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Human Resource Planning

According to Geisler, “Manpower planning (HRP) is the process — including forecasting, developing,
implementing and controlling, by which a firm ensures that it has the right number of people and right
kind of people, at the right place, at the right time, doing things for which they are economically most
suitable”

Decenzo and Robbins have defined HRP as “Specifically, human resource planning is the process by which
an organisation ensures that it has the right number and kind of people, at the right place, at the right time,
capable of effectively and efficiently completing those tasks that will help the organisation achieve its
overall objectives”

Significance of HRP

HRP is of primary nature and it precedes all other HRM functions. Without HRP no other function can be
undertaken in any meaningful way.

HRP contributes in the following ways in managing resources in an organization:

1. Defining Future Personnel Need: Planning defines future personnel need and this becomes the basis of
recruiting and developing personnel. In its absence, there is a likelihood of mismatch between personnel
needed and personnel available.

2. Coping with Changes: In the Indian and international business arena, fast changes are taking place.
Liberalization of the economy has brought vast changes in India. At the international level, there is growing
global competition. Every organisation is trying to compete based on technology and managerial talents. In
this war, only those companies will survive which adopt a formal, meticulous HRP. HRP helps in creating a
balance in the change process as it identifies manpower needs and availability in advance.

3. Providing Base for Developing Talents: Jobs are becoming more and more knowledge-oriented. This
has resulted in a changed profile of manpower. HRP helps in predicting the need of not just the quantity but
also the specific quality, skills and talents for the future.



4. High Cost of Investment in HR: The cost of acquiring, developing and retaining personnel is increasing
much faster than the average rate of inflation. This increasing cost may be taken care of by proper HRP
which provides the way for effective utilization of such talents.

5. Creating Involvement of Top Management in HRM: Systematic HRP forces top management of an
organization to participate actively in total HRM functions, an area that has been neglected by most of the
companies until recently.

HUMAN RESOURCE PLANNING PROCESS
Consists of a series of activities as follows:

Organizational plans & policies
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1. Forecasting: Forecasting of the future manpower is an important step. It could be done in terms of
mathematical projection of trends in the economy and developments in the industry, or of judgment
estimates based upon specific future plans of the company.

2. Inventory: Inventory of the present manpower resources and the degree to which these resources are
employed optimally should be assessed.

3. Anticipating problems: Anticipating manpower problems by projecting present resources into the future
and comparing them with the forecast of the requirements, adequacy both quantitatively and qualitatively
should be estimated.

4. Planning: Planning for recruitment, selection, training, deployment, utilization, transfer, promotion,
development, motivation and compensation should be undertaken for manpower requirement.

Taking direction from organizational objectives and plans and above policy consideration, human resource
plan is prepared. The planning process consists of two major activities: forecasting needs of human



resources and forecasting supply of human resources.

Identification of HR Gap
Forecasting needs for human resources and forecasting supply of human resources, both taken together helps
to identify the gap between human resources needed and their availability

Action Plans: Various action plans are devised to bridge the human resource gap. If there is a surplus of
human resources either because of improper HRP in the past or because of change of organisational plans,
such as disinvestment of business or closing down some businesses because of various reasons, action plans
may be devised to reduce their size through a layoff, voluntary retirement etc. If there is a shortage of human
resources, action plans may be devised to recruit additional personnel.

Techniques for Forecasting Resource Needs

1. Managerial Judgment Method: in this method managers prepare the forecast of human resource needs
of various categories in their own departments on their past experiences. this method can be applied in two
alternatives, top-down approach or bottom-up approach.

2. Delphi Technique: This technique is named after the ancient Greek Oracle at the city of Delphi where the
Greeks used to pray for information about the future. In the present World, Delphi Technique is used in
decision making in small groups. The problem and questions relating to HR requirement and related issues
will be circulated to the expert group. Their suggestions and replies will be sent to others and if needed
queries made and the final decision taken.

Delphi Technique can be used in two forms. First, it can be used to know the trends for changing job profile
and consequently, the changing personnel profile across the country or at the international level. Secondly,
this technique can be used to solicit views of experts in different functional areas of an organization about
the changing profile of personnel in their respective departments in the light of changing environment.

3. Work-study Technique: Work-study technique is based on the volume of operation and work efficiency
of personnel. The volume of operation is derived from the organizational plan documents and
increase/decrease in operation can be measured. Work efficiency or productivity is measured by time and
motion study which specifies standard output per unit of time, say per hour.

Planned output

Std. output per hr x Std hrs per person

4. Ratio-trend Analysis: Under this method, the main emphasis is on the ratios between production/sales
level and direct operatives; ratios between direct operatives and other personnel say supervisory and
managerial personnel.

5. Statistical and Mathematical Models: 1. Burack — smiter model, 2. Regression analysis, 3. Econometric
analysis

Various Factors in HR Planning

Human resource planning at the enterprise level, to a large extent, is influenced by a number of factors
outside the enterprise. The human resource planner has to take into account with varying degrees of
uncertainty political, social, economic and technological factors which will have some influence on the



planning process. Some of the factors
are:

1. Government Influence: The central government also plays a role in stimulating companies to plan their
manpower resources systematically. The planning commission, the Ministry of Labour, and the Institute of
Applied Manpower Research have made projections from time to time on manpower demand and supply for
various skill categories, supervisors and managers, over a given time. Government departments require
companies to supply data on their manpower for various purposes, such as data compilations or competence
to execute certain contracts. While providing the data, companies have had to develop inventories of their
personnel, based on the various skill category classifications, which have been used for their internal
manpower planning. The government has also fixed manpower quota for S.C /S.T and monitors the same.

2. Social Factors: Sometimes pressure of public opinion (trade unions, political parties and government)
may pressurize to create more employment and also at times “sons of the soil” theory.

3. Economic Factors: The vagaries of the business environment are another important factor. Sudden rise
and fall of demand for a product cannot be easily estimated. These may be the result of government taxation
policies or import restrictions. Sometimes recession and boom also may necessitate a change in HR
requirements.

4. Technological Change: Change in the method of production and distribution of products and services
and in management techniques can be called technological changes. The introduction of automatic controls
or mechanization of the materials handling process is examples of technological changes. Changes of this
type may also require a change in the skills of employees, as well as changes in the number of personnel
required. Automatic control drastically reduces and changes the type of skill needed. For example, because
of the introduction of computers, the skills requirements of almost all the jobs have changed substantially.

Guiding Principles of Effective HRP

e The plan should be as detailed as expenditure constraints allow.

e Should not extend too far into the future. Accurate prediction of the distant future is simply impossible.
e An alternative course of action should be considered.

e Side effects and implications of the actions envisaged should be analysed.

e Instruction to individuals and departments must be incorporated into the plan.

¢ Plans should be concise and easy to understand.

JOB

JOB: a collection of tasks, duties & responsibilities regularly assigned to an employee / a person.

JOB DESCRIPTION: a written record of the duties, responsibilities & requirements of a particular job. It
defines the appropriate & authorised contents of a job. It describes the job in terms of (175) job
identification — (title, location, department, division etc), job summary (175) duties, working conditions etc.

RECRUITMENT

Once it is determined what types of jobs in how many numbers are to be filled up with the qualifications
fixed, the next step is for the search of qualified people.



Recruitment is the first step in the process of filling a vacancy/procurement.

It is a process of searching for and obtaining applicants for jobs so that the right people in the
right number can be selected.

According to Dale Yoder, “Recruitment is a process to discover the source of manpower to meet the
requirements of staffing schedule and to employ effective measures for attracting that manpower in
adequate numbers to facilitate effective selection of an efficient working force.”

According to Bergmann and Taylor, “Recruitment is the process of locating, identifying, and attracting
capable applicants.”

It’s a linking activity — bringing together the jobs & job seekers

Factors Affecting Recruitment: Internal factors & External factors

Internal factors

1. Size: The organizational size is an influencing factor. Larger organizations find recruitment less
problematic than smaller size units.

2. Policy: The policy of recruitment by the organization, whether recruitment is from an internal source
(from own employees) or from external sources also affect the recruitment process. Generally, recruiting
through internal sourcing is preferred in view of the cost consideration, familiarity and in easily finding the
most suitable one.

3. Image: Image of the organization is another internal factor influencing recruitment. Managerial actions
like good public relations, rendering public services like building roads, public parks, hospitals and schools
help to earn a good image or goodwill for the organization.

4. Image of jobs: Better remuneration and working conditions are considered as the characteristics of a
good image of a job. Besides, promotion and career development programmes of the organization also
attract potential candidates.

External factors

1. Demographic factors: Demographic factors such as sex, age, literacy, economic status etc, have an
influence on the recruitment process.

2. Labour markets: Labour market conditions, that is, supply labour is of particular importance in affecting
the recruitment process. If the demand for specific skill requirements is high relative to its supply, recruiting
employees will involve more efforts. On the contrary, if supply is more than demand for a particular skill,
recruitment will be relatively easier.

3. Unemployment situation: The rate of unemployment is yet another external factor having its influence
on the recruitment process. When the unemployment rate in a given area is high, the recruitment process
tends to be simpler.

4. Labour laws: There are several labour laws and regulations passed by the central and state Governments
that govern different types of employment. These cover, working conditions, compensation, retirement
benefits and safety and health of employees in industrial undertakings. Child Labour (Prohibition and
Regulation) Act, 1986, for example, prohibits the employment of children in certain employments. So also,
several other acts such as Employment Exchange (Compulsory Notification of VVacancies) Act, 1959, the
Apprentice Act 1961; the Factories Act, 1948 and the Mines Act 1952 have to bear on recruitments.

Sources of Recruitment: Internal sources and External sources



Internal Sources

a. Present employees
b. Employee referrals
c. Former Employees
d. Previous applicants

Present Employees: Promotions and transfers from among the present employees can be a good source of
recruitment. Promotion implies upgrading of an employee to a higher position carrying higher status, pay
and responsibilities.

Former Employees: Former employees are another source of applicants for vacancies to be filled up in the
organization. Retired or retrenched employees may be interested to come back to the company to work on a
part-time basis. Some former employees, who left the organization for any reason, may again be interested
to come back to work.

Employee Referrals: The existing employees refer their family members, friends and relatives to the
company as potential candidates for the vacancies to be filled up most effective methods of recruiting people
in the organization

because employees refer to those potential candidates who meet the company requirement by their previous
experience.

Previous Applicants: Those who applied previously and whose applications though found good were not
selected for one reason or other may be considered at this point of time. Unsolicited applications may also
be considered.

Advantages of the internal source are
1. Familiarity with their own employees

2. Better use of the talent

3. Economical recruitment

4. Morale booster

5. Gives motivation.

Disadvantages of Internal Source
1. Limited choice

2. Discourages competition

3. Creates conflicts.

External Sources

a. Employment Exchanges
b. Advertisements

c. Employment Agencies

d. Professional Associations
e. Campus Recruitment

f. Deputation

g. Word-of-Mouth

h. Raiding.

Employment Exchanges: After India’s independence, the National Employment Service was established to
bring employees and job seekers together. In response to it, the Compulsory Notification of Vacancies Act
of 1959 (commonly called the Employment Exchange Act) was enacted which became operative in 1960.
Under S4 of the Act, it is obligatory for all industrial establishments having 25 workers or more, to notify
the nearest employment exchange



of vacancies in them, before they are filled. Employment exchanges are particularly useful in recruiting
blue-collar, white-collar and technical workers.

Employment Agencies: In addition to the government agencies, there are a number of private employment
agencies who register candidates for employment and furnish a list of suitable candidates from their data
bank as and when sought by prospective employers. The main function of these agencies is to invite
applications and shortlist suitable candidates for the organization. Of course, the final decision on selection
is taken by the representatives of the organization. The representatives of the employment agencies may also
sit on the panel for the final selection of the

candidates.

Advertisement: Advertisement is perhaps the most widely used method for generating many applications.
This is because its reach is very high. This method of recruitment can be used for jobs like clerical, technical
and managerial. While preparing advertisement, a lot of care has to be taken to make it clear and to the
point. It must ensure that some selection among applicants takes place and that only qualified applicants
respond to the advertisement. Advertisement copy should be prepared very well to answer AIDA. That is,
the advertisement should arrest attention, gain interest, arouse desire and result in action.

Professional Associations: Very often recruitment for certain professional and technical positions is made
through professional associations. Institute of Engineers, Indian Medical Association, All India Management
Association etc., provide placement services for their members. For this, the professional associations
prepare either list of job seekers or publish or sponsor journals or magazines containing advertisements for
their members.

Campus Recruitment: This is another source of recruitment. This is gaining popularity in India. The
advantages are:

i. Most of the eligible candidates are available at one place. ii. The interviews are arranged in short notice.
iii. The teaching faculty can also be consulted. iv. Gives the opportunity to sell the organization to a large
students’

body who would be graduating subsequently.

Deputation: Yet another source of recruitment is deputation i.e., sending an employee to another
organization for a short duration of two or three years. This method of recruitment is in vogue in
Government Departments and public sector organizations. This method provides ready expertise and the
organization does not have to incur the initial

cost of induction and training.

Word-of-Mouth: Some organizations in India practice ‘the word-of-mouth’ method of recruitment. In this
method, the word is passed around about the possible vacancies or openings in the organization. Another
form of word-of-mouth recruitment is “employee-pinching” ie., the employees working in another
organization are offered an attractive offer by the rival organizations. This method is economic, both in
terms of time and money.

Raiding or Poaching: Raiding or poaching is another method of recruitment whereby the rival firms by
offering better terms and conditions, try to attract qualified employees to join them. This raiding is a
common feature in Indian organizations.



Merits of External Source

1. Larger availability of talented candidates.

2. Opportunity to select the best candidates.

3. Provides healthy competition among job seekers.

Demerits

1. Expensive and time-consuming

2. Unfamiliarity with the organization

3. Discourages the existing employees and they may feel belittled.

Recruitment Process

a) Recruitment Planning
b) Strategy development
c) Searching
d) Screening
e) Evaluation and control

Planning involves drafting a comprehensive job specification for the vacant positions outlining their major
and minor responsibilities; the skills, experience and qualifications needed; grade and level of pay; starting
data; whether temporary or permanent; and mention of special conditions, if any, to the jobs to be filled.

The next step involved is to devise a suitable strategy for recruiting the candidates in the organization. The
strategic consideration would include the type of recruitment method, the geographical area to be considered
for the search, source of recruitment and sequence of activities for recruitment.

Searching involves deciding internal or external sources. Sometimes both internal and external may be
decided.

Screening is the next step. The job specification is invaluable in this regard. Screening is done on the basis
of qualification, knowledge, skills, abilities, interest and experience mentioned in the job specification.

Evaluation and control in recruitment are needed as the considerable cost is involved in the process. This
includes

a. Salary of the recruiters

b. Cost of time spent on preparing job analysis, advertisement etc.,

c. Administrative expenses

d. Cost of outsourcing or overtime while vacancies remain unfilled and

e. The cost incurred in recruiting unsuitable candidates.



SELECTION

Selection starts where recruitment ends.
Selection is hiring the best candidates from the pool of applications received through recruitment.

According to Stone, “Selection is the process of differentiating between applicants in order to identify
(and hire) those with a greater likelihood of success in a job.”

Difference between Recruitment and selection are:
RECRUITMENT SELECTION
1. Technically precedes selection Selection follows recruitment
2. The process of identifying and encouraging potential
candidates to apply for jobs in the organization

Selection involves choosing the best out
of those recruited

3. Recruitment is positive as it aims at increasing the
number of job seekers (applications) for wider choice
or increasing the selection ratio.

Selection, on the other hand, is negative
in its application, as it rejects a large
number of unqualified applicants in
order to identify those who are suitable
for the jobs.

4. Recruitment involves searching Selection involves comparing those
already searched.

Choosing the right person for the job is critical to the organization’s success. Faulty selection or choice
can have a far-reaching impact on organizational functioning and performance. Wrong or
inappropriate selection is a costly mistake for the organization. It would demoralize the employees and
also de-motivate the rest of the workforce. Though a perfect match between the employee and the jobs is
not always possible, scientific methods of selection for establishing a better fit between the two are of
immense importance.



Selection process

Following are the steps involved in a standard selection process:
. Preliminary Interview

. Application Blank

. Selection Tests

. Selection Interview

. Reference checks

. Physical Examination

. Final selection
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1 Preliminary Interview: After screening the applications, the preliminary interview will be
conducted. The purpose of the preliminary interview is to eliminate unsuitable or unqualified
candidates from the selection process. In screening, unqualified candidates are eliminated on the basis
of information given in the application form, whereas preliminary interview rejects misfits for
reasons, which did not appear in the application forms.

2. Application Blanks: This is a method for getting information from a prospective candidate. This serves
as a personal record of the candidate bearing personal history profile, detailed personal activities,
skills and accomplishments. Almost all organizations require job seekers to fill up the application. Usual
contents are as follows:

i. Biographical information — Age, father’s name, sex, nationality, height, marital status.

ii. Educational information - Name of the institutions where the candidate studied — marks — Divisions —
Distinctions.

iii. Work Experience — Previous experience — nature of job — salary — duration — the reason for quitting.
iv. Salary — last drawn salary — minimum salary acceptable.

v. Extra-curricular information — NSS — NCC — hobbies etc.

vi. References — Name and address.

3. Selection Tests: Individuals differ in many respects including job-related abilities and skills. In order to
select the right person for the job, individual differences in abilities and skills are to be adequately
and accurately measured for comparison.

According to Lee J. Grumbach, “A test is a systematic procedure for comparing the behaviour of two or
more persons.” Milton M. Blum defines test as “a sample of an aspect of an individual’s behaviour,
performance and attitude.”

Tests may be for psychological testing and for testing specific abilities and skills. Psychological tests may be
conducted for various purposes:

i. Guiding and counselling

ii. Career guidance

iii. Research on human behaviour and personality

iv. Employment selection for placement

v. For appraising employees promotional potentials

vi. For counselling to perform better in their jobs.

Types of tests
Broadly there are two types of tests viz., 1) Ability tests and 2) Personality tests.



ABILITY TESTS
Ability tests: 1. Aptitude tests 2. Achievement tests 3. Intelligence tests 4. Judgment tests

Aptitude Test: Aptitude tests measure the ability and skills of the candidate. These tests measure and
indicate how well a person would be able to perform after training. Thus aptitude tests are used to predict the
future ability. There are two objectives of the aptitude tests. One is to advice youth or job seekers
regarding the field where they are likely to succeed. This is called ‘vocational guidance.” The second is
to select the best persons for jobs where they may succeed. This is called ‘vocational selection.” There
are specific aptitude tests for mechanical aptitude test, clerical aptitude test, management aptitude test
etc.,

Achievement Test: Achievement test measures the person’s potential in a given area or job. In other words,
these tests measure what a person can do based on skill or knowledge already acquired.

Intelligence Test: Intelligence tests measure the general ability for intellectual performance. The core
concept underlying the intelligence test is mental age. It is presumed that with physical age, intelligence also
grows. There may be exceptions to this rule. If a five-year-old child does the test for six years or above, his
or her mental age would be determined accordingly. Mental age is generally indexed in terms of Intelligence
Quotient (1Q) and is calculated using the following formula:

IQ = Actual age / Mental age x100

IQ levels may vary because of culture and exposure. Intelligence testing in the industry is based on the
assumption that if organization can get bright, alert employees quick at learning, it can train them faster than
those who are less endowed.

Judgment Test: These tests are designed to know the ability to apply knowledge in solving a problem.

Personality Tests

Personality Test: 1. Interest tests, 2. Personality inventory tests 3. Projective tests 4. Attitude tests

Interest Tests: These tests discover a person’s area of interest and find the kind of work that would satisfy
him. The most widely used interest test is Kuder Reference Record. It consists of three forms. The first form
measures vocational interest such as mechanical, computational, artistic, literary, music and clerical interest.
The second form measures vocational interest such as group activities, avoiding conflicts etc. The third form
of interest

measures preference to particular occupations such as accountants, salesman, managerial position etc.

Personality tests/personality inventories: These tests are designed to measure the dimensions of
personality i.e., personality traits such as interpersonal competence, dominance, submission, extroversions —
introversions, self-confidence, ability to lead and ambition.

Projective tests: These tests are based on pictures or incomplete items. The candidate is asked to narrate or
project his own interpretation on these. The way in which the candidate responds reflects his or her own
values, motives, attitude, apprehensions, personality etc. These tests are called projective because they
induce the candidate to put him or herself into the situation to project the test situation.

Attitude Tests: These tests are designed to know the candidate’s tendencies towards favouring or otherwise
to people, situations, actions and a host of such other things. Test of social responsibility, authoritarianism,
the study of values, employee morale are well-known examples of aptitude tests.



Advantages of Testing

The merits of testing for selection are many.

i. Such tests predict the future performance of personnel and for transfer, promotion etc.

ii. It is a method of diagnoses of the situation and behaviour.

iii. Cost-effective - as the test administered to a group saves time and cost.

iv. Uncovers qualifications and talents, which cannot be detected from application blanks and interviews.
v. Tests serve as unbiased tools of the selection process.

vi. Tests being quantifiable yield themselves to scientific and statistical analysis.

4. Selection Interview

The next step in the selection process is ‘employment interview.” The interview is a widely used selection
method. It is a face-to-face interaction between interviewer and the interviewee. If handled properly, it can
be a powerful technique in having accurate information of the interview otherwise not available.

Objectives of Interview

1. Verifies the information obtained through application form and tests.

2. Helps to obtain additional information from the applicant otherwise not available.

3. Gives the candidate the necessary facts and information about the job and the organization.

4. Helps to establish mutual understanding between the company and the candidate and build the company’s
image.

Types of Interview
Four types of interview for selection have been identified. They are:

a. Preliminary Interview: This process would be initiated to screen the applicants to decide whether a
further detailed interview will be required. The candidate is given freedom by giving job details during the
interview to decide whether the job will suit him. This method saves time and money for the company.

b. Patterned Interview: In this type of interview, the pattern of the interview is decided in advance. What

kind of information is to be sought or given, how the interview is to be conducted and how much time is to
be allotted, all

these are worked in advance. In case the interviewer drifts he or she is swiftly guided back to structural
guestions. Such interviews are also called as standardized interviews.

c. Depth Interview: Under this method, the interviewer tries to portray the interviewee in depth and detail.
Accordingly, the life history of the applicant along with his or her work experience, academic qualifications,
health, attitude, interest and hobbies are also analysed.

d. Stress Interview: Such interviews are conducted for the jobs which are to be performed under stressful
conditions. The objective of a stress interview is to make deliberate attempts to create stressful or strained
conditions for the interviewee to observe how the applicant behaves under stressful conditions. The common
methods used to induce stress include frequency interruptions, keeping silent for an extended period of time,
asking too many questions at a time, making derogatory remarks about the candidate, accusing him that he is
lying and so on. The purpose is

to observe how the candidate behaves under the successful conditions — whether he gets angry, confused or
frightened.

5. Reference Checks

In the selection process, the next step is verifying information or obtaining additional information through a
reference. The applicant is asked to give the names of one or two referees who know him personally.
Previous employers, University Professors, neighbours and friends are usually referees. However, references



are treated as a mere formality and are hardly used to influence the selection decisions.

6. Physical Examination

The last tool used in the selection process is physical examination. The main purpose of conducting the
physical or medical examination is to have a proper matching of job requirement with the physical ability of
the candidate. Among various objectives of physical test, the major ones are, to detect if the individual is
carrying any infectious diseases, to identify health defects of an individual undertaking certain works
determined to his or her health and to protect companies from employees filing a compensation claim for
injuries and accidents caused by pre-existing ailments.

Final Selection
The final selection follows the above procedures outlined. Selected candidates would be sent with
appointment orders. Additional names than required vacancies may be kept in the waiting list.

PLACEMENT

Placement involves assigning a specific job to each one of the selected candidates. However, placement
is not as simple as it looks. It involves striking a balance between the requirements of a job and the
qualifications of a candidate. Pigors and Myers have defined placement as, “the determination of the job to
which an accepted candidate is to be assigned, and his assignment to that job. It is a matching of what the
supervisor has reason to think he can do with the job demands and what he offers in the form of payrolls,
companionship” with others, promotional possibilities etc. The importance of placement is that it reduces
employee turnover, absenteeism, accidents and dissatisfactions.



INDUCTION

Induction is a technique by which a new employee is rehabilitated into his new surroundings & introduced

to practices, policies & purpose of the organisation.

Orientation is a process of acquainting new employee with the organisation.

Induction is introducing the new employee to work surrounding and people already working there.

In other words, induction is the process of receiving and welcoming an employee when he first joins a
company and giving him basic information he needs to settle down quickly and happily and start work.

According to R.P. Billimoria, “induction is a technique by which a new employee is rehabilitated into the
changed surroundings and introduced to the practices, policies and purposes of the organizations.

Process= New Employee reports- welcome by the immediate boss — completing administrative
work — Departmental orientation — verbal explanation

It brings a sense of belongingness & purpose right at the start. Clarity about the job — lower employee

turnover & high moral.

Difference between Induction and Orientation

BASIS FOR

COMPARISON INDUCTION

Meaning Induction is a process
takes place to welcome
newcomer to the
organization, to make
them ready for their
job.

Involves Introduction of the

employee with the

organization.
Time horizon Short term
Sequence First
Form Detailed presentation

or brochure of the
company's rules,
policies and employee

benefits is provided.

ORIENTATION

A process which involves
assimilation of new joinee into the
organization to rehabilitate him at
the new workplace and provided
with basic information about the

company.

Integration of the employee in the

organization.

Long term
Second

Practical overview of the

organization.



In short, it is a process of introducing an employee that takes place on the day when he joins the organisation
and provided with the basic information needed to adjust as soon as possible in the new organisation to gain
maximum efficiency in the minimum time. The process helps in making a positive first impression on the new
recruits that they belong to the company.

Orientation is a process of helping the new entrant, to gel up in the organisation, easily and quickly. In this
process, a practical overview of the organisation is given, in which the new employee is introduced to different
people working in the organisation, to make him feel ‘at home’ in the new environment. Companies spend a
few weeks or even months on the orientation of the new recruits.

The objective of the program is to remove the anxiety and fear from the minds of the new hires. It is quite a
known fact that employees feel anxious when they first join an organisation, they worry about how they will
be able to perform the new job. Many employees feel inadequate because they compare themselves with more
experienced employees. The orientation program aims at reducing the anxiety of new employees by giving
them the necessary information regarding the job environment, by introducing them to other employees.

After the recruitment and selection, the induction of the new employees is done in which they get
introduced to the new working conditions. It is followed by training in which they get to learn many
things which are the necessary requirements of the job.

Whatever they learn from the training are verified by taking a follow-up, in which it is examined whether
the training program is helpful for the recruits or not. When candidates become the actual employees of the
organization, they get many opportunities for their development.

TRAINING & DEVELOPMENT

Personnel Development could be described as the sum total of the results of the positive changes taking
place in the knowledge, skills, attitudes, relationships and physical well being of the employees of an
organization. It involves a process of helping employees of an organization in the acquisition of new
qualities and refinement of existing characteristics.

Training and Development (T & D) is a planned, continuous effort by management to improve employees’
competency levels and organizational performance.

Training has a short-term focus as it is designed to provide the learners who are especially in the managerial
cadre with specific concepts, knowledge, skills and techniques needed for their present jobs. Job-related
training is offered at various points in an employee’s tenure with a company, on the technical or mechanical
facet of work.

Development, on the contrary, refers to the attainment of generic long-term learning that transcends the
present job and applies to a wider life and social situation. Development refers to learning that is not tied to
a particular role and which implies growth and a better situation. It is often associated with training
outcomes, but it can emerge from any event or experience from which new knowledge is created and then
used to improve situations.

Training is a program organized by the organization to develop knowledge and skills in the employees as
per the requirement of the job. Conversely, Development is an organized activity in which the manpower of
the organization learn and grow; it is a self-assessment act.



In training, the employees are imparted technical knowledge and skills related to the particular job and
stresses on improving the abilities of each worker. In contrast, development is a sort of educational process
which focuses on the growth and maturity of the managerial personnel.

Difference between Training & Development

1. Training is a learning process for new employees in which they get to know about the key skills
required for the job. Development is the training process for the existing employees for their all-
round development.

2. Training is a short-term process i.e. 3 to 6 months, but development is a continuous process, and so it
is for the long term.

3. Training focuses on developing skill and knowledge for the current job. Unlike, the development
which focuses on the building knowledge, understanding and competencies for overcoming with
future challenges.

4. Training has a limited scope; it is a specific job oriented. On the other hand, development is career-
oriented and hence its scope is comparatively wider than training.

5. In training, the trainees get a trainer who instructs them at the time of training. In contrast to
development, in which the manager self-directs himself for future assignments.

TRAINING DESIGN

The design of training program would have to be based upon the assessment of training needs, the training
calendar, the availability of trainers, various logistic arrangements required for different training programs
like training halls, audio-visual aids, accommodation, travel and hospitality for trainees, the time duration for
which the supervisors agreed to free their nominees for undergoing the training programs and the demographic
characteristics of trainees. The purpose of designing any training is to create within the individual the desire
to learn. Hence the selection of trainers should be based upon their competence in training as well as their
suitability to the target group In general, it may be stated that experiential and participative training would be
more effective than merely information-loaded programs. Rotation of training methods could be carried out
in accordance with the span of attention and the stages in the cycle of learning among the trainees.

In order to gain acceptance from all stakeholders of training, it would be appropriate to begin training at a
small level and then expand its base based on the success demonstrated after each program.

Training Evaluation: Evaluation of training effectiveness is the most critical phase in not only assessing
the quality of training imparted but also to see what future changes in training plan should be made to make it
more effective.

Training and Development Programs may be evaluated at different levels. Training evaluation consists of
examining various aspects of training immediately after the training is over and judging its utility to achieve
the goals of the organization. While the first may be easy to evaluate, the second pose complications.

Levels of Evaluation of the Effectiveness of Training

Level 1 - Content Evaluation through Trainees’ Reactions: This is a quick, inexpensive approach to
training evaluation. At this level, the trainees are provided with a feedback form in which questions
pertaining to the trainers, relevance of the topics, the applicability of the learning outcomes, the



usefulness of the study materials, efficacy of the training methods adopted during the program and the
quality of the physical environment that prevailed during training are included. The analyses of the responses
indicate how far the trainees are satisfied with the structure, subjects covered and learning processes involved
in the training programs.

After each program, the opinions could be fed into a database in order to make comparisons with the scores
of the previous programs.

Level 2 - Learning Evaluation through examination: The pretest-posttest control group design is used as an
evaluation procedure at this level. This is normally done by using a test for examining the trainees on their
newly acquired knowledge and comparing this score with a pre-training assessment of trainees on the
same topics. The difference between the two scores would be taken as a measure of the effectiveness of the
training program.

For example, in a training program on awareness on cyber laws, the post-training assessment should show a
certain minimum of increase as compared to the scores obtained by the same person before attending the
training program.

Level 3 - Evaluation of Behavioural outcomes through training: The aim of the training is the
modification of the behavior of some kind that might lead to an improvement in performance. Hence any
training could be said to be effective if it has resulted in any enduring change in behaviour patterns of the
trainees. The behaviour assessment would be based on indicators of organizational performance that show
the transfer of learning from training into practical application. Since performance is a function of complex
forces and motives, accurately assessing the effect of training on performance would be difficult.

Level 4 — Attainment of Training and Development Objectives: Training may be assessed based on the
extent to which the objectives set before conducting the programs have been attained after the program. For
example, safety training should have resulted in the reduction of the number of accidents and an attitudinal
training program focused on attendance should have resulted in reduced absenteeism. In this regard, the
comparison should be made with a corresponding score in the month or year preceding such training programs.
Behavioural outcomes may be evaluated at individual, group or organizational levels.

Level 5 - Evaluation of Return on investments (ROI) on training: This is the ultimate level of assessment
of training programs in which the financial gains directly resulted out of a training program would be
validated against the total cost incurred in conducting the program including trainers’ fees, trainees’ paid
work time and other related expenditure. Usually, the benefits are measured in terms of the amount saved in
the year after the training is completed. However, there are obvious difficulties in calculating the ROI because
it may be difficult to determine how much of the benefits are strictly due to the training programs.

Training and Development Methods

1. Classroom Lecture Method: This is the most commonly used, simple, cost-effective, and conventional
method. It is time-saving because it covers the maximum number of people in a short period of time. It
involves a speech by the instructor with very limited discussions and clear and direct methods of presentation.

The weaknesses of this method are that lecture time is more than the normal human attention span of fifteen
minutes and the contents of the lecture could be easily forgotten. Since the method does not provide for
active participation on the part of the trainees, the extent of take-home learning is not to be known clearly.
Moreover, the lecture might be useful only if the presentation is made skillfully. While the lecture is a useful



method in so far as information dissemination is the objective, it has not been highly successful in modifying
human behaviour or in building commitments in the audience’s minds. An improvisation of this method is
the lecture-cum-demonstration method in which the lecturer reemphasizes a skill or information by
displaying the same in action.

2. Group Discussion Method: It is a method used for knowledge and attitudinal development of trainees. In
this method, sets of people examine several empirical studies to find out commonalities to derive the
underlying general principles. They then combine their ideas and focus their attention on a given problem at
a time, speaking from multiple points of view within a group. An instructor is optional, while a leader is
necessary for this method.

The various advantages of the method are that more ideas can be generated from each session. Moreover, each
member gets an opportunity to present one’s own ideas and get feedback from members of the same group.
Peer pressure and commitments made to groups serve to ensure adherence to decisions jointly taken in the
group. As a precaution, care must be taken to secure the participation of all members and make sure that a few
members do not pre-determine the course of discussions or dominate the whole proceedings.

3. Simulation Exercises Method: Simulators are a group of training devices of varying degrees of complexity
that model the real world. They range from simple paper mock-ups of mechanical devices to computerized
creations of total environments. In fact, some argue that case-study, role-play and a host of other methods can
be brought under the category of simulation.

The advantage of simulation methods is that they improve the possibility of learning without damaging the
equipment or human life or facing the numerous risks involved in actual performance. For example, most of
the traffic rules, signals and procedures of driving could be taught in a park that resembles the main road or
through a video game featuring car or two-wheeler driving. Piloting planes is taught using more complex
simulations. The methods are indirect but could also be expensive. The method calls for a certain level of
grasp and information processing capability and transfer of learning on the part of the trainees.

4. Role-Playing Method: Role is a set of expectations around a given position and is determined by the role
partners. Roles are always reciprocal and described in pairs such as trainer-trainee, buyer-seller, interviewer
interviewee and so on. Playing roles would entail practical problems like inter-role conflicts, intra-role
dilemmas, role overloads and role under loads. As a result of these hurdles, role confusion ensues. In order to
be trained to perform roles, trainees must attain role clarity. This may involve negotiation among the role
senders and role receivers with regard to their expectations with counter expectations upon one another.
Participants in the role-play method are required to respond to specific problems and expectations of people
that they might actually encounter in their jobs. Role-playing is often used to teach such skills as interviewing,
negotiating, grievance handling, performance appraisal, and buying and selling and effective communication.

This method promotes healthy human relations skills among people.

5. Case Study Method: It is a written down, narrative description of a real situation or incident relating to an
organization and its business, depicting any problem that participants could face in their employment.
Participant trainees are required to propose any number of viable solutions or decisions that match the
variables represented in the case. The case study can be an interest in creating a process and a thought
stimulating program for the participants.

It helps to develop analytical, reasoning and problem-solving skills of the participants. As it shows and reduces
gaps in understanding, a holistic understanding of reality is made possible through the case study method. It
also helps to re-emphasize messages provided during lectures, group discussions and other methods. The



disadvantage of the method might be the difficulty in drawing the adequate number of stimulating cases that
actually represent the real-life situations of the trainees.

6. Management Games Method: Games are used as a training tool, than as mere pastimes or amusement.
Trainees are divided into teams and are given common tasks on which they would be competing to arrive at
decisions, and then jointly implementing and evaluating the decisions taken with regard to the games. For
example, blocks of wood would be supplied to every team and one of the members would be blind-folded
with a piece of cloth. The person would have to arrange the blocks one above the other, as per the instructions
and guidance of the other members. As they set on to reach greater target heights, the rewards would also
grow exponentially.

This game is used to bring out the nuances of teamwork, leadership styles and communication patterns
exhibited by the members while playing the game. The demerits of the method are that, at times, games might
result in a lack of seriousness in some trainees and that the learning is indirect and slow.

7. Sensitivity Training or T Group Training: Itis a set of experiences in unstructured agenda-less groups
designed to make people aware of themselves (self-insight), their immediate situation and their own
impact on others. Unlike many other programs, T-groups are concerned with the real problems existing
within the group itself. People are helped to become more responsive to others’ sensitivities and work
more harmoniously and responsibly together by encouraging them to interact freely and actively. The
members are enabled to recognize group dynamics and diagnose human relationship problems. The
participants are encouraged to communicate thoughts and feelings with each other in an open,
unstructured, warm and honest manner than is typically done in the usual work or social situation.

A beneficial outcome of the method is that participants find better means of behavior for effective
interpersonal relationships without the aid of power or authority over others. The method has to be used
carefully as people may resent negative feedback and show anger in response. People have to be first prepared
well to accept criticism in a constructive manner so that conflicts could be managed properly.

8. Outward Bound Training (OBT) Method: As part of OBT, managers and other staff members meet and
cohabitate as teams at unfamiliar wilderness out of the workplace and away from the hustles bustle of
daily life, where they would live in cabins or tents for a certain number of days. They test their survival
skills and learn about their own personality and hidden potentials for creativity, cooperation and
leadership. Participants get opportunities to learn their limits and capabilities.

Participants irrespective of their official position and seniority would have to learn to be natural in their
behaviour and get rid of masks worn in an office situation. It is an expensive method and the learning might
not be transferable to others or to other situations.

9. In-basket Training (IBT) Method: IBT is a method where the trainee is required to examine a basket
full of papers and files relating to his area of work and make recommendations on problems contained
in them. This method is meant for trainees at a managerial level to improve their decision-making and
problem-solving abilities. This is a form of simulation training designed around day-today business situations
and hence is transferable to the job experiences. The participant is usually asked to establish priorities for
and then handle a number of office papers, such as memoranda, reports, telephone messages and emails
that would typically cross a manager’s desk.

The method has at least two main stages. At the outset, the participant starts by working through the case
within a specified time limit all by himself without discussing the details with anyone. Subsequently, other
participants analyze and discuss the questions of who’s, which’s, how’s, what’s, where’s, why’s and when’s
of each decision or step.



The merits of this method include the best of a traditional case study at the same time combining the
refinements to allow greater flexibility, realism and involvement. The emphasis here is to understand things
thoroughly, which is an opportunity too rarely presented during busy working days. It is done in a permissive
atmosphere of experimenting and learning, rather than within the confines of a boss-subordinate relationship.

10. Vestibule Training Method: This kind of training takes place away from the production area on
equipment that closely resembles the actual ones used on the job. It is a type of off-the-job training in which
employees get training in a realistic job setting but in a location different from the one in which they
would be working. For example, a group of lathes may be located in a training centre where the trainees will
be instructed in their use. The method is used frequently for training typists and bank tellers, among others.
The word ‘vestibule’ means entrance. Thus vestibule training serves to facilitate full-fledged entry into
the job. A primary advantage of vestibule training is that it removes the employee from the pressure of having
to produce while learning. Disturbance of production or supervisor during training is minimized. The
disadvantages include the extra investment in equipment and additional persons to be employed as
trainers.

11. Apprenticeship Training Method: It combines classroom instructions with on-the-job training. It is a
method in which trainees at a novice stage called ‘apprentices’, work under the guidance of a skilled, licensed
instructor and receive lower pay than workers. The method is a combination of education and employment
and is aimed at preparing the workforce with certain levels of qualification to meet the growing needs of the
industry. The method develops special skills like mechanical, electronic, tailoring, etc. Apprenticeship is
traditionally used in skilled jobs, such as those of plumber, carpenter, machinist and printer. The extensive
nature of the training assures quality outputs, though time consumed is long. Employees recruited from the
apprenticeship program are expected to hit the ground running, implying that they would have to start
performing with efficiency. Although, the uniform duration of apprenticeship training does not permit slow
learners to reach the levels of mastery like others.

12. Internship Method: Internships involve placing young college and university students in temporary jobs
in which they can earn while they learn, with no obligations towards any regular employment from the side
of the employer or from the trainee. Such an arrangement enables to provide a fresher the much-needed
exposure to an organization and also to determine the person-organization fit. Students divide their attention
between academic activities and practical work assignments, which help them to internalize the theory and
practices. However, care must be taken to prevent the whole process from getting reduced to the fulfilment of
merely an academic requirement rather than being treated as a stepping stone towards an illustrious career.

13. Work shadowing Method: This training method is chosen while preparing a second-line leader to take
up the role of the headship, in which case, the candidate could not benefit by sending them to any other
formal training program. The best way to be trained for a future executive position would be through
direct participant observation of the crucial events that take place in the present incumbent’s work life.
The trainees are made to remain in the company of the role model whose work is to be learnt by the trainees.
Trainees learn the intricacies of a job of high level, by physically being in the presence of the job-holder.
Closely following the styles of working permits a greater degree of learning besides helping the trainee
to imbibe the values and principles adhered to by the model. Yet, care needs to be taken to avoid situations
wherein trainees are not warmly welcomed and are seen by supervisors in the department as obstacles to their
routines.

14. Programmed Instruction Method (PIM): provides instruction without the face-to-face intervention of
an instructor. To ensure a sequential approach to learning, instructions are designed in such a way that all
future learning depends on acquisition and retention of previous learning. In this method, the information is
broken down into small portions called ‘frames’. The learner reads each frame in the sequence and responds
to questions designed to verify learning. Based on the answers given by the trainees they are provided with



immediate feedback on response accuracy. If the learners have got all the answers right, they proceed to the
next frame. If not they repeat the frame. Primary features of this approach are immediate reinforcement and
the ability of learners to proceed at their own pace. Programmed instructions may be presented in a book or
in computers.

15. Large Scale Interactive Events (LSIE) Method: This method stresses upon the sharing of expertise by
all the participants, unlike other methods where the instructor supplies most of the inputs and might even look
down upon trainees as people who are ignorant or unskilled in the topic being covered. LSIE is based on the
belief that all the participants, by virtue of being in their job for a certain period of time, possess some degree
of expertise that need to be shared and combined with that of others. The second advantage is that this method
transcends the limitation of other methods in terms of the number of people who could be trained per batch.
The major advantage of this method is that a group as large as 300 — 400 members could be trained
simultaneously without losing the effectiveness of other training methods. Another advantage is the use of
group processes. While the trainer limits his role with a brief but inspiring presentation to stimulate thinking
of the participant, the methods pave way for the active involvement of all the participants who are assigned
various roles such as subgroup leader, recorder, summarizer, presenter etc. A fourth advantage of the LSIE is
that the group emphasises extensive on-the-spot documentation of viewpoints expressed by people. The
method culminates in the entire large group addressing the common issues. At this stage, priority is to be set
on areas of intervention and a plan of action is drawn and accepted based on voting by members, thereby
building commitment of all the participants to implement the agreed-upon plans.

A disadvantage of the method could be that it requires a lot of volunteers to assist the proceedings.

16. Personal Coaching Method: It is an on-the-job approach in which a manager has the opportunity to teach
an employee, usually his immediate subordinate, on a one-to-one basis. Coaching helps the manager and others
gain new perspectives about their intentions and behaviours, to understand what’s possible and also to access
inner resources such as motivation, commitment, passion, etc. As a coach, the supervisor gently confronts
employees with their shortcomings and makes suggestions for corrective actions. The supervisor is also alert
to encourage good performance. Coaching is considered to be one of the most effective management
development techniques. Constant guidance makes the trainee learn quickly.

17. Mentoring Method: Mentoring is an on-the-job approach to training in which the trainee is given an
opportunity to learn on a one-to-one basis from more experienced members of the organization. The mentor
is usually an older, experienced executive who serves as a host, friend, confidant and advisor to a new member
of the firm. The mentor is given the charge of protecting and responsibility of helping the new employee. The
relationship may be formally planned or it may develop informally. For mentoring to be productive, the
parties’ interests must be compatible and they must understand each other’s learning styles and personalities.
If mentors form overly strong bonds with trainees, unwarranted favouritism might result. A highly successful
mentor-protégé relationship might create feelings of jealousy among other colleagues who are not able to
show equally good results out of the mentoring process.

18. Job Rotation Method: This method of training involves the shifting of trainees from one job to another
so as to widen their exposure and enable them to obtain a general understanding of the totality of the
organization. Besides helping them to overcome boredom, job rotation permits direct interaction with a large
number of individuals within the organization, thereby facilitating future working relationships. The method
should be used at sufficient gaps to permit the development of a strong degree of expertise in the trainee in an
assigned position. Care should be taken by the organization to ensure that work efficiency does not suffer
when a few trainees are rotated into new jobs where they would be taking time to learn and perform. There
could be some disadvantages of using the method of Job Rotation. Trainees have to be prepared to face
contrasting styles of operation and standards that vary according to superiors. Some trainees might feel more
like visiting casual observers in the departments than being a part of the workforce, which would negate the



purpose of job rotation. Employees who are looking for more challenging assignments might feel frustrated
when asked to perform different kinds of simple jobs at the same level.

19. Computer-Based Training (CBT) Method: CBT is a technology-driven training method that takes full
advantage of the speed, memory and data manipulation capabilities of the computer for greater flexibility of
instruction. It involves the trainee sitting in front of a computer terminal rather than listening to an
instructor. Learning is enhanced through presentations combining automation, stereophonic sound, full-
motion video and graphics. Increased speed and decreased dependence on the instructor are the strengths of
this method. Computer-Managed Instructions (CMI) is a system that automatically generates and scores tests,
tracks trainees’ performance and prescribes activities for students. This method enables an orderly, step-by-
step manner. As additional advantages, CBT allows re-use of the program for any number of time and allows
for varying time for fast and slow learners. But CBT method cannot reduce the learner’s anxiety and fear,
which can be done only by a trained instructor. CBT is well suited for teaching facts but is less useful for
teaching human skills or changing attitudes.

20. Behaviour Modeling Method: This method involves emulation of behaviour from a reference group or a
role model whose behaviour is shown live before the trainees or by using videotapes or Compact discs (VCD).
The method entails recording and producing events or situations with clear descriptions in order to cover
certain subjects. The footage could be viewed, reviewed and discussed to enhance learning quality. The
advantages of using this method are many. Many events and discussions can be put on one tape or CD. Itis a
handy method for small firms that cannot afford more expensive approaches. It is particularly helpful for first-
line supervisors. Observing a powerful model in the audio-visual form could help learn activities like
mediating during conflict situations, handling customer complaints and grievances. The challenges involved
in using the method include the high-level costs of one-time production in the initial stage. Moreover,
projectors and other expensive gadgets would be required along with a continuous power supply.

Methods Used for Evaluation of Training and Development Programs

an organization’s training head may employ several methods of evaluating the existing training programs.
Some of the sources of information that could be obtained before commencing evaluation process are as
follows. Questionnaires and interviews carried out with the trainees after the programs, Tutor’s report
on the trainees’ responses to the inputs, Project assignments based on the training inputs and direct
observation or reviewing audio-visual recordings of the proceedings of a training program by the
monitoring team, are the most common methods of evaluating the effectiveness of a training program.

In recent times, benchmarking is also used to evaluate an organization’s training programs by
comparing it with any exemplary training practices achieved by another unit or organization of
comparable nature. Several parameters would have to be kept in mind while analysing and evaluating the
effectiveness of the program.

The extent of support from the top management towards training, the number of trainees covered, the time
allotted to each module, the qualifications of trainers, the extent of participation of the trainees, the budgetary
constraints faced by the organizers of the training program, the opportunity provided by the work atmosphere
to implement the learning that was resulted from the training programs are to be considered while evaluating
a training program.



CAREER DEVELOPMENT

The primary focus of a career is an individual. Each individual in an organization continues to formulate,
implement, monitor and fulfil his or her mission in life through employment. In other words, they are engaged
in Career Management. The word ‘Career’ means a general lifelong course of action a person chooses to
pursue

According to Schein’s description of career-cone, career changes may happen along three basic
dimensions namely a vertical movement between different levels, a horizontal movement between different
jobs at the same level and a radical movement toward or away from the inner circles of power in an
organization.

Every person’s career goes alternatively through a period of change, followed by a period of stability before
transforming again.

Career development initiatives should develop people for the long term needs of the organizations and at
the same time equip them to meet the dynamic changes that would take place over a period of time. This
may involve several steps to be carried out by the employing organizations.

The first step would be to orient employees on the numerous career opportunities, choices and paths that
might be available to them.

Subsequently, a detailed assessment of an individual’s fitness for different career options would be an essential
step.

CAREER MAPPING is based on business plans and futuristic training is to be considered by every
manager of human resources. Career Maps provide both organizations and employees with the tools for
building and maintaining the wisdom and know-how to confront a complicated jumble of jobs.

A Career Map is a visual, codified approach to career management. It is a masterful roadmap to excellence
in a confused and radically changing workforce.

Basically, it means putting together a guideline of where you think your career will go in the years to
come. Not only do you outline your goals in the near and far future, but you also mark down the steps you’ll
need to take to get there—whether your dream is being the CEO of a huge company or creating your one-
woman tech startup.

From an employer's perspective, career mapping is a way for companies to develop internally the skills needed
to achieve future business goals and, along the way, it benefits the company in other ways as well. It shows
employees how they can advance in any given organization. It offers clear criteria for advancement. "It's
important for tech folks to have a vision of where they are going and what they need to do to get there. That's
the essence of career mapping,

Career guidance and counselling, Career Workshops, allotment of a variety of challenging tasks, roles and
responsibilities based on the interests and capabilities of the employees would follow the assessment as a third
step. Training and Development inputs to further enhance the competence of a person would have to precede
every stage of career progression.

Career Planning is an ongoing process through which an individual sets career goals and identifies the
means to achieve them.

Career Planning is viewed as a systematic process, through which an individual sets a goal for his/her
career and formulate strategies to achieve them. It assists an individual in exploring, selecting and
chasing the life goals, to gain satisfaction with the career.



Career Planning is the elementary step of the career management process, in which an individual determines
the type of career an individual wants to pursue and what are the ways to be chosen or steps to be taken to
reach there. It helps in evaluating one’s interest and abilities, identifying alternative career opportunities,
setting career goals and planning development activities.

Self-awareness helps to keep one’s career-related decisions in harmony with the deep inner values.

CAREER STRATEGIES

A dependable Career Strategy from an individual’s perspective involves the following steps:

a. Preparing a personal profile based on introspection and psychometric testing such as VVocational Interest
tests and personality tests.

b. Developing professional goals in the form of a mission statement.

c. Analysing the external and internal environment influencing careers.

d. Developing strategic career alternatives based on the analyses.

e. Evaluating alternatives and selection of the one that is most attractive.

f. Preparing a set of guidelines and milestones for the career plan as it is set into action.

Coping with challenges arising out of jealousy and power games within organizations and with the fast-
changing external environment call for a great deal of attention in the years that follow one’s training period.

Negotiating intelligently by making beneficial trade-offs, improving one’s qualifications and credentials,
building visibility and forging alliances with good wishers, creating a favourable impression in the top levels
of management would be of help in the middle stage of career.

Taking independent charge, picking a winning team, shaping the lives of team members, managing stress,
and striving to stay on top are the sequential tasks of the final stage of an individuals’ career.

CAREER STAGES
There are four major career stages according to experts on career management.

1. Exploration
2. Establishment
3. Maintenance
4. Decline

During the first stage, there is considerable exploration. The young employee searches for an identity and
undergoes considerable self-examination and role tryouts. This stage usually results in taking many
different jobs and is in general, a very unstable and relatively unproductive period in the person’s career.
At the end of the phase, a career statement emerges based on the crystallization of an individual’s views of
themselves. For example, Human Resource Management aspirants begin to view themselves as sound in
human relationships, labour laws and recruitment practices.

In the second stage, establishment, the employee begins to settle down and indicates a need for intimacy.
This is usually a growing productive period in the employee’s career.

The third stage of maintenance occurs when the person levels off at a highly productive but plain period
with little growth. At this stage, the person has a need for generativity, which is nothing but a concern to
leave something to the next generation. This need often leads the person to assume a paternalistic or
mentor role with younger subordinate. The person may either have a growth spurt or become stagnant and
decline during this career stage.



The final stage is decline when the person gradually gives up his active participation in official life.

CAREER ANCHORS

There are distinct patterns of self-perceived talents, attitudes, motives and values that guide and
stabilize a person’s career after the initial years of earning real-world work experience and feedback.
These patterns are called Career Anchors.

The concept of the Career Anchors was introduced by Edgar Schein.

A Career Anchor is something that develops over time and evolves into a self-concept, shaping an
individual's personal identity or self-image and includes:

Talents, skills and abilities - the things that we believe we are good at, and not so good at.

Motives and needs — what is important to us and take the form of goals, e.g. money, status, challenge,
autonomy.

Attitudes and values — the kind of organisation that we feel comfortable with, one that matches our own
values and beliefs.

Typical career anchors include those of technical competence, managerial competence, security and
autonomy. These anchors affect considerably the way individuals see themselves, their jobs and their
organizations.

PERSONNEL EMPOWERMENT

Primarily, the term ‘Power’ refers to an individual’s capacity to influence the behaviour and attitudes of
others. This usually also results in the ability to influence events, decisions and possessions. It can be used
productively or destructively.

Oxford Dictionary describes the word empower to mean endowing with the ability or power required for a
purpose or task.

Empowerment is recognizing and releasing into the organization the power that people already have in their
wealth of useful knowledge and internal motivation. Understanding the concept of power is a prerequisite to
the comprehension of the contours of empowerment.

Empowerment means giving or restoring a person or a group more power.

Only the people, through education, coalition building, community organizing, resource development, or
advocacy assistance, might be able to achieve empowerment for themselves.

A mediator, who can work with the lower power person or group to help them represent themselves more
effectively, can also achieve it.

The word empowerment also refers to authorization and permission to operate on one’s own accord to a
reasonable extent in certain situations without having to get approval from anyone else.

Empowerment could be facilitated by providing people with access to information and resources and the
ability to share their views to impact their own as well as the organization’s future.

It is sometimes described that empowerment seeks to restore in employees a sense of their own value and
strength and their capacity to handle life’s problems.



Management writer Tom Peters considered empowerment as a necessary condition to improve zest,
creativity and automatic symbiosis with the customers. Empowerment involves giving employees a greater
degree of control in organizational operations through management’s participation.

Personnel Empowerment is a trust-based relationship. It can be described as a way of working together that
is fundamentally different from the traditional notion of top-down command and external control. It is a
condition that entails vesting greater degrees of self-determination, responsibility and trust in all employees
S0 as to support

and liberate people rather than diminish their range of thought and action.

Paradoxically, in an empowered workplace, people tend to feel both freedom and self-control. Thus,
empowerment leads to a situation in which employees’ commitment and engagement would be released to
such an extent that even ordinary personnel achieves extraordinary performance.

Conditions Necessary for Empowerment

The conditions that are necessary for empowerment and gaining credibility and acceptance at various levels
in the organization are active participation by lower-level employees in the management of the affairs of an
organization, encouragement to innovations, transparent information sharing, less formalization of the
workplace, installation of upward performance appraisals, creating tasks that provide intrinsic
feedback, encouragement to self-management of individuals and self-managing teams and uniform
standards of accountability.

A wide variety of firms have undertaken interventions such as quality circles, cross-functional teams,
employee stock options, autonomous workgroups and quality of work-life councils in order to empower
employees. The leader or chief functionary of the organizations needs to assume the roles of a stimulator,
supporter, guide and an enabler of employees serving under him in order to empower them.

Empowerment is normally associated with the practice of delegation at the individual level and
decentralization and flexibility in the organization in general. Empowering the workers in progressive
doses, would keep their interests and initiatives alive, sustain their resourcefulness and independence, and
promote foresight, profit-orientation, optimism and versatility, besides instilling a significant sense of
responsibility in them.

Empowerment consists of five stages.

The first stage is the diagnosis. It involves identifying the existing conditions in the organization that lead to
feelings of powerlessness among employees. Some of the conditions thus identified could be centralized
resources, authoritarian styles of leadership, rewards with low incentive value and poor communication.

The next stage is to introduce empowering strategies like participative management, merit-pay systems
and job enrichment.

The third stage is to remove conditions of powerlessness and provide self- efficacy information to make
the employees feel confident, self-assured and hopeful of success.

The fourth stage is when a feeling of empowerment is generated.

The fifth and final stage towards empowerment involves deriving performance as a beneficial outcome of
better empowerment.

Delegation is a tool for employee development. Delegation means conferring, entrusting or allocating a
particular assignment to a person based on a realistic assessment of the latter’s abilities and
motivation. It is not merely passing off any job, but to let someone take over the control of what a manager
continues to be responsible for. Delegation is said to have taken place when a superior gives a subordinate
the discretion to make decisions and the responsibility for completion of specific activities.



Authority, responsibility and accountability are considered as the three limbs of the effective delegation that
should be matching and on par in magnitude with each other.

PERFORMANCE AND POTENTIAL APPRAISAL

In the organizational context, performance appraisal is a systematic evaluation of personnel by superiors or
others familiar with their performance.

Beach has defined, “performance appraisal is the systematic evaluation of the individual with regard to his
or her performance on the job and his potential for development.

Performance appraisal is a systematic and objective way of judging the relative worth or ability of an
employee in performing his job. It emphasizes two aspects; systematic and objective.

All performances are to be evaluated in the same manner, utilizing the same approaches. This would
facilitate the appraisal of different persons comparable. This makes it systematic, as such an appraisal is
taken periodically according to plan; it is not left to chance. This makes the system objective. Both those
who rate and who are rated should know the system of performance appraisal and training. Human bias and
prejudices are set aside, and so the objective is in this respect also.

Objectives of Performance Appraisal:

1. Salary increase Performance appraisal plays a role in making a decision about a salary increase.
Normally a salary increase of an employee depends on how he is performing his job. The hike in salary to
different employees may be according to their efficiency and ranking.

2. Promotion Performance appraisal plays a role in making the decision about promotion. Normally internal
promotion of an employee depends on how he is performing his job. There is continuous evaluation of his
performance either formally or informally. Most of the organizations often use a combination of merit and
seniority for promotion. Performance appraisal precedes promotion decision.

3. Training and Development Performance appraisal tries to identify the strengths and weaknesses of an
employee in his present job. This information can be used for devising training and developing programmes
appropriate for overcoming the weakness of the employees. In fact, many organisations use performance
appraisal as a means for identifying the training needs of employees.

4. Feedback Performance appraisal provides feedback to employees about their performance. It tells them
where they stand. A person works better when he knows how he is working, how his efforts are contributing
to the achievement of organizational objectives. Besides, if they know their weakness, they will try to
overcome them.

5. Pressure on employees Performance appraisal puts a sort of pressure on employees for better performance.
If the employees are conscious that they are being appraised in respect of certain factors and their future largely
depends on such appraisal, they tend to have positive and acceptable behaviour in this respect. Thus, appraisals
can wok automatically as a control device.



Performance Appraisal Process

Performance appraisal can be undertaken either on an informal basis or on a formal and systematic basis. In
comparatively smaller organizations appraisal either based on traits or performance or a combination of both
is done informally through the observation of concerned employees. In a larger organization, appraisals are
more systematic as evaluation reveals a lot of useful information.

Defining Defining Designing Implementing
objectives of [— appraisal appraisal appraisal
appraisal norms programme programme
Appraisal Post appraisal
Feedback actions

Defining Objectives: The first step in the systematic appraisal system is to define the objectives of the
appraisal itself. The appraisal is used for different purposes from motivating the appraisee in controlling their
behaviour. In each case, the emphasis on different aspects of an appraisal differs. For example, reward
providing appraisals, such as salary revision or promotion differs from appraisal for training and development.

Defining Appraisal Norms: Appraisal is done in the context of certain norms or standards. These may be in
the form of various traits of the appraisee or their expected work performance results. Since one of the basic
long-term objectives is to improve performance, the appraisal is more performance-oriented. Hence
performance norms are to be specified in the beginnings of the period for which appraisal is concerned.

Designing Appraisal Programme: In the design for appraisal programme, types of personnel to act as
appraisers, appraisal methodology and types of appraisal are all to be decided. Ideally speaking all personnel
of the organization should be covered by the appraisal system. But generally, various organizations keep
lower-level employees out of the purview of a formal appraisal. Generally, the superior concerned appraises
his subordinates. However, the present trend in appraisal suggests the concept of 360-degree appraisal,
which involves appraisal by the appraisee himself known as self-appraisal as well as appraisal by the other
stakeholders who are operationally related to the performance of the appraisee. The next issue is the
methodology to be used in the appraisal system. Should it be through structured forms and questionnaire or
personal interview of the appraisee or a combination of both is to be decided. Along with this the time
period and tuning of the appraisal should be decided.

Implementation: In implementing the appraisal programme, the appraisal is conducted by the appraisers
and they may also conduct an interview if it is provided in the appraisal system. The results of the appraisal
are communicated to the HR department for follow up actions which should be oriented towards the
objectives of the appraisal.



Appraisal Feedback: Appraisal feedback is the most crucial stage in the appraisal process. If they are rated
high or performance highly applauded, naturally they are happy and feel their self — esteem is high. On the
other, if they are rated low they resent, cry and may even be ill-tempered. But the fact is a fact. Even in such
cases, their plus points should be listed out. Their weaknesses may be put clearly through counsellors and
advised.

Post — Appraisal Action: Rewards, promotions, training and patting on the back follow in the post —
appraisal action

Methods of Performance Appraisal

1.

Ranking Method: Ranking is the oldest and simple method of appraisal in which a person is ranked
against others on the basis of certain traits or characteristics. This is a very simple method when the
number of persons to be ranked is small because ranking has to be given on the basis of traits which are
not easily determinable, unlike marks in an examination. The method has limited value for performance
appraisal as the difference in ranks do not indicate absolute or equal differences of ability between
individuals.

Paired comparison: Paired comparison method is a slight variation of the ranking system. This method
is adopted for use in large groups. In this method, each person is compared with other persons taking only
one at a time. Usually, the only trait that is considered is the overall suitability to perform the job. The
appraiser puts a tick mark against the person whom he considers the better of the two, and the final ranking
is determined by the number of times that person is judged better than others.

Grading: This is a method where certain categories of abilities of performance are defined well in
advance. Persons are put in a particular category depending on their traits and characteristics. The
categories may be outstanding, good, average, poor, very poor or maybe in terms of letter like A, B, C, D
etc., with A indicating the best and D indicating the worst. The actual performance of the employees is
measured against these grades. This method is generally useful for promotion based on performance.

Forced Distribution Method: As there is a tendency to rank many of the employees high, forced
distribution method has been adopted. In this method, the appraiser is forced to appraise the appraisees
according to the pattern of a normal curve. The basic assumption in this method is that the employee’s
performance confirms to a normal statistical distribution. For example, 10 per cent of the employees may
be rated as excellent, 20 per cent as above average, 40 per cent as average, 20 per cent below average and
10 per cent as poor. The basic advantage of this method is that it overcomes the problem of adopting a
central tendency of rating most of the employees to a point, particularly high or near high to appease
them.

Forced — Choice Method: The forced-choice rating method contains a series of group statements and the
appraiser checks how effectively the statement describes each individual under evaluation. Though both
of them describe the characteristics of an employee, the appraiser is forced to tick the only one which
appears to be more descriptive of the employee. Out of these two statements, only one statement is
considered for the final analysis of rating.

For example, an appraiser may be given the following two statements.

1. The employee is hardworking

2. The employee gives clear instructions to his subordinates.

Both these statements are positive but the appraiser is asked to rate the only one which is more
descriptive of his subordinate’s behaviour. This is done to avoid subjectivity in rating. Out of the above



two statements, only one statement is to be considered for final ranking. The final rating is done on the
basis of all sets of statements. This method is more objective but it involves a lot of problems in
constructing such sets of statements.

Check — List Method: Under this method, the HR department prepares a series of questions. Each
question has alternative answers ‘Yes’ or ‘No’. The appraiser concerned has to tick appropriate answers
relevant to the appraisals.

Some of the same questions are:

Is he/she interested in the job Yes/No

Is he/she regular on the job Yes/ No

Does he/she show uniform behaviour to all Yes /No

Is he/she willing to help other employers Yes / No

Does he/she maintain discipline Yes / No

Fifty to hundred questions including many bearing efficiency and concentration may be asked. Different
questions may have a different weightage of scores. After filling the questionnaire by the appraiser who
observes the employees will be sent to the HR department, which will compute a total score and evaluate.

Critical Incidence Method: In this method, only critical incidents and behaviour associated with these
incidents are taken for evaluation. This method involves three steps. A test of noteworthy on job behaviour
(good or bad) is prepared. A group of experts then assigns scale values depending on the degree of
desirability for the job. Finally, a checklist of incidents which define good and bad employees is prepared.
The appraiser is given this checklist for rating. The basic idea behind this rating is to apprise the people
who can do well in critical situations because in a normal situation most employees work alike. This
method is useful to find potential employees who can be useful in a critical situation.

Graphic Scale Method: Graphic scale is also known as a linear rating scale. This is the most commonly
used method of performance appraisal. In this method, a printed appraisal form is used for each appraisee.
The form contains various employee characteristics and his job performance. The various characteristics
are leadership, dependability, cooperativeness, enthusiasm, creativity, analytical ability, decisiveness,
emotional maturity etc., depending on the level of the employee. Job performance includes quantity and
quality of work performance, specific targets achieved, the regularity of attendance etc. The degree of
quality may be measured on a three-point or five-point scale. On a five-point scale, ‘excellent, very good,
average, poor or very poor’ may be used for measurements.

Essay Method: Instead of using structured forms for performance appraisal, some companies use free
essay method. In the essay, method appraiser assesses the employees on certain parameters in his own
word. Such parameters may be:

i. Work performance in terms of quality, quantity and costs.

ii. Knowledge about job

iii. Knowledge about organizational policies, procedures and rules,

iv. Employee’s characteristics and behaviour

v. Employee’s strength and weakness

vi. Overall suitability of the employee;

vii. Employee’s potentiality

viii. Training and development needs of the employee

The essay method is useful in providing fruitful information about an employee on the basis of which he
can be appraised. The difficulty in free essay method is each appraiser may use his/her style and
perception, which may give rise to difficulty in analysis.



10. Field Review Method: In the field review method, an employee is not appraised by his direct superior
but by another person, usually from the HR department. The reason is that such a person may take
more objective view in appraisal as he is not under pressure as the superior of the employee may be.
The appraiser, in this case, appraises the employee based on his records of output and other quantitative
information such as absenteeism, late coming etc.

The appraiser also conducts interviews of the employees and his superior to ascertain qualitative
aspects of job performance. This method is more suitable for promotion purpose.

Appraisal by Results or Objectives: Appraisal by results draws its root from the management by objective
(MBO). The various steps involved in the appraisal by results are as follows.

1. Appraisal by the result is a joint process between superior and his subordinates.

2. The subordinate prepares his plan for a specific period usually for one year in the light of the overall plan
provided by his superior. The final plan is prepared through mutual consultation.

3. Through mutual consultation, both of them decide the evaluation criteria- that is, what factor will be taken
for evaluation of subordinate’s performance.

4. At the end of a specific period, normally one year, the superior makes a performance evaluation of
subordinates on the basis of mutually agreed criteria.

5. The superior discusses the results of his evaluation with the subordinate, corrective actions, if necessary
and mutually agreed targets for the next period would be fixed.

Evaluation of appraisal by results springs from forces that have generated a popular philosophy of
management, known as ‘management by objectives’ or ‘management by results’. MBO is not merely a
technique of managing but it reflects the entire philosophy of management.

Appraisal by results under MBO is more conducive than appraisal based on traits.

BARS: Behaviorally anchored rating scales (BARS) approach gets away from measuring subjective personal
traits and instead measures observable, critical behaviours that are related to specific job dimensions.
The various steps under BARS are.

i. Identification of Performance Measures: The first step is the identification of performance measures, that
is the outcome of effective job performance. These measures could be identified by knowledgeable relevant
people who may be usually superiors, jobholders and HR personnel or a combination of all of them.
They are asked to identify the important dimensions of the job.

ii. Identification of Critical behaviours: Critical behaviours are those which are essential for the
performance of the job effectively. These behaviours are generated from different dimensions of the job and
are related to various critical incidents of the job. These may be stated in a few short sentences or phrases
using the terminology of the job in question.

iii. Retranslation of Critical Behaviours: Various critical behaviours as identified in step (ii) are retranslated,
usually by a different group of personnel. In the retranslation process, various critical incidents are classified
into clusters with each cluster having similar critical incidents. Those behaviours which are approved by the
majority of personnel are kept for further development and others discarded. The basic idea of this step is to
keep the number of behaviours to a manageable limit and which are more descriptive of the job. The translation
process assures the reliability of the critical behaviours consistent with the job dimensions.

iv. Scaling of Critical Behaviours: Those critical behaviours which are included for the performance
apprisal during the process of retranslation are given scales usually in numbers with their description. The
scales may range from 1 to 7 or from 1 to 9, with each point of a scale demonstrating a perceived level of
performance. The scale value will be determined based on estimates provided by various persons in the



retranslation process.

v. Development of the BARS instrument: The result of arranging various scales for different dimensions of
the job (Known as behaviour anchors) produces a vertical scale for each dimension. Then scale is used for
performance appraisal.

Merits of BARS method

1. Employees’ behaviours and not their unobservable traits are measured which gives a better description of
employees.

2. BARS approach is aimed at specific dimensions of job performance

3. The people, who are actually involved with the job, participate in determining the job dimensions.

4. As the evaluation is done in terms of specific behaviours, the appraiser can give objective feedback on
how the person performed and on what specific behaviour the concerned person should improve.

POTENTIAL APPRAISAL

The potential appraisal refers to the appraisal i.e. identification of the hidden talents and skills of a person.
The person might or might not be aware of them. Potential appraisal is a future-orienteded appraisal whose
main objective is to identify and evaluate the potential of the employees to assume higher positions and
responsibilities in the organizational hierarchy. Many organisations consider and use the potential appraisal
as a part of the performance appraisal processes.

A potential appraisal helps to identify what can happen in future so that it can be guided and directed towards
the achievement of individual and organizational growth and goals. Therefore, potential should be included
as a part of the Performance appraisal in organisations.

Potential appraisal has two objectives:

1. Evaluation of an employee in his present role. Making him do his/her present job in better ways.

2. His suitability for higher-order job, promotion and higher responsibility for which his potential appraisal
will help him identify the areas to be improved to reach the requirements.

Steps in Potential Appraisal

1. Determination of role dimension for which an employee’s potential is to be appraised. The role
dimensions can be identified by job description and specification which provide information about the
responsibilities involved in a job and the attributes required.

2. The mechanism for appraising these attributes in an employee should be determined.

3. Potential appraisal based on the scoring of attributes.

4. Potential appraisal to be linked to other human resource management elements such as providing
feedback, counselling, training, development and job rotation.

PROMOTIONS, DEMOTIONS AND TRANSFERS

Promotion is the movement of an employee from current job to another that is higher in pay,
perquisites, prestige, privileges, authority and power, wider in jurisdiction and responsibility with a
likelihood of an increase in the level a person is occupying presently in the organizational hierarchy.



A mere shifting of an employee to a different job which has better working hours, better office space or
more pleasant location would not be called promotion.

A promotion process begins with the screening of several possible candidates for promotion and culminates
in the official notification of the elevation of an employee to a higher rank within the establishment.
Promotions could be used as a motivational tool as it brings enhanced working conditions for the promoted
persons. Promotions that merely increase job complexity without any real improvement in jurisdiction could
be called as Pseudo-promotions and are resented by employees.

Decisions to promote might be based on 360-degree appraisals of performance and potentials. Job Knowledge
tests could also be applied for promotions. Promotion may be based on seniority or merit.

Using merit as the sole basis for promotion is subject to criticism because determining merit criteria often lack
reliability and objectivity. Most organizations try to combine seniority and merit in a formula called
seniority-cum-merit. Under this formula, a certain number of years of service is taken as the cut-off
level initially. Then, if there are more persons than required for promotion in that level, merit is given
consideration.

Some organizations are engaged in promotion forecasts that allow them to identify people with high
advancement potential. High-potential employees are then given special kinds of developmental experiences.

While filling vacancies in managerial positions, promotion from within an organization is to be
preferred to recruitment from outside because merit-based promotion is generally viewed as a reward
for excellent services rendered by an employee.

If seniority were not the sole criterion for promotions, employees at all levels would be encouraged to show
initiative and assume greater responsibility in their work. At the same time, it could be imprudent to pick up
the top performer in any area for a bigger job where the demands are quite different.

Promotions should not be decided upon parameters like a college degree, intelligence and popularity of
a person.

Not all people would desire to get added burdens and shoulder additional responsibilities.

Person’s willingness is to be considered thoroughly before taking any decisions on promotion.
Performance factors like the ability to develop good subordinates, operating with a minimum direction and
having a record of accomplishments are found to be extremely helpful characteristics for a person to be eligible
for the promotion. Personality characteristics like openness to accept criticism, ability to communicate
effectively and respect for fellow human beings tend to make the person survive after the promotion. However,
the socio-environmental factors surrounding employees like their personal life, family unity, superior’s
reputation and promotional prospects and connections with power centres, are also given importance in
practice, even though they are not concerned with the individual’s effort.

People desirous of promotion might be adopting many of the tactics to acquire greater power. Exuding
confidence, progressing one step at a time, making one’s activities central and non-substitutable to the
organization, developing expertise, committing the rare and uncommitted feats, engaging in rational
persuasion of others, upward appeals quoting consent of higher-ups, pressure tactics like using
demands and threats, image building through attention-seeking activities, regulating information flow
upward and downward, networking with people and other such types of behaviour that are political in
nature.

If a person is denied promotion or overlooked upon at discussions for promotions, he or she might feel
severely frustrated. The frustration would be particularly high if the candidate has nurtured a deep desire
for the promotion and had been sure of reaching it. Frustration would be heightened if the person had taken a



lot of efforts to be eligible for promotion and if the next chance for promotion is remote. Being scheduled
for promotion and getting dropped from the list would lead most people to feel the urge to quit their jobs.

Awarding promotions are the most significant forms of recognizing superior performance. Therefore,
it is extremely important that promotions be fair and based on merit and untainted by favouritism.

When promotion occurs in the same category like clerical, manual or managerial groups, within one grade to
another, it is called as lateral promotions.

When employees are shifted from a lower category to a higher category, such promotions are called
vertical promotion.

During times of monetary crisis, the management can grant promotions without any rise in pay, benefits and
allowances. Such promotions are known as dry promotions and the promoted employees would not be paid
the increased wages when they are promoted.

The merits of promotion are the encouragement of efficiency, retention of competent people with an ambition
for vertical growth upwards and increase in productivity.

The disadvantages of promotion from internal sources could be discontentment among other contenders for
the same position and scope for lobbying, bickering, frustration, unhealthy competition and alienation from
erstwhile peers and the possibility of favouritism. Neglect of length of service and loyalty could be the result
of promotions not based upon seniority and they could attract resistance from employee associations and trade
unions.

Promotion policy should make it clear whether to promote employees against existing vacancies alone or it is
permissible to promote a person even if there is no real vacancy just for the sake of rewarding a person’s
performance.

Demotion is the diametric opposite process of promotion.

It is a course of action by which an employee is assigned a downward assignment in the organizational
hierarchy to a different job with lesser pay, inferior designation, lower category, reduced status and
responsibility.

An organization uses demotion less frequently than the other aspects of mobility, primarily because of its
serious negative implications on the employee’s career and morale. An employee is likely to accept a demotion
rather than lose the job altogether if the employment opportunities in the job market outside are less.

Every manager is said to rise to his or her level of incompetence. In that case, demotion would be one of the
consequences arising out of an employee’s inability to match the requirements of the present job, or when a
promotion has been made provisionally. Demotion may also occur as a disciplinary measure owing to the acts
of a commission of malpractice by the employees. In the context when employee turnover is high and
organizational structures are flattering, demotion could be losing its significance and impact.

Demotion would be less frustrating to an employee if the placement in a particular position had been notified
as temporary and revocable.

Transfer is the reshuffling of human resources from one unit of the work place to another.

It involves lateral mobility of employees from one post to another within an organization. Through
transfers, people are shifted to a job that is comparatively equivalent in pay, responsibility and
organizational level.

Transfers may be voluntarily sought by employees or may be used as the sole prerogative of the management.
They could be occurring on a mutual basis between two employees or as a sequence of



transfers. Transfers may occur within or outside functions, departments, units or divisions.

A transfer is said to be a replacement transfer if it is caused due to the displacement of an existing incumbent
in a job.

It is called remedial transfer if it is initiated to correct a previous incorrect placement.

Purpose or Objectives of Transfers:

e They may be carried out to enhance efficiency in the utilization of human resources through the
redistribution of work force’s size and strength according to changing needs.

e Transfers might also be ordered to satisfy the requirements of an employee to work under a better
superior or to move into a job with brighter career prospects or be in a more convenient location.

e Transfers are also at times used to keep promotion ladders open to keep individuals not having growth
opportunities in their own department, continued to be interested in their work.

e Some times, transfers are also effected to stall layoff.

e Since transfers expose employees to others’ jobs, work can continue even during periods of an emergency
such as accidents or strike, when some employees are unavailable to work.

e An employee may be transferred because management feels that crucial forms of competence could be
put to use in another deserving place. Thus it becomes an employee assistance measure.

e A transfer may be a developmental device to provide more exposure to the employees and make them
more versatile.

e Transfers may at times be necessary to diminish conflicts between colleagues.

e Transfers may be used as a disciplinary measure to punish employees indulging in any acts of
misconduct. In this case, they are called penal transfers.

e Transfers help reducing monotony and boredom felt by employees and thereby enhance their
satisfaction on the job and the morale of their groups.

e They can also prepare an employee for challenging assignments in the future. The intervening
authorities from above could shift over-dominating employees.

e Better employer-employee relations and stabilization of changing work requirements in different
departments or locations are the other beneficial outcomes of transfers.

e The organization also got valuable insights into the needs and aspirations of its employees and thereafter
began its plan for further human resource planning.

Transfer opportunities could also be used adeptly to get vital clues into organizational problems.

This could be illustrated with the help of a case described by Akio Morita of Sony Corporation in Japan when
he introduced a scheme by which employees could apply for transfers outside their departments when there is
an internal job posting. The scheme proved to bring in multiple benefits. People who wanted to move out of
Sony could be retained within the company by this scheme. The scheme had yet another benefit of identifying
the departments from which request for transfer appears in large numbers. Large numbers of these applicants
were sending signals of some underlying anomaly like an autocratic or nagging boss.

The top management could sense this problem and sort it out with the heads of these departments and avert
large-scale turnover of skilled human power.

On the negative side:

e Transfers might be viewed as an inconvenience to those who are reluctant to move.
e Managers might feel that they are unfairly made to move away from their pet projects and supportive
superiors.



e Some employees may feel it uncomfortable when they have to separate from their affiliates at work
and might have to adapt to a more demanding work schedule.

e Shifting of experienced hands and minds may affect productivity in the department from which a
person is transferred.

e Dual career couples might have objections when only one of them is transferred. Arbitrary and
discriminatory transfers can affect employees’ morale.

In order to make transfers more pleasant and less troublesome:

Employees must be explained the circumstances under which the transfer was initiated and the reason for
choosing this particular employee for the transfer.

It is also important on the part of the organization to provide appropriate support in the form of facilities like
orientation regarding the new place, days of leave, adequate manpower, allowances and material assistance to
the transferee for packaging luggage, transportation, re-registrations and shifting of families and taking care
of avoiding disruptions in the lives and careers of employees’ spouses.

Transfers should be spaced out by years of gap and should have employee development-orientation.

Vacancies arise due to a variety of reasons like growth, diversification, turnover of employees and
organizational restructuring. While training interspersed with transfers and promotions could occur
as intermittent or discontinuous events that serve to provide a plethora of opportunities to experiment, learn
and perform in new ways, they are still not likely to be adequate to maximize employee development.

In this regard, there should also be ongoing efforts from the organizations to enable an employee to become
involved actively, contribute his mettle and help to take the whole firm or even an entire industry to new
heights. These continuous efforts may take forms called Empowerment and Delegation.

JOB EVALUATION

Job evaluation is defined as ‘the process of objectively analysing and assessing the value of each job in
relation to other jobs in an organization.’

It aims at finding the relative worth of a job and to establish a rational and equitable pay structure.

Fredrick Taylor was the pioneer who designed a formal, systematic way of assigning pay to jobs for
improving productivity. His methodology came to be known as Job Evaluation.

It compares jobs to one another based on their content, which is usually defined in terms of compensated
factors such as skill, effort, responsibility and working conditions. It is mostly a judgmental process that
demands close cooperation between supervisors, HR specialists and the representatives of employers and
employees.

The industry has become increasingly aware of the need for a systematic and an objective approach to setting
the worth and price of each management position in relation to others within a business management group,
and to similar management positions within a geographic region or an industry.

While the shop floor and clerical planners normally evaluate a job in terms of its duties, a managerial position
is always evaluated in terms of responsibilities, which could include those related to making others perform
their duties.



Job evaluation is highly dynamic in nature. It is not a one-time project but is something that must be
maintained on an ongoing basis.

Jobs do go through change and it is imperative that when any alteration happen the job evaluation has
to be reviewed and amended to reflect the change.

Since job evaluation examines the effect of skills, capabilities, responsibilities and work environment on the
performance of the job in a particular context, it cannot be automatically transplanted from one company to
another. There would be a lot of localized adaptation before finalizing a job evaluation format.

Since salaries paid to depend upon the classification of jobs, job evaluations would have to be done
conscientiously and administered judiciously.

Job evaluation rates the job and not the person going to occupy it.

The cycle of job evaluation is launched first by way of creating a committee of personnel trained in the process,
consisting of heads of various departments, representatives of employees and a specialist on the field, along
with the team of Human Resource Department. The team of appraisers would use the job descriptions to
determine the relative worth of every job in comparison with others. In this process, the committee should
subject all the relevant external and internal factors into their active consideration before arriving at a final
scheme of fixing pay scales.

A general guideline provided to these committees is that too many levels of pay scales should be avoided
through proper grading of jobs. Once the jobs that are to be evaluated are listed out, the committee sets its
tasks towards analyzing the jobs and preparing job description statements about each of them. The next activity
would be to select the method of evaluation to be adopted, keeping in mind organizational constraints and job
factors. This activity is followed by the classification of jobs in order of importance. Once installed, the scheme
of job evaluation should be reviewed periodically. The review should also benchmark at model organizations
emerging out to be the best paymasters in the perception of prospective employees.

Methods of Job Evaluation

1. Ranking Method: The appraisers examine the description of each job being evaluated and arrange the
job in order according to their value to the company. Thus all jobs are rank-ordered and pairs of jobs
could be compared. Before this, the organization would have to conduct a job analysis and job description.
It is the simplest of all methods and is inexpensive.

A major hurdle in using this method is that it does not measure the differences between the jobs belonging
to two ranks. Thus, the magnitude of the difference between the jobs ranked first and second, may not be
the same as the magnitude of the difference between jobs ranked third and fourth.

2. Classification Method (Job Grading Method): This method involves defining many grades or classes to
describe a collection of jobs. The team of appraisers compares the job description with the class descriptions based
on jobs at various difficulty levels. It is simple to understand and easy to use. But at times, the grade
descriptions could be ambiguous and overlapping.

3. Factor Comparison Method: The appraisers make decisions on separate aspects or factors of the job as they
evaluate jobs. The five universal job factors are:

i. Mental requirements, which reflect traits such as intelligence, reasoning and imagination.

ii.  Skills pertaining to psychomotor coordination and interpretation of sensory impressions and the
experience, education and training required to acquire them in requisite levels.

iii. Physical requirements that involve sitting, standing, walking, lifting etc.

iv. Responsibilities that cover areas such as handling raw materials, equipment, machinery, public
relations, employees, money, records and supervision.



v. Working conditions, which reflect the environmental influences of noise, illumination,
ventilation, hazards, annoyances and working hours.

4. The point method is an approach to job evaluation in which numerical values are assigned to specific
job components and the sum of these values provides a quantitative assessment of a job’s relative
worth. The Point method of job evaluation consists of first developing compensable factors on which
each job must be evaluated. The collection of these key factors is called manual or yardsticks. Each of
these key compensable factors has a scale value which defines the degree of presence of that factor. Each
job is rated on these key factors and a value is assigned accordingly.

Causes of Resistance to Job Evaluation

Employees might find it difficult to understand the details of job evaluations. Hence the pay-scales fixed
through job evaluations might be susceptible to suspicion from who might view them as tools of clever
manipulation and over-exploitation. Supervisors should have complete knowledge of the evaluation
system and be able to explain and convince the employees about the job evaluation plan. The most talented
and competent employees tend to resent the wages fixed through job evaluation, as they expect their
contribution must get an extra reward.

In a world of fast-changing technology and rapid mobility of capital and labour, job evaluation carried out
at great investment of time and cost might soon lose their relevance and might need a complete revision.
Practices like poaching talents from another organization and relaxed working conditions for some employees
might make a mockery out of job evaluations.

Obtaining a precise value of an employee’s contribution to the organization might be difficult, as work
output occurs due to the interplay of a large number of factors.

Job evaluation helps to reach a reasonable degree of accuracy in achieving this valuation. Job evaluation would
have greater chances to succeed when it does not disturb the existing promotion paths or the traditional pattern.
It is not likely to succeed when the organization is not paying above market rate and if it results in too drastic
pay revisions within existing structures. At times, the geographic isolation of an organization could also make
it less comparable to other employers. Employees’ Unions could reject or even nullify the outcomes of job
evaluation if the employer’s relationships with most of them are not cordial.



