach system-—a system which they would like to’ h
recommend to the Top Management. These were then listed. We then would
describe the features of the new PAS and the participants then found that the
new system satisfied all their expectations. The kinds of things they would
like—open discussions, providing performance, feedback, joint appraisal, goal
identification, joint review and joint rating, were all there, Thus, there was
better appreciation, and greater credibility. It was clear to most of them that it

" was not typical of a one sided sysiem. They were convinced that there was
greater demonstration and that the Top Managcmenl trily belicved in the
development of People.

vii) A Top Mianagement Conference was orgamsed lnvolvmg the Chief General
Managers of Circles and the proposal to officially introduce the system was put
forward. They all decided in favour,

viii) Conferences of Chief Reglonal Managers and Regional Managers were
orgamscd since these pchOns are the critical links in the whole chain. Their
vicws were sought and they also decided that we should introduce the system
officially. We then spelt out the kind of a role that they would need to play tifl
the system stubilised.

ix) We then prepared Performance Appraisal System Manual Whll:h described in
' umplc terms the operation of the system, the processes, the roles of the
appraisors and appralsees and the formats.

Wllh these preparatory cfforts we finally launched the new system in Apnl 1986 and !
the Confidential Reporting Systcm was soon to becorae history.

Having taken a decision to launch the system on a fully scale, we were aware that -

_ thi$ was nol the end of the story. We knew that we couldn’t rest on our cars—there
was morc to be done. The process of settlement of KPAs started in right earnest and -
no efforts were spared by the People who were incharge of implementation of the
system. After the completion of the settlemert process, from Central Olfice we -
visited each-Local Head Office and convened a meeting of the Chief Reglonal
Managers and Reglonal Managers. In this meeting the settled appraisal forms werg
exaniined in defail. There were quite.a few aberrations—these were corrected.

. Wherever the settlements were not to our expectation, we requested for a quick .
resettlement. It must be said to the credit of all concerned that without demur some
of them went through the process again. We took a view thatit was better to correct
the processes at the inilial stages. This process continued for about 3 months but the
cffort was worthwhile. A question may be asked at this stage as to why corrective

processes had 1o be carried on despite four years of experimentation. Well, there was -

surcly a conceptual understanding of the system by most of them. But while
operationalising these concepts and understandings, persons still had some problems
It is hound to be there. Our effort was, therefore, to allow everyone to actually go
through the settlements and this data was used to reorganise their perceptions.

Let me now touch upon one of the very critical components of HRD viz. Training.
The training function in the SBI has a long history. The Trammg System' is now
recognised as one of the best in the country. While there is no doubt that we have

been -able to achieve a high degree of effcctiveness in this area, it is to bc{eckoned‘

that this has been possible due to our self-renewmg efforts from time to time. Datmg
back to 1954 when we had 2 training centres; we now have 2 Staff Colleges, an - ’
Institute o'f Rural Development, an Institute Of Information and Commumcahon
Management.and 52 Training Centies. Around 60,000 persons pass through our

| training system annually It will be too much of a'detail if I descnbe the progress in.
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the'last 3 decades—I. therefore, wish to discuss the experiences in thé training arca
after the introduction of the HRD system in the Bank.

In order to optimise the efforts of training and also to gwe a'new sense of direction,
we had a Top Management Conference on Training in 1983 to

1} evolve the training philosophy and objectives.

2) describe the approach to training,

3) evolve strategies for training.

4) evolve a training plan Iinkpd to carcer plan.

5) constitute a high level board to monitor training,

6) cvolve a proper training structure.

A comprchensive document wis prepared, which today is our Training Bible,
The main features of our Training System are :

[) The existence of a proper training structure.

2) Division of training areas between the Staff Colleges and the Training Centres

—the Staff Colleges conduct Management Development Programines and are in

the nature of the Institutes of higher [earning. The Staff Training Centres conduct
programnies in the basic functional areas,

3) Specialised Institutions have been created—one for Rural Development and the
other for Information and Commumcauon Management

4) Existence of systems for assessing tralnmg needs and lrmmng evaluation.
3} Linkage of training to the corporate plans.
6) Linkage of training to career plans.

7) Focus on programmes-in specialised areas, and conduct of specml programmes

like Stress Management—Special Role Transition Programmes etc.
8) Existence of systems of overviewing the training function.

Our training philosophy runs as follows :

“Training in the State Bank is a Proactive, Planned and Continuous Process as -
an integral part of Organisation Development. It seeks to impart knowledge,

improve skills and reorient alllludes for tndividual growth and Orgunisational
cffectiveness.™

As T have stated earlier, there is a constant review of the training function and based
on the emerging data, the task of redesigning/evolving new designs, is taken up. It
has been our experience that a lot of proaction is necessary in an area like training,
Let me give a few examples. A few years ago we visualised that our Institutional
Training Structure would not be in a position to cope with the training needs in the
basig banking areas. We, therefore, introduced the Visiting Faculty Scheme, whereby
trairiing packages are delivered at branches. We also visualised the emerging banking
scenario—the kinds of changes that are taking place in banking methods, systems of
finance and on the technology front.-We therefore, designed special programmes in
areas like International Banking, Merchant Banking, Planning, HRM, Computer -
Systems Management etc. We even created the Institute of Infortnation and )
Communication of Management. Role Transition Programmes have been designed
to enable persons to smoothly transit from one role to another. Special Programm:.s
have also been designed for the Top Management Groups.

In today's context, it is difficult for executives to be uplodate in rcspect of the
developments in the economic, financial and technotogical fronts. There is
information explosion—but there is also a need to be informed. We, therefore, have
started a system of supplying our executives with.Education. Bnefs and Transcription
Services. . :

Forus training has been 1 highly dynamic area and the training S);stcm has played a
eritical role in facilitating ‘the-following things (apart from its designated role)

1) Uqherlng in change. ) ' '

2) handling People’s issues, anxieties and fears.

3) providing valuable feedback on organisational climate.
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4) in improving People’s problem-solving and coping*capabilities. : : “"'“ﬂnﬂg:;:{?:::%m::
5) in building the right Perspectives.

6) in promoting and building human competencies.

7) in generating a lot of ¢cxperiential data.

8) in enabling People to be creative.

= == i

While our training efforts were basically focused on building the right type of
technical and managerial competencies among our people, we found by experience
that there was another critical dimension which needed g-lot of attention, the
acquisition of problem-solving and coping skills. This is a phenomenon which is ;
emerging on the banking scene in a very big way and however much banking :
organisations try to build up the other skills among their people there is always a v
problem among the managers of managing the environment in which they are L
functioning. Our training efforts, were, therefore, immediately geared to meet this
kind of an exigency and we started designing special programmes aired at building
their problem-solving capabilities. We designed special programmes and we also-
introduced special inputs in the existing programmes to fulfil this need. It is our
experience today that our managers are better equipped to deal with the emerging
situations than they were a few years ago. It was perhaps the practice among various
organisations to allow their managers to develop such capabilities on their own and :
there was very little focus on building these capabilities in a systematic manner. It is r
therefore clear to me that this dimension needs particular attention and unless all '
managers are cquipped along these lines it may be very difficult to manage situations !
and the emerging environment. This process has also helped us in making our ) ) s
managers self-dependent and thus be in at position to take more risks and finally to
enhance their decision-making skills. At the apex level, Organisation Development
(OD), was already coming to be recognised as a very important intervention. Firstly
the organisation itself needs to develop its own problem-solving capabilities and more
importantly to improve is self-renewing capabilities. OD, therefore, became a very _ !
important point of HRD work and towards this objective we had to design i !
mechanisms whereby we sharpen their diagnostic and other skills. Systems of carrying ;
out petiodical climate surveys, were designed and these were used to bring about i
change in our existing systems. The training system as such is a wonderful forum to
provide periodical feedback on organisational climate,’ and we have been using this
to our advantage. The next task that was taken by us was to build a group of OD
specialists in the Bank whose main job would be to carry out the diagnostic studies,
analyse the feedback and suggest interventions for better effectiveness of the
organisation. Special programmes were designed and we today have 4 lot of people
who are trained in this area. We also used these groups often times to bring about
change in the organisation. The job of the OD facilitators is mainly to study situations - 5
from time to time diagnostically, and suggest suitable interventions. These people : v
also undertake periodic studies of problem sitvations in branches and come out with T
specific suggestions and interventions for better functioning of the branches. Our b
experience is that tremendous work has been done by these facilitators in trying to ) 7—
identify specific problems. In such an exercise the approach has been to gather as - T ] o
much data as is possible about the situation or the problems, followed by interviews : : b
and discussions with the persons connected with the situations and based upon these,

a final diagnosis is made about the type of the problem or the issue. Once this process. .

is completed, the interventions become. very clear. Let me give you an example : We

have cases-of branches where there is unrest among the staff and there are also

indications of the books not being balanced and unsatisfactory customer service.

While in normai situation a view would have been taken that it is the situation that

needed to be-tackled or probably the staff'is not motivated to keep the branch in

good shape but when we put our OD facilitators on the job they are able to go deep’

into the problem and are able to discover the root cause of the problem—it could be

inadequate staff or untrained staff or even a change in leadership style. We have

several instances of this sort where periodical data had been made available as a result

of which viable decisions could be taken. Qur next effort was to now build these

capabilities among our Branch Managers and Regional Managers because they are

the people who are directly in charge of sitvations. A comprehensive plan was

- evolved and many Branch Managers and Regional Managers were put through these

Programmes so as'to enable them to periodically conduct such diagnostic studies and

think of possible interventions for better effectiveness. Thus we were able to improve o 71
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the diagnostic and problem-solving abilities of our managers. OD as an intérvention
is also used by us very often when certain changes are organisationally considergd
necessary. For example, when we launched our computerisation plan or when,we
introduced the new Performance Appraisal System we were ushering in a major
change in the organisation and these were planned changes. Before introducing such’
chianges we had to have a thorough analysis of the possibilities and problems and the
task of these specialists or change agents was to facilitate the change process. In our
Fexpcncnce we have been very well benefited by such strategies and we were able'to
anticipaté issues and anxieties which are normally associated with thé change. Our
present efforts in respect of our managers.are in enabling them to managers change
in a proactive fashion rather than in a reactive way. In order to bring about,
involvement of the rank and file for greater effectiveness, we had started the Manager
to Messenger meetings. These meetings are very mforrn al wherein everyone

could participate and air his views and problems. In- short, this method leads to
generation of ideas on a massive scale and our expenence has been that we could use
this reservoir of ideas for shaping our strategies and. approaches towards better.

* customer service, better house-keeping and more importantly better staff rglations. )

Let me now talk about the concebt of Qualily Circles as it is applicable in,cur ]"Ban'k' !

toda},r We started in a very small way in one Circle by taking a few/branches and-

. training the staff there. Today there are quité a few Quahty Clrcles»d'omg very good-

work. These Quality Circles comprised people working at branglies— both clerks and
officers—and they have regular meetings to generate ideas-about the kinds,of
problems and issues confronting them. Their efforts age usually focused on
dimensions like customer service and internal house-keepmg The results have been
véry, rewarding. Oor major gain has been the setting in of a process of better
involvement by the rank and file in the institution building effort. We are confident

" that this movement will catch on andprove tobe a very useful mlervennon for total

orgamsatlonal effectweness

Finally, I would like to share some of the experiences relatmg to the career plan -
dimension. The SBI has all along béen having very well formiilated placement,
transfer, and promotmn policies which have stood the test of time. We found that

" there was a need to integrate this into a comprehensive career plan which could

indicate the movemients of an individual over a period of time, covering certain -
critical assignments in order to build multi-dimensional capabilities in him. We

* designed a carecr plan-model which described the structured sequences of an

individual’s movements in the organisation. Through this process we aim at enabling
him to acquire the different types of capabilities that he needs to have not only in
respect of his present assignment but more importantly in respect of the assignments

" that he needs (o hold in future. The exercise involved the identification of-the skills
and attributes required at different levels and working of a plan for individuals to
acquire the technical competencies at the lower levels, managerial competencies at
the middle and higher levels and conceptual abilities at the top levels. A .
comprehensive framework has been evolved indicating the on-the-job exposure and
the institutional trairing exposure which persons need at different points of time. We
are very sure that this will help us in building the type of people we want in this
organisation looking at this in a futunsuc way,

L have attempted to present the HRD cxpenenccs in a conceptual form—the process
of experiencing goes on. HRD is truly a continuous -process—the area is really very
vast, and has cosmic “dimensions. There is a great deal of challenge—we have our
agonising and ecstatic moments and the hape, of bulldmg a better organisation
through People, is the biggest motivator.

In this mammoth effort of carrying the HRD tasks furthcr, we have learnt a fe.w
“lessons.
We have learnt that :

‘@ Changes in orgamsahonal chmate and culture c0uld be brought about through
carefully designed systems and mechanisms.

o Changes concerning People wauld have to be properly planned and executed and
more lmportantly with the 1nvo|vernenl of the People.

G/People s anxieties, fears and doubts need 1o be handled properly at each step lest
/ their attitudes harden thus making change impossible.
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"® Lot of experimentation and testing are necessary in respect of major systemic
changeés. ' '

¢ Change agents and critical masses need to be built up if E:hange has to be facilitated.
® Top commitment and supporl are absolutely vital for all HRD efforts.

® Implantation of “'ready-made” systems is infeasible—these would need to be
adapted or modified after due consideration of the cultural patterns and the value
systems prevailing in the organisation.

® Changes are often times resisted at the middle and senior levels.

® Effective communication is a pre-requisite for all HRD activities.

:® Cultural backgrounds of People have a strong bearing on their belief in and
support of HRD efforts, - - .

' ® The size of an organisation and its geogréphicai spread are no hindrance for
promoting HRD work,

® Interventions and mechanisms in the HRD area, which have a "nurturant’ or
" 'mothering’ orientation, can often be counter productive. o

The learning process is continuous— we need o take the lessons learnt seriously and

think of new approaches. '

For those of us in the HRD area these experiences are very significant—for these

give us new insights-- ideas about new approaches. Unlike technical and systemic

_ interventions where results are visible or can even be forecast with a certain degree
‘of precision, HRD happeris to be an area where it is difficult to think of arithmetical

parameters for measurement of results. People, who matter and who are keenly

observing the progress in the HRD area, will'judge us by how we have impacted on

people, on organisations and on saciety. . :
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BLOCK 2 HRD AND THE SUPERVISOR

This Block has five units dealing with the line managers’ role in the development of
individual employees in dyadic relationship through analysing their key tasks,
motivating the roles, providing supportive and developmental supervision,
performance counselling, and nurturance.

Unit 4 sets the framework by presenting an HRD matrix, the two axes formed by the
targets or foci of HRD, and HRD systems, then it focuses on line managers role in
HRD, especially in the six systems (appraisat systems, career systems, training
systems, work systems, cultural systems, and self-renewal systems).

Unit 5 deals with a potential HRD tool which deserves more attention than it has
received, viz. Task Analysis. Task Analysis can be used by a supervisor to
understand, and help an employee appreciate, the key contribution of a job or role to
the organisational goals, and lay foundation for performance monitoring and
development of individual employees and teams.

Unit 6 spells out the conditions of employee motivation. It discusses a new appreach
to motivating organisational roles rather than individual employees, and the part
played by the supervisor. it also discusses a motivational framework of functional and
dysfurctional managerial behaviour,

Unit 7 focuses on the nurturing role of the supervisor of empowering individual
employees and teams for organisotional effectiveness. It discusses the nature of
supervision to develop effective teams and committed employees. The SUpErvisor's
role jn managing dissatisfaction and frustration is also discussed.

Unit 8 deals with the difficult area of nurturing and helping the employees. The
supervisor both listens to the-employees and raises questions for the employees to
search alternatives and take action. Performance counselling is discussed as an
important way to achieve this. The process of mentoring to help young and
competent employees to grow in the organisation, and the need to develop effective
mentors are also discussed. ' :

In this Block hierarchical terms for the dyadic group, line superior-subordinate,
senior-junior, boss-subordinate, have been avoided; functional terms
supervisor-employee have been used.
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UNIT 4 LINE MANAGERS AND HRD

Objectives .

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

e appreciate the need of collaboration between HIRD personnel and line managers
for effective implementation of HRD

e delineate the specific responsibility of line managers in implementing HRD.

Slnicture

4.1 An QOverview of HRD

4.2 The HRD Matrix _

4.3 The Role of Line Managers in HRD _

' 4.4 Line Managers and Appraisal Systems —
4.5 Line Managers and Career Systems

4.6 Line Managers and Training Systems-

4.7 Line Managers and Work Systems

4.8 Line Managers and Cultural Systcms

4.9 Line Managers and Self-rencwal Systems

4.1 AN OVERVIEW OF HRD

The concept of HRD has been discussed in details in Unit 1 of the Course MS$-2
(Managing Men). To recapitulate, human resource development in the organisation
context is a process by which the employees of an organisation are helped, in a
continuous and planned way, to: . -

1) Acquire or shérpen capabilities required to perform various functions associated
with their present or expecied future roles.

2) Develop their general capabilities as individuals and discover and exploit their
own inner potentials for their own and/or organisetional development purposes.

3) Develop an organisatioral culture in which supervisor-subordinate relationships,
teamwork, and collaberation among sub-units are strong and contribute to the
professional well being, motivation, and pride of employees.

This definition of HRD is limited to the organisational context. In the context of a
state or nation it would differ.

HRD is a process, not merely a sct of mechanisms and techniques, The mechanismis
and techniques such as performance appraisal, counseiling, training, and organisation
development interventions arc used to initiate, facilitate, and promote this process in
a conlinuous way, Because the process has no limit, the mechanisms may need to be
examined periodically to see whether they are promoting or hindering the process.
Organisations can facilitate Lhis process of development by planning for it, by

-~ allocating organisational resources for the purpose, and by exemplifying an HRD
philosophy that values human beings and promotes their development.

Three emphases are involved in the concept of HRD. In the first place, persons
working in organisations are regarded as valuable resource: implying that there is a
need 1o invest time and effort in their development. Secondly, they are human
resource which means that they have their own spétial characteristics and therefore
cannot be treated like maierial resources, This focuses on the need to humanize
organisational life, and introduce human velues in the organisation. And thirdly,
human resource does not merely focus on employees as individuals, but also on other
hungan units and processes in the organisation. These include the role or the job a
person has in the organisation, the dyadic unit (consisting of the person and his boss),
the various teams in which people work, interteams, and the total organisation. Thus
we have six-units which are included in human resources: persons, jobs or roles,
dyads, teams, interteams, and the organisation. The concepts of the development of
these units are briefly explained below.
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HRD and the Supervlsor

The Individua! Employee

The individual employee is the key unit in an organisation, HRD is primarily
concerned with the development of persons working in the organisation, so that they
may be able to have their own fulfilment and contribute to the goals of the

organisation. Development of persons or individuals has three different aspects as
suggested below: . )

1) Self Management: The person working in his organisation should develop
competencies to manage his/her work effectively. This would Involve learning
how to set realistic goals. The goals must be challenging, but not too high for the
individual to achieve. The individual should also learn to anglyse the performance
resilts in terms of factors responsible for the success or failure in achieving
performance results. Some of the factors are related to the employee while others
may be concerned with external conditions, Finally, self management would
involve using such information and competency to improve one’s performance in
future.

2) Competence Bullding: The main contributions of HRD to the individual's
development is in terms of building competencies required for better performance
on the job. The individual employee comes with his/her educational background,
and personal strengths and weaknesses. While working in the organisation she
learns new skills which help her to work effectively on organisational goals,

'3) Advancement: Every employee wants to advance her/his career in the

organisation. HRD should help in the process of such advancement, We shal|
later see that advancement of employees involves identifying their poteatial for
use in higher responsibilities in the organisation, and helping them to develop
further potential to take up new challenges. :

.The Role

Although the individual employees perform various roles in the organisation, it is
necessery 10 pay attention (o roles independently. Role is not synonymous with job,
although both are very similar. Nor is role synonymous with status or position in the
organisation. Role is the position a person occupies as defined by expectations of
different significant persons (who have face-to-face relationship with the role

' occupant} have from him/her.

There are three main aspects of the development of role with which HRD must be
concerned. .

1} Optimum Stress: Each role must have enough challenges which may help the role
occupant 1o stretch herself/himself to meet the challenge. The role in which the
scope is limited to routine work and in which role occupants do not see any
challenges, is not likely to inspire the role oceupants to do their best, They will

- feel underworked. While every role has routine elements, challenge must also be
developsd in every role, However, the chatlenge should not exceed a limit, '
otherwise it may produce dysfunctional stress, resulting in poorer pecformance
and damage to the health of the employee. Building optimum stress in the role is
like setting the strings of 2 musical instruments at a level where the strings are
stretched enough to produce music, but not too much stretclied to break.

2) Linkages: While roles in organisations are occupied by individual employees, it is
necessary to build linkages amongst the roles, as well as link.ages of different
organisational roles with challenging goals, If the roles get isolated and produce a
feeling in the role occupants that their work is very narrow (and oot much use for
wider groups) it will have damagiug effects on the individuals as well as the
organisation.

J) Autonomy: I individuals who occupy the various roles feel that they have enough
scope of taking initiative or solving problems or doing creative work, the role
occupants as well as the organisation benefit a great deal, HRD must attempt to
develop the autonomy of this kird in every role, even at the lowest level in the
organisation.

The Dyad .

The dyadic groups (an employee and his supervisor) are the basic building blocks in

..+ &n organisational structure, The stronger the dyads are, the stronger the organisation
<. will be. The focus of development of dyads in an organisation would involve

developing the following three aspects.
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1) Trust: Effcctive work cannot be done in an organisation unless trusting
relationship is established betwean an employee and his supervisor. Trust does not
" develop easily: efforts should be made to develop such relationship. -

2) Mutusaiity: Effective dyads will require free exchange of help betwaen the
employee and the supervisor. Helping relationship is not a one-way relationship.
The supervisor should 1ake help from his employees, as much as he would give
them the needed help. Mutuality in relationships will also invoive support to eech
other.

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

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

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

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

The Intertcam

The main emphasiy of interteams is to develop cooperation amongst various groups
in the organisation.(e.g. departments, divisions, functions) so that they are able to
work effectively towards common ohjectives. The main focus of such cooperation is
to develop corporate identity. When the teams are sirong and work on their own
goals only, there is a possibility of the organisation to become weak. While teams
should work on their own goals, their linkages with the organisation and their identity
with it should be achieved through various measures.

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

1) Growth: Obviously the development of the organisation would involve increase
in its sizg, activities and 0perallons Every orgamsatlon tooks forward to its
growth. Even if growth is not in terms of its size the organisation may be
concerned with providing qualitative services or maintaining leadership position in
its field of operations.

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

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

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

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

The role: optimum stress, linkage, autonomy
The dyad: trust, mutuality, communication
The team: cohesion, resotrce utilisation

The interteam: identity, collaboration

The organisation: growth, impact, self-renewal
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4.2 THE HRD MATRIX .

As discussed above there are six foci or.targets of HRD (the person, the role, the
dvad, the team, the inteiteam, the organisation)..In other words, the scope of HRD is
to develop (i.e. increase effectiveness and potenual of) these human units. These foci
or targets of HRD form one axis. The other axis is formed by HRD systems and
activities discussed in this section. These two axes meke what can be called the HRD
Matrix, Over time in India several HRD practices have emerged. There is no single
way to classify HRID activities and efforts. The classification system suggested here is
based on both the new emerging trends in the HRD work in India, as well as a
conceptual-understanding of the main focus of HRD. HRD activities should be
concerned with developing systems to make individuals (and the roles), and the
organisation {and the teams) more effective. The systems primarily concerned with ..
individual employees (and their role) relate to their appraisal, their advancement and
their truining, The systems concerned with development of the organisation {and its
team) would relate to management of work, management of cullure; and renewal of -
the organisation. We suggest the following six HRD systems.

Appraisal Systems

Appraisal systems have attracted the most attention in recent years in Indla There
are three main appraisal systems. Performance appraisal, potential appratsal and
performance coaching. Out of these, much more attention has been given to
performance appraisal. In many cases in the absence of attention to performance
coaching, performance appraisal has become a mechanical exercise. Very little
.attention has been given to potential appraisal.

Increasingly more and more attention is needed to performance review,and coaching.
Career Sysiems

Career systems are concerned with the advancement of the individual employees in
their careers in the orpanisation. The first step is taken in introducing career
development plans so that employees joining at an entry pomt are helped to go
through various experience which may help them to move up in the organisation, and
may give them opportunities to prove themselves for higher responsibilities. Career
‘planning, on the other hand, is concemed with charting specific career paths for the
individual employees who have spent enough time in the organisation, and have
proved their competence. The third element, which has been used only in'a few
organisations in India is mentoring which we have discussed in more.details in Unit 8
of this block. Mentoring ensures individual attention to young potential employees
for their possible fast growth in the organisation.

Training Systems :

Training system is the oldest element of HRD and does not require much discussion.
However, it is being very inadequately treated in most organisations. Attention to
identification of training needs, preparation of training strategy, development of
training system, curriculum designing, to meet specific needs, follow-up and
evaluation, and post-training support would be needed,

Work Systems
Generally work systems have not attracted attention in HRD effort in India.

I
Moreover, HRD has remained mostly confined to managerial levels. HRD must deal

with work related issues. Four aspects deserve attention.

“Task analysis renains a neglected aspect in HRD. It can provide better
understanding of the key contribution each job should make to the organisational
aspects. Since it is an important aspect, a separate unit (Unit 5) of this block is
devoted to it. )

Although some work has been done on quality of work life, more attention to this
important aspect is needed. This will include work place democracy, autonomous
work groups, participating management etc. Improvemems of quality of work life,.
pnmanly eharactensed by autonomy and diversity is very u:nportant

HRD should a]so be concerned with productmty and’ unprovements of quallty of
products. Improvements of quality of products contributes to, and is to be done
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through, effectiveness of individuals and teams in the organisation. HRD attentior to Llne Managers and HRD
thess aspects cannot be over emphasised. '

More emphasls {s being increasingly given in many Indian ozganisations ,stress - .
With increase in the complexity of organisational life attention to work
stress and role stress is increasing: Some organisations have started programmes to
deal with stress. Stress audit and stress managent programmes help both the o g
indwiduals and the orga.nlsauon : .

Gnltunl Syﬂems '

Cultural systems are most neglected part of HRD. Three aspects deserve attention in

this regard. HRD should jpay attention to development of organisational culture .
which will sustain the kind of effort HRD has developed. Attention to development

of approprlnte organisational cllmaie is equally lmportant, Some work has elready

started in some organisations on HRD climate. More work needs to be ta.ken up in

thhregard.

The second aspect deservin attention is commumcanon In.most organisations,
problems may arlse because of lack of attention to various aspects of communication -
(top down, bottom up, horizontal, circular, extemal)

r’ '

The thittl aspbct is reward | system Whﬂtever is rewarded in an organisation gets
reinforced. Reward system, including incentive schemes, both for individuals and for
teams, deserves careful attentjon. Rewards work both ways. They can facilitate.and -
promote good work, but if they are not properly designed, they canalso doa great
h.arm to the organisation,

.Self-renewal Systems
As organisation should be concerned not only with its growth, but also with its
health. It needs to diagnose its problems from time to time and take steps to develop
new campetency to cope with the various problems and challengesit would be .
facing. This can be done through effective‘Organisation Development (OD) effort,
"Organisation Development or Actinn Research is concerned with development of
competency through effective teams to diagnose the probletas and initiate process of
collaborative work to deal with such problems, In OD the focus is on developing

| process competency to increase organisational effectiveness. Organisation

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

orga.nisauon

In acidmon to OD attention should also be given to organisational leaming, which is h
concerned with learning from the experiences, and utilisation of such learning for
future effectiveness.

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

Table 1 summarises the different elements of the six HRD systems in the form of a
matrix, one axis being HRD systerns, and the other being the targets or foci of HRD.
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) Table 1
E A Motrix View of HRD -Systems .
Apprakuil Systems Career Systems Tralolig Sysivmns Work Systems.  |Cultural Systenys "~ | Sell-restewal Systemus:
Pernon ® performance wCarcer Dev.  |® Identify Tralalng  |® Role Efficacy  |* Rewards . |# tnvolvemient.
Analysis * Career Planning Needs | * Acculturation -
™ Potential . : :
Appralsa]
Role % Dev, of KPAs' » Job Rotatlon % Task Analysis # Job Eurichment * Strezs Management
(* Developing ) . .
Critical
Aftributea - . : oo -
Dyad # Performance - "Mentoring . ® Tralolng i ® Commun(cation
. . Review and Performance | : '
\ Coaching
¥ Feedback on
HRD : o _
Team L] Appl;alsc Tesm * [dentification of * Autonomous * Team Bullding
Work . Tralning Needs Work Groups ’
* Counse] Teams
% Team Appraisal "|* Developing
* Team Counszlling Curricula - R
Inte-- [ Common Procudures # Productivity *  |# Communication [# Collaboration
feam of Appraisal . ¥ Guality of Work R - R
. ¥ Parity of Apprafsal . '
Organi- .[*Linkage * Succsasion % Quality of Work * Climate * HRD Research
sation of Appraisal with Planning Life . |*Rituals * Organisational
Goals and Values . T ¥ Celebrations, - Learning
? -
Activity A _ - e S
Using Table 1, prepare your own ranking of the six HRD systems in terms of their
- —r importance. Give reasons.
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4.3 THE ROLE OF LINE MANAGERS IN HRD

Line mansgers have an important role to play in ensuring the reelisatlon of HRD
objectives. While the top management should make available the resources required
for investment on human resources, and the HRD department should provide
instruments and systems that can be used by the organisation to develop its human
resources, it is ultimately the line managers who translate these into action. This

inyolves first of all realisation on the part of the line managers that they have the * -

responsibility to develop and utilize their employees. .

Té) understand the role to be played by the line managers in developing numan,
resources, it is necessary to understand the concept of development and the
conditiéns vader which development takes place.

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

Devclopment of empioyees would require certain conditions. These have been
discussed in MS-2 Unit 1 and are summarised below:

. 1) The employee should perceive that his acquiring new competenc1es helps him in
fulfilling his psychological needs.

2Z) The employee should perceive opportunities for acqum.ng such capabilities.
3) The employees should be aware of the capabilities he negds to develop.

4) The employees should have mechanisms of asses.smg his own rate of growth in
relation to such capabilities.

5) The employees should enjay the process of growth itself.

A line manager plays an important r \ole in creaung these conditions for his
employew Quite often managérs are under the impression that HRD department
should ensure that these conditions are met. HRD departments can only provide
instruments or mechanisms for use by the line managers to create these conditions,
but cannot create these condmons

HRD department and line managers play comphmeutary roles. Each supplements
(end supporfs) what the other does in relation to development of employees, The
‘responsibilities of line management for HRD system are summarised: below.

4.4 LINE MANAGERS AND APPRAISAL SYSTEMS

The mponmbmnes of line managcrs in relation to performa.nce apprmsa.l can be .

viewed under two roles: as appraisers and as app:;axsew

- As appraisers the hne managers have the fol.low:.ng responmbilities:, '

- 1) Identify and clarify key performance areas of each employee.
2) Help the employees set cha]lengmg goals, -
3) Identify support needed by employecs and make the same avsulable
4) Help thé employees experience success.

5) Help the employees recogl:use their strengtbs and wenlmesses tl:u'ough priodical
feedback. :

6) Have regular appraisal and performa.nce counselling discussions. .

Line Manogeri and HRD
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7 Undersmnd the difficulties experieuced by each employee in perfonmng his .
functions and providing necessary support. .

8) Generate a climate ~f mutuality, openness and trust to encourage 1dennﬁcatlon
and use of competencies by the employees, :

9} Conduct timely appraisals.
10}Invest time on performanye appreis and review discussions,

As appraisees they have the following respensibiljties:
1) Set challenging goals for oneself.
2) Reflect periodically about one's own strengths, weaknesses aud performance

3 Idennfy problems hindering performance and communicating them to the
supervisor,

'4) Prepare for performance review sessions.

4.5 LINE MANAGERS AND CAREER SYSTEMS

Every employee would liké to grow and build his own career in his organisation or
profession, Such growth is likely to be faster if it is purposeful and guided. More’
experienced and senior managers are in @ better position to guide their juniors due to
the larger perspectives and better understanding they have about the orgamsation as
well as the outside world. Therefore one important role managers can play is to help
their employees develop right perspectives about their career opportunities, set
realistic career goals and work for them. More specifically the following can be done:

-1) Identify career opportunities in the organmanon for each employee, and assess

competencnes reqmred for them,

2) Heip the employees assess their own capabilities i in relat:on to the possible career

paths available for them,
3} Give feedback to them about their'poteﬁﬂal.
4) Eumufage fhem to deirelop their potential.
S) Provide opportunities for them to develop new competeneles
6) Help those who have reached a saturation level in the organisation and those who

do not have any further career opportunities to becorne aware of their limitations -

and accept the reality without any sense of. mfenonty, and plan the furure

7) Motivate the employees by helping them to recog:mze that thexr own contnbutlons-'

and performance facilitate their growth,

Regarding mentoring the following are the responsibilities of line managers:
1) Analyse to understand whether manager can function as a mentor or not.
2) Get acquainted with the critical attributes of a mentor. -

3) Spend enough time with the employees allotted for men_toﬁng.

4) Give feedback and suggestions on functioning of the mentoring systerri to HRD
department, so that they can review, and if necessary, redesign the mentoring,
system.

4.6 LINE MANAGERS AND TRAINING SYS’I‘EMS‘

Training is the most direct way of helping an employee acquire new competencles
Here the responsibilities of the line managers lnclude the following:

1) Analyse each roic under him/her and list the detaxled functions to be performed
by the role occupants, outlining the managerial, technical and behavioural
competencies reql.ured to perform the rolg.

-
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2)’ Identify training needs of each employee working with him against these functions Line Managers and HRD
" and communigcate these to HRD department.

3) Encourage employees (and-provide opportunities) 1o take reSponsxbrhty and
. initintive, and uyn thmgs and learn on the job. .

4) Provide continuous on-the-job coaching, and help each employee to de\relop h
problem-solvmg skills, , _,

S) Sponsor the employees for training with the help of the H.RD department

6) Get feedback from subordinates returning from u'am.{ng about the competeucles '
developed during training, and have discussions with them about opportunities
for trying out what they have learst, and provide opportunities for their
application:”

N Insutute mec.hanl.sma like group discussions, meetings etc. to help the employees
learq to work as P tea.m e e

4.7 ‘LINE MANAGERS AND WORK SYSTEMS

. Regarding qu.‘ﬂlty of work llfe. the main responsibility of line managers includes the
- following: "

1) Invite HRD experts to dwgn and introduce paruelpatory systems hke
autonomous work groups in one's uait. -

2) 'Provide necessary support by critically reviewing the unportanee and progress of-
expemueots being conducted.

3) Redesign supemsory roles to become more supportive and facilitative.

4) Work on productmty and quality will be undertaken mainly by line managers,
HRD personnel can only provide the process help by helping line managers to
design quality circles,  groups etc. and make them more effective. The main
responsibility of the line managers will be to invite HRD help both in the

- designingof such groups and reviewing their programmes from time to time. The
line’managers should critically review and evaluate the functioning of such-groups
after about a year of lea.rrung from the past experience. -‘HRD help can be sought

‘at that stage also. ° v .

48 LINE MANAGERS AND CULTURAL SYSTEMS

Regardmg culmre and clu:uate the followmg responmbmues can be taken by hne
managers:

1)) Analyse'with’the help of HRD managers, m:phcauou for various pracuees in the
depa.rm:eut for cu]ture and climate.

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

3) Payattention to transitional pertods in an employee's career, e.g. induction in the
organisation, change of job, promotion, retirement or leavmg the orgamsanon
Develop appropnate rituals for such transitional occasions,

4) Use resu.Its pﬂ surveys of culture aud climate to work with employees on
altematwe ways of u:nprovmg them.

Regardmgeommumcaﬂon, attention needs to be given to formal communication
system (Management Information System), writien communication, coramunication
technology- (like telex, telegram, fax), on communication process in various groups.
The responsibilities of line manggers-ake 40 be-sensitive and pay attention to. .
effectiventess of communication in variéus groups like commitiees, task forces, pro] ect
groups e:c

Lme mauagers J:nay request HRD personnel whenever they think their help is needed
fori improving the workmg of sma]l groups and orgamsauoual communication in
vanous cases., . . . . . . . o {3
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4.9 LINE MANAGERS AND SELF-RENEWAL
SYSTEMS B ‘

Self-renewal systems are primarily concerned with Organisation Development and
Organisational Leamning. OD is planned effort, initiated by process specialist(s) to
help an organisation develop its diagnosis skills, coping capabilities, linkage strategies
in the form of temporary and semipermanent systems, and a culture of mutuality.
OD helps in developing self-renewing capabilities in any organisation or its
subsystems. Line managers have the following responsibilities in this regard:

1) Identify subsystems that need to be strengthened through OD efforts and bring
them to the notice of the HRD department or the top management.

2) Respond to organisational diagnosis and surveys freely and frankly.

3) Participate actively in discussions arranged by process specialists, _

4) Prepare realistic action if the same are required in some of the OD interventions
and implement them. .

Regarding organisational learning the following responsibilities can be shared by the

line managers:

1} Use small groups appfopriately to work on analj,*sing problems and alternatives.

. 2) Have frank and critical discussion with the emplloyces' on progrgss‘é.nd results of

the projects.

~3) Conduct quick evaluation or appraisal of projects in progress, -

4) Provide necessary support needed for proper implementation.

5) Record the experiences and share tnem both in writing with the top managers as
well in forums of discussion. :

- 6) Invite outside experts or persons from other companies or departments to discuss

their experiences in similar tasks.

Line managers’ main responsibilities in rélation to stress management are as follows:

1) Provide for the budget expenses for stress audit. Invite HRD department to
survey role stress, :

2) Discuss-feedback of stress surveys with the employees for dealing with the -
relevant issues.

3) Institute formal brogrammes. wherever possible to deal with stress through.
physical exercises like yopa.

4) 'Request HRD helb for helping stress management ﬁrogra.minés. ' i
- '_}- . - L . .

Regarding HRD-related research line managers can help in the foliowing ways:

1} Quickly respond to the questionnaires or surveys undertaken by HRD
Departineats. '

2) Send feedback on HRD procedures and systems to the HRD Department.

3) Review in the departmental group, the working and probléms of HRD
‘programmcs. | : ‘

4) Invite HRD people to deal the problems the line manager is experiencing on
HRD aspects. -

Activity B

1) Prepare a check-list of the most important roles to be performed by lin.:
managers for (i) their own development and (ii) the developmeni-of thes
subordinates.

2) ldeniify the roles you are able to perform weéll vis-a-vis your employeeé ancl
yourself. .

LN ) bt




3) Prepare action plans for improvement.
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UNIT 5 _TASK ANALYSIS

Objectives

After going through the unit you should be able to:

e understand the significance of Task Analysis as & potential HRD tool
# do Task Analysis of key jobs ‘

e use Task ‘Analysis for improving performance of individual employees and terms,
% :

Structure

5.1 Whatis Task Analysis?

5.2 Contextual Analysis

5.3, Activity Analysis

5.4 Task Delineation

5.5 Competency Analysis :
5.6 Performance Analysis .
57 Discrepancy Analysis

58 Analyms as & Supervisory Tool

5.9 Further Readings

5.1 WHAT IS TASK ANALYSIS?

The traditional approach to task analysis—formerly. known as “job analysis” —is
characterized by two models: the British model and the American model, The British
model has emphasized analysis in terms of specific dctivities for which the job holder
is held responsible whereas the American model has included an emphasis on the
competencies needed for the job. With both models the analysis is usually carried out
by maragement with the help of experts, and in other respects as well, the two models
are quite similar, Both have been found to be useful in analyzing semi-skilled and
skilled work. .

It is becoming obvious, however, that the traditional approach to task analysis is not

suitable for the increasingly complex reality of organisational work. In particular, this

approach is inadeguate when it is applied to:

o Managerial jobs that are more complex than those previously subjected to analysis;

e Jobs in public systems that are characterized by complex responsibilities; and

. Group or team tasks, which are mcreasmgly emergmg asa way of organising work
in industries. ;

What is needed in order to address the more complex jobs that charactensc today s
orgamsatlons is a different approach to task analysis.

Task analysis can be defined as the process of identifying the tasks of a particular job
in a particular organisational context by analysing activities, establishing performance
criteria, determining required competencies, and analyzmg any discrepancies
uncovered by this process.

Fhis definition, which is based on the concept of task suggested by the Tavnstock

. School, indicates the following guidelines for successful task analysis:

1§ AnalySLs should be undertaken only after developing an understanding of the
particular organisational context involved. The rationale for this is that any job
exists within a particular organisation, which has its own mission, philosophy, -
orientation, and goals. For the purpases of task analysis and this article, “job”

. means a module of work asﬂgned 0 2 person occupymg a parueula: position {(or
role) in an organisation. .
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2) The job' should be broken down into specific activities performed and expected to -

be performed by the job holder or incumbent. An “activity” is an observable
action often bound by time.

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

4) Performance criteria and their indieators should be established.

5) The competencies required for effective performance of each task should be
identified.

' 6) The discrepancies betweei percewed and actual performance and between
importance attributed and importance reflected in time spent should be
identified. .

On the basis of the gnidelines stated above, we car say that task analysis involves the
following steps:

1) Contefnml-nnalysis;

2) Activity analysis;

3) Task delineation;

4) Competency analysis;

5) Performance analysis; and
6) Dtscrepancy analyms

The type of Task Anal}'sm sugges:ed here may be useful to the organisation and the
individual employees in several ways.

1) Selection and placement. Better recruitment and selection devices can be
prepared on the basis of a task analysis (especially competency analysis).
Competency analysis can also help an organisation to place people in jobs in
which they can be more effective (matching the role/job with people).

2) Work planning, including the following:
a) Setting individual tasks for a specific period
b} Helping a job incumbent to decide priorities of task
¢) Minimising overlap between jobs
d) Identifying neplected tasks in a work unit
e) Planning delegation
f) Job enrichment

3) Performance appreisal, including
g) Negotiated tasks and activities to be performed :
b) Evaluation (by self and the supervisor) of the quality/quantity standards of
- task performance (both process and outcome effectiveness) .
) Analysis of factors helping and hindering task performances

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

3) Employee development, including
a) Feedback on strengths and weaknesses
b) Performance counselling
¢) Training
6) Team building, especially
a) Better understanding of each other
b) Locating areas of task conflicts and dealing with them
¢) Building linkages a.ud mutuality between jobs

5.2 CONTEXTUAL ANALYSIS

It is esentigl to know the mission, orientation, and goals of the organisation of which
the job is a part. An understanding of the organisational context also helps in
clarifying the general orientation of the job. For example, the mission of a hospital

Tasdk .Annl_v,-sis

Hrrrs Thred arearaiaia

B T o S b




JIRD and the Supervisor

may be defined as providing effective medical care and related support to the
patients wishing to use the hospital. The term “related support” may be an im portant
dimension of the mission of the hospital it may imply that the jobs of the doctors and
nurses also nezd to include “psychological support” as a task. If task analysis were
undertaken in this situation without the development of this understanding, the
observers may not “see” aclivitics involving psychological support.

Those who undertake task analysis must first develop an understanding of the
organisation’s mission, which is the direction or combination of directions in which
the organisation is moving. The mission includes such elements as a definition of the
organisation’s basic business how it markets its products or services and to whom;
and it5 intentions with regard to profitability, growth, liquidity, values, treatment of
employees and customers, and its stature in its field. Sometimes an organisation's
mission exists in written and published form. Regardless of whether a formal mission
statement exists, those responsible for task analysis should summarize the mission in
a one-sentence statement and should keep this statement handy throughout the

process of task analysis. . _ e

The organisation’s broad goals or objectives also must be identified. These goals may
or may not be a part of the mission statement. A sampling of employees may be
asked to state these goals, and then these various statements may be compared with
any goal statements that exist in formal decuments. This exeicise is also helpful in
terms of testing whether the employees know the organisation's formally stated goals
or whether the goals have changed since they were ongmally stated in documents.

The last phase of contextual analysis, an optional one, is to identify the main tasks of
the organisation. Again, groups of employees may be asked to identify the tasks that
periain to each goal and to identify the jobs mainly responsible for these tasks. These
<mployee statements then may be compiled and discussed. Such an exercise is also
useful in clarifying goals and tasks and in increasing employee's commitment to them.

5.3 ACTIVITY ANALYSIS |

The second step is activity analysis. The successful completion of this stepis
dependent on a clear understanding of the qualities of an activity. An activity has
three characteristics: .

1y It is observable. For example, p!annmg is not regarded as an actmty because it
cannot be observed.

2) Itis descnptwe The behaviour concerned must be capable of being siated
specifically in terms that describe rather than evaluate or interpret. For example,
if a behaviour on the part of a nurse is recorded as taking e patient’s temperature,
this behaviour qualifies as an activity; however, if the same behayiour were
recorded as doing diagnosis, this phrase would be an interpretation of what had
occurred and would not qualify as an activity.

3) Iuis objective. An activity, when observed by more than one person, should be
capable of being recorded in written form in the same way by all observers. This
is not to say that all observers will record all activities in the same way, but that
anyone rzading the written record of all observers' descriptions of an activity
would interpret these descriptions to be of the same activity.

In addition, a distinction should be made between an activity and a subactivity. An
activity is a behaviour undertaken to accomplish a task, while a subactivity is one of a
sct-of behaviours undertaken to complete an activity. For example, when a bank
employee makes an entry in"a ledger, he or she is performing an acum}' whose
subactivities might include taking the ledger from the shelf, opening the ledger, lifting
a pen, and so forth.

Sources of information about activities

There are three main contributors-of information for activity analysis: (1) the job
incumbent, (2) those who interact with the job inecumbent (called “role-set - -
members™), and (3) outside experts. The role-set members include the incumbent’s
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supervisor, subordinates, colleagues, and in some cases others who interact with the
incumbent (for example, patients and their relatives in the case of a nurse as job
incumbent). The outside experts may be task analysts, educators, specialists in the
field, or the organisation’s top management,

These three sets of contributors can produce a great deal of usable information based
on their observations, their repoxts of the activities that the job incurabent actually
completes, and their assessments of activities that the job incurnbent is or should be
expected to complete. 'The role-set members or experts, for example, may be asked
to abserve the job incumbent and write their observations in some systematic way
(every five or ten minutes for examplc). In addition, they may be asked to write their
expectations regarding activities that the job incumbent probably performs or should
perform, even though they may not have cbserved any of these activities. A doctor,
for instance, might write that he or she expects or would expect a nurse to monitor
patients and notify the doctor when any patient needs immediate attention, The job
incumbent can also write a report of activities actually performed and any additionat
ones that he or she expects to perform in the job in the future.

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

1) Interviews: The interview is the most widely used and useful method of collecting -
information for activity analysis. Generally the respondent is simply asked to .
report observations and expectations. Sometimes, however, it may be vseful to
ask specifically what the job incunbent did on a particular day. Because
respondents tend to give general answers, it is necessary to probe in an interview
so that actual activities are revealed. For example, when interviewed about what a
nurse does, a role-sét member might say, “Well, she takes care of patients.” It
then becomes necessary to ask how the nurse takes care of patients—what she
actually does, For this reason interviews require patience on the part of the
interviewer. After thorough gquestioning the respondent becomes “educated”
about the concept of an activity, and his or her answers become more pertinent
and require less intervention frem the interviewer.

2) Diaries: A diary is a set of detailed notes that a job incumbent keeps about the
work-related activities that he or she performs during the work day. Before
assigning the task of keeping such a diary, it is 2 good idea to meet with the job
incumbent to dis¢uss whar an activity is and what should be noted in the diary. At
this meeting it may be helpful to provide a combination of instructions and
example such as that showh-in Table 1.

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

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

The Product

After one or more of the suggested methods has been used for activity analysis the
praduct will be a long list of activities. At this point the list is comprehensive and has
not been subjected to any kind of sorting; it includes a number of essentially
redundant items as well as both highly specific and less- spcci.ﬁc items. Table 2 is an,
example of such a list for the position of district health officer in a provmce of
Indonesia.

Table-1 -
-Activity-nnalysis Biary (Instructions and Exarnple)

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

Write a description of each work-related aclivity you perform during the day, and
next to the description note the starting tine, Be specific and use verbs. The
following is an example.

"Tosk Analysiy
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Figure-1: Activity-analysls Diary (Instructions and Example}
Actlvity Analysis
Monday, Jancary 16

i SRR

Time  Activity Descriptlon
8.00  Read the mail that accumulated in v In-basket
9.00  Discusslon with a subordinate who came to my office with a request to 1mplement a new programme
9.30 Chaired a weekly meeting with my staff )
10.40  Reviewed computer printouts of the company's [inangial status : -
11.0¢  Auenasd a budget meeting )
1.00  .Made a formal presentation of a proposal for a new staff posit.iorll -{requiring 2 mew subor&innte)
- 2.15  Studied project costs for the last six months ‘ S
4.00  Projected pr.oject costs for the neat six months o ST
Table-2
Activity List for the Posltion of District Health Officer
1)  Elicits information on health status, resources, and priorities from various health clinics in the :
districs. p
2)  Discusses with staff members individually and in groups the problems thnf they, face.
3)  Studies programme recommendations received from staff members.
4) Provides deportment heads with information du.nng the momhly mecting of the dlsmct
administration, briefing those attending sbout the pragress and plans of health activities and the
support needed from them.
5)  Meets with the section heads weekly and discusses with them the outcome of the district meetings.
6)  Attends meetings convencd by the district leader to devclop an understanding of the district health .
care needs. .
7) - Meets once o month with the managers of the district health clinics to review their progress
8)  Studies requests from the districl leader and selects issues requiring attention,
9)  Reviews work conditions of the staffs at the district and health clinic levels and improves
conditions a5 necessary. .
10) Obtains relevant data from concemed sections.
11) Meets with departmental heads to solicit their coopsration and help.
12) Visits health clinics periodically o review their work and to provide their staffs with guidance.
13) Meets with all sections and subsections onte & month to develop &n understanding of their
accomplishments and problems.
14) Scnds periodic information on projeets to the provinee, ..
15) Reports to the district leader whenever lnrgc-smlc help is needed from other depanmem.s and
: steures the leader's agreement 1o pravide such help.
16} Con'sults with the district leader and the section heads about problems and prepares action plans
* for solving these prablems {including speaﬁc notivities, budgct, personnel needs, sehedule, ete.).
17)  Guides staff members on mallers rclannglto their jobs, families, and personal lives. - -
13) Studies information submitted by the section heads. :
19) \;Jntes action pans {covering budget, personné!, equipment, location, and time schedules) orderto -1 -
identify discrepancies. R
20) Visits healih clinies whenever thére is a need and solves whatever problcms exicr. I
21) Monitars the progress of action plans.
22) Counsels employees. ‘ o ’ ' -
23)  Studies reports received from health clinics in order to assessjprogress and identify problems. I
24) Whenever necessary, visits lield s'ites for evaluation of programme implementation.
25) Contacts other dcpanmen'ls to solicit support needed for implementation.
26) Meets with the scction heads to discuss and finalise prioricies and budget allocation.
i'.‘] Tn collaboration with the section heads, prepares the monitoring system for' programme
implemeniation.
28) Mects with section heads to réspond to their needs and to diseuss and solve the problems of the
health clinics. .
29) Consults with health clinic managers and finalises priorities and budget nl]ocauon.s




30) Mees perio;ijcally with staff members to provide information and to encourage them to share

information. .

31) Talks with the sectlon heids about their programmes and fectors that facllitate and hinder those
programmes.

32) Communicales relevant information about implementation to the district leader,

33) When necessary, helps in solving problems that exist between ar among the section heads.
34) Obtains detailed budger proposals from the health clinics and sections.

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

36) Prepares o guide on monitoring projects (for personal use).

37) Anends mectings of the Legislature when invited.

38) Organises staff teaining.

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

40) Collects and reviews information on the progress of each project.
41) Reviews received budget plans end determines priarities.

.42} Actsoner responds to the issues ralsed in the Leglslature regarding health matters.
43) Dm the budget with the provincial representatives.

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

45) Discusses the budget with the district teader.

5.4 TASK DELINEATION |

After activity analysis has been completed, the next $tep is 10 group the activities into
tasks and to name these tasks, This process, known as task delineation, involves
subjective decision making and should be undertaken only by people who know and
understand the job. -

There is no set rule regarding the number of tasks to be delineated. However, there
should not be so few that one cannot review them and form a clear picture of a job,
Similarly, there should not be so muny that the differences among activities is not
readily apparent and that their numbers become cumbersome for performance
appraisal and other purposes.

The tasks should be balanced in terms of the number of activities each comprises. If
one task has too many activities, it needs to be divided into two or more tasks. For
example, when delinealing a nurse’s tasks one should not call “patient care” a task

- because 100 many activities are covered by this term. Instead, patient care should be
broken down into care requiring special skills, care requiring few skills (such as
making the patient’s bed), and socio-psychological care and support. After the tasks
have been delineated, it is a good idea to rate the importence of each to the job and
to assess the percentage of time spant by the job incumbent on each.

Exercise 1 :
Go through the list of activities presented in Table-2, and group them into specific
" tasks.
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Now compare your tasks with those given in Table-3.

Tahle-3
Task LIst far the KPosltlon of Dlstrict Health Offlcer

Nole: The following tasks were derived from the activities listed in i Table-2. The numbers in
parenthuses loliowing each task carvespond to the item numbers in Table-2 and indicate the activities
that the particular task compriscs.

1) Health planning for the regenvy (1, 8. 27, 30, 35, 42, 44, 46)

2) Loplementing and moniloring health programmes (3, L0, 14, 19, 26, 28, 37. 41. 45)
1) Responding to the requests, etc., of the district leader (2, 6, 8, 16, 22', 33, 34. 30, 43)
4) Coordinating with ather agencies/departments (4, 11, 13, 26)

5} Supervising sections (5, 13, 20, 25, 32, 34) '

6) Supecrvising health elinies (2, 7, 12, 21, 24, 29)

7) Pecforming human resource management and development (2, 9, 17, 23, 31, 36, 39).

5.5 COMPETENCY ANALYSIS

A job incumbent needs different types and levels of compétencics in order to
perform job tasks well. Competency analysis helps in identifying the competencies
that are nccessary for the tasks that have been delincaled.

Competencies can be divided into five main types; knowledge, skills, abilities,
orientation, and experience. Of these five types, orientation may require some
explanation. Qrientation is a,gencral attitude reflecting the values of the job holder.
For examipic, in the case of a nursc, respect for the patient may be deemed to be an
important orientation. Following is an cxample of an orientation description.

Orientation Description for the Posltlon of District Health Officer

With Lie increasing government emphusis on community participation and collaborztive work in
matters concerning health, the district health manager needs to see the community and its various
health agencies as resources. He or she necds 1o respect and be willing to use communily traditions
and cusloms that promote £ood health. In addition, the district health manager should be proactive in
identifying and secking community resources that ¢an be harnessed for prometing health programmes.
He or she should be oricnted toward innovation and experimentation in solving problems and should
cncourage the doctors and other staff members in the district health clinies and hospitals to be similarly
oriented, He or she needs o be dedicated o providing strong, creative leadership for subordinates,
including those on staff at the district health clinics and hospilals, Finally, the district health officer
should be willing to leamn and experment in this position. : .

Another process that may be completed is the identificalion of the job incumbent’s
present Jevel of each identificd competency. A five-point scale is recommended for
this purpose. The same group that establishes competencies—with the possible
exclusion of the job incumbent, depending on his or her level of insight—may make
this assessinent. ’

5.6 PERFORMANCE ANALYSIS

The main purpose of performance analysis is to evaluate the impact of a job—how
effectively it is being done or has been doneé. This step consists of assessing how well
the job incumbent has performed the tasks for which he or she is responsible.

The effectiveness of a task can be measured in terms of its outcome, or the end -
result, as well as in terms of.its process, or how it is performed. Hard data may be




gathered indicating both kinds of effectiveness. For example, one can evaluate the
task of taking customer orders with regard to the number of orders taken (outcome)
as well as with.regard to the time spent on the task or the number of mistakes made
(process).

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

5.7 DISCREPANCY ANALYSIS

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

Itis a good idea to check periodically for discrepancies between the job definition as
reflected in the delincated tasks and actual job performance, Information about
performance can be obtained by any one or a combination of the following methods:

e The job incumbent may monitor the time spent on each activity;

o The role-set members may analyse the importance attributed to various tasks
versus the time spent on them; and/or

o Trained observers may observe the job incumbent for a few days.

Discrepancies betwceen desired activities or tasks and actual performance may then be
noted and acted on accordingly.

5.8 TASK ANALYSIS AS A SUPERVISORY TOOL

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

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

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

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

Task Aunalysls
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HRD and the Suptrvisor 3) Work plaoning: Analysis of-the discrepancy between expected and-reported
activities, or importance of the tasks and time spent on them, may indicaté the
need of work planning, including delegation and redistribution of work among
various jobs in work uni. The concerned employees may work in a group with
the supervisor in redistribution of tasks, so that each employee can maximise
his/her contribution to the organisational goals.

Activity A

After going through this unit prepare a list of activities of your job, and then group
them into tasks. If you can, check your activity analysis and task delineation with
your supcrvisor 1o sce how much he agrees with you.

Aciivily B :
Idemify the competency requirements for each of your tasks with the help of your
supervisor. Using it as a basis identify your own developmenial needs.

5.9 FURTHER READINGS

Annet et al.’s Task Analysis (London: Her Majesty'sstationery office, 1971) is a
cood example of the Brush model of 1ask analysis, whereas the American model
can he found in Job Analysis: Key to Better Management published by U.S. Civil
Service Commisston in 1973.

The present Unit has been adapted from Udai Pareek’s “Task Analysis for Human
Resource Development” published in the 1988 Annual: Developing Human
Resvurces (San Diego: University Associates, 1988). i
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UNIT 6 MOTIVATIONAL ASPECTS OF

Objectives

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

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

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

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

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

Structure

6.1 PEG: The Framework of Work Motivation

6.2 Motivating Roles for PEG

6.3 Approach and Avoidance Aspects of Motivation
6.4 Effective Managerial Behaviour

6.5 Promoting Wark Motivation

6.6 Further Readings

6.1 PEG: THE FRAMEWORK OF WORK
MOTIVATION

In one unit of a plant, 2 supervisor, while reviewing his section gave the following
inputs to the manager: He complimented the worker Joseph by saying—his
motivation was a high; he took a great deal to interest in his work whenever any
difficulty arose, he tried various ways of solving it, or he went to someone who could
give him help; he was leaming new techniques, and seemed to have improved his
output; he was always occupied and seemed to enjoy his work. On the other hand,
for Raju, another worker he said—his motivation was low; he seemed to be sluggish;
did not learn, he complained more; went to the supervisor with his problems; did not

seem to enjoy and neglected his work; and was seen socialising with other workers in ,

the canteen.

When the same workers worked in another unit their supervisor had different reports
to make. According to him, Raju’s motivation was quite different from Joseph's. He
had high affiliation motivation; he enjoyed making friencs and working with friends.
When he was put in a small group in which most of his friends were working, his
gutput increased, and he seemed to enjoy his work. On the other hand, Joseph
worked very well when he was given a challenging assignment. He did not, however,
get along very well with others, and was basically a loner.

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

If people are engaged in work which they find challenging and worthwhile (being
relevant to social needs and contributes 10 social development) they feel proud to be
associated with such work. One function of management is to create such a sense of
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challenge and worthwhileness in the work people are engaged in. Similarly, work
should be regarded as a joy, and not drudgery. If people determine their own
objectives, experience thit what they do is seen as significant by concerned people,
and have an opportunity to worl in collaboration on difficult but significant tasks,

 they enjoy work. The feeling of gruwth comes when the work becomes increasingly

more challenging and socially relevant, and people are required to stretch themselves
to cope with such positive challenges. When people have opportunities to learn new
techmques acquire new skills, and revise their previous understanding, they may
cxperience growth. If work ceases to give a sense of growth and development, the
individual's commitment to work {motivation) goes down.

6.2 MOTIVATING ROLES FOR PEG

Exerdise 1: Before reading further, answer the questionnaire given in this exercise.

Rale Efﬂucy. Scale

YXOUS BAILE cvviricrsassmmssarniae s smsssmssssesstmnsrearessens Y OUL TOWE 110 N

In each of the following sets of three statements, check the one (a, b, or c) that most accurately deseribes
your own cxperience in your organisational role. You must choose only one statement in each sét.

1) a) My role is very important in this orgenisation; | fee) cantral here.
" b} Iam doing useful and fairly important work.
c) Very litde importance is given to my role in this organisation; [ feel peripheral here,
2)  a) My taining and experiise are not fully utilsed in my present role,
b) My training and knowledge are not used in my pmc.nt role.
¢) Tam ableto use my knowledge and training very ‘well here.
3) a) [have little frecdom in my role; I am only an errand boy.
b) Ioperete according to the diractions given to me.

¢) I can take iniliative and act on my own in my role,

4) a) [am doing useul, routing work in oy role.
b) Inmy role [ am able to use my ercativity and do wmethmg new.

¢) [ bave ne time for creative work in my role.

5)  a} No one in the organisation responds to my ideas and suggestions.
by [work in close collaboration with some other colleagues.

c) Iam alene and have almost no one 10 consult in my role.

6} a) When I need some help none is available.
b} Whenever I have a problem, others help me.
c) I get very hostile responses when [ esk for belp

7) &) Ircgretthat ldo not have the opportunity to contribute to mety in my role.
b) What [ am doing in my role is likely to help other organisations or sodety.
c) Ihave the'oi:portunily to have some effect on the larger society in my role,
8) =) Icontribute to some decisions .
by Ihave no power here, o
€) My advice is accepted by my semniors.
9) a} Some of what I do contributes to my learning.
b) Iam slowly forgetting all that [ ieamned (my professional knowledge).
€) [have remendous opport;mities for professional growth in my role.
10} =a) I dislike being bothered with problems,
b) When a subordinate brings e problem to me, I help to find a solution.
c) [refer the problem ro my boss or to some ather person.
11) 8) Lfeet quite central in the organisation.
b} IthinkIam ;:Iui.ng fairly important work.
¢) Ifeellam peripheral in this orgenisation.
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12) a) Ido not enjoy my role.
b) lenjoy my rele very much.
¢} !cnjoy some parts of my rele and not others.

13) a) Ihave little freedom in my role.
b) I have a great deal of freedom in my role.

) Ihave cnough frecdom in my role.

14.) a) Idoa good job atcording to a schedule already decided.
b) Iam able to be imnovauve in my role.

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

15) &) Others in the organisation see my role as significant to their work
by [am amember of a task force or a commuttee.

) [ do not work n any commitices.

[6) a) Hostility rather than cooperation is evident here.
b) | experience enough mucual help here.

¢} People operate more in isolation here.

17) a) |am &ble to comnbute to the company in my role.
b) Iam abic 1o serve the larger parts of the society in my role.

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

18} a) Iaom able toinfluence rclevamt decisions.
b} [ am sometimes consulted on important mavers.

) [ cannot make any independent decisions.

19) &) Ileam a great deal in my role.
by 1learn a few new things in my role.

¢y 1 am'invelved in routine or unrelated activilies and have learned nothing.

20) a) When people bring problems to me, 1 tend to ask them 1o work them out themselves.
b) | dislike being bathered with interpersonal conflict,

c) [ enjoy solving problems related 10 my work,

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

The eventual objective of motivation is to make an employee effective. The
effectiveness of an employee depends on his own potential effectiveness as a person,
his technical competence and experience, etc., as well as on the role he occupies in .
the organisation is designed. It is the integration of the two (the persor and the role)
that ensures the person’s effectiveness in the organisation. If the role does not allow
him to use his competence, and if he constantly feels frustrated in the role, his
effectiveness is likely to be low. The integration of the person and the role comes
about when the role is able to fulfil the needs of the individual, and when the
individual is able to contribute to the evolution of the role. The more we move from
role, the more we move from role taking (responding to the expectations by various
other persons) to role making (taking initiative in designing the role more creatively in
2 way that the various expectations rom others as well as of the role occupant are
integrated), the more the role is likely to be cffective. Effectiveness of a person in an
organisation, therefore, may depend on his own potential effectiveness, the potential
effectiveness of the role and the organisational climate. The potential effectiveness is
known as efficacy. Personal efficacy would mean potential effectiveness of a person
in personal and inter-personal sitnations. Role efficacy would mean the potential
effectiveness of an individual occupying a particelar role in an organisation. Role
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efficacy can be seen as the psychological factor underlying role effectiveness. In shor,
role efficacy is potential effectiveness of a role. Role efficacy is the key to motivating
organisations roles.

Aspects of Role Efficicy

Role efficacy has several aspects. The more these aspects are present in a role, the
higher the efficacy of that role i< likciy to be. These aspects can be classified into
three groups or dimensions. One dimension of role efficacy is called role making
contrasted with role taking. The first is an active attitude toward the role (to define
and make the role as,one likes), whereas the second is a passive attitude (mainly
responding to others expectations). The aspects in the second dimension are
concerned with increasing the power of the role, making it more important. This can
be called role centering which can be contrasted with role entering (accepting the

. role as given, and reconciling oneself to its present importance or unimportance).

The third dimension is called role linking (extending the relationship of the role with
other roles and groups), contrasted with role shrinking (making the role narrow,
confined to work related expectations).

Dimension 1: Role Making )
1)} Sel-role Integration: Every person has his strength—his experience, his
. technicel training, the special skills he may have, some unique contribution he

may be able 1o make. The more the role a person-occupies provides an
opportunity for the use of such special strenghts, the higher the cfficacy is likely
to be. This is called self-role integration. The self of the person and the role get
integrated through the possibility of a person’s use of his special strengths in the
role. In one organisation, a person was promoted to a responsiblc position. This
was secn as 2 covetable reward and the person was quite happy in getting such
a well deserved promotion. However, he soon discovered that in the new
position he occupicd, he was not able 1o use his special skills of training,
counselling and organisational diagnosis. In spite of his working very well in the
new role, his cfficacy was not as high as it was in the previous job. Later when
the role was redesigned to cnable him to use. his rare skills, his efficacy went up.
AN of us want that our special strengths arc used in the role so that.it may be
possible for us to demonstrate how cffective we can be. As such, inte, dtion
contributes 1o high role efficacy. On the other hand, if there is distance between
the self and the role, role cfficacy is likely to be low.

2) Proactivity: A person who occupies a role responds to varigus expectations
people in the organisation have from that role. This certainly gives him
satisfaction, and it also satisfies others in the organisation. However, if he is also
to take initiative in starting some activity, his efficacy will be higher. The reactive
behaviour (responding to the expectations of others) helps a person to be
cffective to some extent, but proactivity (taking initiative rather than only
responding to the others expeciations) contributes much more to efficacy. Butif
a person feels that he would like to take initiative but has no opportunity to do
so in the role he occupies in the organisation, his efficacy will be low.

3)  Creativity: It is not only initiative which is important for efficacy. An
_ opportunity lo try new and unconventional ways of solving problems or an

opportunity to be creative is equally importarit. In one State Government
department people performing some clerical roles met, as a part of
rcorganisation experiment, to discuss how each individual could experiment with
a system of cutting delays in processing papers. The results were amazing. Not .
only did the salisfaction of people in that department go up, but delays were
considerably reduced and some innovative systems emerged. Certainly these
were further discussed and modified, but the opportunity people got in being
crealive in (rying innovative ideas increased their role efficacy and their .
performance became markedly better than its previous level and better than
performance of some other departments in the same secretaniat. If a person
perceives that he has to perform only routine tasks, it does not help him to have
a high role efficacy. If he feels that his role does not allow any time or
opporlunily to be creative, his efficacy will be low. '

4) Confrontation: In general, if people in an organisation avoid problems, or shift
the problems to some other people to solve them, their role efficacy will be low,
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The general tendency to confront the problems to find relevant solutions
contributes to efficacy. When people facing interpersonal problems sit down,
talk about these problems, and search solutions, their efficacy is likely to be
higher. compared with situations in which they either deny such problems or
refer these to their higher officers,

Dimension 2: Role Centering

3) Cenfrality: If a person OCCUpymg a particular role in the organisation generally
feels that the role he/she occupies in central in the organisation, his/her role
efficacy is likely to be high. Every one working in an organisation wants to feel
that his/her role is important. If persons occupying the various roles feel that
their roles are peripheral, i.e. they are not much important, their potential
effectivenéss will be low. This is true not only of persons at a higher level in the
organisation, but about people even at the lowest level. In a large hospital, class
1V employees like ward boys znd attendants had very high motivation when
they joined the hospital. And coming from nearby villages, they would bring
their friends and relatives to proudly show the place. After few months, they
neglected work, sat in groups gossiping and not caring about the cleanliness, etc.
They were rated as very low in their effectiveness. An investigatton of this
problem showed that within a few months of their joining the hospital, their
perception changed about the perceived importance of their role; they felt that
their role was not important at all. In contrast with this, in another hospital, the
pate-keeper was trained to screen the requests of visitors who wanted 1o have
some exceptions to the rule of coming oniy during the visitors hours. He used
‘his discretion in making or not making exceptions in such cases, and referred a
case to the nurses or doctors only for clarification and guidance for himself.
Interviews with class IV employees in this hospiial showed that they perceived
their roles as quite important. One obvious difference in low motivation of the
former and higher motivation of the latter was their perceived importance of
their roles.

6) Influence: A related concept is that of influence or power. The more influence 2
person is able to exercise in the role, the higher the role efficacy is likely to be.
One factor which may make roles in the public sector or civil service more
efficaciqus is the opportunity to influence a larger sector in the society. On the
other hand, if a person feels that he has no power in the role he occupies in the
organisation, he is likely to have low efficacy.

7y Personal Growth: One faclor which contributes eff,cctivcly to role efficacy is the
perceplion that thte role provides the individual an opportunity to grow and
develop. There arc scveral cxamples of people leaving one role and becoming
very effective in another primarily because they feel that they have more
opportunity to grow in the latter. One head of a training institute accepted the
position by taking a big financial cut in his salary nrainly because he felt thart He
had nothing more to learn in the previous position, and in the new position he
had opportunities to grow further. Examples of executives of companies going
for faculty roles in the institutes of management indicate the importance of the
factor of self-developmenit for role efficacy. If a person feels that he is stagnating
in the role and does not get any opporturity to grow is likely to have low role
efficacy. In marly institutes of higher learning, the roles of the staff pose
problems of low efficacy. The main factor contributing 1o this is the lack of
apportunity for them to systematically grow in their roles. Insttuies which are
able 1o plan the growth of such people in the roles are able to have higher
efficacy and a great deal of contribution from them.

Dimension 3: Role Linking

8) Inter-role linkage of one's role with other roles in the organisation increases
efficacy. If there is a joint effort in understanding problems, finding sclutions,”
etc., the efficacy of the various roles invelved is likely to be high. Of course, the
presumption is that people know how o work effectively. Similarly, if a person
is a member of a task group set up for a specific purpose, his efficacy, with other
factors being common, is likely to be high. The feeling of isolation of a role {that
a persbn works without any linkage with other roles) reduces role efficacy.

9) Helping Relationship: In addition to inter-role linkagé, the opportunity for
people to receive and give help also increases role efficacy. If persons
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performing a particular role feel that they can get help from some source inthe
organisation witenever they have such a need, they are likely te have higher role
efficacy. On the other hand, if there is a feeling that either no help is given when
asked for, or that the respondents are hostile, rote efficacy will be low. Helping
relationship is of both kinds—feeling free to ask for help and expecting that help
would be available when it is nceded as well as willingness to give help and
respond to the needs of others.

1G) Superordination: A role may have linkages with systems, groups and entities
beyond the organisation. When a person performing a particular role s likely to
be of value to a larger group, his efficacy is likely to be high. The roles which
give opportunities to role occupants to work for superordinate goals have

- highest role efficacy. Superordinate goals are goals of serving large groups, and

those which can not be achieved without some collaborative efforts. One major
motivation for people at the top to move to public'sector undertaking is to have
opportunity to work for larger goals which are likely to help larger sections of
sociely. Many people have voluntarily accepted cuts in their salartes to move
from the private sector (o the public sector at the top level, mainly because the
new role would pive them an opportunity to serve a larger interest, Roles in
which people feel that what they are doing is helpful to the organisation in
which they work results in some role efficacy. But if a person feels that he does
not get an gpportunity to be of help 1o a larger group in his role, his role efficacy
is likely 1o be low.

In summary, ihe following are the ten aspects of rote efficacy under three dimensions.

Dimension 1: Role Making (Contrasted with role taking)

1)  Self-role integration (vs. role distance): Inlegrauon between self-concept .md
role demands.

2) Proactivity' (vs. reacting): Initiating action ' ‘

3) Creativity (vs. routinity): Experimenting and trying new ideas/strategies.

4) Confrontation (vs. avoidance): Facing problem to attempt their solution.

Dimension 2: Role Centering (Contrusted with role entering).

5) Centrality (vs. peripherality): Feeling important or central in a system.

6} Influence (vs. powerlessness): Feeling that one occupying a role can make some
impact in the system.

7y Growth (vs. stagnation): Feeling that one occupying a role grows and fearns 1n
the role, ’

Dimension 3: Role Linking (Contrasted with role shrinking)

8) Inter-role linkage (vs. isolation): Linkage of ones role with other roles.

9) Helping Relationship (vs. hostility): Giving and receiving help amongst roles.
10) Superordination (vs. deprivation): Linkage if one’s role with larger entity/cause.

Exercise 1

Now using the following scoring key, score your responses on the guestionnaire, and
find-out your total scores (adding scores on two items) for each aspect of role
efficacy. See on which you are high or low. The range is from +4 to —2. A scorc of |
or below will indicate low score, and that of 2 and above as high score.

Scoring Key of Resﬁonses

Dimension ltem a b £ Ttem a b c
Centralty SV +2 41 =1 11 +2 1 =1
'nicgration ) 2 +1 -1 +2? 12 -1 +2  +1
Proactvity i | +1  +2 11 -1 +2  +1
Creativily 4 + 42 =1 14 41 42 -1
Inter-role 5 -1 +2 +1 15 +2 4+l -1
{.unkage Helping '

Relationship 6 +1 +2 -1 16 =1 +2 +1
Superardination 7 -1 +2 +1 17 +1 +2 =1
I+-fluen.c 8 +1 -1. +2 18 -2 +1 |
C -owth 9 +1 -1 L2 19 2 +1 -

Confraon ab' n 10 =1 +2 +1 20 -1 -1 +1
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[nereasing Role Efficacy - : " Motlvational Aspects of HRD
One can plan to increase role efficacy of one’s own role, as well as thase of one's
employees. Some practical suggestions, based on work in some organisations, .are
given for the supervisors to increase role efficacy of their employees.
Self Role Integration _ _ .
1) Work with the employees in redesigning their roles in which their strengths can be
utilised. : '
2) Recommend replacement of a misfit in a job which can use his assets.
Productivity

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

2) Reward initiative of employees.

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

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

~ Creativity

1) Encourage your employees to give ideas to sclve the problems.

2) Create a climate which encourage people to generate ideas without fear of being
criticised.

3) Appreciate and usc new ideas given by the employees.

4) "Encourage and reward suggestions to solve problems.

Confrontation

1) Take the employees into confidence while confronting a problem.

2) Support the action taken by the employee if it is within the rules and procedures.
3) Appoint a task group for a problem making a decision. '

4} Use failure of an employee as an experience and help him to learn from it.

5} Encourage employees to bn.ng problems,

6) Anticipate problems in collaboration with your employees.

7) Encourage subordinates to solve problems and report to you,

8) Follow the “buck stops here” dictum. “

Centrallity

1) Communicate the importance of the roles to their incumbents (the critical
contributions of the roles)

2) Communicate the importance of the role as perceived by others.

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

4) Give increasingly difficult and challenging responsibilities.

Influence

1) Delegate enough autherity.

2) Give relevant details of decisions made.

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

3) Be willing to accept mistake.

Growth
1) Appreciate employee’s work,

2) Do not snub the employees for their shortcomings but cuoperate to fmpron -
them. '




HRD and the Supervisor

3) Delegate to them increasingly difficult and challenging tasks.

Inter-role Linkage

1} Encourage employees to seek/render cooperation with departmems.

2) Encourage employees to solve problems by working with their peer-level
colleagues (and not refer the problems to you unless it needs your intervention).

Helping

1) Ehcourage the employees to respond to requests by other departments.

2} Encourage them to seek help from peers from other dep:':lrtments.

3) Seek help of you} employees in areas they can contribute.

4) Encourage your employees to come to you for help, and respond to them
positively.

" Superordination

I} Help employees to undesstand and appreciate the conmbunon of their role to the
sociely,

2) Help the employees link (and see the linkage) of objectives of their roles with
organisational objectives.

3) Encourage them to include in their roles what may be useful for a larger section.
4) Ecourage team work. '

5) Communicate accessibility to the employees.

6.3 APPROACH AND AVOIDANCE ASPECTS OF
MANAGEMENT

Let us again take the cxamples of Joseph and Raju given in the opening para of this
unit, The two basic questions are: Why does Joszph work harder then Raju? Why
doces Raju socialise more than Joseph? The answer to the first question is partly
contained in the second question. Raju does not work as hard as Joseph perhaps
becausc he has a higher psychological need (movitation) for socialisation. If the job
can provide the opportunity to Raju 10 satisfy his need for socialisation, may be he
would work harder (in fact, in the example cited, the second supervisor did report
this about Raju). Joseph may work hard because he has high need for competition
and mgeting the challenge.

In order to understand hehavioural orientation of employees, it may be useful to
know which molive (need) dominates their behaviour.

Although a large number of needs (motivates) were suggested by some psychologists,
three motives {needs) were popular in management literature: achievement,
atfiliation and power. The importance of achievement motive for enlrepreneur;hip
and markcting was amply demonstrated. Similarly, power motivation, among other
things, has been found to be critical for effective managers and organisational
leaders. While achievement and affiliation rnotives were shhown to be “neat”
variables, power motive was found to be a complex one; it contained both an urge to
control others and urge to make impact. These were called personalized power and
socialized power. There seems to be three different elements in the power motive: the
need to control others (personalised power), the need to make an-impact on others,
and the need to use power for doing something for other persons and groups, like
organisations (socialised power). It seems necessary to make clear distinction
amongst these threc. Management literature gives importance to the concept of
“control”, i.¢. keeping track of developments according to a pre-agreed plan. This
also seems to be one impnrtant need or motive. The so called socialised dimension of
power (reflected in the usc of power for the benefit of other persons and groups)
scems (o be a separate need motive, that is reflected in the concern to do something
for others, This need has been seen as important for social development, and has
been called extension motive,
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One more motive or need, so far neglected, but quite relevant for organisational
behaviour, is that of dependency. So far dependency was regarded as a negative
force. However, recently interest has been arouscd in the importance of dependency
in the development of managers, and this need is reflected in the mentoring process,
discussed in Unit 8 in this Block.

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

1) Achievement motive is characterised by a concern for excellence, competition
with standards of excellence set by others or by self, sctting challenging goals for
oneself, awarcness of the hurdics in the way of achicving one’s goal.

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

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

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

5) Extcnsion molive is characterized by a concern for others interest in
superordinate goal, being relevaat and useful to farger greups including the
society. :

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

The above motives may be used in explaining the behaviour of an employee.
However, one more aspect deserves attention. Each of these matives may have two
dimensions: approach and avoidance. Approach-aspects indicates that the person
acts according to a need with “hope” of achieving something, The concept of
‘avoidance is based on “fear”, and therefore the motive is to avoid that fear. In
achievement motive, “fear of failure” has been found as one of its important
component distinct from “hope of success”. A lot of research has been done on fear
of failure, which (as an avoidance behaviour) has been found to be dysfunctional,
although being a part of the achievement motive. For example, hope of success vs.
fear of failure (approach vs. avoidance) was found to be the main intervening
variable to explain who benefited from achievement motivation training programmes
in terms of increase in the enterpreneurial activity. Persons high in achievement

- motivation, but with high component of fear of failure, failed to start new business,
contrasted with those who had high component of hope of success. This concept
(approach vs, avoidance) can be applied to other moiives also.

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

Table 1
Approach and Avoldance Dimensions of Six Motlves

Motives Approach (Hopé of)  Avoidance (Fear of)
Achievement Success Failure
Affilintion Inclusion Exclusion
Extension Relevance Litelevance
Infiuence Impact - Impotence
Control  ~ Order Chaos
Dependency Growth Loneliness

. Mativational Aspects of HRD
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6.4 EFFECTIVE MANAGERIAL BEHAVIOUR

An employee's effectiveness from the point of view of motivation can be defined in

1wo ways. We may see to what extent he has a particular motivation. As already
mentioned all the six motives are relevant for an employee. If he is deficient in any
one, his effectiveness may be less to that extent. Secondly, an employee’s
effectiveness will also depend on the extent of avoidance behaviour of a particular
motivation. The motive, however strong it may be, made ineffective by high
avoidance behavicur. His high score on the motive may indicate his potential for his

" effectiveness, bur a larger share of avoidance items in the total score may reduce his

actual effectiveness. Scores on an instrument (MAQ-B) indicate this kind of
eifectiveness, MAO-B can be used for self analysis, individual counselling, training,
and organisation development. The individuals can éxamine their scores and can
prepare a plan to reduce the avoidance dimension of a motive (if they feel
concerned) by examining the related items in the instrument, and taking steps to
reduce that behaviour. It has been found useful in counselling, MAQ(B) can be filled
for the counselee, and then the former can help the Iater in planning improvement of
behaviour.

In a training programme the participants can look at their profiles, can request
ieedback from othér participants, and can discuss in_ triads ways of increasing
effectiveness through reducing avoidance behaviour on the retevant motives.

This instrument has been used in several OD programmes. The typical use was to
work on group profiles; to search organisational factors explaining the profiles; to
develop strategies of orbanlsanunal changes to change the profile; and to dLVLIup
individual strategics to increase operating effectiveness for the various motives.

€.5 PROMOTING WORK MOTIVATION

There is no. standard answer to the question as to how to increase work motivation of
employecs, especially how to motivate those who seem te lose intercst and intitiative.
Each situation in an orpanisation requires special ireatment. However, our knowlege
and understanding of motivation does prowde some general guidelines for action
programmes.

Motivation results frown interaction of the individual with the organisation through hix
role. So all the three elements are important for planning the management of
motivation—the organisation, the role (the job), and the individual.

HRD systems have great relevance to employee motivation. Based on rescarch and

experience, the following generalisations or propositions are made in relation 1o the
six proposed HRD systems in this Block.

Appraisal Systems ..

1) Performance directly edntributes to work sal:sfacuon and is direct result of
effort, and not vice versa.

In order to increase work molivation stress should be given on increasing the
effort of the employees for good performance. It is wrong to expect higher
performance directly from general satisfaction. Unless rewards arc related 10
efforts, the resulting satisfaction will not lead to high performance. Performance
coaching can be of great help in this regard.

2. An individual’s work motivation and capability to achieve increase with success
experience with gradually challenging tasks.

If an individual is helped to have success experience in achieving goals, which
gradually become more challenging, his motivation and capability for higher
achicvement increases. It may useful to plan goals for an individual in a
graduated series of challenges. Goal sctting for d:ffcrcnt KPPAs should keep this
in mind.
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Career Systems

3

4

Promotions based on merit and competence create a climate of high work

_ motivation.

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

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

Some companies make a mistake in thinking that promotion per se may
motivate people. If after promotion, the person continues to do what he was
doing before, and does not have any new challenge, his motivation after some
time will go down. In one public sector company several competent bright
young people who had been given quick promotions felt highly satisfied for
some time, but after the initial euphoria nf getting promotion wore off, they fclt
dissatisfied because the new jobs were not more challenging than the previous
ones New responsibilities and challenges should be built into the new jobs, if
promotion 1s to be used as a motivator. Otherwise, people feel cheated that they
have been given more salary and higher designation without the accompanying
responsibility and challenge.

Training Systems

5

An indtvidual's motivational pattern can be changed. Like the organisation, and
individual also has rnotivational patterns. Some needs are stronger in him than
others. Experiments and experience have shown that it is possible to raise the
level of specific needs in the individuals. For example, if an individual has low
achievement motivation, and if this concerns him, and he wans to raise his level
of achievement, this can be done. It may be useful to provide opportunities o
individuals to first get a picture of their motivational profile, ard then, special
programmes can be arranged 1o help them raise the level of a specific

- psychological need in which they may be interested. Some agencies arc

organising such motivation development laboratories.

Work Systems

6)

7

8)

Deficit needs (hygienes) if not attended 1o, are likely to affect work motivation.

Attention needs to be paid to hygiene factors like salary, sccunty, company
policy, working conditions and gencral atmosphere in the department/units. I
these are unsatisfactory, the necessary work o raising the level of motivation
cannot be done. These are like diseases. Nutrition is very important for good

- health of a person. However, unless the bacteria affecting his health are

eliminated from the atmosphere, he is not likely to improve. These factors need
to be analysed, and necessary improvemenis need to be made in them.

Work motivation is partly in proportion to the chaltenge the job provides to the
individual.

Some of the factors Herzberg has suggested as motivators are very imporiant [or
work motivation. Challenge in the job is one such factor. If a job doces not
provide enough challenge to the individual, his motivation will be low. If a
feeling of lack of challenge seems to be prevailing,.it may be useful to examine

the job content, and do something to build more challenge in the job, may be by |

delegation of some important functions which the individual may perceive as

_ valuable. Even a helper or a gardener feels motivated if he is given a specific

responsibility, is given-freedom to operate, and is held responsible for the
results. Enough autonomy with adequate support and a demand for
responsibility combine to increase motivation. Each jeb may be examined to see
how such autonomy and responsibility can be increased.

Work motivation is directly 1elated to perception of opportunities of
development and growth in the job. -

If people feel that what they do in the job helps them to learn new Lhings, and
contributes to their development, their motivation will be high. Each job should

Maotivutional Aspects ol 1IRD
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9)

be analysed from this point of view. When an individual reaches a stage where
he may fec] that he is only repeating himself, the possibilities of job rotation. to
help him leamn a new job 1nay be explored. Of course, this principle has some
limitations, and every job cannot provide lcarning opportunity for every one for
all times. -

The perception that a person is contributing to a larger goal increases
motivation.

The importance of his job may be communicated to the employee'and he may
be helped to see how his job is useful for the section/department, for the
organisation, for a larger section of the community, the profession and the
society or for the nation. An employee's perception of the context of his job in
terms of its contribution to a larger goal contributes to his work motivation.

Cultural Systems

10)

11)

12)

13)

14)

A profile of the organisational climate can be prepared by indicating motivations
that seem (o dominate the climate, and therefore are being generated in the
organisation.

It may be useful to have periodical diagnostic studies of the organisational
climate. The profiles thus prepared can be used as an important intervention for
several groups to discuss whether they are satisfied with that profile, and if not,
what can be done to bring about change. This can be used as one of the initial
interventions.

More open communicatior in an organisation tends to increase work
motivation.

Open communication includes communication of policies from the top to the
various levels concerned, and of difficulties.and problems, and help required
from below to the top. It also includes supportive feedback from the boss about
performance. Such open communication is likely to increase general satisfaction
of employees, contributing to their higher work motivation.

Norms of recognition of competence promotes a climate of work motivation,

In the organisation competence in the job and good work should be recognised.
If people perceive such recognition, the level of motivation rises, vartous
managers may like to examine whether contribution by the employees is”
recognised. Recognition should be genuine, and given only when an individual
deserves it.

Generally, positive reinforcement builds appreach dimensions of motivation, and
negative reinforcement promotes avoidance aspect.

The role of reward and punishment is very crucial in work motivation. Reward
could include recognition, appreciation, salary increase, non-financial rewards,
promotion, etc. These are cailed positive reinforcers. Punishment in a wider
sense includes criticism, admonishment etc. This is negative reinforcement.
These reinforce the tendency to avoid some behaviours, Generally, positive
reinforcement (rewards) helps in promoting approach dimension, and negative
reinforcement (punishment), avoidance dimension. It is a better policy to use
rewards than punishment. In employee feedback, for example, appreciation of
good performance should precede criticism of poor performance. Those who get
more posilive reinforcement take more initiative and responsibility, and those
who get more negative reinforcement tend to avoid opportunities with
possibilities of failure and thus tend to avoid challenging tasks. Certainly
competerce should be rewarded, so that people may realise that competence
does not go-unnatice. '

Generally, the behaviour that is rewarded is reinforced. An organisation should
analyse what behaviour gets rewarded in the organisation, Not only is the formal

- reward systemn important but the informal system plays an equally significanr -

role. For example, if in an organisation those who can get closer to the boss
seem 10 get rewarded (salary increase or promotion), dependency motivation
will be reinforced in the organisation—a tendency to expect solutions of
problems from above (senior managers). It may be useful from time to time to
get people’s perceptions of such formal and informal reward system and take
corrective 1neasures. :
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Self-renewal Systems i
15) Systems in an organisation reinforce some motivations more than others.

While designing the systems, or making changes in them, it may be discussed

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

16) Role efficacy contributes to work motivation.

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

Activity A
Identify the most characteristic and least characteristic motivation of your
department’s or unit’s climate.What are the indicators?

Activity B

" Administer the role efficacy scale given in begianing of this unit to your
subordinates. Identify the dimensions wherce they score low. Discuss with them
the concept of role ufficacy and the ways of improving it in your section or

department.

6.6 FURTHER READINGS

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

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

Detailed discussion of the concept, research findings and ways of developing role
efficacy can be found in Motivation Organisational Role by Udai Pareek (Rawat:

1987).
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UNIT 7 DEVELOPMENTAL
SUPERVISION

Objectives

After going through the upit you should be able to:

e appreciate the role of the supervisor in ensuring achievement of results and
tmproving work life in their units

* appreciate supervision as a facilitating and developmental process, to help
employees improve their performance, and to empower them for action

o understand the process of supervising teams

o understand how to help dissatisfied and frustrated employees.

Structure

7.1 The Concept of Developmental Supervision
7.2 Supervisory Styles .

7.3 Using Power and Empowcering Employces
7.4 Supervisory Control

7.5 Building Effective Teams

7.6 Managing Dissatisfaction and Frustration
1.7 Further Readings

Exercise | .
Before starting on this unit complete the “Supervisory Styles Survey"” (SSS) given
below,

Superrisory Styles Survey
The purpose ol this questionnare 1s 10 helg you eaaming your supervisory styles.

Below are given 14 items. Each item contams three aliernative statements of beliefs, oncnlation, and/ar
bebavigur, .rate. the three aliernatives (a.b,c) in each itcm, and distribute 6 points amongst them to
indicate the catent to which they come close 10 your own belicf, or correctly describe your orientation or
behaviour, Give the maximum marks or points (say, 6, 5 ar 4) to theitem thar best describes your beliels
or behaviour. Give the remaining points to the rest of the two jtems in such a way they again describe
your belicf or behaviour. Thuts in any set you can give all the § points to one item if that is the best
deseription of you and the other two (they get zero cach} do nol characterise you ot all. Or you moy give
5 points to the best describing itemn und ¥ to another ilem which has some characieristic of you. Similar
other combinations canbe 4, 2, Gord 1, lor 3,2, 1, 0r 2, 2, 2 crc,

Answer all the items. Your genuine and frank responses will help you Lo gain insight into your styles.

The instrument is meint for your pessonal use.

1) a) Suberdinates shauld be treated very affectionately and they need continuous guidance and
help so, on all occasions 1 instruct them.

.b} My employees tend 1o avoid work unless they are closely supervised, So, I prefer 10 keep a
close watch on them to ensure their minimum output of work.

<} My subordinates are capable of working on their awn. S6, I let them work on their own most
of the time. providing support only in difficult situations or when requesicd.

2)  a) |believe in giving freedom o my employces and communicaling to them my faith in their
compelencics. .
D) A pood leader keeps a close eve on the emplovees, whe should know that they are being

closely ebserved, Otiverwise they wnd to avoid work.

€} A paod leader sheould act with his siaff as a father and should tell them what they should do
and what they should not.

3) a) Ishow concern for the individual needs and personal goals of my subordinates by falking to
then and giving them help whenever needed. At times, | do not mind postponing the
organisalional tasks for helping my subordinates. .

b) One need nol be over cancerned about organisational goals and employee needs. Every one
should 1ake vare of himself. | prefer giving at beast part of my time for myself and for
achieving my cireer goals. )

c) Tam willing to sacrificc my personal goals for orgenisational poals and set an example for
athers,

4) a} lalways think in terms of the long term interest and future of the organisation. I'invest
considerable amount of my time in developing employees' for' the future,
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5)

6)

7

8)

9

10)

11)

12)

13)

14)

b)

)
&)
b)
)

a)
b)

<)

8)

)
<}

)
b)

b

P )

)

b)

<)

a)

)

—

<)

1 perfer to think mostly in terms of immediate tasks and short term goals, even if few
employess remain dissatisfied. In the present day eavironment there is very little time to_think
about future.

[ think mostly in terms of my people and protecting thewn. A good leader should gein
employee's loyalty by satisfying them, as it is the people that count In the long run.

I cxpéct ray employees to come to me whenever they are in difficulty. | normally help and
solve problems of those who approach me.

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

Now-a-days people seem to run ta their boss for every small problem. [ get impatient most
often with such employees.
1 tose paticnce when my subordinates make mistakes. I get upset and irmitated easily.

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

I encourage my employees Lo use mistakes as learning opportunities. T discuss with them and
educate them to increase their competence.

In a conflict situation ! prefer 10 call 1he parties together and help them solve the problems so
that they understand cach ather better, learn to resolve their conflicts by themselves.

L prefer 10 bring conflict to the notice of my seniors or take action to pult up the erring side.

In a conflict sitwation my cmployees normally look to me for my judgement on who is right
and whe is wrong. I do tcll them what 1 thiok is the best.

I tend to make most decisions myself, and prefer to inform only those who need 1o know.

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

I prefer to make most decisiens myself, as 1 am not sure if my employees have the required
competencies.

1 prefer to assign tasks purely aczording o orpanisatienal norms even if some people are hurt.

I tend to assign tasks on the basis of my assessment of the employees' competencies. By and
large they seem to like my judgement.

While assig};ing tasks ] ensure that they match the competencies of the cmployces, &l the same
time providing them opportunitics for development.

1 believe in trealing my suberdinates with respect. I believe that [ cannot be a powerful Jeader

-unless | maks my subordinates powerful.

I am rather cauticus in praising my employees. Praise gets into their heads. They tend to put
up o show to impress you. It is difficull 10 Lrust them.

1 prefer irustworthy empleyees, with personal loyalty to me.
I prefer to share new information only with a select few, especially with those to whom it is
relevant, .

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

Whenever ] come to know about any important developments in the country in technology or
sogio-political-cconomic changes, | share them with ali of my employees. | do this as part of
building their competencies for future.

I normally share whatever informaticn [ get about my organisation, its policies, plans etc. with
my employees. This keeps them well prepared for the changes.

1 share information about any changes in company palicies, future plans, ¢le. only with a few,
mainly dependable employees. .

I prefer not Lo share any information [ get about the company, its policies, future plans etc. If

* something is important for my ernployees to know they will know it through proper channel.

My leadership style inspires my employees. [ create conditions so that they enjoy the work they
do.

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

I give high weightage 1o people and their relationships. T would like my employees to do things
that I like, and they da try to keep me satisfied.

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

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

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

Developmental Supersvisioh
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7.1 THE CONCEPT OF DEVELOPMENTAL
SUPERVISION

Supemswn is the basic managerial function. It is the process of facilitating and .
monitoring individual and team efforts to achieve organisational goals, and
facilitating the growth of the individuals and the team. This function hes evolved over
several periods of development of the service and practice of management,

The traditional concept of supervision was to ensure that the tasks were done, as
planned by the supervisor, by the employees working under him/her. The concept of
developmental supervision is radically different from the traditional one. The
following four major differences define the concept of developmental supervision,

Hierarchy and respousibility: The traditonal concept and practice of supems:on is
based on the belief that the sense of responsibility increases with the increase in
hierarchical level. Managers at a higher level have higher sense of responsibility, and
by implication, at the lower level of employees (workers) the sense of responsibility is
not much developed, consequently, the main role of the supervisor is to carefully
plan, guide and monitor execution of the plan by his/her cmployees supervision has
to be close and detailed, and very Intle freedom needs to be given to the operating
employees.

Developmcnlal supervision does not believe in this. It is based on the belief that
although the level of responsibility may, and does increase with the increase of
managerial level (with the higher level competencies involved) the sense of
responsibility is well spread out amongst all the levels of organisational hierarchy. In
other words, workers are as much reliable and trustworthy as the managers.
Consequently, the role of the supervisor is to develop this sense, and utilise it for
action. I the sense of "esponSIblllty is less developed in a group of employees, it is
the failure of the supervisor.

Task and personal growth: Traditional supervision makes a distinction between
orgamsatlonal tasks and develocpment of employees and teams. The main focus of.
supervision is the achievement of the organisational tasks, employee development
should be the focus of HRD (or training). Developmental supervision does not make
this sharp distinction. Its focus is both task accomplishment and employee
development, because they reinforce each other, and one cannot be doae without
paying attention to the other.

A developmental supervisor, in fact, integrates both. Accomplishmerit of
organisational task is achieved by helping the concerned employees to develop
needed task-related competencies, and capability to face problems effectively,

Individual and team: Traditional supervision is primarily concerned with individual
employees. Since accountability is individual, the traditional supervisor's focus is the
individual employee. Team is treated from the point of view of the individual. A
traditional supervisor believes that if individual employees are being properly guided
and monitored, the team (consisting of these employees) will also work effectively.
Developmental supervision treats them as dirtinct units needing separate attention.
Good individual performance may not ensure effective team work. A team has its
own dynamics, A developmental supervisor £~ys attention to both in fact, more
attention to the team. because he believes that an effective team can help its members
raise their levels of contribution.

Tack accomplishment and boundary managemeot: The main difference between
traditional and developmental supervision is with regard to the understanding of the
main emphasis. While a traditional supervisor emphasizes planning of work
(including assigning definite targets) to be accomplished by the employees, and giving
needed instructions to them to achieve the fixed goals, a developmental supervisor
sees his main task as boundary management, i.e. to facilitate the work of his
cmployees, procure needed resources for working on the task, and removing
difficulties which are likely to slow down the pace of progress on the tasks. A
developmental supervisor believes that his employees are both motivated and
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competent to do their share of work, and his own role is to facilitate their work. In
. some cases, even allocation of individual responsibilities, work planning (who can
take leave when, and who will substitute the employees on leave e1c.) is left to the
team of employees; the supervisor rcviews with them progress, and then plans what
he himself can do to facilitate (and remove obstacles from) achievement of the
planned tasks. :

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

7.2 SUPERVISORY STYLES

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

Authoritarlan and Democratic Styles

The earliest suggestions was made by Lippit and White, regarding two type: of
leaders: authontarian and democratic. The authoritarian leader determines a!l policies
and strategies, decides on the composition and tasks of the work teams, is personal in
giving praise and criticism, and maintains some personal distance from employees. In
contrast, the democratic leader ensures that policies and strategies are determined by
the group, gives technical advice whenever the group needs it, allows freedom to
group members to choosé their work teams, tries to be objective in providing rewards
and punishments, and participates in discussions.

When these two styles of managemeni were compared in experimental studies,-it was
found that anthoritarians produced: (a) a greater quantity of work, (b) a greater

amount of aggressiveness toward the leader, (c) less originality in work, (d) less work |

motivation, (¢) more dependence, (1} less group fceling, and (g) more suppressed
discontent.

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

A task oriented supervisor emphasizes the task, often believes that ends are more
important than means and thinks that employecs need to be supervised closely in
order to accomplish. their tasks. This type of supervisor becomes upset when tasks are
not accomplished. The concem for task is so high that the human aspect is likely to
be neglected in dealings with subordinates. This type of supervisor is likely to have
difficulty in buman relations and may appear to be a “tough” person. A task-oriented
supervisor may frequently questicn or remind subordinates about their task, warn
them about deadlines, or show a great deal of concern about details.

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

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

The task-oriented and employee-oriented styies may not be present in pure forms,
and one manager may demonstrate combinations of the two styles. The effectiveness
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of the styles also may depend on factors such as the nature of task or the nature of
the subordinate. -

Benevolent, Critical, and Developmental Styles

Another way of looking at supervisory and leadership styles has been used in various
countries with satisfactory results, In this concept, leadership or supervisory styles
stem from three mutually exclusive orientations: benevolent, critical, and
developmental.

Benevolent Supervisor: This type protects subordinates, continually tells them what
they should and should not do, and comes to their rescue whenever needed. Such
supervisors cater to subordinates’ needs for security and generally are linked by their
employees. They are effective as long as they are physically present. In their absence,
workers may experience a lack of direction and motivation, Such supervisors tend to
have dependent followers, and wnitiative-taking behaviour may not be reinforced.

Critical Supervisor: This type takes a critical approach to employees and does not
tolerate mistakes, low-quality work, undisciplined behaviour, or individuai
peculiarities. Finding mistakes, criticizing subordinates, and making them feel
incompetent are characteristic behaviours of criticat supervisors, Subordinates may
produce acceptable work our of fear, but they do not like this type of manager.

Developmental Supervisors: This type has confidence in the subordinates, helps
them 1o set broad goals, and allows them to work on their own. Guidance is provided
only when requested by subordinates, Competent workers who have this kind of
supervision are likely to feel confident about their work. They are free to work both
independently and interdependently with their colleagues.

Institutional Supervisor

Closely related to the developmental supervisor is an institutional supervisor, because
this type is involved in developing the department or unit. Such supervisors are also
called institution builders, because they ensure the growth and development of their -
units and subordinates by incorporating processes that help people give their best and
to grow with the organization. Maclelland and Burnham identify the following
characteristics of institutional supervisors.

1) They are organisatiomdrientcd and tend 1o join organization and feet responsible
for building them.

2) They are disciplined to work and enjoy their work.

3) They are willing to sacrifice some of their own self-interests for the welfare of the
organization. ) '

4) They have a keen sense of justice.

3) They have a low need for affiliation, a high need to influence others for social or
organizational goals, and a disciplined or controlled way of expressing their’
power needs. ’ : '

Such supervisors often aim at a developmental style but are flexible in their use of

styles. They are likely to create highly motivating work environments in their
organizations,

Exercise B

Transfer the various points from the SS8Q you answeited in the beginning of this unit,
to the following table, Total each column which will give your scores on the three
supervisory styles discussed above. The total of all the three totals should be 84,

using this as the maximum score, convert each style score into a percentage, .and
wrile these figures in the last row of the table. The higher the score, stronger is that
style. The highest of the three score will show your “dominant” style, and the next to
the dominant style is your “back up” style. '

Hems Benevolent Critical Developmental
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3 8 ¢ b
4 c b a
5 u c b
6 b 8 c
? c b a
8 a c b
9 b 8 ¢
10 . c " b 8
11 ' a b c
12 ) b c 1
13 c b a
14 B c b
Tatal - . - -
%Divide .
by 84 end ~ - . - -
multiply by )
100

Implications of Supervisory Styles

No single supervisory style is universally effective. The effectiveness of the style
depends on the employees, the nature of the task, and various other factors. If a new
employee does not know much about the work, a benevolent supervisor is helpful; a
critical supervisor may be frightening; and 2 developmental supervisor may cause
bewilderment. On the other hand, a capable employee may feel most comfortable
with the developmental style of supervision and resent a benevolent supervisor who
continually gives unwanted advice.

Employees with low self-discipline probably could be developed best by critical
supervision, at least on an intermittent basis. Continual vse of critical supervision,
however, is unlikely to be effective. Flexibility and perceptiveness about when to use
each style are useful attributes for leaders of supervisors. '

7.3 USING POWER AND EMPOWERING
EMPLOYEES

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

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

Table 1
Bases and Types of Power

Pases of Power : Types of Power
1 Proximity to the source of power Rellected power
2 Role of status Authorit.y ' .
3 . Punishment - Coercive power
4 Relationship «~Emotional power
5 Reward : Reinforcing power
6 Ability to arouse emotions Charismatic power
7 Exp;rtl.sc : : Expert power
8 Competence Referrent power

Developmenial Supervision
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‘Reflected power is the power a person derives from the closeness to & powerful
person. For exemple, the secretary of the chairman of & company hes power by being
close to the chairman. Similarly, many managers derive their power from their
closeness to senior managers. Such power need not be only because of their status
giving them special privileges, but also because of the opportunities they have of
leaming from the powerful persons as a result of their close association with them,

Authority is the power given in the status or role which a person occupies in a
system. Every role has relevant authority with it. In some cases such suthority is
defined in clear terms as in an organisation, while insome other cases the authority
may be given by the tradition, as in the case of the father's position in a family. When
a person uses the power of his role or status he is employing authority power.

Coercive power is the power used because of the capability or tendency a supervisor
has to punish his employees, the employees may obey or follow the-instructions of a
supervisor because he may be also to punish them. The concept of punishment also
includes manipulation of information, and depriving people of some important

desired materials. Some persons in the organisation even at a lower level use this type .

of power by withholding important information, or delaying certain matters, or
manipulating information in the organisation, In other werds, they are in a position
to cause damage or inconvenience to people. v ’

Emotional power is used by people over those who are very close to them and
would carry out their wishes because of such close relationship. A mother may follow
the dictates of her son because of such emotional power the son may have over the
mother. An employee may do certain things because of personal corsiderations for
the boss.

Reinforcing power is exercised when a person (e.g. supervisor) has the capability
and tendency to reward others (e.g. the employees) for their work. Rewards miay be
either intrinsic rewards like recognition or extrinsic rewards like maney,

Charismatic power is the influence a person has over others because of his ability to
inspire them and move them ecmotionally, Charismatic power produces a temporary
sense of power in other people. It has an emotional appeal, not on the basis of
personal relationship but because of arousal, not on the basis of personal relationship
but because of arousat of basic emotions and sentiments, An inspiring supervisor may
get things done because of appeal to the emotions of people to contribute to the
goals of the organisation. ' '

Expert power grows out of the expertise of a person in his own field. For example,
we accept and implement what the electrician tells us about electric fittings, He
wields expert power and people generally do not question him. Employees may do
what the supervisor tells them to do because they may perceive him as an expert and
may therefore act according to his wishes. Expert influence in an orparisation reflects

- the ability of an organisation to develop such expertise and specialised skills. Expert

power can generate more maturity since all people may look to the expertise of other
colleagues for guidance in the specific fields.

Referrent power is the influence a person has because of his high competence. His
competence may not necessarily be out of his specific expertise, it may be a peneral
sense of competence based on his effectiveness. Modelling behaviour of a supervisor,
for exampie also has an impact on people because of the competence power of the
supervisor who influences his employees behaving in a particular way through his
own example. His employees want to be like the supervisor, and hence the term
referrent power.

Three considerations are relevant in this vegard. In the first place, supervisors need to
be flexible in being able to use the various bases of power suggested aboye according
to the needs of the situation. It may be useful to assess the situation and use the
appropriate base of power. . '

Secondly, the eight bases may_be regarded as a continuum,-one ¢nd-of the continuum
being reflected power and the other end referrent power. This is also the continuum




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

of using authority and coercive power, tkey may use expert and referrent power. The '

eight bases of power can be classified into two main categories—coercive power
(reflected power, authority, coercive power and emotional power) and persuasive
power (reinforcing power, charismatic power, eXpert power and referrent power).
Effective supervisor have been found in research studies to use more persuasive .

. powef than coercive power. They reward desirable behaviour, are seen as experts in
thelr own fields, inspire the employees, and set a-mode] for example through thelr
behaviour (and not sermons).

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

Bnough research has been-done on influencing styles. One approach classifies
influence into two categories—direct influence and indirect influence. Direct
influence is defined as the influence which limits the freedom of people being
influenced, whereas indirect influence increases the freedom of people. Ordering
employees to do something is classified as divect influence which limits the freedom
of people being influenced, whereas indirect influence increases the freedom of
people. Ordering employees to do something is classified as direct influence, whereas
raising questions to them to help them to take decisions is regarded as indirect
influence, because the former gives no freedom to the employees whercas the latter
encourages them to give ideas and generate alternatives. Similarly, punishment is
classified as direct influence behaviour and rewarding as indirect influence behaviour,
because the former would discourage an employee to do certain things and thereby
would limit his freedom, whereas the latter (rewards) encourages an employee to
take initiative and take risks. Rescarches have shown that use of direct influence
behaviour leads to low initiative, low creativity, dependency, low activity level, low
Interpersonal trust, and lower indices of effectiveness and mental health, On the
other hand, indirect influence contributes to creativity and effectiveness of a person.
Direct influence produces resulis when the task is simple and repetitive and no
creativity or complex derision making are involved. Indirect influence is very
effective in situations involving creativity and complexity.

Supervisors may examine what are their objectives in the use of power. If they want
their employees to take initiative and responsibility, to be creative and innovative,

' their own style needs to be more of indirect influence style, In other words, they need -

10 use their power to empower others, to increase their initiative and autonomy and
to help their employees to take initiative and personal responsibility for results.

7.2 SUPERVISORY CONTROL

The purpose of supervisory control is to ensure that results are achieved according to
the planned schedule (time, quantity, quality, use of input etc.). The word control

* may miscommunicate the purpose if it is understood and interpreted in the sense of
directing and commanding the employees, in other words, supervisory control refers
to the process and result of work (using coordinated machinism to check thé process
and outcome of work against pre-determined norms, and taking corrective action);
and not to people (dixecting and commending them). Supervisory control is exercised
with people concerned, and not over them. )
Supervisory control involves three processes: establishing norms or standards before
any action is taken (including periodically planned performance indices), monitoring
the Ievel of periodical progress, and taking corrective action in case of deviation from
the norms (usually shortiall). '

Establishing Norms: Norms or standards of performance are established in advance,
. so that monitoring may be possible. One system used iu-gstablishing norms is the
performance appraisal system. The supervisor helps each employee to identify
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his/her key performance areas (KPAs), and then decide on sﬁeci.ﬁoobjectives or
targets for the coming period (usually one year).

The standards or norms are established by the supervisor by involving the concemned
cmployees. Thus the norms are a joint decision, with the commitment of all
concerned. Usually individual norms are established in the context of the group
commitments. A good device to develop group commitment is Task Analysis, on
which 2 separate unit has been included in this Block.

Performance can in most cases be quantified, The quantitative standards may refer to

© cost (rupee cost, cost per unit produce, cost per unit sold) revenue (rupee sales, per

capila sales) material usage (amount of raw material per unit), resource usage
(utilisation of human resource, power, technology), productivity (units produced per
hour or week ctc.). ' .

Monitoring Performance: Monitoring of performance is a very important
supervisory function. Monitoring is done through a systein of periodically collecting
eriticul information about quantitative and qualitative performance, and comparing
that information with the pre-determined standards. Two important considerations
must be borne in mind. First, monitoring is an enabling tool both for the supervisor
and the concerned employees, and not a tool of checking on the employees. In the
monitoring process, the employees should also participate. Monitoring, therefore,
nceds to be made panticipatory. For example, the concerned employees should sit
with the supervisor, one day every week and review the progress (as against set
standards). They should analyze why there has been shortfall etc, Secondly, only
critical information should be collected for monitoring. Overload of information is as.
dysfunctional as underload. The supervisor and the employees should sit down and
decide what minimum information.should be collected; and why.

For monitoring, several systems are used. Management Information System is meant
to provide systematic critical information for supervisory control. Financial
mformation through Budget Formulation and Review system can be helpful in
monitoring. Records maintained, or special reports can also be useful, No system can
substitute personal observation through visits by the supervisor, and discussion with
the concerned employees. ' '

Corrective Action: Corrective action is taken on the basis of monitoring of

- performance. Corrective action should establish accountability. It consists of *

identification of the extent of deviation (say, shortfall) from agreed standards,
diagnosing causes of the deviation, planning action, reviewing, after action has been
taken (all these to be done involving the concerned employees), and finally,
accountability of the individuals or the team. While action on deviation from agreed
standards should be participatory, accountability should not get watered down.

* Participatory and developmental supervision does not mean compromising on

standards and/or quality, and tolerating inefficiency. The employees must know this.
A developmental supervisor establishes a culture of participation and
non-compromising concern for performance. ’

" Two major concerns of a supervisor are inventory and quality. Effective inventory
control contributes a great deal to profitability and high morale. Supervisors must get |

acquainted with inventory control systems.

Emphasis on quality is attracting attention every where, Quality improvement wouid
require involvement of the employees, and joint action on maintaining and improving
quality. First, the emplayees should have high concern for quality. Quality
consciousness can be increased through Quality Circles, Zero-defect Approach ete.
The following steps are involved: : -

1) Widespread concern for quality through top management talks, meetings, posters
cte. '

2) Formation of groups of employees to plan quality improvement, and set
individual and téam goals. :

3) Recognition of quality work through special rewards, (to i.ndividﬁals and teams),
ceremonies ete. '
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4) Diagnosis of preblems and cbstacies in raising qualily standecds.
5) Inviting suggestions from concerned employees.

6) Formation of spectal Task Forces to deal with specific prob[ems with time-bound
goals.

0] Emphamung accountability of Task Forces by reviewing their work by the top
team, inviting the convenors, and recognizing their contrbution.

7.5 BUILDING EFFECTIVE TEAMS

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

Use of Teams: If supervisors use teams in a number of situations the culture of
team work may be strengthened. For example, whenever a special problem arises, -
instead of solving the problem individually by himself, or by a competent employee,
the supervisor may set up a special teamn to work out detailed actions plan. Si.ch Task
Forces (especially constituted teams to complete specific assignments) are very useful
in dealing with special issues. Task Forces are given a task to be completed within a
particular period. In constituting a Task Force, members arc taken from the groups
concerned with the problem. For example, if a supervisor in textile mill may discover
some spots on the cloth, he may consult engineering department, maintenance
department, and weaving department, and constitute 2 member Task Force of
representatives of these depanments to investigate the problem and suggest solution.
The concept of a Task Force is that an important task-requires urgent work, on a war
footing, that the problem is multifacet and should be investigated from several angles,
and that collaboration of the concemned people is necessary to own up the )
responsibility and find a solution. Task Forces coniribute to collaborative culture in
the crganisation. -

Improvement of quality of products and services is usually done through a team.
Quality Circles are being used in many organisations on the Japancse model,
Productivity Circles or Productivity Teams can also be set up, as discnssed in the last
section. The more such teams, are used with success, the more the employees fearn
how to work in teams,

Rewarding Tenms: Importance of a phenomenon is usually reflected in and
advanced by its recognition by the top management (including rewards). In Indian
organizations, team work is seldom rewarded. In performance appraisal no
recognition is given to teams or team work. Rewards are generally individual, Even.
most Indian firms reinforce the image of an individual hero facing and successfully
overcoming extremely difficult situation. Nc wonder that ieam work is poor in Indian
organization.

Recognition should be given 10 team work in performance appraisal. It is high time

that we developed appraisal system not only for individual employces, but also for

_ teams. However, in the perfermance appraisal of individual employees, two items
-should also be included; how much team spirit the employee showed (worked as a

member of teams), and what efforts he made to develop teams of his own employees.

Productive teams should also be rewarded. Cornpetition can be instituted for
selecting the most producdve team, or the best Task Force contributing to big
savings, or autonomous werk groups producing high quality products etc. Areas of
competition and criteria for selecting the teams may be carefully planned. Some of
the rewards may be both symbols of prestige, and of use to the group. For example,
the best performing branch of a Bank can be given a covetable facility (waler cooler,
photo copier, telex, fax etc.).
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Team Brilding Exercises: Team building may require special attention, most of
Organisation Development (OD) programmes are concerned with team building,
Team building is seen as the building block of an organisation. Special interventions.
are made to build strong teams. In the past, the first exercise in OD work used to be
building teams, beginning from the top, through special programmes of sensitivity
training or T-Groups. These programmes helped in developing strong teams. Later,
other methods were used. For example, if teams are involved in diagnosiog the
problems of poor team work, they prepare possible action plans to deal with such
problems, and implement the plans, stronger teams may emerge. The basic idea of
team building is to confront the issues in the open, develop norms of frank feedback
to each other, and-to generate alternative solutions jointly. Generally, an expert
consultant is invited to help in such exercises. .

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

‘members.

A supervisor may learn such process skills, and may provide such help to teams from
time to time. Generally the last half an hour or so may be kept for process analysis.
Each team can adopt the practice of keeping the last half-hour or one hour for
processing, to examine how they functioned as team. Team members can be given
special training in observing various processes.

7.6 MANAGING DISSATISFACTION AND
FRUSTRATION

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

Tha Dynamics of Frusiration

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

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

F=EXVXO+I+P, where

F = Frustration

E = Expectation to zchieve the goal

V = Valence (attractiveness of the goal)

Q = Opportunity tc achieve the goal in the near future (low)

I = Investment of effort and other inputs in the achievement of the goal
P = Publicity cf the expected achievement (knowledge of others) “

As may be seen from the formula, three variables have a muluphcauve
function—they enhance frustration faster. If ong of them is 2ero, the resulting
frustration-will be zero. In the example given above, if Ali had'no expectation to get
promoted (his goal) he would have no or very little frustration even if he did not get

-

T

ST T Nt e

et b E A ——m—tal gt r e = mme




promoted. Similarly, if the goal, (getting promoted) was not seen as attractiveor . Developmentai Supervision
valuable, there would be little frustration. The more attractive the goal the more the

frustration caused by the nbstacle in achieving the goal. In the same way, if Ali saw

the possibility of getting promotion very soon (say, in the next batch), the frustration

caused by not getting promoted would not be much. The more frequent }

" opportunities one has for achieving the goal, the less is the frustration caused by

deprivation of the goal at one time. -

The other two elements (effort invested and publicity of expected reward) have

additive function. They add to the frustration, but not in the same proportion. The

* mote effort one has invested in the process of achieving a goal, the higher is the
frustration on deprivation of the goal. For example, Ali's frustration would be high '

_because he.worked very hard for the promotion. Similarly, the more others know
about the possible achievement of the goal by a person, the higher the frustration if
he does not reach the goal, For example, if more people knew that Ali was likely to
get promoted, he would fee} more frustrated compared with a situation in which no

one knew that he ‘was likely to be rewarded.

. Circularity of Frustration :

When a person is frustrated or disappointed he may react in‘a particular way, and
start off a cycle. He may trigger a cycle of frustration, or a cycle of hope. The
frustration cycle is as follows: edaptive deterioration-isolation-distorted

" perception-defensive behaviour. The hope cycle is the opposite of it: realistic
analysis-exploration- insight-probler solving.

Disappointment may cause loss of flexibillty and what may be called “adaptive
deterioration”, A person may be preoccupied with disappointment, leading to neglect
of work and signs of general deterioration in the standard of performance. A
disappointed employee may neglect his work, muy cause delays, may make errors etc.
The frustrated person may be annoyed with himself for such deterioration, but he
may continue in such a state. Often others may aot approve of such behaviour, The
person then feels, and gets isolated, and tries to cope with the situation as well as he
can. However, isolation often leads to fantasies, exaggerations, and distorted .
perception of the situation. A frustrated employee may see his boss in “collusion”
with others in creating the disappointment. He/she is likely to see himself/herself in
a victim image, misperceiving many normal happenings as a part of the
frustration - producing events, In response to such distorted perception, the frustrated
person is likely to show behaviour which will help the person escape or defend
against anxiety, and maintain and even enhance self estéem by absolving the self of-
any responsibility in the deteriorating frustration cycle. These behaviours use what
are called “defense mechanisms” (mechanisms to defend against anxiety) and the -
behaviour can be called defensive behaviour. It does not solve the problem, byt helps
to reduce anxiety. The frustrated person may deny that be is disappointed, cr he may -
see a design of several people jealous of his ability or popularity, and so on. In the

* next section we shall discuss defense mechanisms in some detail. The defensive -
behaviour often justifies and reinforces adaptive deterioration, thus completing the
frustration cycle. ' :

The cycle of hope is the opposite of this. A disappointed individual, instead of being
overwhelmed with disappointment, and losing interest in his work, analyses the
situation with greater objectivity, understanding what has caused what, whete things
went;wrong etc. This is likely to lead to exploration with others, ¢ollection of
information, and discovery of facts. With more and comprehensive information, the
person i likely to get a better insight into the whoe situation, leading to action to
deal“with the situation. This is problem-solving beRaviour. Problem-solving behaviour
reinforces realistic analysis, cornpleting the cycle of hope. Both the cycles of
frystration and hope, like such cycles are self-perpetuating. As the cycle advances, it
gets stronger, and is likely to epeat itself.

Coping Behaviour

In our everyday life situation we face disappointment or frustration quite often, An
employee-does not get his breakfast in time to be able 1o catch 2 transport for work,
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misses his bus, does not get the expected reward, finds his son/daughter 'sdoring low

in examination, finds his important papers missing, and so on. We can recount

hundreds of such everyday frustrating expenences The main critical aSpect is how he

+ deals with such situatjons. This we call coping behaviour.

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

‘Managing Frustration

The supervisors are frequently required to deal with frustration of their employees
The following sequenual steps are suggested for effectwe management of employee
frustration.

1) Listen to the [eelmgs of the staff; The first step is taken by the supervi.sor by
understanding the feelings and point of view of the frustrated employee(s). This,
may be done by asking the employee(s} to state the problem, their feelings, and
their perceptions. Instéad of being defensive, if the employees express negative
impressions, the manzger may do well to patiently listen to them. One test of
listening, and a desirablc behaviour assuring the employees that the manager
listened to them is to restate their points of view, feclings and perceptions at thc
end of the scssmn before taking the next step.

2) Share own leelings of disappointment: If a supervisor is able to level with-his
employees, he may be able to reach them. In most situations producing .
frustration in employecs, the manager is also experiencing disappointment. If an
employee is not rewarded, the supervisors is also disappointed. It may. help in
building rapport with the employees if the manager shares his own
disappointment with them. This should not be done as a gimmick, but if he has
some feclings these need to be shared.

3) Share [eelings of guiit (if any): Sometimes the supervisors may partly contribute
to the disappointment of the employees. He may build high expectations, and the
employees may feel frustrated because the expectations are not met. Or he may
promise something to an employee who does not get it. In such situations, a’
manager’s usual tendency is to explain it in terms of reasons. ' Before any

_ explanation is given, zhe manager may share his feelings of guilt in arousulg
expectations, elc.

4) Help the employees to own up their leellngsl: The supervisors modelling
behaviour in sharing his feelings and owning up feelings of guilt may help the
employees own up their own feelings of disappointment, anger etc, Th.lS may help-
in taking next constructive steps.

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

6) Help the employees assess damage by frustration: Frustration causes some
damage in terms of physical effects (sleeplessness, tension, loss of appetite), social
effects {effect on personal relationships, reduced social eontacts, lack of enjoying
life together), effects on work (neglect of work, errors, fall in quality, ,
absenteeism) ete, It may be useful to help the employee reflect and assess the’
damage frustration, is doing to them. Even if the work in the organisation suffers
the main damage is done to the frustrated employee. The employees need o
understand and realise this.

7) Develop alternatives to solve the problem: The final step is to involve the
frustrated employees in generating alternatives in dealing with the problem, and .
in taking constructive steps. While employees generate the alternatives, the
supervisors may suggest some possibilities. Most often the employees, being close
to frustrating situation, may not be able to think of some crealive alternatives.
The manager can taise such possibilities with them. S
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7.7 FURTHER READINGS

Supervisory Styles Survey (SSS) has been adapted from the “Supervisory Leadership
and Beljefs Questionnaire” by T.V. Rao (The 1986 Annual; Developing Human
Resources, Published by University Associates of USA), It describes the
instrument and gives some reséarch findings showing stability of the style over’.
time. A related concept of “Task Nurturant” style has been proposed by I.B.
Sinha in Nurturant Task Leader (Concept, 1980) where he proposes, citing
research findings from several organisations, that task nurturant leadership style is

the most relevant one for Indian organisations.

Discussion of the different power bases, and use of an instrument to measure use of
- and need for coercive and persuasive power can be found in “Bases of Power” by

Udai Pareek (Unpublished). i :
Team Building Second Edition by W.G. Dyer (Addison Wesley, 1987) describes a
team building programme and its applications. Dharni Sinhia describes team
_ building experience in a mining organisation in chapter 12 of T-Gropp, Team
Building and Organisation Development (ISABS, 1986).
More details about the dynamics of employee frustrations can be found in chapter 11
of Organisational Behaviour Processes by Udai Parcck (Rawat, 1988) from which
the ideas have been borrowed for this unit.
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UNIT 8 COUNSELLING AND:
MENTORING -

Objectives

After going through the unit you should be able to: ‘

e understand the concept and processes of counselling and mentoring

« diffefentiate between listening to and hearing the employees,, and batween helpful
and unhelpful questions raised to them.

o understand the role of lhe mentors, and how to develop them Car o T ke

Structure IR 2
8.1 The Concept, Objectives and Processes I
8.2 Listening and Asking L e
8.3 Nurturing and Helping A B Y S
8.4 The Process of Counselling C n :

8.5 The Process of Mentoring
8.6 Further Readings

8.1 THE CONCEPT, OBJECTIVES AND PROCE}SSFS

=

- Young persons (workers and managers included) develop by bel.ng mtﬂ persons .

whom they admire, and by building a trusting relatlonshlp ‘with their. supennsors who
nurture, support and guide their subordinates. There is no substitiite for sucha -
dyad:c relatiohship for employee development. It differs from training mainly in.its
intensity or relationship and its focus on establishing 1:|:u.nua].1t)l and o::onfide.l:mal.lt}r

When a young person ]CImS an organisation he/she needs some senfor person (whom

he/she admires for various qualities) in whom(s)/he can confide and get advice and
support. The person need not be, and preferably should not be, his/her supervisor.
Such relauonshlp is called mentoring, and the senior person is called mentor. The
‘word has its origin in Greek mythology. Odyssens, while going on & long 10- }'ear
voyage, left his house and his son Telemachus in the care of an old man named-
Mentor, who not only helped the boy to become a competent young men, but also on
one occasion saved his life. This relationship became a model and came to be known
as mentoring. The concept of mentering relates to emotional support and guldance
given by usunlly an older person to a younger one who is called a protege

The young employee also need's to develop trusting and supporr.we relauonshlp Wllh
his/her immediate supervisor, who can help the former to set challenging task goals,
support him/her to achieve them, help him/her to analyse why he/she could not
have higher performance, and plan to have higher achievement in future. This
process is called counselling or coaching or performance review which can be defined
as help provided by a Supervisor to the subordinates in analysing their performance
and other behaviours on-the-job, in order to improve their performance. While
mentoring is concemed about the general development and psychological we}.l_-_bei.ng.
of a person, performance review or counselling or coaching (we shall use the word"
counselling for this process) focuses. on the analysis of performance on the Job, and
identification of training needs for further improvement, .

Objectives of Mentoring

~The main pugpose of mentaringis to provide opportunity. to young people to sh.a.re

their coficerns and get both moral support and guidance.for their development: It
involves the following: .

1) Establishing a relationship of trust ,
2) Modelling behavioural norims for the young person \
3} Listening to the personal and job concerns of the young person _

et LA T TN
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4) Helping him to sea{?h alternative soluticns for the problem
5) Sharing own relevant éxperiences

6) Responding to his emotional needs, without meking him dependent on the -
mentor .

7) Develop long-lasting personal and informal relationship,
Objectives of Counselling

The main purpose of counselling is-to develop the employee. It involves the
following:

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

3) Providing him an opportunity to acquire more insight into his behaviour and -
analyse the dynamics of such behaviour. : ' :

4) Hélping him to have better understanding of the environment.

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

6) Encouraging him to set goals for further improvement.

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

8) “Helping him to review in a non-threatening way his‘p'rogress in achieving various

-objectives.

9) Providing him empathic atmosphere for his sharing and discussing his tensions,
conflicts, concerns and problems.

Both counselling and mentoring involve help and support by a senior person (in
compelence, experieice, expertise, and position) to a younger one. Three processes
are involved both in counselling and mentoring: communication, empowering and
heiping.

Communication involves both receiving messages (listening), giving messages
(responding), and giving feedback, The covnsellor or the mentor does all these. The
process of empowering involves enabling the other person to exercise more
autonomy, providing positive reinforcement so that desir:wée behaviour is further
strengthened, and creating conditions in which the person'i$ able to leamn from the
" behaviour of the mentorer. The counsellor through the process of identification.
Helping behaviour is based on concern and empathy of the mentor or the counsellor
. for the employee. It is also based on mutuality of relationship; counsellee responds as
much to the counsellor's need as the former docs to the latter's. And fnally, helping
primarily involves identification of Gevelopmental needs of the counsellee so that he
may be able to develop and increase his effectiveness. :

8.2 LISTENING AND ASKING

In inter-personal communication messages are received from (listening) and sent to

 (responding or asking questions) the other persons. Effective listening, empathic .
response, and supportive questioning are important both in mentoring and in
performance counselling. Most examples here will be given from performance
counselling. .

Listening - 7
Listening is the first effective step in communication. Listening involves paying
attention to the various messages being sent by the.other person. The obvious

message is the ideas being communicated (cognitive message). But more hidden may -

be the feelings and the concemns the other person may not be able to put clearly in
words.-Listening to‘feeliugs and concerns is very important for effective counselling.

Counselling und Mentoring

Fl A el ot i} rarir—

e T T




HRD and the Supervisor

54

Activity Az Llstenlng to . Feelings

Given below are statements made by different people Identlfy the feelmgs behind
them and enter in the space provided. To aid you in this exercise, given below are a
list of words describing feelings which you may choose from.

A feeling may occur more than once in the 25 statements. Menuon only the numbers
of feelings against each Item. :

1) Happy : o : : T "
2) Depressed ... ' [ :
3} Miserable...viniiinn,
4) Confused Lot e e R s R Rt
5) Discouraged
6) Relieved .......... e S e '
7)  Uneasy.ooiinnnn. ' o S
8) Pressured — S ——
9) Despair e :
10) ANXIOUS oivvverremnerseres
11) Resentful..oommmmmmrrns T -
12) Guilty..cvcenrrrenne UV o
13) Hostile : ‘

1) "I work like a donkey here. Any tough job comes to me. When it comes to
- rewards and promotions those who butter the boss get it.

2) - Every time my superior checks the work I have done, he finds something wrong
in it. He himself does useless things. Next time he finds fault with me, l am
going to give him back.

3) Whilel accept that I have not done as well as I could have, that low rating you .
gave botliers me. It may affect my promotion which is due next year. '

4) 1think [ am the culprit, I made the mistake of transferring this young man to the
cther department and now he is leaving us to join-the other company..

5 1 have waited all these years having continuous hopes year after year. Now 1
think it is too late for me to aspire for any more when l did not get any'thlng for
the: past year. , .

6) This fellow does not work at all and he is belng pampercd because he has
political connections.

7) 1ldonot understand what to do. I am driving myself to death now. I was told
that if the quality does not l.mprove they may have to abandon this product.--

8) 1should not have given him so ‘much freedom. He leaked out everythmg from
© the confidential files.

9) What do 1 do? The situation hes changed ovemight, the ma:ket has changed
completely. Now I do not think we can do anything except to suffer Iosses. We
may as well stop aspiring.

10) What is the great thing he has done? He od"pigd and presented the model as his
invention. That is the way he fools people and bosses fail to recognise it.

Activity B: Listening to Concerns

'In the following items identify the concerns by completmg the statement followmg

“because”, Your response should reflect the personal concern, as t'a.r as you can:
ascertain it from the employee's statement provided. . L

1) L am really made. ! havetried = You feel 'angry because S
to do my best in the past year. ) : i
I have worked twice as hard as anyone else i in

_:this Qﬂige, butlnevergetapromoﬂon L S \ —
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2) 1do not know why I was trans- You feel puzzled and, you
" ferved to this department. 1 ) resent because

was not given any reason—they e

' ]USt sent me, And I do not llke S

*3) This is absolutely ridiculous. You feel ahgry because

I have only been doing this job . S
for a short while and my supervisor

has decided to move me out because
I am not producing as much asthe ..

.athers,

4) My superior obviously does not You feel trapped because
like me. No matter what 1 do,
itis not good enough. Iwant e
a change to a different department. et s s

5) -1 do not understand my boss. You are puzzled because
One day he tells me what a great et b bt rranens ‘
worker I am and the next day he :
says that | am good at nothing.

Asking Questions and Responding :

Questions can facilitate or hinder the process of communication, Questions can serve
several purposes: they can help in getting more information, establishing mutuality,
clarifying matters, stimulating thinking. In a counselling situation questions play a

! very important role. Some questions can shut off the counsellee, or make him
dependent on the counsellor. Another set of questions can build autonomy of the
counsel.lee Obwously the l.atter will be helpful, and not the former.

Queslions that do not help
The following types of questions are not only not helpful, they hinder the process of
effective counselling.

Critical Questions

Questions which are used to criticise, reprimand or doubt the counsellee create a gap
between him and the counsellor. The way the question is asked (tone or sarcasm)
may indicate that the question is a critical one. The choire of words may also indicate
the critical nature of the questions, “*Why did you fail to achieve your targets?”
commumcates criticism, whereas “why could.you not attain your targets?” Would
normally communicate invitation to examine hmdenng factors. “How did you again
fall short of your target?” Is a reprimanding question. “How can you achieve this
target you failed last time” indicates doubt in the ebility of the counsellee. All such
critical que.stlons either shut off the counsellee, or make him diffident.

Testng Questions

Questions which are asked to find out whether a person is right or wrong or how
much he knows are evaluating or tesnng questions. Such questions may tend to make
the other person defensive. In a testing ‘question the person who is asking the
question takes a superior attitude, and the other person is put in a kind of witness
box, Such questions may also take the form of cross-examination. A reporting officer
who proposes to find put why his employee was not able to meet his target can easily’
shp into a cross-examination, testing or evaluating posture. Again the tone of the
interviewer may determine whether.the question is asked as a testing quesnon Such -
quesnons are sometimes similar to critical questions.

Resénting Questions

A person may ask questions to indicate h1s resentment for the behaviour of the other

person. Wheén an employee in a counselling situation asks; “How should | attain a

- higher target?” may indicate his resentment depending on the tone in which such a
question is asked.

' Leading Quesuons
Quite often-unknowingly we ask questions which indicate what kind of answers we
want and we may get such answers in return. Such a question may be asked after
.meking a statement. For example, a reporting officer may say to his emplayee: You.

]
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. could not attain the target because Maintenance Department did not moperate. *Is

that true?”, or it may be put in the question form: “Were you not able to attain the
target because the Maintenance Department did not cooperate?” Both are leading

questions, A leading question almost seduces the other. person to go along the line of

thinking of one who puts the quesdon This tends to stop further exploratiou and is
aut belpful,

Questions that are helplul

" . The following types of questions may be helpful in developing more healthy

relationship and In increasing the effectiveness of the other person.

Trusting Questions '

Questions which are asked to indicate that the ques'tloner s seeking heip or -
suggestions may indicate the trust he has in the other person. The question “How do
you think I can deal with the problem I am facing” is seeking help from the other
person. Such questions may be asked both by the employee and the supervisor.

Clarifying Questions . .

Questions may be asked to collect information, more facts and figures. Such .
questions are very helpful. If a counsellor asks his employee several questions to help
him to get more information about various aspects he would help him in having
relevant information to understand his problems, After listening to a person for
sometime the counsellor may paraphrase the counsellee’s statement (also called
mifroring), then may ask a question to confirm whether his understanding is correct.
For example, the question “You are worried about your lack of knowledge of the
new system”. Is that so? )
Empathlc Quesﬂons

When questions are asked about the feelings of a person, his coneem, l:lls problems
not so much for finding solutions as to indicate and ezpress concem of the
questioner, these may be classified as empathic questions, When a manager asks an’ _

employes: “How is your son feeling now?” he {5 not so much seeking information, as .

he is indicating his personal concemn about the health of the employee’s son and .

“thereby he is showing his sympathy with the employee. Such questions help to

generate more trust, and the necessary rapport with the employee. Empath.tc
questions create a climate of mutual trust and huma.n understandmg

Open Questions ;

The most useful questions are those which stimulate reflection’ and thmkmg on the
part of the counsellee. “Why do you think we have not achieved the targets this year
while the cther company has done so?” is an open question inviting the other pemon
to explore the various possible dimensions, and to share these with the person who is
asking such a question. Open questions encourage creativity, a tendency to expiore
several directions which might have been neglected so far, Such quesuons are very
useful,

Responding to Questions

Counsellors sometime use responses some of whxch are useful and some other
dysfunctional. Some counsellors may be using more often certain types of responses
than others. It is necessary to be aware of these. Responses that alienate the
employee, criticise him or order him are more likely to be dysfunctional. Empathetic,
supportive, and exploring responses are more functional. Various verbal behaviours
in counselling situation that characterise these responses are showm in Exhibit 1.

1
Exhibit 1
Couonsellor Responses

Unhelpfal Effective and helpial

Allenating’ . Empathic
Continuous streas on conformity Levelling

Not encouraging creatlve acts Rapport building
Passive listening Identifying feclings
Lack of verbal response . '
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Sopportive
Critical Recognising
Criticising ~ Communicating availability
Repeated mention of weakness . Trusting
Belittling :
. : ; Exploring
. Reprimanding Questions
* Directive Reflecting
Prescribing X Sharing
Ordering : o Probing
, Threatezing " Cloaing
Giving no opticns Summarising
Polnting out caly cne )
accepiable way Concluding
Quoting rules and regulations Centracting for follow up and help.
Feedback

Interpersonel feedback is an important input for increasing self-awareness. It helps in
reducing the blind area of a person, helping him to become more aware about his
strengths and weaknesses, If properly used, it resuits in higher mutuality between two
persons. The process of interpersonal feedback and conditions which make it

effective have been discussed in details elsewhere (Pareek, 1976). The following hints

are reproduced from that source.

Feedback will be effective if the person who gives the feedback (counsellor) makes
sure that it: . :

1) is descriptive and not evaluative,

2) is focused on the behaviour of the person and not on the person himself;

3) is déta based and specific and not impressionistic,

4) reinforces positive new behaviour,

5) issuggestive and not prescriptive,

6) is continuous,

7) is mostly personal, civing data from one's own expetience,

8) is need-based and solicited, '

9) isintended to help,

10) is focused on modifiable behaviour,

11) satisfies needs of both the feedback giver and one who receives feedback,

12) is checked and verified, '

13) is well timed, and _

14) cqﬁﬁ;lb::lto;s to mufuality and building up relationship. _

From the point of view of one who receives feedback it is necessary that the reaction
to feedback is more in terms of exploring ways of improving behaviour rather than in
terms of defensive behaviour. The following defensive behaviour might not help in

- -using feedback properly, and the behaviour which are oppusite of these may be
helpful. '

1) Denying feedback as opposed to owning up responsibility for behaviour,

2) -Rationalisation (explaining away feedback by giving reasons) as opposed to self
* analysis to find why such behaviour was shown.

3) Projection (contributing negative feelings to the other person) as opposed to
empathy (trying to understand the point of view of the other person). -

4) - Displacement (expressing negative feelings to one who may not fight back) as
opposed to exploration (taking help of the other person in knowing more about
the féedback which has been given). -

:5)" Quick acceptance without exploration as opposed to collecting more
: informstion-and-data tounderstand the-bebhaviour.- - - - -

Couuselling sad Meatoring
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6) Aggression towards the person giving feedback as opposed to concern for
improvement, . -t

7) Humour and wit as opposed to concern for-improvement.

- 8) Counterdependence (rejecting the authority) as opposed to listening carefully to

the person giving feedback,

9) Cynicism (generally strong scepticistu that things cannot irﬁprove) as opposed 10
positive critical attitude to accept some feedback and to question some other,

10} Generalisation (explaining things in a general way) as opposed to
experimenting.

Empowering :

In performance counselling and mentoring one objective is to increase the employee's
potential to make impact through effectiveness. One important mechanism in the
empowering process, especially in mentoring relationship, is modelling. When the
mentor, or the supervisor, is seen as a model, the employe€ develops ider tification
with the mentor or the supervisor, feels powerful.

Levinson has stressed the importance of the process of identification of the employee
with his manager. One major influence which empowers an employee is the
oppogtunity for him to identify with individuals having more experience, skill and
influence. This according to MeClelland is the first stage in the development of
psychosocial maturity or power motivation. This legitimate need should be fulfilled.
Levinson states several barriers which may come in the way of such legitimate
process of identificarion: lack of time, intolerance for mistakes, compiete rejection of
dependency needs, repression of rivalry, and unexamined relationship, Levinson
suggests that to help the development of the process of identification it is necessary
that the manager also exarnines his own process, and needs of interacting with the
subordinates. :

The way the supervisor excreises his/her influence over the employee may either
empower the employee or reduce his capacity to make impact. Distinction has been
made between two modes of influence, one called direct mode of influcnce (which
restricts the freedom of the other person), and the other indirect mode of influence
(which increases the freedom of the person), Flanders has developed some categories
to indicate the two modes. He classifies criticism and punishment in the second
category of influence. The reason is obvious, when a person is criticised or punished,
some actions for which he is criticised or punished are inhibited and the person
avoids doing those in future. This restrcts his freedom. On the other hand, if a
person is praised or reorganised, he feels encouraged to take more initiative in
exploring new directions. This results in an increase in the field of his autonony.
Training strategies can be remodelled to empower the participants, In counselling
much more use is made of indirect mode of influence, by recognising feelings,
expressing feelings, acknowledging and praising good ideas given by the counsetice,
and raising questions which promote thinking and exploration. - .

8.3 NURTURING AND HELPING

Counselling is essentially helping. Helping involves several processes.

Without manager’s concern for his employee, effective helping cannot be provided in
the counselling sessions. Such concern is shown when the counsellor is able to feel for
his subordinate and is able to empathise with him. These would be reflected in the
kinds of questions asked and the tone in which conversation takes place. Managers
may constantly ask themseives how much concern and genuine empathy they have
for the employees whom they are counselling, Without such genuine concern,
counselling may only degenerate into a ritual and cannot achieve its goals,

Counselling should not be regarded as merely giving help. It is also receiving help on
various aspects. Unless such a relationship is established—i.€. both persons involved




in the relationship feel free to ask for and provide help to each other—counselling
cannot be effective. Mutuality is based on trust and genuine perception that each
person has enough to contribute. Although the counsellor is.in superior posmon. he
continues to leam and to receive help from the counsellee

Mutuality can be devéloped by employing some approaches. Morrisey (1972) has
suggested & few techniques like a you-we technique, second hand compliment, advice
request and summary. In the you-we technique, one uses you to compliment and we
to criticise (“}'ou are doing a great job, we heve a problem™). The second bhand
compliment is communicating to the subordinate a compliment for him received from
a third party. (Mr. Raman says that you have done an excellent job for him), The
advice-request is asking the employee for suggestions and advice. Summarising at the
end helps clarifying the decisions taken and fixing the responsibilities and integrating
the whole discussion.

8.4 THE PROCESS OF COUNSELLING

Counselling is helping the employee to grow and develop in the organisation. Every
manager is counselling his employee knowingly or unknowingly in his day-to-day

work life. An effective counsellor manager is one who helps his employees to become -

more aware of their strengths and weaknesses and helps them grow to improve
further on the strong points and overcome weaknesses. By the process of mutuality
: and support he helps the employee to develop, providing the proper emotional
“elimate. Mutuality involves working together with the employee and developing
future plans of action for employees growth and centribution to the organisation.
Support involves acceptance of the employee as a total person with his strength and
weakness and encouraging hiin with warmth.

Counselling requires certain interpersonal skills which can be acquired easily if a
manager is genuinely interested in developing his subordinates. Counselling skills are
important for a manager particularly at the time of performance review.,

Good managers counsel their employees regularly in their jobs whenever a necessity
arises. Annual performance reviews provide formal opportunities for formal
counselling. Such a formal counselling process passes through certain stages which
are important for the managers to note. The counselling process has the following
three phases: rapport building, exploration, and action planning.

In the rapport building phase a good counsellor attempts to establish a climate of
acceptance, warmth, support, openness and mutuality. He does this by empathing
with employees and his orientations, by listening to his problems and feelings, by
communicating his understanding to the employecs, by expressing empathy and
genuineness of interest in him,

In the'exploration phase the counsellor attemipts to help the employee to understand
hemself and his problem better. He may do this by raising questions to help the employece
explore his problems, and helping him to diagnose the problem properly.

In the action planning phase, the counsellor and the employee jointly work out or
plan specific action steps for the development of the employee. The manager makes
commitment to provide specific support he could offer to contribute to employee
development.

Exhibit 2 gives the three phases (and the sub-phases) of the counselling process.
Against each sub-phase are mentioned counsellor behaviowr which are helpful in the
counselling process and those which are likely to hinder the process.

Rapport Bu.ildi.ng

Rappott building is essential for any effective counselling outcome Rapport building
phase involves generating confidence in the employee to open up and frankly share
his perceptions, problems, concems, feelings etc. the counsellor manager should level
himself with his employee and tune himself to his orentations. This can be don
adoptmg the employee's frame of reference.

Covnsclliog and Mentoring
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HAD sd the Supervisor

Attending

Opening phase of counselling is very important in rapport building. General Openmg
ritunls may communicate messages of attending to the counsellee and give .
importance to the counselling transaction, Inviting rituals like offer the chair, closing
the door to indicate privacy, dsking the secretary not to disturb or not to pass on the
telephonic calls during the conversation may indicate that the counsellor is atlending

to the counscllee. However, all such rituals should come out of the genuine concern
and attempt for full attention to the employee duting the counselling session.

Listening

It has already been discussed that listening is important for effective counselling. As
already stated it is important to listen to what the employee says, as well as to his
feeling, and coucerns. Physical posture (e.g. leaning forward) and keeping eye
contact with the employee are indicators of listening,

Acceptance

Establishing a climate of acceptance is & necessary pan of establishing rapport. The
employee must feel that he is wanted and his counsellor is interested in
understanding him as a person rather than as a role or a position in an organisation,
The counsellor communicates this to the employee by distening to all the problems of
the employee and communicating back to the employee that he is listening. The
counsellor can communicate back to the employee by paraphrasing, mirroring or

reflecting what the employee says. For example, when an employee says, "1 am really
mad, I have worked twice as hard as anyone else in the office. But I'never get

promotion,” he is expressing his anger. The counselior may reflect back and say,
“¥ou feel that your superiors have not shown proper recognition for your hard
waork”. Such a reflection or mirroring would help the employee feel that he is being
understood and that his counsellor is interested in him. This builds in a chmate of
acceptance and facilitates the process. '

Exploration

Besides accepling the employee, listening to him, and estabhsh.mg a climate of
openness the counsellor should attempt to understa.nd as well help the employee
understand his own situation, strengths, weakness, problems and needs. Nobody

~ would like to be directly told his weaknesses..Counselling skill lies in making the -

employce discover his own weaknesses, and identify his problem. At the most the |
counscilor may use open and exploring questions.

Exhiblt 2

Sequential Process of Pedormance Counselling
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Phase

Helplul Behavlour

Hlodering Dehaviour

Rapport Bullding
Altending

Rituals
Conversaticn on personnl Discussion of behaviour
matters from the start
Smile
Listening (to) Physical sttention (Posture) Distraction
feelings Eye contact {aktention to
coneams Response (verbal & non-verbal) aother things,
Problems Kceping out telephones, tetephones)
noise, disturbances etc.
Acceptance Communication of feelings and Lack of
{empathy). cONCems response
Passive listening
for a long period
Paraphrasing fzelings :
‘ sharing own experience
Exploration . ' :
Exploring Mirroring or parephrasing Criticising
Open questions

Avoiding or hedging




Encouragement to explore

Problems Questions to explore Suggestion of

identification possible problems a problem
Encourggement to generule
information -
Identification of a probable
problem

Dingnosis Exploratory questions Suggesting the
Generating several possible cause
caves - :

. Action Planping .

Searching Questions on possible solutions Advising
Generating slternative
solutions

Decision-making - Queations on feasibility, Directing .

priority, pros and cons
Discussion of ene solution
Discussion of an action plan
Contingenéy plan

- Supporting : Identification of needed help Promisc of
Monitoring general help
Contract on help

Exploring
Exploring helps an employee to search various dimensions of the problem, or

discover unidentified problem antl bring to surface unnoticed issues. Explofing can
be done by using questions and suggesting to the employee to talk more on a
problem he mentions. A variety of question may be used as already discussed.

- Problem Identlfication

After general exploring questions may te asked to help the employee focus on the
problem. It is necessary for the counsellor to use guestions both to generate
information on some concems and problems, and to narrow down focus-to identify a
more probable problem. For example, if an employee feels thet his problem is that
others do not cooperate with him, the counsellor may ask questions to narrow down
the problem to the employee’s relationship, with a few colleagues; and then questions
may be asked to help the employee see what he does that prevents possible coope-
ration. Eventually the problem may turn out as to how the employee may deal with
competitive relationship, and yet collaborate. Identification of a problem is the
necessary step in planning for improvement.

Diagnosis :
Diagnosis of the problem is the next step in exploration. Explorations should lead to
 the diagnosis. Without diagnosis there is little scope for solving any problem. Open
questions like “Why do you think people are put off when you talk with them?”,
“Can you recall occasions when you got full cooperation?”, “What do you attribute it
to?", “What personal limitations mainly bother you?” may help the employee more
towards a better diagnosis. The main attempt should be to generate several
alternative causes of a problem. ’

Action Planming

Managers are expected to guide their employees and contribute to their
development, Counselling interviews should end with specific plans of action for the
development of the employee. Identifying a training need, job rotation, sponsoring

for further training, increased responsibility, role clarity etc. are some of the likely
outcomes in such action plans. Trreé sub-phases can be identified in action planning.

- Searching

The main contribution of the counsellor to action planning is the help he provides to

_ the employee in thinking of alternative ways of dealing with a problem. In addition to

. encouraging the employee in brain storming such alternatives, the counscllor at a
later stage can also add to this list of alternatives for further exploration. This should,
however, be done only after sometime. The employee should primarily take the
responsibility of generating alternatives.”’ - : - C

Counyelling and Mentoring

61

LSRN ey Py S TP ] o ey

I Bt

W R TEsT

R I SR e I R




HRD and the Supervisor

Decision-making

After the alternatives have been generated, the counsellor may help the employee
assess advantages and disadvantages of each alternative, raise questions on the .
feasibillty of the various alternatives and help finalise a plan to be implemented. This
may, however, be regarded as a contin gency plan, to.be altered in the light of further
experience.

" Supporting

The final and the crueial stage of counselling is to communicate support and plan for
such support in implementing the agreed action plan. Psychological contract of
providing help in further increasing autonomy of the employee, and not his
dependence on the counseltor, Design and monitoring the action plan, and needed
follow up may also be prepared. This then closes the counselling Interaction.

8.5 THE PROCESS OF MENTORING

Levinson et al. (1978) have contributed the most to the understanding of the ]
mentoring process. Levinson's concept of a mentor includes being a teacher, sponsor,
counsellor, developer of skills and intellect, host, guide, exemplar, and most

importantly supporter and facilitator in the realization of the vision the young person -

has about the kind of life he wants as an adult. Mentoring integrates characteristics of
the parznt-child relationship and peer support without being either. According to
Levinson not having a mentor in formative years of a young person could be & great
handicap to one's psychological and career development,

Although young person during their professional journey, unknowingly research and
discover appropriate mentors, organisations are increasingly paying attention to this
phenomenon Generally, more promising young managers are gwen mentormg
experignece. A young manager assigned to a mentor, who is senior in position and age
sometimes several levels senior to the protege; not necessarily from the protege’s
department. Mentors are selected on the basis of their interest, availability, and

.“mentoring competence” (image of competence, empathy, and ability to provide

emotional support). One mentor may have not more than five protege. Tata Iron
successfully used this arrangement.

There are two main phases in mentoring process, dependence and inter-dependence,
although counter-dependence may in some cases be an i.ntermedia_ry phase between
the two. During dependence phase admiration for the mentor is'followed by
identification with him, followed by approval (getting guidance and checking
alternative action 1deas) The inter-dependence phase is characterised by- —
trust-building and mutuality when the mentor and the protege may begin to
collaborate and provide emotional support to each other, If the mentor is
expenenced a5 overwhelming and overpowering, counter-dependence may develop .
before inter-dependence. The protege may reject the mentor and may develop his
own independence. Search of one's own identity may later flead to appreciation of
the mentor'srole and relationship, leading to inter-dependence. Several well-known

.persons in the west having famous mentors passed through the counter-dependence

phase, and some could not make much progress to inter-dependence.

Mentoring process is quite similar to the counselling process. The dynamics of the
phases discussed with counselling are also applicable to mentoring, The ultimate goal
of both counselling and mentoring is to help an employee attain psychological
maturity and effectiveness.

8.6 FURTHER READINGS

D. Levinson er al. have provided the most extensive material on mentoring in The
Seasons of a Man's Life (Kaopf, 1978). Levinson’s concept of mentor is a
combination of teacher modet counsellor, supporter, guide, sponsor and host; the
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relationship is intense, lasting for 2 to 10 years. According to him the most ' - Counseillng and Meniaring
successful men had mentors as young adults. The importance of mentoring has

been supported by G. Valliant in a longitudinal study of 95 Harvard graduates in

Adapiation to Life (Little, Brown, 1977). G. Roche surveyed 4000 executives

and reported in an article “Much add about mentors” (HBR, 1979, Volume 20)

that two thirds had relationship with a mentor, and one-third with two or more.

He further reported that those who had mentors eamed more money at a younger

age, followed a career path, were happier with their career and sponsored more

proteges. ’

There is a large literature on counselling. A comprehensive book on performance
counselling is by G.L. Momisey, Appraisal and Development through Objectives
and Results (Addison-Wesley, 1972), in which simple suggestions are given for
effective counselling. L Sperry and L.R. ‘Hess in Contact Counselling
(Addison-Wesley, 1974) have advocated contact counselling, based on
transitional analysis epproach. The main techniques employed in contact
counselling are keying (reading people), responding and guiding. A .
comprehensive model of performance appraisal has been supgested Qy U. Pareck
and T.V. Rao, included in their Designing and Mansaging Human Resource :
System (Oxford and IBH, 1982) and to be published by the University Associates
1990 Annual. This model has been used in this unit. Training material (Self tests,
role plays and analysis of counselling scripts etc.) on this model are contained in '
T.V. Rao and U. Pareek's Performance Appraisal and Review : Operating
Manual and Trainers Manual (Learning Systems, 1978).

Activity-Answers

The correct responses for these activities are as follows. Please check your responses
on these tests with the following.

Activity A

1) Resentment 6) Resentment
2) Hostility 7)  Anxiety

3) Anxety 8}y Guilt

4) Guilt 9) Despair

5) Despair 10} Hostility
Actlvity B

1) You feel angry because your hard work is not being recognized.

- 2) You feel puzzled and you resent because you were transferred without being
given any explanation.

3} You feel angry because you were not given an adequate chance to prove your
worth.

-4} You feel trapped because you don't feel capable of pleasing him.
5} You are puzzled because your boss is not consistent in what he says about you.
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BLOCK 3 COMPARATIVE HRD
EXPERIENCES

This block comprises five units, The first unit (Unit 9) gives an overview of the status
and the context of HRD systems in government and public systemns, suggesting HRD
interventions required for improving work culture and efficiency. Unit 10 presents
the application of HRD concepts to social and family welfare programmes. Unit 11
deals with the HRD processes and interventions in four strategic sectors viz., defence,
police, panchayati raj institutions and voluntary organisations, responsible for
strategic functions. Unit 12-examines the relevance and application of HRD in the
service sector. This unit deals with LIC, public scctor banks, health and family
welfare and education scctor. The last unit discusses HRD policies and practices in
different parts of the world, highlighting the major commonalities and differences,
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UNIT 9 HRD OVERVIEW IN :
GOVERNMENT AND PUBLIC
SYSTEMS

Objectives

After going through this unit, you imust be able to understand:

» the place of HRD in government and public systems

e the specific context in which HRD operates in the government sector

¢ The nature of existing and desired HRD interventions in government.

Structure

8.1 Role of HRD in Goverament

9.2 Contextual Factors

9.3 Basic Objectives of HRD in Government Sysiems

9.4 Role Set of Government Administration System

9.5 HRD Developments in Government Systems

9.6 Current Systems of HRD in Government

9.7 A New Approach to ap Integrated HRD System in Government
Administration

9.8 Summary

9.9 Refercnces :

9.1 ROLE OF HRD IN GOVERNMENT

The government has 3 critical role to play in the development cf the country. It acts
as a planner, regulator, catalyst, controiler and investor. Its policies and practices
directly determine the nature and direction of HRD activities in institutions and
organtsations under the direct control of government such as the administrative
machinery and public sector organisations. Indirectly, the government’s poljcies and
practices set the tone and create an environment which may discourage or encourage
the HRD activities of other orzanisations in the non-governmental sectors as well,
Thus, HRD in government has a strategic role. That is, its own policies and practices
have a ripple effect with wide ranging impact on other sectors of society. This is
especially so in a partially controlled economy like India’s where the government
regulates the activities of even private sector organisations.

Broadly, HRD in government can be given Lwo interpretations. The first can be that
it refers to the HRD activities in the various ministries, departments and governmenlt
agencies. The second interpretation is that it refers 1o role of government at the
macro environmental level, policies and conditions which affect HRD in various
other organisations. ' For instance, the policies and directives of the povernment with
respect to the employment and employment conditions of special sections of society,
such as the backward classes, significantly impact HRD policies and practices at the
micro organisational level. This chapter will examine government’s role in HRD
mainly from the former angle.

9.2 CONTEXTUAL FACTORS

The environmental and situational conditions under which the government operates
have an important bearing on its HRD practices. By and large, the government is
seen to be conservative and slow in managing and implementing HRD and its HRD
activities are often constrained by red-tapism and bureaucratic delays. The
government has been slow to introduce even fairly conventional HRD systems such
as regular training and development of its personnel. There are a number of reasons
which may explain these characteristics of HRD in government,
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-government functionaries.

levels. An enlightened administration, dealing constantly with new situations, with

Government institutions are very large and complex systems. To cope with the
myriad tasks of administration, government organisations and institutions tend to be
very diverse in nature and are scattered across the length and breadth of the country.
The sheer size, spread, diversity and complexity, of the administrative machinery I

make the HRD function in government a highly complex one. A second factor is the [i———-
historical context of government institutions. Although in a democratic system there L

may be frequent changes in the legislative branches of the government. The executive
branches consisting of the administrative departments and related organisations,
remain more or less stable. Consequently, there tends to be a historical continuity in
the structure, culture, practices and behaviour of thesc depariments or organisations.

Thus, for instance, although India has been independent of the British now for over
forty years, very many of our administrative policies and practices continue to be the
same or similar 10 what they were during the time of British rule. The sheer
magnitude and complexity of bringing about change has prevented changes being
implemented. Furthermore, changes in the administrative practices of the
gOVEInment may even cause considerable disruption and organisational turbulence
not only within the government systems but also outside. This is why the introduction
of even minor new HRD systems is a slow, difficult and often hazardous process in
governmental systems. On the other hand, the social, economic and political &
environment in which governmental institutions function is often highly turbulent, -
especially in a democratic society which is open to infiuences both from within and
outside. Thus, public administrators frequently find that they have to cope with ,
changing circumstances, new problems and new tasks, while the human and =
organisational resources available to them remain relatively unchanged. This gives
rise 1o complaints of bureaucratic delays, red-tapism, apathy, lack of motivation ete.
Such difficultics are the most common cause of frustration and demotivation among

A final contextual factor of considerable importance to HRD in Government has lL
been the sharply increased level of complexity of government administration in ]f
modern-times. Such a complexity is related to the sweeping tide of revolutionary E
changes in different facets of society. We are witnessing an era of knowledge I
explosion, social and technological revolutions, and widespread changes even in
political systems. In most parts of the world the increasing tendency toward !
democratisation has made governing systems of all kinds more visible and "
accountable to the common people. Consequently there are increased expectations
and turbulences of various kinds. .

As Mathur points out: “The massiveness of the social, economic and political
changes implies the need for careful all-round planning and control of resources at all

economic, social and lechnological developments, with a constanily changing society
increasing in complexity all the time, needs an equally committed, motivated,
dynamic and inventive administrative service personnel to handle various levels of
administration...... The administration has (o assume many different roles and
responsibilities for effective management of various functions. The importance of
manpower planning and HRD in the above context becomes quite clear. HRD in
administration implies a series of organised activities of the government conducted
within a specified time with a design to produce behavioural changes in various levels
of administrators. HRD programiies are concemed with training, education and :
development of all those people who are engaged in various capacities. in
performance of various administrative jobs.” :

9.3 BASIC OBJECTIVES OF HRD IN GOVERNMENT
SYSTEMS * ' ‘

According to K. M. Mathur, the basic objectives of HRD in goverﬁmcnl
administration systems are: '

1) To equip the civil servant with precision and clarity in transaction of business;
2) To attone the civil servant to new tasks which he will be called upon to perform
in a changing worid;




3) To develop resistance to the danger of becoming mechanised by visualising what
he is duing in a wider sétting and by persevering with his own educational
development;

4) To develop his capacity for higher work and greater responsibility;

3) To develop and maintain staff morale particularly hecause large number of
people have to deal with tasks of g routine nature;

6) To inculcate right attitudes 1owards the public, never forgetting that the civil
scrvant is the servant and not the master of the comrnunity; and

7) To sustain the human touch not only in direct personal contacts with the public
but also in handling coirespondence which demands a proper sense of urgency.
and due consideration of the "man at the other end™.

The aim of HRD has to be te develop the administrators not Tust for the needs of

tomorrow but even for those of the days after. The HRD programmes can reduce the

consciousness gap between the Ieaders of socicty #nd the masses of people by
tratning development administrators. The success of 2ny development programmes
lies in 2 number of variables of which training is an important factor, Training,
cducation and developmert or HRD in administration are cxpecled to provide the
needed stimulus to initiate impulse$ of change in the administrative apparatus and
will lead to improved efficiency, productivity and administrative performance. In fact,

" of Jate there has been significant enlargement of the training infrastrycture even

proliferation, enhancement of financial outlays and consequential increase in the

number of training opportunitics for administrators. o

HRDin administration is an important part of macro-level human resource planning.

An organisation that does not plan for ils human resources will often find that it is

not meeting either its personnel requirements or its overall goals effectively. There are

four basic steps in human resource planning:

1} Planning for future needs,
2} Planning for future balance,
3) FPlanning for recruiting and selecting, and

4) Planning for development.

Planning for development aims at increasing the ability of the individuals and groups
to contribute to organisational effectivencss. Development programmes are designed
lo educate employees beyond the'requirements of their present position so that they
will be prepared for promotion and be able (o take a broader view ol their role in the
organisation. How should the training and movement of individuals within the
organization be managed so that the organisation will be assured of a continuing
supply of experienced and capable personnel? The centrat elements in human
resource planning are forecasting and the human resource audit. Forecasting attempts
to adsess the future personncl needs of the organisation. The human resource audit
assesses the organization’s current human resources. In the human resource audit, the
skills and the performance of cach individual in the organisation are appraised.
Induction and orientation are designed 10 provide a new employee with the
information he (or she) necds in order to function effectively and comfortably in a
given setting. Induction and oricntation is generally followed by training programmes
aimed to improve skills, technigues, knowledge and attitude of the employees.
Continuous monitoring of the actual job performed will reveal changes that call for
new training. Training for advancement is needed to enable the employee to climb
the promotional ladders.

9.4 ROLE SET OF GOVERNMENT
ADMINISTRATION SYSTEM

With the introduction of the Five Yeur Plans after independence, the Government of |

India to0k upon itself a developmental role in addition to the conventional regulatory
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role. The assumption underlying the new role was that along with looking after-law
and order, the Government needed to pay attention to resource mobilization and
utilization. A number of departments and agencies werc created on the lines nf
vmventional bureaucratic structures. The Government also gave a lead role to the
public sector in order to provide the major thrust for development,

Over the years, the expectations from the role of the governments’ central

administration system have grown to a very great extent. The role set of the
Government in HRD can be seen in the ilustration by Athreya. * :

Ministers

Central Administration | Industry Agricullure Services

People————

State Administrations

Such a role-set suggests the possibiliiy of conflicting expectations and priorities which

_ have to be fulfilled. These according to Athreya, are:

1) To forecast, analyse and advise Ministers on strategies for achieving policy
objectives.

2) To help in optimising goals.

3) Approved programmes to be implemented in time.

4) Progresstobe monitored and to give suggestions o the ministers for corrective
action.

5) Performance comparison with other countries.
6) To develop innovations in procedures and practices.

7} To develop subordinates and themselves for the institutionalization of
Government. '

9.5 HRD DEVELOPMENTS IN GOVERNMENT
SYSTEMS

Industry has used HRD in an integrated form only recenily. In Government, it is
more so. Some important HRD developments in Government are given below. *

1) Initial attempts were made to improve organistional effectiveness in
Government. Paul Appleby from the US Public Administration came and
studied the Indian administration set up. One of his recommendations was the
need to transform administration from a ‘colonial’ to a development-oriented -
one. However, not much was done to implement the recommendations.

2) The Administrative Reforms Commission of 1967, emphasised the importance
of better systems and training and devetopment, This led to the setting up of an
Administrative Reforms Cell, within the Home Ministry first. This later become
a Personnel Department, Three activities were strengthened among others,
nominativn of more officers for training within and outside the country,

computerization of manpower data and more systematic postings for specialised '

assipnments.

3) The Indian Institutes of Managément, Calcutta and Ahmedabad started in 1962,

By the carly seventies, Indian A dministrative Service recruits were given
management training and management concepts were also brought into the
training institutions of other public systems such as Income tax, Postal and

Police.
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4) Failures in implementation of plans, projects and programmes led to an
awareness of HRD. In 1985, a formal Ministry for HRD was set up.

5) With this new emphasis on HRD, ministers and secretaries of government
departments were deputed to attend a variety of training and development
. programmes on management and HRD at reputed management institutes like
the ASCI, the IIM's, XLRI, Tata Management Training Centre, etc.

9.6 CURRENT SYSTEMS OF HRD IN GOVERNMENT

1  Training

The nature, size and variety of the plans and programmes of social and economic
advance that the country has undertaken determine the training of Government and
public systems. Ten years ago, there were only a few Central and State training
institutions for imparting induction training to their officers. In-service training was
not seen as important for the development of officers. Teday, most States have their
own training institutions and if they do not have, they send them to other reputed
institutes.5

2 Job Rotation h

The move away from purely generalist training on history, constitution, procedures
etc. towards specialised training, has also made possible more purposive rotation and
transfer. The earlier concept of the jack-of-all-trades generalist, who can handle any
assignment, is giving way to better fitment of role and person. Officers who have
ulilised the opportunities to get Masters and even doctoral degrees in specialised
subjects like Economics, Energy, Popuiation Studies, Trade ete. are being rotated
into relevant assignments.

3  Data Bank

The awareness of HRD has coincided with a sudden acceptance of computers in not
only industry, where the debate has been raping for thirly years, but also in
government, This has enabled the computerisation of human resource data. The data
bank and its use for drawing lists for training, rotation and promotion are becoming
the norm in government. There may be a lack of system discipline, and attempts at
manipulation, but the system is now available.

4  Selection )

Even before independence, selection in government was “objective” in the sense of
being based on competitive examinations. But this has a concomitant problem of
rigidity. There is a very limited acceptance of mid-career entry. ’

5 Manpower Forecasting? .

This goes mostly by annual manpower budgeting and ad hoc proposals during the
year. But the five year plans have provided an opportunity for at least once in five
years for each Ministry to make its manpower forecasts. In the past such forecasts

were mechunistic extrapolations. What is more remarkable recenty are the pressures

for efficiency and manpower reduction, in the following ways:

a) Voluntary Retirement Schemes have been introduced, giving attractive benefits
at the end of twenty years' service.

b) Additional workload is sought to be taken without increasing manpower.

¢) Information technology is helping to merge and sometimes eliminate routine
jobs,

d) More autonomous, “attached” organisaiions are being formed, to take work out
of the bureaucracy into more flexible entities. .

e) The thrust towards delicensing, deregulation and decontrol, the move from
‘physical’ to fiscal control etc. are expected to lessen the administrative work
load further.

6 Performance Appraisal
Performance Appraisal as a HRD tool has not yet been realised in Government

* systems. The predominant method of performance appraisal in government has been
the confidential rating sysiem, used largely for cvaluation rather than development.
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9.7 A NEW APPROACH TO AN INTEGRATED HRD
SYSTEM IN GOVERNMENT ADMINISTRATION °

Development may be defined as the process of acquisition of competencies. Human
Resource Development is the process of facilitating and ensuring the acquisition of
competencies required by people (employees, their supervisors and leaders or people
in general) to perform certain activities or tasks intended to achieve some desired
outcomes. These outcomes-are defined by that organization in an organizational
setting or some public agency, or agent or leader in public settings. .

Objectives of a programme or an ¢.'ganization can be achieved only when people do
certain things to achieve them. The people who should do these things are the
employees. What they do or are expected to do may be called “activities™ or “task”.
These activities or tasks are grouped into categories and are sometimes called

‘wfunctions”. If the task or activities have to be performed well, certain conditions

have to be met. The following are some of the important ‘conditions that need to be
fulfilled:

o The goals or objectives should be clearly stated and prefcrably in observable and
measurable terms.

o The activities or tasks required to be performed for achieving the goals should be
exbaustively identified and listed.

o Each person or employee should have a complete list of the activities he is
expected to perform and should be motivated or committed to perform these
activities.

e Each person or employee should have the capabilities or competencies required to
perform these activities. If he does not have them, he should be helped to acquire
these competencies.

o Periodically the list of activities, their appropriateness to achieve the goals, division
or allocation of these activities to different members, competencies needed and the
competencies existing in the employees should be reviewed and compétency gaps
should be identified.

» Competencies shouid be developed in emﬁloyces or people on a continuous basis
to perform these activities, tasks and functions.

HRD is nothing but a planned way of ensuring that the ahove conditions are meL. In
order to ensure this a number of instruments or mechanisms can be used. These
instruments include activity analysis or task analysis or role analysis exercises, critical
attribute identification exercises, performance analysis, feedback and review
discussions, potential development exercises, training OD, et¢. Some of these
mechanisms are briefly described below:

1 Activity Analysis/Task Analysis/Role Analysis

These activities aim at examining and organizing the various tasks to be accomplished
in arder to achieve organizational objectives. In activity analysis all the activities
required to accomplish the final or intermediate goals of the organization are
identified. Task analysis is concerned with identifying the functions or categories of
tasks. Role analysis is concerned with the role and role clarity of job incumbents.

The above mentioned activities are necessary for individuals to be able to perform
well in organizations. Unfortunately, they are often neglected especially in public
service organizations resultiag in vagueness about roles and tasks and overlapping
functions.

The following steps are followed in carrying out activity/ task/role analysis:

s A workshop is held in which the entire department or unit, or a group of a
maximum of fifteen to twenty people, get together under the leadership of an
external expert.

o The workshop begins with an identification of the mission of the department or
organization. .




» The mission statement is translated into measureable objectives to serve as
indicators of mission achievement.

. # The group then identifies the specific objectives of their unit or department which
can contribute to the overall mission.

e Every individual in the group examines how his or her job can contribute to the -
objectives of the department and specifies goals and activities which he, or she has
to fulfil.

o Each individual ther presents his or her job objectives to the eatire group and
‘makes necessary modifications after discussions.

s Following this, each individual prepares an exhaustive list of activities which he or
she has to perform, estimates the importance of and time required for these
activities, identifies the competencies that'are needed to carry them out and finally,
arrives at the competencies which he or she needs 1o develop.

e The individual discusses the list with his or her supervisore. and a final acuv:ty list
|s arrived at with the approval ef the supervisor.

2 Identification of Critical Attributes

Critical attributes are the important qualities the job holder is required to possess in
order to perform the funclions associated with his job well. In the activity/task/role
analysis stated above, competency requircments are identified for each job holder by
himself in consultation with his supervisors. The critical competencies required to
‘perform the job are ¢ritical attributes. In cuse an activity/task/role analysis is not
being done by the unit, it could undertake the identification of critical attributes with
the help of specialists (behavioural scientists). Such an exercise should result in the
identification and listing of critical coinpetencies required for a job to perform it well
and the indicators of these competencies, When specialists undertake.such work they
normally start with some form of job analysis (somewhat similar to role analysis, the
major difference being a relatively more focus on the job and its components and less
on the job holder and his expectations and cxperiences) to derive critical attributes or
competencies.

The same could be done by the department itself in a similar way as role analysis.
The only additional step is to identify critical comperencies from the list of
competencies identified. For each competency, indicators of the competency (e.g. a
degree, diploma, evidence of handling the function well in the past, behaviours on his
jab, performance appraisal reports, test dala ete.) should also be stated.

3 Performance Appraisal

Performance Appraisal systems as instruments of HRD have not yet been realised in
government systems. A performance appraisal system can be a powerful tool of HRD
when it is used to help an employee undersiand his tasks and the means of achic-,ving
them, identify the strengths and weaknesses he has relevant to his job, and acqmre
new competencies for self development in the job.

It is possible to design appraisal systems to achieve these ob]ecuva Irrespective of, or
in addition to the performance appraisal (or confidential reparting) followed by the

-Government, it is possible and even desirable for every administrative head to design
and follow a performance review process in his unit or department. The following
components could be used for such a process:

» Periodically, about oice every six months or a year, every appraiser meets with his
appraisee for a formal discussion regarding the appraisee's work and performance.

e The appraiscr and appraisec jointly review the latter's past performance and
decide on specific objectives to be achieved in the next year.

e An analysis is also carried out of the factors which inhabited or contributed to
past performance and those which are expected to inhabit or contribute to future
performance.

» Based on the above analysis, the appraiser idenltifies the developmental needs of
the individual as well as those of the orpanization. These needs serve as the basis
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for planning the organizatiors training and development and organizatioﬁ
development activitics for the coming year. :

‘The performance appraisal svxiem described above serves the purpose not only of
individual evaluation but alsce. of providing important input data for an organization's
trairing programmes, counsclling plans, organization development activitics, ctc.

4 Potentinl Development! '

Every individual has some competency of the other. An organization interested in
HRD nceds to provide opportunities for identifying and developing such _
competencies so as o enable the future growth of peopl:. The objective of potential
appraisal system is to identify the potential of an employee to occupy higher positions
.in the organizational hierarchy and undertake highzr responsibilities. Based on the
assessment of potential, an organization can design appropriate training, career
development, counselling and organization development programmes.

A good potential appraisai system would include the following:
) Prcparatioh of proper role descriptions for various job positions.

« Identification of the critical attributes or requirements for effective role
performance in the future roles. ‘

o Asscssment mechanisms by which individuals can be evaluated with respect to the
critical attributes. Psychological tests, simulation games and exercises, performance
analyses, are soine such mechanisms which can be used.

o Feedback mechanisms by which individuals are kept informed about their
potential and the steps they need to take in order to improve. " ‘

5 Training )
Most of the Lraining in government today is institution dependent. If training has to
serve a useful purpose, the individual should feel 2 need for training, he or she should
be spunsored for training at a suitable time, and he or she should be provided the
opporzunites or facilities to use his learnings from the training. It is useful for every
department or organization 1o set apart an appropriate training budgét. Training
necd not be viewed as classroom training atone. It is possible o have monthly
meetings of all staff of a department in which information is shared by the .
depariment head, or training inputs are imparted by an internal or external expert.
Training can also be imparted by sponsoring field visits to study the functioning of

other cffective departments or organizations. !

6 Orgunization Development

One of the most important, but also most neglected, aspects of HRD in government '
systems is organization development (OD). Given the traditional rigid and
bureaucratic structures and cultures which tend to prevail in large organizations like
government systems, snany HRD activitics and systems cannot be successful unless
planncd changes are made in ¢xisting organizational structure and cultures. ODisa
method of planned change by which an organization’s health and effectiveness is

diagnoscd and relevant interventions made to improve it.

Onc approach to OD in a government system has been used and described by
Viwal”? This involves the administration of a questionnaire to assess the attitudes of
peopls and the climate prevailing in a department. The questions include such as:

e What is the work we are doing, but which we should not do?
o Wha is the work we must be doing, but are not doing?
& What are your individual problems and what solutions do you suggest?

¢ What are the major problems facing the department and what are your ideas 10
overcome them? . '

e Whar are your objectives? Are we taking action to achieve them? How successful
arc we in this?

s What arc we doing to reach our goals?

B T




If the data from such a questionnaire survey are shared with members of tlie . -HRD Overvlew in
. department and used as a basis for planning and implementing change, it would act Government and Pablic
rnuch like the survey research method in QD. Y

Another intervention is the suggestion scheme system.'?" In this scheme, suggestions
are periodically collected from department members about modifications or
improvernents which can be made in the department. The best sugge.snons accepted
for implementation are displayed in a roll of nonour and the winners are given cash
awards.

An OD intervention which may be especially usefut in government systems in
Management by Objectives (MBO). 14 In this method, people at all levels are
involved in identifying organizational goals and SpBClﬁc :ndmdual strategies for
achieving these goals through their respective tasks.

Pestonjee has pointed out the need for QD interventions to reduce the role stresses
which people in government departments are prone to face. Such stresses arise from
conflicting tasks and responsibilities, a sense of erosion of one's role, psychological
non-acceptance of one's role, etc. Role based interventions can help reduce these
stresses by clarifying, redefining and enriching formal organizational roles.!s

9.8 SUMMARY

HRD has a strategic role to play in government. The contextual and historical
conditions affecting government systeras give the HRD function in government a
difficult and cornplex role to ptay. HRD has to provide for the development of
administrators and personnel who in tum have to look after key developmental,
activities in the country. Hitherto, HRD in government has been confirmed ta limited
training activities, job rotation, selection, manpower forecasting, and maintaining of a
personnel data bank. A iew approach towards developing an integrated HRD system
in government administration is called for. .

The main components of such a system are suggested to be activity, task or role
analysis, identification of critical job attributes, performance appraisal, potential
development, training, and organization development.
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UNIT 10 HRD FOR HEALTH AND
- FAMILY WELFARE

Objectives .
After going through this unit you will be able to:

e idemtify the importance of developing the competencies of field workers in social
* and family welfare programmes '

e siate the unigue context in which human resource need to be developed for an
effective implementation of population programmes -

o list the various components of human resource management that need to be
simultaneously attended to for facilitating the social and family welfare
proprammes

e list a series of questions to be answered in relation to each of the Human
Resource functions

« identify the gaps in HRD for Health and Family Planning workers.

Structure
10.1 Introduction

10.2 A Contextual Understanding of Human Resource Management for Population

Programmes in India
10.3 What does Development and Management of Human Resources mean?
10.4 Summary

10.1 INTRODUCTION

The ultimate objective of any.health and family welfare programme is increasing life
period, decreasing mortality rate, incidence of discases etc., and making people
healthy and economicatly sound through reduction of birth rate, adoption of small
size family norm and such other strategies.. Health and family welfare organizations
attempt to achieve these goals through the use of man, material, money and services.
A variety of human resources are being utilised to work for these objectives. They
include the Auxiliary Nurse Midwives (ANMs), Male and Female Multipurpose
Workers, Lady Health Workers, Family Planning Bealta Assistants (FPHAs),
Extension Educators, Medical Officers, District Level Officers, State Level Officers
and so on. These categories of employees are directly governed by the health and
family planning organizations at the state level, Besides the people employed
formally by the health and family planning department, help of pursonnel from
various other departments is also taken by the health department. Unless these
categories of employees are managed well, the services are likely to be ineffective. By
managing the human resources we mean, developing the necessary capabilities in
these people to perform their tasks and then creating necessary conditions that
ensure continuous and effective use of these resources. This chapter focuses on the
management of human resources employed by the health and family welfare
depariments.

Tt is all the more so in government organizations in India. While a great amount of
attention is paid to creating infrasiructural facilities at health céntres, supply of
medicines; contraceptives, generating incentive schemes for acceptors and such other
issues very little attention is paid to strengthen the personnel in health and-family
welfare departments who are in turn supposed to manage the facilities and facilitate
achievement of targets. s '

There are many dynamics that operate in terms of human processes in organizing and
*developing family planning and health services to people. In order to understand the
adequacy or inadequacy of human resources management gne needs to understand
the total context in which these resources need to be managed. The following-is an
altempt to provide such a context. i
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10.2 A CONTEXTUAL UNDERSTANDING. OF
HUMAN RESOURCE MANA GEMENT FOR
POPULATION PROGRAMMES IN INDIA

Acceptance of a small size family norm is essentially an individual decision or at the
most a joint decision of two people (hushand and wife), Research evidence available
on issues of this kind in India indicates thm people follow some processes or certain .
sequences in coming to a final decision or before adopting a new norm or a new
practice. For example, researches on adoption of new a,,ncultural practices sugpgest
that the following sequential stages are involved: experiencing a need, becoming
aware that there are altemnative or new ways of satisfying the ne¢d, becoming
interested in one or more of these possibilities, deliberating, trial, evaluation, final
adoption and integration. Recent researches indicate that the adoption sequence for
family planning practices can be viewed under five stages; 1) Awareness and
formation of attitudes to a small size family, 2) Developing a no desire for more
children, 3) Gathering knowledge about family planning methods, 4) Formation of
intentions to act and 5) Adoption through choice of one or more methods. People at
different stages need diffcrent kinds of help or interventions to move towards the
final stage of adoption, For example people in stage 3 could be helped through
literature and mass-communication strategies using radios and television (if they are
accessible) whereas people in stage 1 may need more interpersonal dialogues and
discussions. Thus diagnosis of the adoption stage of a person becomes important for
a family planning worker so that he can plan his intervention properly. As about 80
per cent of population in India is rural. Influencing them to move 1owards adoption
becomes very complicated due to lack of communication facilities and limited
number of employees available to contact them. The main agencies of the
government at the operating level are the primary-health centres (PHCs) and
subcentres at the village levels and urban health centres in urban settings. The people
at operating level include the ANMs, EEs.

Multi-purpose worl-cers ol'her health workers, and above all the Medical Officers
manning the PHCs. Preparation of people, educating them and motivating through
interpersenal communication and such other strategies, delivery of services etc. are
all the responsibilities of operating unit — the PHC., As a first level supervisor, the
medical officer becomes an important officer in the administrative hierarchy because
he has td manage the human resources given to him effectwcly in order to achieve
the objectives of the programme. Besides, he is also an important poini of contact
with peopte as he is also a main instrument in the delivery of services. The technical
c.apabrlllles required for delivering health and family planning services are developed
in him through medical education in the medical college, experience and other
training programmes. The technical capabilities and interpersonal communication
skills required by his operating functionaries at the rural level are developed through
the lrammg they receive before they take up the job. For some categones like ANMs
such training is more systematic and of longer duration and for some it is only
short-term and somefimes inadequate.

In order to supervise the operating units and personnel manning these units, to
provide them necessary assistance so that they will be able to perform their functions
well and to provide continuous guidance and counselling the district leve!
functionaries exist. They need to have substantial managerial and ‘supervisory
capabilities in order to do their job well. The regional and state level functionaries
take care of larger issues like policy formulation, planning, generation of new ideas
and schemes, managing information, monitoring, continuous evaluation, mod1ﬁcauon
of overall programme inputs etc. functions. .

10.3 WHAT DOES DEVELOPMENT AND
MANAGEMENT OF HUMAN REbOURCES
MEAN?

This background makes it clear that functionaries at different levels require different

kinds of knowledge, attitudes, and skills to be able to contribute to the achievement
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of programme abjectives. The magnitude of the problem becomes clear when one
look at the position of the staff in the rural health (amily welfare centres alone in India.
There are abouwt 20,000 doctors, 5,000 extension educators, [,07,000 [ady health
workers, 85,000 maie health workers, 40,000 family welfare health assistants, 10,000
nurse-midwives, 4,000 statistical assistants (computers) 5,000 store-keepers and
3,000 drivers, thus adding to a totai of 2,70,000 staff members manning the rural
family welfare centres alonc by late Eighties. In addition there are thousands of staff
manning the urban family welfare centres, post-partum centres run by the state
governments (faculty in pacdiatrics, health educatjon, demography, anaesthesia,
extension educators, ANMs, LHVS, FWWs, ete.), health and family welfare training
centres, the district family welfare burcaus (like District Family Welfare and MCH
Officer, Administrative Officer, Mass Education and Information Officer, District
Extension Educator, Medical Officer, field cvaluation workers, statistical
investigators and other support staff}, state family welfare bureaus and the state
secretariat cells.

An cffectivedelivery of family wellare services requires effective functioning of the
various personnel invelved in this programmes. Management of human resources in
this context would mean getting right people for the right jobs, developing their
capabilities to do their jobs effectively, monitoring their performance through
appraisals, evaluation and incentives, developing their capabilitics continuously so
that they will be able to adapt themsclves to the changing requirements of the ficld,
ensuring their motivation continuously through appropriate reward systems and
promotions and helping them at every step through guidance, counselling ctc., and
getting the best out of their capabilitics. The following funclions may be involved in
ensuring effective management of human resources for achieving family welfare
programme objectives.

1. Manpower planning: This function deals with prediction of manpower needs for
the family planning organization considering the tasks to be handied and the
changing necds of the socicty over time.

2. Selection, recrvitment and other forms of job assipnments: This function deals
with identifying right persons for the dificrent jobs to be handled and placing people
in right places so that they can give their best,

3. Induction progranmme: This function deals with the management of mcchanisms
1o socialise people in the organization.

4. Training: This function deals wilh cnsaring the continuous development of
capabilitics in people so that they are able 1o perform their tasks well and meet
challenges from the changing environment. . -

5. Performance appraisal, job evaluation (Intl anmalykis: These funcllom ensure the
accuunlablllly of people.

6. Rewards and punishment: This function helps maintain the monvauon of capable
pcople and helping poor performance 10 take corrective action.

7. Tronsfers: This function ensure cmployee welfare and provides opporlumncs to
meet changing needs of the field by making people available at needed places.

8. Employee counselling and feedback: This function ensures that guidance is
available for employces [rom their supervisors and helps creating a supportive
climate.

9. Employce-employer relationships: This function ensures that people are not
exploited, their grievances are heard and good relationships are maintained.

10, Carcer planning and development: This function ensures that people do not
stagnate in their jobs and there is change in responsibilities periodically.

11. Organizational design and institutional building cffort: This function cnsures
crealion of proper environment so that people give their best and quality of work life
in continuously well maintained,

In the following section each of the above funclions are taken up and the major
issucs that come up while dealing with that function are raised.
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Manpower Planning ;
When one thinks of the manpower planning the following questions need to.be - -
answered for ensuriny effective handling of this function.

1) 1f acceptance of family planning is basically an individual decision and if there is
- a sequence that people go through before they make their final decisions, are
there any studies available that determine the optimal number of contacts and
the nature of contacts required to get one person move from the first stage
(awareness) to the last stage (adoption)? :

2) What kind of capabilities are required on the part of the field level worker in
order to help a person accept the small size norm? (Capabilities in terms of his -
technical knowledge, his awareness of the economic situation, links between -
family size, population growth and economic development, interpersonal
commaunication, persuasive abilities and helping capabilities, etc.)

3) What will be the oplirﬁal size of field staff required to cover a population of
about80,000 and over what period? |

4) What kind of roles or jobs are needed at the grass-root levels that perform

mutually exclusive functions? (For example male workers can take care of male
population and female workers should take care of female population etc.}

5) What are the roles envisaged for the field staff once the field is saturated in terms |

of developing positive attitudes in people to adopt a small family norm?

6) What are the manpower requirements estimated over years totake care of the
family welfare services? What roles would they be performing over years as the
field is changing due to their interventions?

7) What should be the ratio of field staff to medical and other technical staff? How
should this ratio be changing over time?

8) What are the supervisory levels required? How many district level officials are
required to supervise and provide support to MOs? Should this be in proportion
to the number of PHCs or the nature of the area? What should be the criteria
used for determining optimal number of positions required at the district level?

9) What are the manpower requirements at state levels? Who should man what
-positions?

Manpower planning for manning the family welfare programmes should be based on
a clear understanding of the field requirements, capabilities required to fulfil these
requirements, change in the field requirements with interventions by the staff,
changes required in the-capabilities of the staff with changing requirements of the
field. Unless some research is done in selected areas and some norms are developed
on these directions the objectives may not be achieved. Questions raised above necd
to be answered.

In an assessment of the manpower requirements int family planning, the Institute for

Applied Manpower Research observed the following as early as in 1968:

1) Family planning programme is likely to be handicapped by the non-availability
of women doctors, particulatly.in rural areas. Medical college admission
increases will not serve the purpose, because doctors need some incentives to
work in rural areas. . '

2) The utilisation of qualified nurses after giving them necessary orientation training
may reduce the manpower requirement problems in the family planning
programime. :

3) 1t may be desirable to involve more and more private practitioners in the
programme cither by hours or by cases in their own clinics or with the mobile
teams.

4) ANMs may fall short of the requirements in almaost all the states. Some will be
case of LHVs.

In an experimental effort made in Athoor Block, an attempt was made totry a -
modified staffing pattern for ANMs and LHVs and to evolve a methodolagy of work
for the workers integrating the two activities. :




For this experiment, each ANM was allotted about 5,000 population instead of HRD for Health ond
10,000 population distributed within a distance of two to three kilometers. Work Family Wellaze
plan was developed within the framework of this modified staffing pattern.

Substantial improvement in the quantum and quality of MCH services was observed

in this area compared to non-experimental areas. The registration of ante-natal cases

in Athoor became almost complete, compared to 50-75 per cent in other areas, the

frequency of post-natal visits were comparatively much higher, a considerable _

improvement was observed in the-post-natal care given to women in this area. There

was steady and rapid increase in the number of female sterilizations, knowledge about

various family limitation methods was comparatively higher in this block. The

improvement in the record-kecping system and the reporting of vital events was

another achievement of the prograrame. All these findings support the conclusion

that the staff pattern of one ANM per 5,000 population and the methodology of

work developed within that framework is effective and served asa model for

development of the family planning programme in the community.

An important issue related to manpower planning for family welfare services is the
involvement of people not employed by the programme. Particularly at field levels
involvement of others like teachers, panchayat leaders.etc. is likely to bring Jown the
pressure on the department for employing people exclusively for this programme.

V.K. Gupta and P.M. Shingi of Indian Institute of Management in a 1976 study of
VLWs, panchayat secretaries, village pradhans, patwaris and co-operative supervisors
assessed the following: '

(2) their existing attitudes, knowledge and skills to participate-in family planning
activities; (b) their training needs and (c) reward systems required to motivate them.
Their study was conducted in two districts of Uttar Pradesh. On the basis of their
study they suggest that workers caa be ranked in the following order in relation o
their suitability for involvement in family planning activities: :

[) School teachers

2) Village level workers

3) Panchayat sevaks’

4) Patwaris

5) Co-operative supervisors and
6) Villagc pradhans.

They suggest that legitimising the participation of these catégories would facilltate
their involvement.

Selection, Recruitment and other forms of Job Assignmenis

Once a blue print of manpower requirement is prepared, the next step is identifying
suitable people to handle various jobs. In order to facilitate selection processes, blue
print of manpower requirements should specify various functions involved in each
job, and 1he nature of changes that are likely to oceur in these functions over time
(that is projected nature of functions in futurc). Technical and other capabilities
required to perform these functions should be specified. This becomes important as
the criteria of evaluating an applicant for a given position or the mechanisms of
generating right kind of people to man various jobs becomes very much dependent
on the job specifications. The objectives of sclection should be (2) to find persons
who will be able to perform the given functions well through possessing technical,
managerial, and behavioural capabilities required to perform the given job, and (b) to
select persons who would show the capabilities of altaching importance and
performing future functions either in the organizational hierarchy or with the new
dimensions of the same role with change of time. The following questions arise when
one thinks of selection and recruitment processes in the nationat family welfare .
programmes:

1) Are there researches available that aim at giving clear cut outlines of functions to
be performed by each role incumbent? What do these researches point out in
relation to the technical, managerial and behavioural capabilities required?

2) The famify planning organization nation-wide docs not include more than 6()

different jobs as of today. If that is so, task analysis of these jobs is not a very 1
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difficult matter. One might raise a question like is there anything unigue about
family planning staff that require dlfferent qualities than the staff of other
organizalions?

3) YWhat are the minimum qualifications that are required for performing each role?

4) What should be the relative weightage to be given for qualifications and
experience in each of the roles?

5) Are there effective methods of selecting the people to man various jobs? What
are the experiences of using various methods like written tests, interviews, group
discussions etc.?

6) Who should be the people involved in selecting the persons at various levels?

7} What are the strengths and weaknesses of existing systems of selection in the
family planning programme?

8) What are the new methods that could be used to improve the existing practices?

9) Are there some f:asychologicél tests and other mechanisms that have been
experimented and found successful? ‘

A review of the research indicates that very little is available in this area. There are a
few manuals published by the government whenever some new schemes are evolved.
These manuals at the most give job descriptions for a few jobs envisaged. Even these
job descriptions highlight what some senior officers in the ministriés think and expect
rather than being based on some systematic studies.

For example, the National Institute of Family Planning brought out a guide for
extension work.

A report by the Family Planning Communication Action Research Project indicates
that success of the entire family planning programme depends upon the positive role
perception of supervisors and ficld workers. The role perception of a functionary is
very much linked with the role expectations and his performance in the field. Thus
the gap in role expectation, perception and performance is considerad as a handicap
in programme development. Supervisors narrated some of the problems as:

1) Plans prepared by higherups are not suitable to the field conditions.

2) There is a rapid change in the policy of programme implementation without
" giving sufficient opportunity to the trial of a particular system:

3) Faulty procedures of recrvitment and training of staff.

4) Lack of inter and intra-departmental coordination.

5) - Lack of feedbackand field problems from the field to the state levek.
6) District level supervisory machinery is not adequately trained.

7) Supervisory structure is same irrespective of the size of the districls.
8) Service units are not adequately manned and equipped.

9) Lack of post-training guidance to the trained workers. .~

10) Vacant positions are never filled in time and frequent transfer of field workers
create problems.

11)- Lack of efforts to counter act prevajent rumoeurs and misconceptions of peopl_e
about family planning.

Chatterjee, Singh and Mehrotra of the Indian Statistical Institute, Calcutla studied
the method of selecting field level family planning workers. They tried to evolve a
battery of objective tests which could be used for the selection.

The tests used by them include: socio-economic status scale, general information test,

+ personality test, non-verbal intelligence test, verbal interest test, aptitude scale,

attitude scale, and value scale. These tests were administered to' 55 female and 181
male family planning workers in two different sessions.
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For the female workers, the short attitude sczle and the two personality sub-scales of
emotional instability and hypemanic temperament were the best predictors. Likewise,

for the male workers, the general information test was the best predictor followed by
the socio-economic status scale, intelligence test and the reli gious values test.

Perhaps this is the only systematic study available in personnel selection for family
welfare workers. .

There is a great need for more work in selection techniques. Related to this is the
need to answer even basic questions like (a) what should be the minimum
qualifications required for grassroot level functionaries? Is it necessary to have
post-graduates as extension workers or can one use less qualified people who are
willing to work in rural areas av.i who can establish their credibility. Experiments on
involving different agents in famuy - -ifare activities may throw some light on these
aspects,

Induction Programme :

Induction deals with the procedures of training people once they are taken up for a
particular role to familiarise with the organization, functions, etc. Most orpanizations
use spectalised induction training programmes, Induction training programmes are
available for workers of the PHCs and are conducted by various agencies including
regional family welfare training centres. Once on job, the doctors as well as
para-medical staff are exposed to the induction programmes, However there may not
be much of uniformity in practice in the country. Induction programmes play a
significant role in socialising the new incumbent to perform different functions in the
organization. Quite often the way the person is inducted into the organization
determines his effectiveness later. If a person is taken into the organization and left
completely free without any guidance and instruction he may get lost, This often may
affect his later performance. The following questions could be raised when one looks
at the existing mechanisms of induction:

1) What are the mechanisms by which different categories of employees are
inducted into the work organizations? How do they vary from role to role or
from state to state and with what impact?

2) What is the optimal set of capabilities that should be developed in an employee
before he is actually placed on the job?

At present there are no planned strategics of induction. This explains partly the poor
performance of workers, They get socialised by their seniors only and in a completely
uncontrolled manner. Thus apathy and incompetence spreads. There is a need .
design and conduct induction programmes.

Training

" Training is' the most important function that directly contributes to the development
of human resources. This also happens ‘o be quite a neglected function in most of the
organizations. Recent surveys on the investments made by the Indian organizations
on iraining indicate that a large number of organizations do.not even spend 0.1 per
cent of their budget on trairing, Many organizations do not even have & training
department. If human Tesources have to be developed, the organization should create
conditions in which people acquire new knowledge and skills and develop healthy
patterns of behaviour and styles. This is possible through personal guidance as well as
institutional training. Fortunately, training appears to have been fairly well attended
to in government sector. Family welfare workers have good opportunities for
training.

Why is training necessary?

Training is necessary because technology is developing coatinuously at a very fast
rate. The systems and practicas that were in operation a few months ayo are no more
considered effective due to new discoveries in technology. These discoveries in new
technology deal with conceptual aspzcts, technical aspects, managerial aspects, as
well as human aspects. When such discoveries are being made if organizations do not
have mechanisms to cope up with and use growing technology they will become: stale.
Training is also necessary because any planned development of a person can
contribute to the effectiveness of the organization. However, such developmens;
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cannot take place in every direction. It has to be monitored and it hes to be
purposeful. Without proper monitoring development is likely to increase the
frustrations of an employce by developing him in directions that raise his
expectations with no opporiunitics for application. A good training system would
help greatly in monitoring the directions in which employee should grow and develop
in the best interests of the organization. A good training system also ensures that
employces develop in directions congruent with their career plans.

A suggested system of (raining .
A pood system of training starts with the identification of training necds. Such an
identification of the training needs may be based on the following:

Periormance appraisal reports: Performance appraisal reports help identifying
directions in which the individual should be trained and developed. On the basis of
the annual appraisal reports various dimensions of traning could be identified.
Training needs identified on the basis of performance appraisal would primarily
become inputs for organising on-the-job training programmes or working out
on-the-job training strategies for a selected group of employees to improve their
present performance. o

Potential appraisal: Training needs identified on the basis of potential appraisal
would become inputs for designing training progratames or work out training
strategies for developing the potential of a selected group of candidates who are
identificd for performing future roles in the organization. The opportunities for such
a thing are few in family welfare departments due to lack of job opportunities.

Job rotation: Performing some roles several years might have the demotivating
effects on the individual. Therefore some organizations plan job rotation as a
mechanism of maintaining the motivation of people. When such job rotation
programmes are planned training before the actual rotation is helpful. There are not
many jobs into which family planning staff could be rotated. However, planned and
development based transfers could serve this purpose.

Continuous education: Besides those most of the training programmes that are
organized today aim al equipping the population managers with new technology.
These training programmes attempt to help the managers raise their present level of
effectiveness. :

Organizing training programmes: After identifying the training needs the next step
is to design and organize training programmes. In larger organizations it is possible
for the training department to organize several training programimes.

In designing the training programme on the basis of the training needs the following
points may be kept in view: )

1) Wherever there are sizeable number of people having the same training need, it
is advisable to organize an internal programme. The organization can save a lot
of costs, Besides, by having the group of people from the same work place
mutuality can be ‘indicated in the trainees. The possibility of the trainees applying
whatever they have learnt is high as they have learnt it in a group and there is
likely to be group support. ..

2) Whenever new systems have to be introduced and training is needed for a
sizeable group of employees it is advisable to organise the training within the
organization. The reasons for these are similar to those mentioned above.

3) Itis beuter to aim at incompany prograrmes for technical skills wherever
possible and outside programmes for managerial and behavioural development.

4) People occupying responsible posts in the organization should be encouraged to
go out periodically for training workshops where they would have more
opportunities to interact with executives of other organizations and get ideas as )
welt as stimulate their own thinking. )

5} The training department should play a dynamic role in monitoring the training
act ities. Training depariment should continuously assess the impact of training
and help the trainees in implementing whatever he has learnt.

6) Wtenever an individual is sponsored for training programme he should be told

snficientlv in_advance the reasons for sponsoring him and the expectations of the
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organization from him afier he returns from the programme. Most compantes do
not inform the individual why they have sponsored him and consequently the
leaming value is minimised as the individual is continuously struggling to
discover why the organization thought of him rather than learning anything from
the training programme.

It is not always possible to get best category of employees for any organization. The’
possibility of getting highly capable employees becomes still low in a sector like
family welfare whare jod security is low, future is uncertain, some social stigmas are
attached, and bureaucracy is rampant. Given these situations, the importance of
training as a mechanism of developing employee capabilities becomes important.
Training inputs for these training programmes should flow from the job analysis and
manpower requirements. If people with adequate background and having adequate
capabilities are found training can L. uscd as an instroment to fill the gaps.

Sawhney and Chauhan of the Population Centre, Lucknow studied the training
programme for ANMs for & period of two years. They examined the curriculum and
methodology adopted during the course. The study was conducted in eight ANM
training centres, .

The curriculum was being prouped under four sessions with the duration of six
months each. On an everage 60 to 70 hours being devoted on family planning during
the entire six months period. The ANMs were not clear about the details under cach
topic they were taught. The centres were equipped to impart this training. The
curriculum did not meet their requirements. The trainers as well as medieal officers
were not fully involved in the field of training.

A revised curriculum has been prepared. In this special attempt was made to match
the contents with the prescribed job functions. The field work was ailso designed to be
conducted in small groups. The trainees were supplied background material in the
form of a book. -

The revised programme was evalvated. The responses of 225 trainers out of 250.
were obtained, The revised training ‘was assessed as more effective and suitable to
their job, The liking for outside speaker was expressed by a majority as the clarity of
the subject by the outside speakers were better than the centres’ tutors. 86 per cent
could give the report of field work. 63 per cent reported organization of group
meetings during field training, Family planning inethods were found known to all the
trainers. They were of the opinion that the book on ‘Motivation Methodology’ should
be supplied to all. Some recommendations have been discussed for the improvement
of the training programme like organizing refresher courses, supply of literature on
family planning, Deputy CMO to ook into their administrative and technical
problems, meetings to be arranged in the field training and efforts to be made to
include more topics on family planning in the curriculum ete.

A review of the literature on training health and family planning workers indicates
‘that the following gaps need tp be filled.

1) More systematic identification of training needs. In fact, no survey is available in
this area. Such surveys, if conducted even on a sample basis are likely to suggest
significant inputs for training: The training institutions should participate more in
this effort and involve also pjogramme administrators.

2} While too much of experimentation with training methods may not be needed,
some efforts should be made to try out new strategies and methods of training
like those tried out by Sawhney and Chauhan (197N, -

3) A training policy for variops categories of health and population needs to be
worked out. A lot of training goes on but in absence of a systematic training
policy and plans it becomes a waste. "

4) Periodic evaluation of training programmes would help enriching the quality of
training. Such evaluation shonld be undertaken by the training institutions
themselves. )
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Performance Appraisal

Performance appraisal has traditionally been used as a mechanism of controlling
employees through salary administration, reward administration, promotions and
disciplinary action. Many organizations use performance appraisal, confidential
reports or employee service records in a confidential form. Each employee is rated
confident-atly by one or more senior officers annually for his performance on some
dimensicns and the confidential ratings are handled by the personnel department or
establisizment officers. In most cascs the employee does not know how his
perforraance has heen rated by his supervisors. A few organizations (particularly in
the industrial sector) have the practice of informing employees if their ratings are
below a certain level and some organizations do not do even this. Such practices have
been found to result in the employees not getting to know their strengths and
weaknesses in relation to their capabilities to perform their roles throughout their life
in an organization, .

In the ereanizations where only poor performance below a fevel is feedback, the
employees do net get Lo know their strength and only get to know what is seen as
thetr weaknesses. Feedback has a tremendous motivational value (both positive and
negative). Researches by psychologists have established that behaviour change occurs

"more by positive reinforcement, i.e. rewarding strengths (then by negative

reinforcement or harping on the weak points) and help to the employee in analysing
bis strenglhs, weaknesses, success and failures. Even when'such negative feedback is
given to the employees in these organizations, they often perceive the feedback as
candemning them, as they are only told that their performance is poor. The entire
responsibility for such poor performance is placed on them and very little is done to
help them understand why their performance is considered poor and what
opportunities are available to them for improving over their weaknesses. Thus
employees often ger lost and demoralised with such negative feedback. Better
performing employees also feel frustrated that their performance is not recognised.
Many do not even know how well they are doing.

As a resull of such one-sided and narrow appraisal, managerial resources in
nrzanizations do not grow, and start stagnating instead of multiplying. Human
resources should grow and multiply as peaple have tremendous capabilities for
develepment, acquiring new skills 1o nerform new roles, Such development and
multiplication of human resources is not only good for the organization and the
emptoyecs but also for the society as a whole. This is a process of continuing
education. :

Performance appraisal is an effective instrument for helping people grow and develop
in organizational setlings. Tt could be used as an effective mechanism of continuing
education and learning fromi one another. Through an well organised appraisal *
system every employee can creale learning spaces for himself in an organization.
Recent researches and experiences have shown that development oriented
performance appraisal and review system when systematically practiced, contributes
substantially to 1he organization’s health and facilitates multiplication of managerial
resources,

Objectives of Performance Appraisal
A good performance appraisal system should have the following objectives:

1} Help the employee 10 overcome his weaknessés and improve over his strengths
and thus enable him to improve his performance and that of the depariment.

2) Geunerate adequare feedback and guidance from the reporting officers or
supervisors to the employee.

3) Contribute to the growth and development of the employee through helping him
in realistic goal setting,

4) Provide inputs to i) system of rewards comprising salary increments,
appreciation, additional responsibilities, promotions, etc. and-ii) salary
administration, . |

5) Help in creating a desirable culture and traditions in the organizatior.
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6) Help in identifying employees for the purpose of motivating, training and _ HRD tor Health and
developing them. Famlly Welfate

7) Generation of significant, relevant, free and valid information about employees,

Thus a good appraisal system should primarily focus on employee dc\relopment.at
the same time helping the organization in the management of people through rewards
ete. '

The cxisting systems of performance appraisal in population programmes do not
contribute to anything beyond punishment administration. The employees do not get
to know anything about how they are being appraised. There are instances where
even after achieving higher level of targets, family planning workers got warning
letters due to the decision of higher authorities to send warning letters to all in a
particular year when the overall per*ormance was low. Thus a very potential
instrument like performance appraisal is being misused in government systems.

Given the existing situation of lack of flexibility in rewards and sa'ary administration,
there are serious limitations for having an effective performance appraisal system,

Thus it may not be feasible to have a performance appraisal system that achicves all
the objectives mentioned above, but it is possible to have a system that can take care
of most of these.

Such an appraisal system could be based on:
1} Clarity of roles and responsibilities for each role.
2) Periodic goal setting for each role incumbent.

3) Annual or periodic assessment of performance in terms of-achievement of such
goals. ' .

4) Analysis of the achievement of these poals and identifying, facilitating and
inhabiting factors, in relation to the achievement of goals, and development of
action plans for overcoming inhibiting and strengthening facilitating factors.

5} Perodic review of behaviour which contributes to employee effectiveness and
working out action plans for developing such behaviour.

6) Identification of developmental needs and preparihg plans for employee
. development through training and related activities.

“7) Implementation and review.

Management literature is full with articles and researches on appraisal systems. A
review of literature in the area of population management indicates that this is an
area left untouched. No attempt has been made to look at performance appraisal
systems. This may be partly because the performance appraisal systems in health and
family planning departments are the same as those in all government departments
and programme managers have not perceived so fur the potential of a good -
performance appraisal system.

Rewards and Punishments

Rewards and punishments as mechanisms of human resources management deal with
issues like salary administration, advanced increments or stopping increments, '
incentives for workers, awards and other forms of recognition etc. While there is not
much of activity happening in rewards and punishments there were periods when
different strategies have been tried out by the programme administrators. For
example, the institution of ‘warning letters’ used in certain states is'one such

important activity. Similarly instituting incentive schemes is another. Questions.like
the following need to be answered. .

1) How does one motivate the family planning workers?

2) Since there are practically no promotional opportunities for family planning
workers, can there be any other incentives introduced to keep the morale of the
staff high? :
25
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" 4) In whar ways shoul

3) " What shiould be the salary structure for the staff that provides scope for
rewarding effective employees? :

11d effective workers be treated differently so thet they do not
loose motivation? ete. - : '

Transfers , )

Transfers ol the staff is a severe problem of human ;resource. management in many
states, Transfers take place because staff have their own interests and attractions for
certain areas. At every possible opportunity employees try to get nearer to their
preferred places, Thus there are severe pressures put.on the programme
administrators for transfers. The transfers go on round the year and take a significant.
proportion of the time of programme managers at district level and above. Besides
taking away the time of the important functionaries, traasfers also create serious
disturbances in the field. Due to frequent transfers or staff the following problems are
likely to cceur. ' .

1) The employee does not get enough time to understand his community, establish
rapport, plan and implement his interventions. By the time he is understanding
the community he is transferred to a new place. Thus he has to spenda
considerable amount of his time understanding and thereafter his interest gets
lost. '

2) A good deal of time of the medical officer is taken av;'ay in continuously
inducting staff and socializing theém. In this process the medical officers also get
transferred adding to the induction problems. )

: 3) A great deal of financial resources get spent on transfers.

4) They also create disturbances in the field in terms of people having to build new
contacts and new relationships with new workers. . :

Such an important area like this has not been touched by researchers. There are no
rasearches available on this issue. At the Indian Institute of Management, atiempt to
develop a computer mode! for managing transfers was developed, This mode!
requires first streamlining the transfer policy, identifying variables that play a role in
teansfer, assigning weightages, collection of information on all staff and then
operating transfer decisions. If computers are used a lot of unnecessary work and
field disturbances could be minimised. '

Other Functions . )

As mentioned in the beginning there are four other functions on human resource
management. Unfortunately none of these functions exist even in a preliminary way
in government systems. For example, there is no attempt made to help people
through feedback, through counselling, through career planning 'and development
and through organizational development efforts to create a positive climate,
Therefore, these areas are not presented in detail. An interested reader may consuht
the book on Designing Huntan Resource System by Pareek and Rao.

10.4 SUMMARY

This review of the work in human resource: management indicates that this aspect
has been highly neglected by researchers in the past.-No systematic thinking and
planning has gone behind the design of personnel policies in the health and
population programme. There is an urgent need to develop innovative processes and
procedures for the management of human resources. In'a sector like this where
employees are basically dealing with human beings, if they themselves are not
managed with understanding, their effectiveness may be extremely low. Managemenl

contributions by way of manpower planning, job analysis, systematic recruitment and . ‘

selection stratepies, performance appraisal mechanisms, etc. have not yet found their.
way into the population programmes in India. There is an urgent need to tap this
area as it may help solving several problems. .
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UNIT 11 HRD IN OTHER SECTORS
(DEFENCE, POLICE,

YOLUNTARY ORGANISATIONS

AND PANCHAYATI RAJ
INSTITUTIONS)

Objectives _
. After going through the unit, you must be able to understand:

» the contexts in which spme majo. pubhc systems operate
e what kinds of HRD activities and interventions would be relevant in such systems.

Structure

1.1 Introduction '
11:.2 Contextual Background -
11.3* HRD in the Defence Services -
11.4 HRD in Police Administration
11.5 HRD in Panchayati Raj Institutions and Rural Dcvelopment
11.6 HRD in Voluntary Organisations
11.7 Summary
11.8 Case Swudy: HRD Experiments in Anekal
11.9 References

11.1 INTRODUCTION

In Unit 9, we took an overview of HRD in government and public systems;
highlighting the special contextual factors which operate in these systems. In this

unit, we narrow down our focus to some special public systems to examine what
HRD practices and policies ares}'{ vogue and the priorities which face HRD.as a
function in these systems in future. While there are many and varied government and
public systems which can be discussed, we take up for discussion the specific cases of
the defence sector, police administration, panchayat raj institutions and local civil
administration, and orgamzat:ons in the voluntary sector. .

11.2 CONTEXTUAL BACKGROUND

HRD in the systems discussed in this section needs to be viewed in the contcxt of the
role which the:systems play in India. The comprehensive planned approach to
national devclopment adopted after Independence, relies much on thisrole. Unlike

in.many Western laissez faire societies, government and public systems in India have

a pnmc role to play in piloting socio-economic development. This is because our
socio-economic, politica! and historical context necessitates a proactive, positive role
of the State in order that India can catch up with the progress which the developed

_nations have attained. Accelerated developmcnl is necessary for us to achieve in a
few decades what the West has taken centuries to achieve. !

A serious defect of the development strategies of many developing countries has
been the insufficient aitention paid to administration and management of human

- resources. Consequently, while development increases the importance of human
competence, the low level of administrative and managerial capability due to neglect
of HRD creates serious disequilibrium in planned development because the

magnitude and complexity of development tasks continuously outpace administrative

and management capability. 2
Public systems such as the police and local administretion have been especially
effected by the high degree of social changes which have swepl the country during -
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the last decade. Industrial growth, population increases, higher standards of living
combined with increasing social and political strife have important implications for
public administration systems. They need to be flexible and respond quickly and
effectively to changing environment, devetop personnel and organizationsl
capabilities, devise methods to anticipate and cope with chango. In effect, public
systems ar¢ called upon to play & more proactive and risk-taking role. 3

11.3 HRD IN THE DEFENCE SERVICES?

The concept of HRD emphasises the need to create a positive and healthy climate in

an organization to enable its employees to increase their work motivation, initiative
and commitment to the organization. It aims to create among employees a sense of
pride in their work and derive achievement from goal fulfilment. Such a concept of

HRD is especially relevant in the defeace services,

Organizationally, the defence sector represents one of the largest, most differentiated
and geographically dispersed systems of the country. Efficient coordination of
defence activities for the common purpose of maintaining the security and integrity
of the country can, therefore, only be brought about when appropriate skills,
attitudes and behaviours are inculcated among peopte. Since there is a high degree of
unpredictability in the events which may call for action on the.part of the defence
services, people have to be kept physically, mentally and morally prepared at all
times. Preparing people involves developing strategies and tactics, training officers
and men in the latest techniques of werfare and devising moré and better methods of
motivating them to ensure their commitment to the objectives of the organization.
Another factor which increases the importance of humian resource development
activities is the absence of Jateral induction of personoel at any level of the hierarchy
of the defence services. Jnlike other organizations, the defence services cannot fill
vacancies by inducting persons from outside. So there is'need for continual
assessment and planning of manpower requirements and for grooming people from
the tower levels for positions at higher levels.

The Institute of Defence Managsment (IDM), which was started in Secunderabad in
December 1970 bas augmented the process of development of the officers of the
defence services. It's main aim is to prepare the officers to mect emerging personnel
and technological needs of the defence services and thereby enhance the operational

_preparedness of the Services. IDM is an inter-service organization where senior
officers (Lt. Cols. and above) of the Army, Navy and Air Force, and also civilians of
equivalent ranks, come for management training. The Institute has a department of
HRD as a part of the facuity of Organizational Behaviour. During the last 14 years,
this department has developed to a great extent structurally as well as functionally.
It's terininal objectives are: .

1) Create self-awareness in participants through introspection/ reqospection and
self-study. ' S

2) Improve their knowledgg of individual differences relating to the affective side of
personality like values, attitudes and motives, as well as cognitive side of
personality like reasoning ability, judgement, conceptualisation, and problem
solving.

3) Improve their understanding of the process of communica;iori especially its
transactional nature involved in personal and orgqnimﬁonal communication.

4) Improve their decision making ability by developing emotional maturity,
tolerance for ambiguity and empathy. , : )

5) Improve their skill of making better use of human resource for'increasing
orpanizational effectiveness. :

fn addition to covering a wide range of topics pertaining to HRD, the department
uses almost all the modern methods of imparting training including role playing
exercises, case studies, films, diagnostic instruments, syndicate and panel discussions,
brain storming, visits to service and industrial organizations, and conduct projects,
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ete. It lays special e:ﬁphasis on experiential Jearning which has proved very effective
with the service officers.

The department of HRD has conducted certain very important and useful projects in
the services. The recommendations of some of these have already been accepted and
implemented by the respective service organizations, For example, Progressive
Leadership Training in the Army is now an integral part of the training curriculum of:
Army Cadet Corps, Officers Training School, Indian Military. Academy, Young
$chool, Young Officers’ Coursc, Junior Commanders® Course, and so on. Similarly,
the HRD department has contributed substantially in revising the appraisal system of
the officers in the Navy as well as in the Army. It has also helped the Army and.the

Air Foree in looking into certain aspects of motivation of their officers and men.

With a view to popularising the discipline of management sciences, IDM has brought
out ten handbooks on different topics of management. :

A few years back the Indian Military Academy had introduced an Honour Code for
the benefit of its cadets. IDM was called upon to have a re-look at it for facilitating
its implementation. That job was done by the HRD department of the IDM.

IDM is the premier institute of Management in the defence services. It has spread the
message of management sciences in general and human resource development in.
particular in all the three Services, that is Army, Navy and Air Force. As a result, all
the three services have made HRD a part of their existing training programmes, in
one manner or another.

. The activities of the HRD department of IDM is probably 2 good example of a
training institution extending its role beyond training to HRD.

11.4 HRD IN POLICE ADMINISTRATION

Like the defence services, police services are of strategic importance to the country.
They are necessary to protect the country from internal threats and to maintain the
condition of law and order without which no other organizations or individuals would
be able to function, Unlike the defence services however, the police system in the
country has suffered considerable neglect, and this is especially with regard to human
resource development. . '

The Indian police system was conceived as early as in 1861. It was remodelled in
1902. Over the years, social commissions vere instituted to examine the problems
effécting the police services. A study of police administration recently revealéd that
while there were some strenghts like loyalty, dedication, job security and espirit de
corps in the police service, it also suffered from severe weaknesses due to excessive
political interference, corruption, and lack of open interaction among members. i
Among the recommendations made for improving police administration were the
restructuring of salaries and benefits, prope: recruitment and training procedures,
impraved performance appraisal system, better control and communication within
the administration, and measures to iraprove police community relations.

“The absence of proper and integrated human resource systems, particularly training

. and personne] administration are seen-to be major impediments in the way of the.
proper functioning of the police services. Although training centres for many of the
state police forces do exist, these are often treatéd as-*dumping grounds for
unwanted staff™.” A working paper at a national semipar in 1986 at the Sardar

_Vallabhbhai Patel National Police Academy in Hyderabad pointed out to many
problems with respect to recruitment, training, placement, promotion and other
human resources related functions. The paper suggested the need for developing a
systems approach to thesc problems to ensure the planned growth; development and
better utilisation of police personnel. ® - ' :

" To implement these suggéstions, the paper recommended the setting up ofa
Department of Personpel for Police Forces of the Central and State Governments. In
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order to ensure “maximum utilisation of human resources to help attain - )
organizational objectives,” an intograted system was recommended to provideand
develop:

e objective recruitment methods based on manpower planning and forecasts

changing needs of society and technology
o career _mahageuié_rig”? _';j. o

¢ induction and training systems to better orient policemen to the demands and

» 2 uniform promotion policy based on more objective appraisal systems

e policies and systems for individual and collective grievance handiing, and

e comprehensive welfare policies. ? .

For many years the police administration was neglected and wken for granted. It is

clear now that given the current circumstances operating in the country much greater
attentlon requires to be paid to this vital sector of the country's administration.

T

11.5 HRD IN PANCHAYATI RAJ INSTITUTIONS

AND RURAL DEVELOPMENT

India is a predominantly rural and village based society. Despite rapid urbanisation,
about three-fourth of our population continue to live in the villages. This is why the
concept of rural development and the strengthening f rural based administrative
institutions has continued to enjoy a high priority in the development policies and
strategies of the country. As some scholars maintain, the relevance of what happens
in national development is measured by what it does or fails to do for or with the
rural people. '° )

The rural situation in tne country is still plagued with social and economic problems.
Several years of development efforts have not succeeded. in eliminating age-old
problems. Large sections of our small population still suffer from non-satisfaction of
minimum needs in terms of health, nutrition, education and other subsistence
facilities. They are vulnerable both to natural calamities like floods and droughts ns
well as to the exploitation of vested interests and money-lenders. Their level of -
economic productivity is low and they lack adequate delivery systems for
employment and industrialisation, 't

Very early in the stage of India’s development as an independent ‘country, it was
recognised by visionary leaders like Mahatma Gandhi and Jawaharlal Nehru, that the
development of the rural areas needs to be vested largely in the hands of the people

_ by the setting up of appropriate socio-political institutional mechanisms, The main

such institution is the village panchayat. According to the Directive Principles of the
Constitution, “The state shall take steps to organize village panchayats and endow
them with such powers and authority as may be necessary to enable them to functicn
as units of self government.” The Balvantarai Mehta Committee of 1958 had
attempted to translate these principles into action by recommending the introduction
of the panchayati raj system which was expected to establish a linkage between local
leadership enjoying the confidence of local people and the government, and translate
the policies of the government into action. The structure of panchayati raj was
envisioned in three tiers from the-bottom of rural soctety upwards: directly selected
village panchayats at the yillage level, indirectly elected panchayat samitis at the
block level, and 7ila parishads composed of ex-offices’s members at the district level.
Unfortm!]zately, although boldly conceived, panchayati raj went into stagnation and
decline. :

The role which panchayat raj was expected to fulﬁllwas C .

1) To encourage participative dedsion-mék:ing at the.micro social level by involving
people in decision-making relating to various activities-affecting them.

2) Look after day-to-day administration of local areas by mobilising resources and
administering day-to-day facilities. o : " g
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3) Formulating micro-level plans on the basis of the constraints of development.
4) Taking care of local physical infreytructure. - ‘ '

5) Working for the awakening of the people and ma.'dng them aware of their plight

and l‘igh.fs. %] .

- The by-and-large failure of the panchuyati raj system is due to a number of social and
volitical factors at the local implementing as well as the state and pational policy
levels. However, there are at least some critical reasons which are attributable to the -
absence of adequate attention to niman resource developinent. :

1) For along time, the leadership of the local paachayati raj institutions was in the .
hands of the vested intecests in the rural areas—the upper castes and landowning
classes. Their continued domination over the panchayati raj institutions .
effectively blocked the benefits of development from reaching those for whom
they were meant. Receat indications, however, are that while the upper castes
and privileged groups continue to hold power in the panchayati raj institutions,
the middle-class group of educated farmers end local businessmen are begirtning
to emerge in positions of power, and the lower castes are beginning to contest. 14

2) A second reason has been the absence of trained competent people to carry out
the tasks of administration in the panchayati raj bodies. Such tasks require not
only functional skills sach as financial management and technical skills for basic
management and organization, but also appropriate attitudes and values.

3) The absence of proper and adequate organizational structures and institutional
mechanisms to lend stability and continuity to the panchayati raj institutions, is
another reason for the poor performance of these bodies. : 2

The proposcd Sbcryfourth Constitution Amendment Bill introduced in the Parliament

in 1989 was an attempt to resolve sore of the macro-level problems facing

panchayati raj institutions. However, apart from.macro-level policy changes, changes

in the structure and functioning of local bodies and in their managerial and human

resource capabilities are also required. From the HRD point of view, the major

priorities for the success of panchayati raj and rural development institutions are'®:

1y Clarifying purposes and ensuring that these are refiected in pertinent strategies,
policies and programmes.

2) Developing people as change agents and as culture builders to bring about
necessary transformation in dysfunctional cultures existing in the rural areas.

3) Training and development in order to enable people develop their capacities and
potential for productive employment.

4) Strengthening panchayati raj and other organizations engaged in development.
'5) Increasing administrative accountability through task clarity and appropriaie
monitoring and appraisal mechanisms. SR
6) Developing role clarity and task or results orientation on the part of
functionaries. . )
7) Motivation of functionaries through attitude change and motivé_ti_on development
© programmes. ’ :

8) Devetoping and implementing appropriate reward systems for those involved in
the routine administration and implementation of tasks.

11.6 HRD IN-VOLUNTARY ORGANIZATIONS

One well recognized reality in India has been rhat the efforts of the government and
. govemment sponsored organizations and agericies alone are inadequate to achieve
the enormous task of socio-economic transformation of the country. Over the years
_ the role of non-profit voluntary organizations has increased to a very great extent ina
variety of fields such as rural development, community development, health and
rehabilitation, vocational training, consumer organization, étc. Acknowledgement of
the need for voluntary organisations is reflected in the Seveath Five-Year Plan '
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document which stated that, “The Seventh Plan can be implemented successfully
only with the involvement of the people. The Plan proposes to do this by increasing
the Involvement of voluntary agencies in the implementation of plan
programmes......." !’ ‘ , :

Voluntary organizations in India range in size from small groups of five or six .
individuals to large organizations employing hundreds of people and engaged in
diverse operations spread across the country. The number of voluntary organizations
in India is believed to be more than 8000. '* Yoluntary organizations enjoy a number
of advantages which make them potentially effective change agents. Béing usually
small in size, they are flexible and, therefore, organizationally more adaptive. They
tend fo have a strong ideolcgical commitment to social justice and economic
opportunity for all, and an empathy for the underprivileged sections of society. Since
they are by and large autonomous in functioning, independent and dynamic, they are
able to take on risks and undertake controversial activities which government and
corporate bodies would find difficult, 'Y :

Two illustrations of voluntary organization activities would serve to highlight the
special nature of their activities and HRD requirements, 20

One illustration is that of the Maliwada rural development project in Maharashtra.
This project was carried out by a group of young men working for the Institute of
Cultural Affairs, a non-profit international group involved in research, training and
demonstration relating to the human factor in world development. Maliwade was
taken up as a demonstration village. Unusual methods and approaches were used in
achieving the remarkable results, for which the project is fast becoming known. These
young men scttled down in the village, lived and worked with the rural folk, and in
10 to 12 months they helped the villagers to remove many of the long-standing
obstacles in social and economic development of the village, and gave them a
measure of self-confidence the quiet rural community had not known.

A second illustration is of the well known Thilonia experiment in Rajasthan. A group
of youngsters got together under the dynamic leadership of an exceptionally talented
and committed young man and formed a voluntary organization named Social Work
and Research Cenire (SWRC). The group consisted of about 40 specialists—
geologists, social workers, teachers and others—who have shunned lucrative city jobs
to work for modest salaries and to serve the thousands of village artisans, labourers.
and marginal farmers. The emphasis on the SWRC was to work with the villagers

-and not for them. The SWRC established its centre right in the village and started its

work from the level in which the rural poor were, recognising the skills and resources
that were available in the villages. Together with the villagers, they woked on health
schemes, water-supply projects, improvement of agriculture, flexi-school System,
village industries, and other activities. In six ycars' time, this dedicated band of
youngsters had changed Thilonia Block of 80,000 people into a prosperous and
happy community. SWRC is now spreading its activities to near-by States.

~ Given the nature of their activities and their organizational characteristics, some

generalisations can be made regarding, the kind of HRID interventions which may be -
useful in voluntary organizations.?': :

1) Studies of voluntary orgenizations have indicated that they are more likely to be
effective when they are characterised by a flexible and participative management
culture. While many voluntary organizations begin with such cultures, as they
grow in age and size, they tend to become less flexible and allow Iess scope for
participation. Diagnostic HRD activities, climate surveys and culture-building or
culture changing interventions and team development, may therefore have
particular relevance to voluntary organizations.

2). An aspect widely neglected in voluntary organizations is the design and
development of appropriate HRD systems and procedures. While many ,
voluntary organizations are engaged in educational training and consciousness
generation activities with various client groups, they often suffer from the neglect
of these aspects within themselves, Especially in large voluntary organizations, -
there is need for systematic mechanisms of performance and potential appraisal,
and training end development.




3) Voluntary organizations are also found to be more effective when their
-organizaticnal climates are characterised by a high degree of achievement
oricntation, warra interpersonal relations and mutuality. HRD practitioners,
therefore, need to address themselves to what kind of systems and interventions
are required to build and foster such climates.

4) People in most voluniary organizations function under conditions which are
usually 1ess attraclive and materially rewarding than those under which people in
business and governmental organizations function. Often, working conditions
and facilities are difficult and material rewards are poor. Motivation of members
under such conditions is sustained largely by intrinsic, work-related rewards and
the satisfaction of being able to contribute to superordinate goals. HRD activities
such as target-based performance appraisal systems, activity analysis and task
design, and organization development activities would be useful in these

circumslances. .

S} Finally, perhaps the most important contribution which HRD can make to
voluntary organizations is to develop human resources who arc motivated and
capable of working in them. It is clear that voluntary organizations require
people with skills and competences which may be common to those of people in
other organizations, bat their attitudes, values and motivations need to be
distinctly different, HRD may need to reorient many of its conventional teols to
the specific human resource needs of voluntary organizations.

11.7 SUMMARY

A major contributing factor 1o national development is the development of human
resources in sectors responsible for strategic functions. This unit examined the

contexts in which some of the stratcgic sectors function and the kind of HRD

processes and interventions wkich are relevant. HRD in four sectors was examined:
defence, police, panchayati raj institutions, and the voluntary sector. In all these
sectors, the emphasis of HRD needs to be on developing comimitment, motivation

and morale among people to enable them function under difficult circumstances,
developing appropriate work cultures, and providing for the augmentation of
necessary attitudes and competences through training. The training and other HRD
mechanisms applicable may differ in extent and type depending on the specific .

characteristics of each secior.

11.8 CASE STUDY: HRD EXPERIMENTS IN
ANEKAL??

Introduction
The present society is characterised by high social complexily, increased dependence

on technology and ‘skill’ specialisation, Qrganizations, institutions and groups
working with or concerned about people are increasingly orienting their energics and
actions in the direction of human resource development to help achieve their
objectives.

"This case makes an attempt 1o describe the process of apptication of HRD in human
service organizations and its resultant cffect un work, personncl and the organizations
involved. Based on the experience of two voluntary development agencics, ccrtain
theoretical models of HRD applications to rurat devclopment are outlined for
consideration in similar approptiate social contexts clsewhere.

Background _
All worle associated with rural develipment impligivorking with the poor, the

oppressed and other community imbalances. The indian social milicu in rural settings.
happens (o eontain dalits, tribals, landless labourers- attd retated social and economic
classes. The process of developmunt work, therefore,means organizing the 5o called
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marginalised society through a conscious programme process 10 assume control over
their own socio-economic conditions to enable further their development
cconomically, socially and politically, Two religious organizations which undertook
social work in these rural settings near Bangalore discovered. during their struggle the
part played by HRD systems in development.

Anckal and Thirty Villages .

Anekal is a revenue block and a principal town south-east of Bangalore City and part
of the Bangalore district. Anekel town is 35 kin. from the city and borders on Tamil
Nadu in tie south. There is a higher than average concentration of scheduled caste
people here and in spite of its proximity to the state capital industry, health care
servicas, education and public facilities are only now receiving attention,

"The main occupation of people here is agriculture. It is dryland cultivation of ‘ragi’ (a
maize varicty). A legacy of the Maharaja’s rule in Mysore villages, tanks abound and
are maintained in fairly good condition, ensuring water supply for the fields
perennially.

The HRD Process - :
The HRD process initiated and tried out, and the development experiences of the
HRD facilitators, can be seen as a twa-stage process involving:

1) Structural changes (intervention) to meet community development requirements
necessitated by the social context.

2) Resourccinitiationto achieve task relevant maturity in hyman processes.

The Approach -

The group of executives belonging to two voluntary orgapizations with religious

affiliation (henceforth referred in this paper as process designers (PD's), in their
casual visils to the villages, discovered proper heaith care and primary education

were a crying need.

lniliaily they opted to run two clinics while simultaneously holdipg camps in every
village on aspects of preventive and promotive health care, nutrition and sanitary
habits. These camps were mainly for women.

- Primary. education is/was a State subject. The villagers opted far a pre-school

education programme, called the Balwadi programme, Very sqon, adult education
came-up‘as a need felt by the people. The Janata government was also administering
its National Adult Education Programme (NAEP) through its machinery. The
programme envisaged 30 to 40 villages which is the ideal unit a voluntary agency
could handle. The PD's opted for one such unit of adult edugation. From then on

- about 36 villages beeame the territory of activity for the Progess Designers.

Some of the later schemes introduced in these villages were small savings,
propogation of fuel efficient smokeless choolha—stove develgped by the Indian
Institute of Science, Bangalore. ’

Process of HRD Implementation

! Structural Intervention: The classical model of hierarchical control adopted
initially to carry out development work in Anekal, did not facilitate sensitivity to
the community. Working with oppressed village ~ommunities called for greater
undertaking and slower reaction time to emerging issues attitudes and cultural
mores. It was found that z hierarchical model created more conflicts among
functionarics (the PD's) resulting in stower decision-making, lack of role clarity,
lack of functional direction; and improper deployment of skill/expertise.

Through dialogue and consuljative processes lietween members of the two
volunlary organizations (PD's) the hierarchic:! model gave way to a ‘team’ _
madel. The team assumed all responsibilitics or the beliaviour of the community
happenings and for progress and failures in these 36 villages. C
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2 Resource Initlation: Sociel scientists have generaﬂy preferred to use “inner , (Defence, Police
resource approach” for human resource development. Inner resource basically Volantary Omnhﬂﬂﬂﬂ-';
refers to providing soclo-psychotogical climate for the individual members of the © anod l’ll:dlrj{lg R!%

nsl{ations,

social groups to grow to their fullest potential. Providing a working climate

-included conscientisation, educational process, confidence building, perspective
planning for the community and a realistic understanding of the rural
phenomenoun. Working with people carries no formal authority and one does not
have a mandate to accomplish results. Both the voluntary agency and the people
were free to and of each other—-either to work, or to participate in the benefits or
to just remain the way they are. This lack of commitment 1o definite

developmental objectives however disturbed the PD’s.

Through a consultative process the PD's obtained the endorsement of the
community to work with them. This then became the primary task. Very soon,
task relevant relationships and the maturity to work assumed greater significance.
Twenty Balwadi teachers became the key functionaries in the village. A
psychologically supportive atmosphere was created for their functioning for the
start. The village community in & gathering endorsed a particular woman having

their trust and support, as being suitable tobe a teacher.

One of the PD's accompanied this newly chosen candidate to a neighbouring
village to learn from an existing Balwadi the functioning of the programme.

After one week of such learning from a senior teacher the new teacher began
functioning on her own, But one of the PD's continued with her for one more
week till she also performed alone. At the end of each week,
mmeeting-cum-training sessions were organized for all balwadi teachers to meet
and share.experiences. Over time, this balwadi teachers assumed more and newer
responsibilities. In many cases, she also became the village health worker. In
addition to dispensing first-aid and simple remedies for ailments she-also
educated the people against leprosy and TB, detected cases of mental disease at
its onset. She often conducted adult education classes in the evenings. In isolated

cases, the villagers deposited small savings in her custody.

Several changes were observed in the rural community due'to the interventions’.

. @ every child that attended a balwadi continued in the primary school without

dropping out, and most of the village children attended balwadis.

 women who started small savings became less and less dependent on money-
lenders and more credit-worthy in the eyes of the local banks. :

e people becamne aware of investment opportunities like the Indira Vikas Patra. °

o every child in the 36 villages was completely immunised against certain:
diseases. )

o overall literacy increased every year 1o the tune of 300 more literates added.

o housewives began using a new, Fuel-efficient, smokeless, quick cooking stove.
They also formed cooperatives for employment.

Lessons )

Four years of field expenences and sharing of experiences with the Indian Society for
applied Behavioural Science and the National HRD Network, convinced the PD's
that unless prqger BRD efforts are understood and directed with a professional-
ethos, socio-cultural problems of community will continue to inhabit community
development processes. The roles of rural change agents became clearer once a
holistic approach to HRD was adopted. HRD was seen as a means:

o to help them acquire a social perspeclive relevant to community development and
an awareness to commit themseives to the pracess.

e to help members of the rural community to tuild trust in themselves and others;
encourage consultation and listening; and develop confidence in its own resQUTCes.

a to help the dalits and oppressed women organise themselves into autonomous
bodies and for a federation to establish their rights having linkages with affiliated
institutions in the State. :

@ to help rural animators take a role of a facilitating agent for change, unlike the
catalytic stance taken up by change agents in the corporate sector.
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e to help rural people develop an ideology of ‘inner search’ emphasising the need to
share and exchange resources and strengths and involve themselves as the
architects of their own development.
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UNIT 12 HRD IN SERVICE INDUSTRY

Objectives

After going through this unit, you must be able to understand:

e the context and characteristics of the service sector relevant for HRD
e the special role of HRD in the service sector

o the types of HRD interventions relevant to service organizations,

Structure

12.1 Introduction
12,2 Nature and Role of the Service Sector
12.3 Importance of HRD in the Service Sector
12.4 Role of HRD in the Service Sector
12.5 HRD in Public Sector Banks
12.6 HRDin the LIC
i2.7 HRD in Education
12.8 HRD in the Health Sector
12.9 Summary
12.10 References
A

12.1 INTRODUCTION

Economic theory traditionally looks at society as consisting of three main sectors:

o the primary or agricultural sector comprising occupations and activities such as
agriculture, forestry, fishing, minirig and quarrying; o

e the secondary or industrial sector comprising manufacturing and counstruction; and

o the tertiary sector or scrvice sector comprising activities and occupations like
banking, insurance, transportation, communication and education.

The service sector, therefore, comprises activities and occupations which provide a
wide variety of services to individuals, business and government establishment and
other organizations; :

This unit examines the relevance and dpplication of HRD in the service sector. The
nature, role and importance of the scrvice sector aré examined. The unit also
examines general aspects of HRD as well as those aspects which are contextually
specific to the service sector. To illustrate the HRD needs, issues, experiences and
problems of implementation in the service sector, the cases of four sectors are
examined: public sector banks, the Life Insurance Corporation of India, the health
and family welfare sector, and the education sector. ' :

12,2 NATURE AND ROLE OF THE SERVICE SECTOR

The service sector has a crucial cconomic role to play in society. Services create value
by providing a bridge between the producers of goods and the beneficiaries, or
between the production and consumption segments of society. This is why the growth
of the service sector in modern society is linked with the increased productivity of the
manufacturing sector. ! The value which the service sector provides consumers may
be private benefits which are paid for, or they may be public benefits which are free
or subsidised, like health, education, information, ete. )

A major characteristic of modern socio-economic development has been the
increasingly dominant role of the service sector. As an economy develops, the
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relative contribution of the primary and secondary sectors to the total economy
decreases; whereas that of the service sector increases. For instance, data show that
from 1950-51 upto 1979-80, the share of the primary sector in India’s net domestic
product (NDP) decreased from 56% to 35%, whereas that of the service sector
during the same period increased from about 27% to 39%. While the contribution of
the industrial or manufactering sector did increase in absolute terms from 17% to
26%, during the same period, its relative contribution vis-a-vis the service sector
decreased. 2

The range of services in India have increased in both breadth and depth. In financial
services, we have gone far beyond deposit banking and life assurance. We now have
hire purchase and leasing, Banks are entering into project lending, merchant banking,
foreign exchange etc. Various personal and business risks can be insured. In the
tourism industry, there has been an increase in a variety of services, Health services
include government hospitals, community health centres, private clinics, etc. One of
the fastest growing service sectors in India has been the education sector.

12.3 IMPORTANCE OF HRD IN THE SERVICE
' SECTOR

Unlike goods manufactured in the agricultural and industrial sectors, a service is
intangible and perishable in the sense that a consumer cannot store 2 service. This
implies that the service organizations are responsible not only for producing products
but also for immediately transmitting these to the consumer. In other words, in the
service sector the production and delivery of goods are carried out simultaneously.
The consumer therefore is an integral part of the'whole service delivery system. 3 The
services of a doctor or teacher involve the consumer. This characteristic of the service
industry has irnportant implications for the kind of human resources .and human
comupetences required for the service sector. The emergence of the-service sector has
brought about a fundamental transformation in the social and economic structures of
modern society, When compared with the secondary or industrial sector, the service
sector may be less labour intensive but probably requires more human related skills
and comtpetences. While technology has advanced considerably, the technical and
operational skills which characterised earlier agrarian or industrial societies, have
given way to an emphasis on human and managerial competences at the macro
economic level as well as at the organizaticnal level. . -

The service sector organizations also play a very important-social role. By extending
benefits to people of all social and eéonomic segments, provide qpportunities for
development and for reduction of socio-economic disparities, They enable the
weaker sections have aceess to the benefits of modernisation. By prdviding common
service to all sector they reduce social and psychological distances. For instance,
government services such as administration and judicial services are available to all
without discrimination. The professionalisation of the service industry has made
services, such as hospital, legal aid, rehabilitation etc., available to all those who can
pay the prescribed fee regardless of social background, Thus, as M.B. Athreya points
out, the services themselves have an HRD effect—first by developing individuals and
deprived groups, and secondly by gradually changing societal cuiture towards a more
egalitarian, democraic direction, *
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12.4 ROLE OF HRD IN THE SERVICE SECTOR®

HRD has asbects which are universal to all organizations as well as some which are
specific to the nature of the service industry. -

Universal Aspects . . .

HRD is relevant to all sectors. It is at the base of all development.+Other resources,
like physical and financial resources, can only be activated through the agency of
human resources. HRD is such an all pervasive concept that theré are bound to be
common aspects relevant to meny seclors. ‘




HRD aims at _dcvciopirig the individual, matching him to roles. both by developing
him and the rolc, and catalysing individual and organizational self-renewal. A
generalised modei of HRD will include the following sub-ystem:: role analysis, -

- selection and placement, transfer and rotation, reward and punishment, performance
and polential appraisal, feedback and counselling, training and development, career
planning, succession planning, participative devices, and HRD data bank. Of these
systems, some arc essential to all organizations in any sector: selection and
placement, transfer, rotation, and reward and punishment. At least these sub-systems
need 1o be designed well. IF one wants to g0 beyond a status-quo bureaucracy, at
which stage many service institutions get stuck up, performance appraisal, potential
appraisat and training and development are particularly relevant. If high levels of

. performance is a goal, then the relevant additional sub-sysiems are feedback and
counselling, and of participative devices. Finally, if one is concerned about the long-
term vitality.of any institution including a service institution, the remaining

. sub-systems become essential, namely role analysis, carcer planning, succession

planning, and development of an HRD data base.

Unique Aspects
Service industry has some special features, which call for particular emphasis in the

design and implementation of HRD systems. These arée: )

o Intangibility of product: Service is the provision of value toa customer, without 8
physical product. This could create lack of clarity about the tasks and erosion of
self-confidence. So HRD has to create appreciation of client needs, and pride in

the potency of the service to meet those needs.

¢ High public exposure: The service institution is much more exposed to its .
clientele. Even if the institution does not proactively promote its service, the clients
may take the initiative and beat at its doors. The staff need relationship skills and
tolerance of customer reactions. In the case of subsidised on free services, some
customers may be arrogant in their demands and misuse the service, while some

_ others may be less literate, gullible and timid.

o Size coustraints: To be effective, the service institution should be perceived as a
huge, stow, monolith, in the face of which the customer is anonymous and
insignificant. Conceptualisation of roles is especially important. The roles at the
environment/customer interference need to be so designed as to enhance service.
Examples are the bank teller and the ‘single window’ concept used recently oy

state industrial developmeat corporations.

o Back-room technology: At the customer end, a service has to be simple to
understand, For exampie, air travel should be made easy, but behind it may be
complex aeronautics and computerised, real-time reservation systems. HRD has to
ensure that those at the delivery end of a service institution understand the power
and limitations of this back-up technology, while at the same time the technicians
understand customer needs, abilities and limitations. User-friendly computer ‘

peripherals, for example, enhance the utilisation of an information service.

» Specialised knowledge: The level of general and specialised education tends to be
relatively high in a service institution. Infact, 3 service institution like a
consultancy, has to be intellectually a few steps ahead of its clients to be of real

value to them. So, 8 research and learning orientation is needed. The service

institute tends to have a preponderance of white collar workers and executive
es monetary rewards, they

manpower. Their motivation is more complex. Besid
look more for ego satisfuction and quality of work life.

« Propensity for disiniegration: Service institutions seem to have a higher tendency
to disintegrate. Depending upon personal ambitions, bruised vgos, inequity, etc.,
rebel groups break away from the mother organization and form new ones. This
may be partly due to low capital cost, low barrier to entry and the preference of

the customer for specific resource persons. Therefore, HRD needs to provide for -

more participation in plapning and control of the projects, as well as sharing of
rewards, whether psychie satisfaction, fame, visibility; profits or upward mobility.

HRD in Secrvice Industry
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12.5 HRD IN PUBLIC SECTOR BANKS ¢

As early as in 1968, the Government of Indiz introduced ‘social control’ over the
banks, under which commercial banks were directed to provide a larger volume of
credit to hitherto neglected sectors like-agriculture, small industries, village artisans
ete., so that bank credit may prove a more effective insturment of economic
development. However, this was found inadequate. Therefore 14 majbr Indian

scheduled commercial banks were nationalised in 1969; This was further followed by -

nationalisation of 6 more benks in April 1980.

The commercial banks have performed spectacular growth after nationalisation.
Advances to the priority sector increased from 14.6% to 43.6%. The total number of
bank branches had increased from 8262 in 1969 to 53,563 in March 1987, The
credit deposit ratio in the rural branches has gone up from 37.24% in June 1969 to
65.3% by December 1986. :

In India, banking has become a key sector of national economy contributing to its )
growth through rural banking, credit deployment to the masses, international banking
and other sgrvices. The task of economic upliftment of the rural masses has been
taken up earnestly by banks by rapid spread of branches network in rural areas and
concerted implementation of Integrated Rural Development Programme among
others. The banks continued to participate actively in extending credit facilities to
eligible persons under IRDP as a measure for alleviation of poverty and gencration of
additional employment in the rural areas so as to enable the rural poor t cross the
poverty line. The banks also assist the weakest sections of the community under the
Differential Rate of Interest (DIR). The banks also extend financial assistance to
house construction activity to individuals belonging to scheduled caste/scheduled
tribes and economically weaker sections besides State Housing Boards, Urban
Improvement Trusts etc., which undertook construction of hotses for weaker
sections. The banks has also given indirect finance for the purpose in the form of
investment in debentures. ' '

Planning and Human Resources Development assumes great significance in a labour
intensive indusiry like banking. Public ‘sector banks in our country have shown a
good deal of interest in designing and using HRD systems and mechanisms for
improving effectiveness of their employees, In public sector banks, the focus of
Human Resources Development (HRD) effort is to develop versatility and ensure
flowering of potential of the individuals through innovations. In realisation of these
objectives, these banks introduced Quality Circles for team building and work life .
improvement, Circle Management and Branch Management-Boards as a training
ground for developing analytical and decision-making skills for-alk.levels of personnel,
involvement of cross section of people in decision-makin E process for wider
participation in policy formulation, Meditation Room for creative thinking and
organizational renewal, . .

Public sector banks have given continued emphasis to capability development
through study circles, brainstorming sessions purposeful staff meetings at their
branches, effective job rotation by formal one year advance planning, éncouragement
to self-development through incentives and bringing out knowledge booklets like
Counselling Techniques, HRD compendium, etc. The institution of welfare office
adopted branches for allround development. The welfare offices set up by these
banks at various centres attended to aspects relating to employee grievances and also
assisted in focusing faster attgntion to customer services. .

Communication was given added focus through interface by executives at all levels of
management, formal collection of feedback to gauge the effectiveness of policies and
systems, publication of educative brochures to highlight various leadership aspects
and special communication on productivity improvement. :

In most public sector banks, an ongoing objective performance appraisal system
based has been introduced for officers, The major focus of the appraisal system is
development of individuals and improving the quality of worklife, to ultimately result
in achieving organizational effectiveness, The open appraisal system introduced by
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the Canara Bank has been well acclaimed by the Indian Bank Association (IBA), as -
a sophisticated system with several positive features,

Public sector banks has also given special attention to the establishment of Human
Resources Development divisions. The division is entrusted with the rask of
preparing long-term schemes for the development of employees. The tasks completed
by the Human Resources Development Division in most of the public sector banks
include formulation of rotivation surplus staff, schemes for sending birthday greeting
cards to all employees, schemes on career planning and rotation of staff, schemes for
granting incentives for further study.

With a view to bring in more objectivity some public sector banks have designed a
new Performance Appraisal System for officers. In this system the practice of
self-evaluation has been incorporated accerding to which appraisee and appraiser
identify the key performance areas alongwith the specific function. Evaluation is
done on the basis of employees’ contribution or efforts with respect to these areas.
Thetefore, the modified performance appraisal system is intended to.lead to allround
development of employees. Effective steps-have also been taken in some banks

to reassess staff requirement so as to ensure optimum utilisation of available’
manpower and also to. eliminate surplus pockets wherever possible, There has also
been a strategic change in staff development, by relating it to workload, with a view
to increasing staff productivity, at branches and administration offices,

In order to raise the level of motivation of employees and urge for individual
development the banks undertook several measures and also continued efforts
through a series of educatjvé literature and previding appropriate forums for skili
identification. Classroom as well as on-the-job training continued to be strongly
emphasised in human resource development strategy of almost all the banks in public
sector.

By and large, banks hav. come to recognise that HRD is more than training
programmes. Training of employees is only one component of HRD. Therefore,
other aspects of the HRD system like performance appraisal system, job rotation,
career plan and organization development etc., have also, come into practice,

12.6 HRD IN THE LIC 7

The Life Insurance Corporation of India (LIC) was set up in 1956 by the
Government of India, on the nationalisation of life insurance business. It took over
the entire life insurance business which had been transacted in India by private
companies till then, The funds (assets and liabilities) and employees pertaining to this
business were automatically transferred to the'LIC. Since 1956, LIC alone has the
authority to transact life insurance business in India, subject to special authorisations
for some government schemies, which are allowed to operate oytside the purview of
the LIC. '

Apart from the Central Office, the LIC has five Zonal Offices, sixty four Divisional
Offices and Branches in over eight hundred centres. In the thirty-one year span of
time from 1957 untill 1988, LIC’s business expanded from about G million to 32
million policies with an assured sum of Rs. 5,90,680 million, Its employee strength
grew from about 31,000 to about 73,000 in the same time span,

In 1980 the LIC launched on a major exercise of organizational restructuring which
led to major decentratisatiori of responsibilities to the branches, Each was recognised
as a profit and growth centre. The number of positions iu the branches as well as the
level of responsibility in these positions were considerably enhanced. Microprocessors
were made available to branches. The new structure provided for consultation
processes and joint decision-making in planning and other operations, The new
systems included data being generated abont the socio-economic conditions of the
area under the Branch jurisdiction for planning purposes, developing strategies for
operations on the basis of such data. Consequent to the restructure of work, there
was need to enhance the skills of the personnel to operate the new systemns. It was

HRD in Service Indusrtiy
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recopnised that' the orpanization to successfully adapt to the serious challenges from

- the complex turbulent environment, needed long-term strategies with repard to the

sacial systems. Aware that burcauceratic procedures, narrowly defined jobs and tight
supervision can wreak havoc on human motivation and that excellent performance
comes when individuals are committed to using full capacities to solve problems, the
need was fell to develop strategies that would meet the needs for Iearnmg,
development, belongingness, variely and creativity.

Defingd Goals of HRD in LIC
The HRD goals of LIC in the revised structure are:

¢ To ensure that adequate number of persons with sound insurance background and
experience, both as generalists and spectalists, are available at different levels, to
facilitate enhanced standards of service to customers and fast growth.

e To provide human resource policies that are not only fair and just but also
perceived as fair and just.

 To provide employees equitable opportunities to move up in the organization on
the basis of their performance and ability.

e To ensure that res-ponsibility for results is provided right from the lower levels so
that employees can develop a sense of independence and self-confidence.

» To provide employees opportunities for learning new and varied skills thus making
the work more satisfying and meaningful.

o To provide opportunitics for trammg and development of cmployecs with special
potential.

Several strategies to achieve the stated objectives and goals were developed.
Consistent with the policy of consultation, the new strategies were circulated among
and discussed with groups of employees. It was however clcar that the orgamzauon
needed a comprchcnswe HRD approach.

HRI} Philesophy of LIC
In 1987 the organization stated its beliefs about HRD as under:
. b

« That-human potential inherent in every employee is vast, it can be further
enhanced by various interventions like training, job rotation, counselling,
organizational action etc.

e That people are major assets and thal an organization can foster full realisation of
-individual potcntnal by providing a developmental environment and opportunitics,
by encouraging and rewarding innovativeness etc.

e That such people who are not able to contribute to the organization fully due 10
reasons beyond their control can alse give the besl if they are taken care of proper
environment and conditions are provided.

¢ Thal competencies can be developed in people at any point of time; as a model
employer it is desirable that we encourage competency enhancement.

o That HRD provides for a higher quality of work-life through opportunities for a
meaningful career, job satisfaction and professional development.

s-That HRD philosophy emphasises human well-being and organizational growth,
--that HRD policies are relationship centred and the extent of relationships under
HRD ambit is life long and not merely for'8 hours.

o That, as a model-employer, the Corporation must provide for employee growth; if
an employeg perceives a nurturing environment, there would be a positive
response to matching individual aspirations with organizational needs.

o That in order to be effective, HRD processes have to be planned:and contmuous.

HRD Interventions

It was decided to begin the intervention wnh a workplan and review (WPR)
approach at the level of Assistant Divisional Manager which is the position of the
head of a department in & Divisional Office. In the restructuring exercise an attempt
was made to clarify the various roles in the Branch and Divisional Offices. WPR
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required every incumbent of each position to specify the nature of the contribution
he expected to make as distinct from the results which his department as a group will
achieve. This statement of contribution was-to be discussed and agreed upon berween
him and his superior. The work plan which would indicate the specific outputs or
improvements or results that the manager proposed to make in the next year, would
also indicate what he would achieve in the next threce months and the following
months and again six months the manager would review the work first along and
then together with his superiors.

The intervention was begun in early 1988 on an experimental basis in all the divisions
of the Northemn Zone of the Corporation. Seminars were conducted in which the
consultant, explained to all the concerned officers of the zone, the philosophy and
the rationale of the proposed intervention and the details of how to go about it.
Subsequently, the Zonal Manager and the Regjonal Manager (Personnel) went 1o
each Division and had detailed discussions 10 help the officers concerned understand
more thoroughly the significance and the mechanics of writing out the work plan.
After a period of three months the officers had clarification seminars with the
consultant. After clarification seminars the work pians were finalised.

As information went round about what was happening in the Northem Zone, therce
were demands from other Divisions that they be involved in the new experiment.
Consequently, 10 further Divisions were brought into the scheme. The Corporation
intends to introduce the scheme throughout the Corporation only after obsemng the
results of the experiments in these Divisions.

During the seminars in which thicy are being introduced to the concepts of the
intended practices, the officers concerned expressed several doubts and sought
clarifications. Some of these are discussed below.

Managers were aware of the beneficial effects of human relations and at least
cognitively want to be good to their people. The HRD philosophy however states
that being good to the people is necessary for its own sake and not merely as an
instrument for the achievement of the managers' results. The latter is a bargaining
situation which may be resented by the subordinates. The former is a negotiation
situation which may be accepted by the subordinates (when they see that it may lead
to their own growth in terms of knowledge, experience and skills), may lead to
development of persons and integrate in a different manner with the desired results
of the organization.

The expected growth of LIC would lead to seriots prol{léms in’ handling work and it
was essential that decision-making processes must remain at the Branch Offices.
Unless the personnel at the operational level viz. the Branches, were developed
adequately to shoulder the r&sponsibi.lity of not merely carrying on the operations,
the entire restructuring exercise may be reversed with regard to the role of the
Branch. It was to enable the personnel to perform adequately for these new tasks that
-the proposed HRD strategy becomes important:

Some managers mentioned that certain positions were more attractive in terms of
remuneration as a result of which there was a reluctance for people to move away
from these positions even if higher responsibility positions were offered. This
question came up in connection with the proposed rareer path which expected that
personnel would in the initial years, work in the Branches to develop skills of
interaction with customers, learn the essential aspects of operations, develop
confidence to handie differentiated functions and become aware of integrated activity
moving later into the higher offices for specialisation in functional areas. The fear was
that if individual officers were to be given a choice as to the career or the
specialisation in which they would like to develop, there would be a heavier
concer:tration in positions which are attractive in terms of remuneration and
perquisites compared to the other positions which db not have sich perquisites. It
was difficult for many to visualise that other specialist functions could also be found
attractive @nd could be chosen by individuals for reasons of professional stature or

-temperamental adjustnents. The rotation in the earlier stages of the career was
meant (o provide an opportunity to experience the different functions so that
informed choice could be made.

HRD in Service Industry
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An interesting nbservation was the relationship between the dcvelopment of an
individual in the organization and his role outside the organization in socicly,
Alienation at wark seriously affected one's attitude and behaviour towards family
and children. Development of people takes place when given autonomy. Too much
of repulation and control stunts-development and increases dependency. The
practices within the organization decide the manner in which a person functions in

‘the society cutside. Organizational prattices have to be looked at in terms of not

merely the organization’s needs but also in terms of the society which the
organization would like 10 develop.

A persistent doubt was Lhe dislinetion between the work plan of the individual
officers and the task plan of the department. A manager does not funclion alone but
works with a group of people. How can the manager's individual work plan be
separated from the task of th2 group which he manapes? Also if such a distinction is
made does it not imply that an individual manager is sacrificing the interests of his
proup? Would it not work against the requirement of building-up of a team. It
needed considerable explanation to distinguish between the individual contribution
and the results of the group. Clarifying individual contribution was nécessary to avoid
conflict and difiusion of respensibility. When managers identify their distinguishing
contribution in the context of the work of the group which they manage, there is
better focus on linkages and the perspective becomes wholesome.

Another set of questions related 1o.1he boss, How doces one develop and own his own
work plan if the boss's priority is different and he tries to impose the priority on the
manager concerned? It would be difficult to ipnore the priority of the boss but that
may ot necessarily be how the manager sees the position in relation to the
performance of his group. While recognising this as a real problem, it was explained
that the new systems to be introdiced and practised are meant to develop a citlure
of discussion, consultation. participation and joint decision-making, where differemt

_viewpoints will be examined and reconciled. Where a culture of this kind is created,

it would be possible for the manager to convey to the boss his viewpoint and try to.
persuade the boss not to propose a priority which is inappropriate. But if such a

culture of mutual discussion does not exist, there can be aberrations. The structure of

quarterly meelings for review was intended to reconcile different viewpoints and
handie pressures being exerted.

It was important that the work plan be not imposed but be lhat ot the manager
himself. Only then would he have the ownership of planning for results. Without
such ownership the WPR. approach becomes meaningless. Organizational roles are
multi-role relationships needing differently affiliative and work-oriented behaviours.
The initiative to improve is of the self. The organization has to provide facilitating
conditions. The job of the manager is to develop practices that help individuals to
accept ownership and the plans of action. '

The most common doubt was about how the WPR would affect the appraisals and
the future of the managers. The suspicion was that failure to achievé one’s work plans
would invite an adverse appralsal even though the failure may well be due to
environmental factors or senior management behaviour outside the controt of the
manager concerned. Also lenient or less demanding superiors may héip managers by
consenting to relatively easy work plans. These fears were sought to be assuaged by
the assurance that the WPR would not be linked to the appraisal and reward system
during the experimental stages and that even later such linkapes would preceded by

" adequate consultation with thé managers.

Existing practices are the reality which managers are familiar with. New systems
which attempt 10 develop an entirely different and unknown reality are looked upon
with suspicion. To make managers accept the new reality as practicable, is a difficult
task. Therefore, new systems need to be very gradually intreduced,  carefully
inoniiored-to ensurc that all the steps are followed, vague fears are patiently doused,
that the advantage: gfe perceived and appreciated and that there is no regressionto
past practices. Thi isthe chalicape of the HRD facilitator.

R A Rt TR

R

R e R




HRD In Service [ndutry

12.7 HRD IN EDUCATION #8

Education itse!f aims at development of human resources. Therefore when we talk of
HRD in cducation we are talking about the development of those human resources
involved in education. These include: teachers, headmasters, principals, support staff
working in educational institutions, heads of university departments, vice-chancellors, .
educational administrators at the local, district, state and central levels, planners and
policy-makers. Developing all these categories of people becomes extremely
important as the cffectiveness of education depends upon how well they perform
their roles. People at different levels and performing different roles require different
competencies to be effective in their roles. These competencies are also chahging
from time to time as the environment is changing, knowledge base is continuously
improving and the needs are changing. Such'a dynamic and changing environment
requires an equally or even faster developing human resources to cope with it. Hence

' there is a need to develop continuously the capabilities of the people involved in
education.

The competencies required for teachers are normally considered as subject matter
competencies and pedagogic skills. As we go up the education stream the
competency requirements become much complex. For example the Headmasters of
schools require more sophisticated competencies than what a teacher requircs.
Besides knowledge of the subject and pedagogic skills, he is required (o be a luader,
initiative taker, innovator, institution-builder, manager, etc. As we go still higher up
to the level of District Education Officer the competency requircments get still more
complex as he is required to deal with a large number of institutions and guide thern.
He is required to be familiar with the region and its educational problems, should
have the competency to guide the Headmasters of a large number of schools, should
be able to establish management systems to keep information, monitor school
performance, suggest innovative schemes to ihe schools, involve the community for
improving educational facilities in the region etc. Thus the complexity of the
capability requirements changes for different roles. As all these roles arc equally
jmportant for the effcectivencss of the education systems it becomes cssential ro
ensure the continuous development of human resources cccupying these roles.

Training has been used most often as the only mechanism for developing human
resources in education sector and other mechanisms of human resource development
have been neglected. The limitations of training in developing complex capabilities
has not been adequalely recognised in the past. 1t is easier to develop subject matter
compelencies in ieachers through classroom instruction. But teaching skills cannot be
developed through classcoom instruction only. It has to be supplemented by actual
practice. Higher level competencies required by the Headmasters, Principals, DEO's
etc. cannot be developed in the classrooms alone. Alternate mechanisms need to be
identified. Experience from other sectors indicates that HRD can be effected through
performance appraisal systems that are designed to pramote employee development
in their present roles. Potential development systems can afso be planned to prepare
for future roles likely to be performed by the employees. OD exercises could be
undertaken to create self-renewal capabilities in educational institutions,

Career opportunities and rewards are very important factors in providing a
development climate in educational institutions and agencies. If there is no development
climate and no pressure or incentives for development people are not likely to develop.

HRD Needs in Education :

The HRD needs in education should be interpreted in the context of the overall
developmental needs of the country and should take into consideration the
developmental plans in other sectors. Any HRD program for those in the field of
education should enable those in education systems to initiate, design, develop, and
implement education systems that facilitate the accomplishment of developmental
plans in other sectors at the local, regional and national levels. This becomes all the
more important in a developing country like ours which cannot afford to waste its
resources by having an education system that is a luxury.

In identifying the HRD nceds of educalion people we need to take this perspective 45
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into consideration, The next five year plan is likely to address itself to this question of .

the linking of education with productivity and employment both of which depend on
the developmental activities in other sectors:To meet the developmental needs of
other sectors both educational planners and administrators need to understand and
design or re-oricnt education accordingly. A basic requirement for this purpose is
openness, risk-taking and innovativeness on the part of various functionaries involvéd
in education. To create such kind of people in the education sector is the first and
foremost HRD need. ' :

The greatest HRD need in the education sector today is to change attitudes and
syslematic rigidities. This change should begin from the top. This change cannot
come merely through training programs. The performance of the higher level officers
should be assessed and feedback should be given to them on their innovativeness,
initiative, activities geared to develop local level talent in the education systems.

There are some innovations going on in the country at various levels in the education
systems. These arg taking place silently. There is a need to make these known to
others and enhance their initiative thinking. This is itself 8 HRD need.

12.8 HRD IN THE HEALTH SECTOR °

All efforts in human resource development (HRD} have to culminate in ensuring the
health of the individual, the family and the society. Health, family and social welfare
are systematically interdependent, for, growth and development of an individual is
dependent not only on his heaith, but the health of his family and the society.
Similarly, societies and families do not develop without the healthy development of
their individual members.

HRD programmes cnsuring health and family welfare should result in social welfare.
They must provide not only social services to ensure physical health of the citizens

but also to ensure their psychological development whereby.they leamn to appreciate
their relationship with the society. :

Philosophy for HRD Programmes -

"HRD action programmes in the health sector assume that:

* A human being is more than just a bundle of physical and psychological needs. He
is a spiritual force,

o As .resource, a iuman being is not an end in himself.

s Since there is a limit to physical needs, growth of the human being lies mainly in
his psycho-spiritual development towards self actualisation.

¢ Development in terms of needs means unfolding. It therefore refers to growth
from within.-

o Development means self direction, becoming aware of one's different resources,
and utilising these resources.

¢ Growth and development should generally result in the needs to share.

Strategy Parameters for HRD Programmes
The acceptance of the concept of social welfare, discussed earlier presumes that the
functions of social welfare have been well defined. In order 1o ensure the success of

.the programmes to be carried out, it will, in addition, be necessary to: (1) locate the

responsibility for specifying the goals to be achieved, (2) identify the authorities who
will be responsible for devising and harmonising the optimum use of resources for
achieving these goals, (3) identify agencies who will assess the feasibility of proposed
programmes within the context of national development; and (4) who will evaluate
the results in terms of the objectives.

Aclion Approach in HRD Programmes

o Involvement of the Target Group:
HRD programmes involve the target group in formulating programmes within an
overall framework for: :
— identification of key health and family problems of the community
~— discussion of the remedies

SETIT

SOTTETITT O e




— assessment of both human and material resources available with the target HRD In Service Industry

group
— resources, both human and material, required from outside
— assessing training needs to develop local human resources
— drawing up local action plans with local consensus
— discussing methods to monitor programmes and to 1ake corrective action.

e Assgssment of Local Systems Functioning
In order to ensure success of HRD prograimmes, it is necessary to assess local

channels of communication, locate the influence leaders, identify value
orientations and traditional methods of dealing with health and family problems.

o Imparting Health Education
HRD programmes should aim at giving the external health agent {social
worker/doctor) proper welfare orientation. The career needs of the health agent
will also need to be resolved. So far this problem has been attempted through
provision of incentives, or some kind of compulsion al the education stages.
Increased individualism and carcer conciousness however have made this problem

intractable.

¢ Use of Mass Media
Programmes of mass media should atm at encouraging people to discover what
knowledge and resources are available with them and help them understand their

applications.

Action Programmes in Health
It will be agreed that the standards of health care provided by a society through

. health programmes have to be in consonance with the society's health requirements
and health resources. Action programmes in health involve:

o Assessment and Ultilisation of Indigenous Health Technologies i
Every social group inherits knowledge of indigenous medicines and methods which
are cost effective and locally available. It is therefore necessary to make surveys,
compile directories of technologies, and make them available to people through
various media including the social worker: .

¢ Action Programmes for Psychological Health .
Most health disorders have their origin in psychological disturbances. Social and
family conditions in childhood contribute to a person’s psychological make up.
This results in emotional ill health ultimately manifesting in physical disorders. it is
necessary to evolve programmes of self awareness and personal growth to enable a
person to see through his defenses and free his real creative seif. Seif awareness
programmes are educational in nature. A person learns from friends, family and
school. Self awareness programmes have therefore to be taken to families, lo
neighbourhoods, and to schools at all levels, The formal or the modern self
awareness programmes have come to be established as Sensitivity Training
Programmes. They are conducted by management institutions and management
consultants for mostly management personnel.

HRD Programmes for Family
Most people will agree that family is a very important institution for both social and
* individual health. It is.in the family and home where a person is normally most
comfortable and is his real self. Family is a very important buffer against a lot of
onslaughts of the environment on the individual, Especially in our kind of _
socio-economic environment, family tends to absorb a lot of social and economic -
problems. Hence until we develep alternative equivalent institutions, our HRD
programmes have to, in every way encourage the existence and survival of family.

" Such programmes would cover:

¢ Family Counselling Services
Family is the first environment shaping the value and behaviour patterns of the
individual. It is therefore of utrmost importance to provide family counselling
services which can be supportive to individual growth. The rigidity in family
functioning must change to enable women achieve their personal growth.

» Parental Training
Family structural and cultural rigidities effect the emotional growth of children
very often resulting into irresponsible and unaccountable behaviour. Programmies 47
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of paremal training concerning the emotional growth of children are a must in
terms of HRD for family,

) Teehnologuul Training to Women
‘Shifts in labour foree, mechanisation of many domestic chores and women taking
over jobs that were done by men earlier is resulting in non-availability of technical
help for repairs, It is therefore essential to demgn programmes of technical training
in electrical and mechanical gadgetry which is part of a normal household to
women. This training should be made available to regular schools, special training
schools, and neighbourhood training camps. -

o Supportive Family Services
In majority of the families, both husband and wife work. Integrated growth of ihe
child takes place when the attention of both parents is available to him. It is
therefore necessary to design programmes to enable both parents to look after
children.

Conclusion

HRD programmes for health, family and social welfare must always be conceived
and designed in systems perspective. Human resource development is often equated
with individual development Individual development is certainly a worthwhile goal

in itself. But man is also a soctal animal. We need therefore to once again bring back

the concept of duty and accountability to onself, to family, to society and to nature.

12.9 SUMMARY

This section began with a discussion of the nature and role of the service sector. The
service sector is an important link between the production and beneficiary segments
of society. Its growth indicates a ¢hange in social structures, The service industry
being more directly in touch with the consumer, HRD in service organizations is
essential to their proper functioning. The experiences and issues relating to HRD in
four major service sector segments have been discussed. Substantial progress has

.been made with respect to HRD in public sector banks and in the Life Insurance

Corporation. In the areas of education and health, the introduction and -
implementation of systematic HRD has still a long way- to go in meeting the challenge
of providing more efficient and human-oriented services to society.
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UNIT 13 COMPARATIVE HRD:
INTERNATIONAL
EXPERIENCES

Objectives
After poing through this unit, you should be able to:
@ understand what factors account for differences in HRD across different countries

o identify the dominant HRD practices in different parts of the world.

Structure

13.1 Introduction

13.2 National Versus International HRD

13.3  International Commonalities and Differences in HRD
13.4 HRD in North America

13.5 HRD in South America

13.6 HRD in Western Europe

13.7 HRDin Africa

13.8 HRD in Asia

13.9 Summary

13.10 References

13.1 INTRODUCTION

Managers in organizations hold particular vicws, assumptions, values and preferences
about how to manage and develop people in order to avain organizational as well as
individual goals. Such views, assumptions, valucs and prefcrences are translated into
formal policies, practices and systems of managing and developing human resources.
Across the world, management thinking and values are likely to be different,
reflecting differences in cultures, social, political and economic realities. If this is s0,
then there are likely to be some differences in the HRD systems and practices in
different countries. There are also likely to be commonalities betause the fundamental
laws governing human behaviour are much the same across the world. For instance,
people everywhere have basic psychological needs for belongingness, emottonal -
attachment, reward etc. Diffcrences between people across different countries or
cultures are usually a matter of degree rather than of content.

This unit discusses HRD policies and practices in differcnt parts of the world. The

_objective is to highlight the major commonalities and differcnces. Such a comparative
discussion is useful because it helps us understand what factors beyond the immediate
arganizational and environmental contexts influence thinking and action with respect
to human resource development. It helps us appreciate the diversity of practices but
also to appreciate the common core which binds people, organizations and entire
countries together by common concerns aboul people. 1t helps put many of our own
HRD systems and policies in a broader perspective. The importance of a comparative
look at HRD is particularly relevant in current times becausc of the dramalic changes
taking place around the world. Everywhere, social. political and economic realities
have been changing and there has been a loosening of boondaries and a keeness to
examine what other countries are doing. Increasing collaborative ventures between
Indian and foreign corporations, the import and export of technology and other
resources, and an anxiety for effective partnerships heighten concerns about human
resources management and development in other countries.

13.2 NATIONAL VERSUS INTERNATIONAL HRD

A very frequent concern expressed by people in organizations in which new HRD
systems arg being introduced is: “To what extent are these systems applicable to

Indian organizations? Are these HRD systems not based on foreign experiences?” 49
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Such questions reflect a long-standing controversy among practising managers as well
as academicians and researchers about the contextual relativity of management
(especially HRD) practices.

One school of thought has held that “menagement is management wherever
Ppractised, a universal profession whose principles can be applied in every form of
organized activity.” ! Such a view has found support in some well known research.
findings. A classic study is that of Harbison and Myers who studied management
practices in 23 countries and concluded that management did not differ
fundamentally from country to country. 2

On the other hand, another school of thought which has gained much prominence in
recent time, has challenged the notion of the universality of managément. Winston
Oberg argued that the ground rules under which maragers operate are different
across countries and that, therefore, it is fruitless to seerch for.a common set of
management strategies. * William Newman identified a set of beliefs and values
undetlying management practices which differ with culture and social context.® A
number of Indian scholars have for long argued in favour of the need for us to take a
more culturally relevant view of our management and HRD practices. One of the
best known is JBP Sinha who suggested that Indians, because of our social and
cultural background, have a strong need for a tough but nurturant style of
management which is authoritarian but also benevolent. * Translated into HRD
practices, this would suggest that we require fairly well structured systems and
procedures of HRD with strong linkages with reward and punishment systems,

13.3 INTERNATIONAL COMMONALITIES AND
-~ DIFFERENCES IN HRD

However high the degree of automation, every organization requires human
resources in order to attain its goals. Human resource management includes various
basic functions. ® Firstly, it has to procure people for the organization. Then it has to
retain people by adequately rewarding them through a compensation system. Thirdly,
the organization has to satisfy the psychological and social needs of people by
providing facilities and systems which maintain godd quality of work life. Fourthly,
the organization has to ensure that its human resources, like its financial resources,
gain in value over time. Therefore, it has to provide for continual training and
development as well as create organizational conditions which ensure the utilisation
and promotion of potential, .

These basic functions of human resource management are common to all or most
organizations regardléss of their location, size, type and nature of business. However,
different organizations may emphasize one or the othér function differently, Such
differences in emphases largely contribute to differences in HRD policies and
practices.

The major factors which account for differences in HRD practices are:

Cultural Fact_ors ’

In a well known recent study, Geert Hofstede identified four basic culrural
dimensions which may account for differences in management and HRD practices
across cultures. ? These are:

o the extent 1o which a society emphasizes collective rather than individual activity,

™ fhé extent of power-distance or tolerance for social imquaiity;

o the extent of acceptance of uncertainty, and

e the extent to which a society emphasizes “masculine” values and behaviours such
as assertiveness, ambitiousness, domination etc.

Hofstede's extensive research across 40 countries enabled him identify the dominant
cultural characteristics of different countries, India, for instarice, was identified as a
country in which there is a moderate extent of collectivism, a high tolerance of social
inequality, a general acceptance of uncertainty and a moderately masculine :
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orientation. Such cultural differences would be reflected in the kinds of HRD systems
adopted. ¢ For example, in cultures like ours where there is moderate collectivism
and a tolerance of uncertainty. Organizatiop Development (OD) and teams building
activities may more be acceptable and effective. Contrastingly, in a culture with a

" high degree of individualism and an intolerance for uncertainty like the USA, systems
such as performance appraisal, feedback and counselling may be more acceptable
and effective. ' '

Economic Factors

The HRD policies of a company reflect the corporate policies and sirategies of its
management. These, in turn, are influenced or determined by the structure and
nature of the economy. For instance, in a mixed socialist economy like ours,
corporate policies and strategies are irifluenced by government regulations, social
policies of the government regarding employment and development of disadvantaged
social groups, competition from other public and private sector organizations etc.
These factors are redected in the HRD policies and practices too. On the other hand
in a free enterprise system, the success of a company may depend much on its
efficiency in competition with other companies. So it may place greater emphasis on
systems that increase performance efficiency and accountability. The level of
industrialisation already achieved in an economy also influence HRD practices of
organizations in the economy. Other things being equal, it appears that higher level
of industrialisation results in a more educated, organized work-force whosc HRD
needs are different from the less educated, and less organized work force in
non-industrialised socicties, °

Sodo-political Factors .

The socio-political ideologies of governments in different countries have a powerful
impact on other aspects such as industrial relations, cmployment policies,
management attitudes rowards unions and other internal or external interest proups.
These in turn affect HRD philosophies and strategies. In India, for instance, the
sensitive industrial relations climate due to political affiliations of trade unions have
made many managements cautions about applying to workers the same HRD policies
which they apply to the non-unionised managers and supervisors. In socialist
countries, the State's control over the organization strongly conditions HRD.. The
opposite is the case in the democratic countries where a lot more experimentation
with HRD mechanisms and interventions has been going on.

Technological Factors -
In today’s world technology plays an important role in determining differences
between organizations. Technological know-how and sophistication is unevenly
distributed across the world with some countries enjoying much more technological
resources and know-how than others. The level of technological sophistication in an
organization will affect a number of HRD related matters—training, transferability
and job rotation, inflow and outflow of human resources into and out of the
organization, and even the type of climate and interpersonal relationships prevailing
in the organization. Thus, countries which have very sophisticated and fast changing
 technologies would tend to be characterised by organizations which emphasise skill
and technical training. Countries which have sophisticated slow changing
technologies would have organizations that give more importance to human relations
or attitude development interventions to maintain personal growth and development.

In the following sections, a bird’s-eye view of HRD related practices in different parts
of the world is provided. As will be seen from the descriptions, one striking
difference between ERD in differcnt countries is, in the first place, about what HRD
means and what activities it should encompass. Although many of the HRI> concepts
and systems used in Indian organizations today may have originated from the USA
and other Western countries, it will be evident that an integrated HRD system of the
kind familiar to many Indian organizations, is uncommon in most other countries. In
many countries, HRD is simply another term of Personnel Management or
Administration, and the major HRID intervention appears to be training. The
following discussion is organized according to regions which, industrially and
culturally, have certain common features: North America, South America, Western
Europe, Africa und Asia, Information from literature on HRD in Eastern Europe,
unfortunately, is Loo scanty to be of use here.
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13.4 HRD IN NORTH AMERICA

The understanding of HRD in, the USA is best reflected in the definition by Leonard
Nadler that HRD is, “organized leamning experiences in a definite time period to
increase the possibility of improving job performance growth™. 1° By this is meant
that HRD is an intentional, formal learing experience for which the organization
provides time periods and structured opportunities. But, as clarified by Nedler, HRD
cannot ang should not promise that as a result of the learning experience,
performance will change. This implies that non-training organizational conditions are
beyond the purview of the HRD manager. HRD is also seen largely as being directly
concerned with job performance—either the present or the future. Thus, HRD has a
narrow focus, primarily concerned with training, education and development.

The surprisingly narrow focus of the meaning of HRD may indicate not so much
neglect for other areas of human development, but the degree of specialisation which
exists in North American countries in functions connected with the management of
people. While the HRD manager is largely concerned with training, other areas of
development are looked after by other managers. As Anant Negandhi points out, in
the US, human resource planning and practices cover employment policy, training,
wage and salary policy, staff relations policy and welfare and benefits policy. '
International studies by Negandhi and his colleagues showed the following major
features in US organizations:

e most organizations had specialised departments for, different human resource
functions like training and development, employee benefits, industrial relations,
etc. . )

e very few organizations carried out job analysis activities.
» most US organizations have formal and systematic selection processes.
o most US organizations had systematic bases for wage and salary administration.

e YWhile most US organizations made strong use of monetary incentives to motivate
workers, they tended td make greater use of non-monetary incentives with
supervisory and management personnel. The most frequently used non-monetary
incentives were good working conditions, employee counselling programmes,
participative decision-making and recreation and sports programmes.

13.5 HRD IN SOUTH AMERICA 12

South American countries range from the very small (eg. Costa Rica) to the very
large (eg. Brazil). The entire region is characterised as ‘developing’ or ‘third world'. It
is however largely for agriculture and"animal husbandry. Industrialisation has come
only recently to this continent. South America is plagued by two long-standing
problems: overpopulation and lack of adequate education. The end result is that
there is a large workforce without the skills required for industrialisation.

As industrialisation called for the accelerated development of human resources most
of the countries have some kind of government sponsored National HRD activity.
These are funded both from government revenues and from levies on the private
sector based on their annual wage bill, - '

Erazil set the trend in 1941 by forming the National Service of Industrial
Appreaticeship (SENAI) to promote HRD both in the public and private sectors and
in government agencies, Argentina followed the lead in 1944 by establishing the
National Commission of Professional Learning and Orientation (NCAOP). Asin
Brazil, it was financed by 1% tax on payrolls. Later, in 1959, the Argentinjan.
government sought to extend HRD to the regular school system through the National
Bureau of Technical Education (ONET).

The government in Chile is also actively involved in HRD. In 1966, the National
Iastitute of Professional Training was formed. I¢ provides training to those preparing
to enter the workforce as well as 1o those who are already employed, with a major
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emphasis on technicians. More recently, in 1975, the government enacted a law Co Comparative HRD:
providing financial incentives for private companies that had acceptable HRD-~ Tntemnationnl Experiences

programmes.

13.6 HRD IN WESTERN EUROPE "

As in North America, in Western Europe tao, the main focus of HRD appears 1o be,
on training and educational activities. However, there has also been an emphasis on
the provision of “support systems"—that is, those activities performed by those within
the organization to ensure that learnings from HRD activities are supported on the
job. In Spain and Holland key managers in organizations are identified to take on the
roles of facilitators to provide encouragement to people on-the-job. In Sweden, in
some organizations there is a practice of using intemal, non-HRD practitioners as
on-the-job facilitation. Each incividual is given a “train the trainer” course and then
returned to his or her workplace.

HRD in Western Europe gives much emphasis to the building of specific skills.
Generally adverse economic conditions have prompted organizations in Holland, .
.Denmark and England to rely on short training programmes.

One of the main HRD related concerns in Western European organizations is the
impact on people of the introduction of new technology, particularly
computerisation. The role of the HRD practitioners is scen most Irequently as being
that of helping people deal with the problems of change.

13.7 HRD IN AFRICA "

Africa is the least developed of all the world's continents, though it is believed to-be
best endowed with minerals, energy, land, water, and other natural resources. Its
economy is marked by low productivity in both agriculiure and industry, high
illiteracy, low life expectancy and a generally low quality of life. African governments
have generally concentrated on capitat and physical resources to the neglect of
huinan resources.

A Heads of State summit in Lagos in 1980 is a landmark for HRD in Africa. The
Lagos Plan of Action that emerged out of the summit emphasized, among other
things, the training of labour to meet the technical and managerial needs of
development. Accordingly, it recommended the establishment of national and
regional training centres and skills development programmes.

Tn mosl African countries, HRD has been institutionalised. Zimbabwe and Tanzania,
for instance, have formed HRD ministries; others have departments in other
ministries specifically for this purpose. There is hardly any country that does not have
a government institution set up for HRD. .

In Ghana, a directorate responsible for HRD was created within the civil service in
1976.-1t implements HRD in the governmwent and manages several National HRD
institutions such as Ghana Institute of Management and Public Administration,
Management Development and Productivity Institute, Institute for Technical
Supervision, and Civil Service Training Centre.

In Nigeria, HRD has not been as orderly as in Ghana. Zambia has achieved modest
results in HRD. At the National level, HRD is coordinatzd by the Naltional
Commission for Development Planning and the Ministry of General Education and
Culture. v '

13.8 HRD IN ASIAY

Of all the regions of the world, Asia probably presents the greatest contrasts. It
contains one of the most developed countries, namely Japan, and also some of the
least developed. In an advanced economy like Japan, there is a long tradition of
HRD. Japanese organizations are known for their unique development schemes,
Quality circles, participation methods, life-iong employment, etc,
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In Sri Lanka, a National Management insrigute was set up to conduct management

-and supervisory development training programmes on the lines of the modular

programmes of the International Labour Organization, Similarly, Thailand,
Indonesia, Malaysia and Pakistan all have formal organizations for manpower
training and development. In the Philippines, the Productivity and Development
Centre is working on awareness programmes related to increasing productivity.
Nepal which is yet poorly industrialised has set up an Industrial Services Centre 1o
conduct studies for HRD necd identification and prepare HRD programmes.

13.9 SUMMARY

There are both commonalities and differences in the ways in which human reso