
INTRODUCTORY LETTER 

Dear learners, welcome to the fourth semester of your MBA class. First of all congratulations on the 

successful completion of first year. Hope it was a great learning experience and added value to your 

existing knowledge base. We are sure you will put in the similar amount of efforts energy and 

enthusiasm in learning the new subjects in this semester. 

This module has been prepared on the subject of Human Resource Development Paper MBAEX 

7209 you are advised to go through the prescribed syllabus as given in the beginning and prepare for 

your exams and assignments from them. 

Before we begin, let me tell you that this is indeed a very interesting subject if you keep yourself 

abreast of what is happening around you. These days you have a lot of information available in 

different forms and it is up to you how you utilize this information for your betterment. This subject is 

widely discussed in the print and video media as it relates to the corporate world which surrounds us all 

over. If you keep your eyes and ears open, I m sure you will be able to understand and relate to all the 

concepts which have been discussed in this module. 

In today's 'Dynamic Era' Human Resource development in India is emerging out from its traditional 

cocoon to take up the challenge posed by the Technological Renaissance which has engulfed the 

corporate world. Slowly but surely Indian organizations in their quest to graduate from 'Good to Great', 

are leaving no stone unturned to Develop. Rejuvenate. Revitalize, Enable And Engage today's 

'Generation Now' executives. The organizations have started realizing the importance of human capital 

that spells the difference between winning and losing. India Inc is today pre-occupied with the most 

important task of attracting, retaining and motivating the mission critical talent to gain a competitive 

advantage. 

With the onset of the new millennium, the business of HRM has been completely transformed and 

revolutionized beyond imagination. With a myriad of emergent people issues, the arena of HRD can no 

longer remain cut and dry. Since the knowledge skills and abilities of the people are becoming obsolete 

at a pace as never before, it becomes all the more imperative to sharpen their skills and abilities not at 

the individual level and organizational level alone but at the national level as well. 

As is evident in the case of Japan which has risen out of the ashes like a phoenix to become one of the 

most admired industrialized nations in the world. This has been possible due to the sheer ingenuity and 

diligence of none other than their human resources which have been continuously developed to take 

on the challenges of the present and the future alike. Thus it is not only essential but absolutely 

necessary to develop the human resources at our disposal to save the organizations from becoming 

extinct and being fossilized as 'Corporate Dinosaurs.' 

This module aims at addressing the needs of the distance learners that would reinforce their classroom 

learning. The module has been designed to meet the requirements of today's students who are no 

longer satisfied with the conventional teaching methodologies and learning material. They are looking 

for a wholesome learning experience replete with strong text, case studies plenty of examples from the 

corporate world to enhance their understanding of the various concepts and some value addition in 

their existing knowledge base. Thus every effort has been made to make your journey through this 

module as rewarding interesting and pleasurable as possible. 

 



For your convenience the study material has been divided into four units encompassing twelve 

chapters as prescribed in your syllabus. 

Unit 1 has three lessons; Lesson 1 traces down the Evolution of HRD and examines its conceptual 

base in detail. Lesson 2 delineates the various Strategic Interventions in HRD Sectors and Target 

Groups initiated by the government of India. Lesson 3 examines the various HRD Mechanisms 

Processes and Outcomes and its impact on organizational effectiveness. 

Unit 2 has three Lessons; Lesson 4 appreciates the Attitude of top management towards HRD, the 

role of line manager in facilitating HRD initiatives in the organization and the motivational aspects of 

HRD. Lesson 5 discusses the HRD Culture and Climate and its significance in developing the human 

resources. Lesson 6 examines the mechanisms of HRD for Workers and brings to the fore the role of 

trade unions in securing the developmental needs of the workers. 

Unit 3 has four Lessons outlining the HRD initiatives in various sectors. Lesson 7 concentrates on the 

HRD initiatives in Government Organizations and Public and private Sector. Lesson 8 scans the HRD 

scenario in the Education Sector along with the various opportunities and challenges in the light 

meeting the objectives of universalization of education which entails education for all. Lesson 9 outlines 

the HRD interventions in other sectors like the armed forces, Defense services .Police and Industry. 

Lesson 10 explores the industrial relations and the role of HRD in maintaining harmonious industrial 

relations. 

Unit 4 has two lessons tracing down the Emerging Issues in HRD. Lesson 11 aims at finding out the 

emerging issues, trends and challenges in HRD and outlining strategies in creating awareness and 

commitment to HRD. Lesson 12 tries to encapsulate the comparative HRD Practices across the globe. 

These lesson scripts are to aid you in learning and you have to supplement it with some important 

books as given in the suggested readings. For optimum benefit and learning you must do the self 

assessment exercises and activities given in the lesson. These will definitely help you in increasing 

your grasp over the subject. The glossary given in each lesson will also help you in picking up the 

important concepts easily. 

Every effort has been made to ensure that after going through the lessons you are confident to write 

your exams and your assignments. 

Wishing you the very best of luck.............................. 

Prof. L.K. Bansal  

Course Leader, MBA – IV Semester 

  



Chairperson   :   Prof. Yojna Rawat 

Department Coordinator :   Prof. Geeta Bansal 

Course Leader  :   Prof. Lalit K. Bansal 

 

MBA (EX) SEM-IV 

PAPER : MBAEX7209, HRD, Group C 

 

CONTENTS  

 Introductory Letter          (i) 

 Syllabus           (ii) 

L. No. Title     Author Page No. 

 Unit-I   

1 HRD Concept and Evolution Dr. Geeta Bansal 1 

2 Strategic Interventions in HRD Sectors and 

Target Groups 
Dr. Geeta Bansal 18 

3 HRD Mechanisms   Processes and Outcomes Dr. Geeta Bansal 34 

 Unit-II   

4 HRD and Management Dr. Geeta Bansal 53 

5 HRD Culture and Climate Dr. Geeta Bansal 70 

6 HRD for Workers Dr. Geeta Bansal 86 

 Unit-III   

7 HRD in Government Organizations and Public 

Sector 
Dr. Geeta Bansal 100 

8 HRD in the Education Sector Dr. Geeta Bansal 116 

9 HRD in other sectors; Defense, Police and 

Industry 
Dr. Geeta Bansal 131 

10 HRD Emerging issues, trends and challenges Dr. Geeta Bansal 147 

 Unit-IV   

11 Industrial Relations and HRD, Utilization of 

Human Efforts,   Future of HRD 
Dr. Geeta Bansal 164 

12 International Comparison of HRD Practices Dr. Geeta Bansal 183 

Vetter : Dr. Geeta Bansal 

E-mail of Department       : coordcomm@pu.ac.in 

Contact No. of Department       : 0172-2534323 

  

mailto:coordpolsc@pu.ac.in


GROUP C: HUMAN RESOURCE MANAGEMENT 

 

MBAEX7209: HUMAN RESOURCE DEVELOPMENT 
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Lesson-1 

HRD: CONCEPT AND EVOLUTION 
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1.0  OBJECTIVES  

After studying this lesson, you should be able to explain- 

 The meaning and the concept of HRD. 

  The need and significance of HRD for organizations 

 The Evolution of HRD and the HRD models. 

 The goals of HRD.  

 The functions of HRD 

 The challenges of HRD 

OPENING CASE: 

LARSEN AND TOUBRO LTD. (L &T) 

  L&T probably the first organization in India to introduce an integrated HRD system. The HRD 

system was suggested by consultants while they were looking at the performance appraisal system 

for officers. The consultants felt that a development oriented performance appraisal system may not 



achieve developmental objectives unless accompanied by other sub-systems like potential appraisal, 

employee counselling, career planning and development, training and OD. HRD system was introduced 

by L & T in 30the year 1975 with the introduction of Performance Appraisal and Feedback and 

Counselling sub-systems like potential appraisal, employee counselling, career planning and 

development, training and OD. HRD system as introduced by L & T in the year 1975 with the 

introduction of Performance Appraisal and Feedback and Counselling sub-systems. A high level task 

force was constituted to implement the HRD system. The task force functioned up to the year 1979. L 

& T had a strong training department which was conducting a large number of training programmes 

and occasional OD exercises prior to this. These were further strengthened with the introduction HRDS 

by linking training and performance appraisals and by stepping up OD activities. The starting of HRDS 

was also marked by the bifurcation of the Personnel Department into Personnel 

and HRD departments. The critical attributes required for various jobs were also identified but a 

potential appraisal system is yet to be finalized. 

1.1    INTRODUCTION  

           The field of HRD or Human Resource Development encompasses several aspects of enabling 

and empowering human resources in organization. Whereas earlier HRD was denoted as managing 

people in organizations with emphasis on payroll, training and other functions that were designed to 

keep employees happy, the current line of management thought focuses on empowering and enabling 

them to become employees capable of fulfilling their aspirations and actualizing their potential. This 

shift in the way human resources are treated has come about due to the prevailing notion that human 

resources are sources of competitive advantage and not merely employees fulfilling their job 

responsibilities. The field of HRD spans several functions across the organization starting with 

employee recruitment and training, appraisals and payroll and extending to the recreational and 

motivational aspects of employee development.  

 The point here is that the current paradigm in HRD treats employees as value creators and 

assets based on the Resource Based View (RBV) of the firm that has emerged in the Strategic 

Human Resource Management (SHRM) field. 

 Indeed, one reason for the emergence of the RBV or the SHRM paradigm is that with the 

advent of the service sector and the greater proportion of companies in the service sector, 

employees are not merely a factor of production like land, labor and capital but in fact, they are 

sources of competitive advantage. This is characterized by many CEO’s calling employees 

their chief assets and valuing their contribution accordingly.  

 As a matter of fact, many IT and Financial Services companies routinely refer to employees as 

the value creators and value enhancers rather than just resources doing their job. 

Simply, Human Resource Development (HRD) is the framework for helping employees develops 

their personal and organizational skills, knowledge, and abilities.  

Human Resource Development includes such opportunities as: 

 Employee training,  

 Employee career development,  

 Performance management and development,  

http://humanresources.about.com/od/performancemanagement/a/perfmgmt.htm


 Coaching, mentoring,  

 Succession planning,  

 Key employee identification,  

 Tuition assistance,  

Organization Development. 

 The focus of all aspects of Human Resource Development is on developing the most superior 

workforce so that the organization and individual employees can accomplish their work goals in 

service to customers. Organizations have many opportunities for human resources or 

employee development, both within and outside of the workplace. 

 The field of HRD has become prominent and important for organizations and has morphed into 

a function that takes its place among other support functions in organizations and indeed, it is 

the main driver of competitive advantage.  

 Further, the field of HRD now has taken on a role that goes beyond employee satisfaction and 

instead, the focus now is on ensuring that employees are delighted with the working conditions 

and perform their jobs according to their latent potential which is brought to the fore.  

 This has resulted in the HRD manager and the employees of the HRD department becoming 

partners in the organization’s progress instead of just yet another line function. 

 Further, the HR managers now routinely interact with the functional managers and the people 

managers to ensure high levels of job satisfaction and fulfillment. The category of people 

managers is a role that has been created in many multinational companies like Fidelity and IBM 

to specifically look into the personality related aspects of employees and to ensure that they 

bring the best to the table. 

 Finally, HRD is no longer just about payroll or timekeeping and leave tracking. On the other 

hand, directors of HRD in companies like Infosys are much sought after for their inputs into the 

whole range of activities spanning the function and they are expected to add value rather than 

just consume resources.  

 With this introduction, we will be moving into the module covering HRD with each aspect of the 

HRD function and the associated topics being covered here. It is hoped that the readers would 

gain an overall perspective about HRD after going through the HRD module. 

 To make it sound simpler, Human resources development is a continuing process comprising 

three interdependent components:  

1. Investment in human resources to enhance their productive capabilities for the present and the 

future needs of the organization. 

2. Utilization of those trained and developed human resources to enhance organizational output.  

3. Participation of the improved human resources with better education, better skills levels etc. in the 

consumption of that increased output through a better quality of life.  

Sustainable human resources development must involve all the above mentioned three components. 

 

http://humanresources.about.com/od/glossaryc/g/coaching.htm
http://humanresources.about.com/od/glossarym/g/mentoring.htm
http://humanresources.about.com/od/glossarys/g/successionplan.htm
http://humanresources.about.com/od/glossaryt/g/tuition.htm
http://humanresources.about.com/cs/performancemgmt/a/super_workforce.htm
http://humanresources.about.com/cs/performancemgmt/a/super_workforce.htm
http://humanresources.about.com/od/training/a/training_dev.htm
http://humanresources.about.com/od/training/a/training_dev.htm


 At a national level; 

 Investment in human resources must be turned into effective utilization of those human 

resources if national output is to be increased on a sustainable basis.  

At an individual level; 

 Investment in human resources improves earning capabilities. Therefore individuals and 

families have more money to do many things including pay for their own further skills 

development. 

 There is a very strong link between investing in human resources development and 

improvements in the quality of life. Improvements in nutrition, health and education are key 

elements of an improved quality of life and must be considered important investments in human 

resources, particularly in developing countries. 

 Increased job satisfaction and a sense of personal worth arising from increased productivity are 

also very important contributions to quality of life.  

 The enhanced capabilities created by development enlarge the choices made available to both 

individuals and nations. 

 Historically, HRD has referred to developing human resources in order to increase economic 

productivity and therefore a nation’s wealth that is, very closely linked with economic outputs. 

Human Resources Development (HRD) as a theory is a framework for the expansion of  human 

capital within an organization through the development of both the organization and the individual to 

achieve performance improvement. Adam Smith states, “The capacities of individuals depended on 

their access to education”. The same statement applies to organizations themselves, but it requires a 

much broader field to cover both areas. 

 Human Resource Development is the integrated use of training, organization, and career 

development efforts to improve individual, group and organizational effectiveness. 

  HRD develops the key competencies that enable individuals in organizations to perform current 

and future jobs through planned learning activities. 

  Groups within organizations use HRD to initiate and manage change. 

  Also, HRD ensures a match between individual and organizational needs.  

1.2   THEORETICAL FRAMEWORK OF EVOLUTION OF HRD  

The Human Resource Development as a Function has evolved in India very indigenously from 

the year 1975 when Larsen & Toubro Company conceptualized HRD as an integrated system and 

decided to separate it from Personnel. Since then, in the last 25 years most organizations have started 

new HR Departments or re-designated their Personnel and other departments as HRD Departments.  

Today there are high expectations from HRD. Good HRD requires well structured function and 

appropriately identified HRD systems, and competent staff to implement and facilitate the change 

process. 

  In 1975 Larsen & Toubro a prominent Engineering Company in India had appointed two 

consultants from the Indian Institute of Management, Ahmadabad to study the performance appraisal 

http://en.wikipedia.org/wiki/Human_capital
http://en.wikipedia.org/wiki/Human_capital
http://en.wikipedia.org/wiki/Adam_Smith


system and make recommendations for improving it. The two consultants (Pareek and Rao, 1975) 

studied the system through interviews etc, and suggested a new system. Pareek and Rao (1975) 

recommended that “... Performance Appraisal, Potential Appraisal, Feedback and Counseling, Career 

Development and Career Planning and Training and Development get distinct attention as  unique 

parts of an integrated system which we call the Human Resources Development System”. 

  Pareek and Rao (1977) in their second report of the Human Resources system in L&T 

recommended that the personnel function be viewed as Human Resources Function (HRF) and 

suggested a trifurcated function: Personnel Administration, HRD and Worker Affairs. The consultants 

differentiated the HRD from other components of HRF and also integrated structurally and system-

wise. Structurally the HRD is to be a subsystem of HRD and integration of this with the other two 

subsystems (Personnel Administration and Worker Affairs) to be done by the Director level person (for 

example Vice-President Personnel & HRD), through task forces and sub-system linkages. Inter system 

linkages were outlined between various HRD subsystems to have an integrated system. The principles 

designed deal with both the purpose of HRD systems and the process of their implementation.  

Some of these principles emphasize that any HRD system should; 

1.  Help the company to increase enabling capabilities. The capabilities outlined in their report 

include: development of human resources in all aspects, organizational health, improvements in 

problem solving capabilities, diagnostic skills, capabilities to support all the other systems in the 

company, etc;  

2.  Help individuals to recognize their potential and help them to contribute their best towards the 

various organizational roles they are expected to perform;  

3.  Help maximize individual autonomy through increased responsibility;  

4.  Facilitate decentralization through delegation and shared responsibility;  

5.  Facilitate participative decision-making;  

6.  Attempt to balance the current organizational culture with changing culture; and  

7. There should be a continuous review and renewal of the function.  

In sum, the Integrated HRD systems approach of Pareek and Rao (1975) has the following 

elements:  

(i)  A separate and differentiated HRD department with full time HRD staff.  

(ii)  Six HRD subsystems including OD,  

(iii)  Inter-linkages between the various subsystems,  

(iv)  Linked to other subsystems of Human Resource Function.  

After L&T accepted these recommendations in full and started implementing the State Bank of 

India the single largest Indian Bank and its Associates have decided to use the Integrated HRD 

systems approach and decided to create new HRD Department. Since then, by mid eighties a large 

number of organizations in India have established HRD Departments.  

 

 



Activity – I 

 Conduct a case study of any multinational organisation and compare its HRD deptt. With the 

Indian organisation. 

____________________________________________________________________________ 

____________________________________________________________________________ 

 

1.3   THE DEFINITION AND THE CONCEPT OF HRD 

According to T.V. Rao, ‘Human resource development in the organization context is a process by 

which the employees of an organization are helped, in a continuous and planned way, to: 

1. Acquire or sharpen capabilities required to perform various functions associated with their 

present or expected future roles. 

2. Develop their general capabilities as individuals and discover and exploit their own inner 

potentials for their own and/or organizational development purpose. 

3. Develop an organizational culture in which supervisor-subordinate relationships, teamwork, 

and collaborations among sub-units are strong and contribute to the professional well being, 

motivation, and pride of employees.’ 

According to American Society for Training and Development (ASTD), 

"HRD is the integrated use of:- 

1. Training and development, 

2. Organizational development, and 

3. Career development to improve individual, group and organizational effectiveness." 

 Human resources development (HRD), as part of a corporate culture, is a systematic and 

continuous process allowing identifying, maintaining and promoting the individual performance 

and learning potential of any staff member at any level. 

 From the Office's point of view, HRD should meet the qualitative and quantitative demand for 

human resources in a sustainable way.  

 From the staff members' point of view, the task of human resources development is to give 

weight to their skills and interests. The goal is to reconcile these two target components to 

permit the best possible fulfillment of the tasks of this Office. 

 This definition of HRD is limited to the organizational context. In the context of a state or nation 

it would differ. HRD is a process, not merely a set of mechanisms and techniques. 

The mechanisms and techniques of HRD are: 

  performance appraisal,  

 counseling and feedback, 

 training,  

http://www.leadorganizer.net/integrated_data_management.htm
http://www.leadorganizer.net/lead_distribution.htm
http://www.leadorganizer.net/integrated_data_management.htm
http://www.leadorganizer.net/marketing.htm
http://www.leadorganizer.net/higher_roi.htm


 organization development 

 career development  

 job rotation 

 rewards  

 These are some or the interventions which are used to initiate, facilitate, and promote this 

process in a continuous way. Because the process has no limit, the mechanisms may need to 

be examined periodically to see whether they are promoting or hindering the process. 

Organizations can facilitate this process of development by planning for it, by allocating 

organizational resources for the purpose, and by exemplifying an HRD philosophy that values 

human beings and promotes their development. 

Therefore, HRD is not a single matter aiming at short-term effects. HRD follows the 

organizational development. However, it takes up new issues and helps to make strategic decisions in 

the future. HRD involves efforts and costs. Practicing HRD means that everyone involved has to make 

greater efforts. Time and commitment is invested in the people. Such investment is for the benefit of 

the Office and every individual. 

1.4 WHY HRD? 

There is no exaggeration when we say that the knowledge skills and abilities of the people are 

becoming obsolete faster than ever before. 

 Thanks to the mind blowing changes that are taking place in every field and the technological 

renaissance which has changed the whole mosaic of the business environment. 

 The organizations have to make a continuous effort to stay afloat or else they will perish. 

 The most significant of the reasons that can be attributed to the growing importance of HRD is 

to save the organizations from becoming ‘Corporate dinosaurs’. This would be possible only if 

the people are continuously upgraded, reskilled and deskilled . 

 In this Darwin’s world, it is not the survival of the fittest but the survival of the wisest which will 

rule the roost. Thus taking HRD initiatives at every step would not only save the people but also 

the organizations from being fossilized. 

 This can be done by sharpening and developing their competencies on a perennial basis. 

 Since the organizations are continuously vying with each other to improve and enhance its 

effectiveness and efficiency by resorting to cost reduction techniques, reduction in delays in 

delivery, improving customer satisfaction, quality and promptness of service and building up the 

brand image of the firm, developing employee competencies to perform these tasks is the 

primary concern of the HRD department. 

Thus, HRD is required when the organization is interested in; 

 Stabilizing itself in the turbulent  and competitive environment 

 Achieving growth and expansion plans of the organization 

 Diversifying into newer ventures and fields to encash the opportunities in the external 

environment by exploiting its internal strengths. 



 Renewing itself with new vigour and confidence to take on the world 

 Improving its existing systems and mechanisms of employee appraisal 

 Becoming more dynamic and responsive to change 

 Playing a leader of the pack 

 Rejuvenating it by infusing fresh energy and skills to compete and of course survive. 

SELF ASSESSMENT QUESTION  

FILL IN THE BLANKS 

Some of the principles emphasize that any HRD system should; 

1. Help the company to increase............................... 

2. Help individuals to recognize their............................. and help them to contribute their best 

towards the  various  organizational  roles they  are expected to perform; 

3. Help maximize ................................. through increased responsibility; 

4. Facilitate     .............................. through delegation and shared responsibility; 

5. Facilitate participative................................... 

6. Attempt to balance the ................ organizational culture with ..................culture. 

7. There should be a continuous .............................. of the function. 

1.5 CHARACTERISTICS OF HRD: 

An HRD system is characterized by the following: 

1. HRD is a system: HRD is made up of, several mutually dependent parts or subsystems such 

as procurement, development, and performance appraisal. Change in any one system can lead 

to change in other subsystems due to feedback loops from one subsystem to another. 

2. HRD is a planned process: it is a continuous system of developing people throughout their 

lives in the organizations. 

3. HRD develops competencies at four levels : 

a) At the individual level: employees are made aware  of their roles and what is expected of 

them, so that they are able to upgrade their existing knowledge , skills and abilities to catch 

up with the future needs of the organization. On the other hand the organization redesigns 

and enriches the jobs of the present incumbents to make them more interesting, challenging 

and meaningful. It works as great motivator too. 

b) At the  interpersonal ( dyadic) level: here emphasis is placed on developing and nurturing 

relationships between the employer and the employees and efforts are made to make them 

stronger through the ingredients of mutual faith  trust loyalty respect and helpful attitude 

towards each other. 



c) At the group level: here the stress is laid on increasing the interdependence amongst the 

teams and encourages collaboration rather than competition amongst the task forces and 

the cross functional teams. 

d) At the organizational level: here the emphasis is on creating a nurturing and   a 

development climate where every effort is made to harness human potential while meeting 

organizational goals. Development of competencies involves the development of self 

renewing mechanisms in the organization which enables it to adjust to the environmental 

changes and be proactive. 

4. HRD is a continuous process: HRD is a process of development of not only the individuals    

but the organization as well. The process of development is promoted by: 

 Planning for it,  

 Allocating enough resources for the purpose, 

 By adhering to the HRD facilities that values human beings and facilitates 

their development. 

5.  HRD is an inter disciplinary concept: it is an amalgamation of various ideas, concepts, 

policies and practices drawn from a number of soft sciences such as sociology, psychology, 

anthropology and economics. 

1.6  HRD GOALS: 

The following are the main goals of the HRD department: 

 To maximize the utilization of human resources for the achievement of individual and 

organizational goals. 

 To provide an opportunity for the development of human resources in an organization 

 To develop enabling capabilities of the employees in the organization 

 To develop a sense of team spirit amongst the employees in the organization 

 Last but not the least, to humanize the work in the organization 

Human resource development (HRD) enhances employee competence in their jobs by 

increasing knowledge, abilities, and skills. In this environment, the employee will be primarily 

responsible for career development but the company will also have responsibilities that include clearly 

stating the company’s corporate strategy, its goals and providing information about its business. The 

organizations must follow those type of strategies which help in accomplishing organizational goals with 

an addition to develop the human resource strategy. 

The business strategy must be linked with the human resource strategy. It is essential to 

consider the differing characteristics of people when setting a plan for an organization to follow. 

The stage of development- embryonic, high-growth matures, or aging- that the company is in 

will determine the HRD goals; 

  Embryonic stage: Companies that are just starting out are interested in strong managers. 

  High growth stage: While vying for a place for their product in the market, they are also 

spending a lot of time developing their intellectual capital, i.e., their people.  



 When at the mature stage: companies begin to put more limits on employee actions. Good 

managers at this stage can assemble employees to be able to perform tasks in the best way 

possible. 

  Companies that are aging: will be very concerned with economic survival and will need a 

staff that can revitalize it. 

Organizational culture will be strongest when the company is at the mature stage. “Culture is 

the pattern of basic assumptions a given group has developed in learning to adapt to both its external 

environment and its internal environment” [Cascio, 1998].  

1.7  HR MODELS  

As HRD came to prominence in the last decade, other frameworks and models came into 

existence. Some of these are briefly reviewed and discussed below ; 

1. The Strategic HR Framework Approach:  

 This framework formulated by Ulrich and Lake (1990) aims to leverage and/or align HR 

practices to build critical organizational capabilities that enable an organization to achieve its 

goals. 

 This framework offers specific tools and paths to identify how a firm can leverage its HR 

practices. Business strategy, organizational capabilities and HR practices are the three 

important elements in this framework.  

2. The Integrative Framework Approach: 

 The integrative framework offered by Yeung and Berman (1997) identifies three paths  

 through which HR practices can contribute to business performance:  

o by building organizational capabilities;  

o by improving employee satisfaction; and  

o by shaping customer and share holder satisfaction.  

 Yeung and Berman (1997) argued for dynamic changes in HR measures to refocus the    

priorities and resources of the HR function.  

 They argued that HR measures should be business driven rather than HR driven; impact driven 

rather than activity driven; forward looking and innovative rather than backward looking; and 

instead of focusing on individual HR practices should focus on the entire HR system, taking into 

account synergies existing among all HR practices. 

3. Human Capital Appraisal Approach. 

This approach outlined by Friedman et al (1998) of Arthur Anderson consulting company is 

based on the belief that there are five stages in the management of human capital: 

1.  Clarification stage,  

2.  Assessment stage,  

3  Design stage, 



4.  Implementation stage and  

5. Monitoring stage.  

There are five areas of human capital management; 

1.  Recruitment, retention and retirement;  

2.  Rewards and performance management;  

3.  Development, succession planning and training; 

4.  Organizational structure,  

5.  Human capital enablers.  

A 5 × 5 matrix using these five stages and five areas could be used to evaluate and manage the 

human capital well. For example in the clarification stage the managers examine their human capital 

programs to fit into their strategy and overall culture. They may also examine each of the areas to fit 

into the strategy etc.  

4. HRD Score Card Approach.  

 An approach formulated by Rao (1999) envisages that HR interventions in order to make the 

right business impact should be mature in terms of the HRD Systems, Competencies, Culture 

(including styles) and business linkages.  

 The maturity level and the appropriateness of each of the subsystems of HR, the 

appropriateness of the HR structures and the level of competencies of HR staff, line managers, 

top management etc.; the HRD culture (defined in terms of Openness, Collaboration, Trust, 

Autonomy, Proaction, Authenticity, Confrontation and Experimentation) and the congruence of 

the top management and HR staff styles with HRD culture, and the extent to which all the 

systems and practices result in employee satisfaction and customer satisfaction etc. are 

assessed through a well formulated HRD audit.  

5. People Capability Maturity Model Approach.  

    Curtis and team (Curtis et. al, 1995) developed this approach for software organizations. 

 The   People Capability Maturity Model (P-CMM) aims at providing guidance on how to improve 

the ability of software organizations to attract, develop, motivate, organize and retain the talent 

needed to steadily improve their software development capability.  

 A fundamental premise of the maturity framework is that a practice cannot be improved if it cannot 

be repeated. In an organization’s least mature state, systematic and repeated performance of 

practices is sporadic. 

 The P-CMM describes an evolutionary improvement path from an ad hoc one. Inconsistently 

performed practices, to a continuously mature, disciplined, and continuously improving 

development of the knowledge, skills, and motivation of the workforce.  

 The P-CMM includes practices such as work environment, communication, staffing, managing 

performance, training, compensation, competency development, career development, team 

building, and culture development. 



 The P-CMM is based on the assumptions that organizations establish and improve their people 

management practices progress through the following five stages of maturity: initial, repeatable, 

defined, managed, and optimizing. Each of the maturity levels comprises of several Key Process 

Areas (KP As) that identify clusters of related workforce practices. When performed collectively, 

the practices of a key process area achieve a set of goals considered important for enhancing 

work force capability.  

6. The Integrated Systems Approach: 

 Pareek and Rao envisaged a separate HRD department for effective designing and 

implementation of HRD systems.  

 It envisaged strategy as a starting point (as in Ulrich and Lake, 1990); and therefore focused on 

all the systems to achieve business goals and employee satisfaction. 

 It aimed at synergy (like in the integrated approach of Yeung and Berman), proposed the 

phased evolution of HRD function (like PCMM approach) and included most of the elements of 

the Human Capital approach. While each of the latter models have brought to focus one or the 

other most neglected dimensions that could be good pointers for not getting the best out of HR, 

the essence is very similar to Pareek and Rao’  approach. 

 If the locally developed frameworks are not implemented well for reasons not associated with 

the framework but those associated with lack of understanding and seriousness, it may be 

presumed that advanced frameworks are even more difficult to adopt and get results.. 

Organizations across the globe are finding that the winds of change and of competition are 

blowing across stronger than ever before. To cope with the extenuating circumstances, 

organizations are looking out for ways to continue existing and to keep prospering. 

1.7.1 HRM debate and HR Models: 

The debate about HRM could be regarded as an outcome of the current interest in corporate 

and business strategy. Strategic management has assumed an overwhelming significance among 

practitioners partly as a result of being heavily promoted in the management literature (Peters, 1988; 

Peters and Waterman, 1982). Mintzberg (1978) and Porter (1985) have also contributed to the 

populism of the concept of strategy in the HR lexicon. 

In the US, there are two opposing models of HR: 

1. The Harvard model (Beer et al., 1985): 

This model stresses on the developmental aspects of HR and the Michigan model or the 

‘matching model’ (Fombrun, Tichy and Devanna, 1984) emphasizing its utilitarian/instrumental 

functions in the achievement of managerial objectives. Arguments made in related research are that a 

firm’s current and potential human resources are important considerations in the development and 

execution of its strategic business plan. This literature, although largely conceptual, concludes that 

HRD practices can help create a source of sustained competitive advantage. 

The Harvard model is conceived as an analytical framework which is premised on the view that 

if general managers develop a viewpoint of how they wish to see employees involved in and developed 

by the enterprise, they would solve most of the problems of HR.  



Compared to the matching model, this model is termed as the ‘soft variant.’ It stresses on the 

human aspect of HR and is more concerned with employer-employee relationship. 

It also highlights the interests of different stakeholders in the organization. This model allows for 

multi-level analysis of these outcomes. It can provide a useful basis for comparative analysis of HRM 

(Poole, 1990). Such an approach is completely missing in the matching model. The main criticism of 

this model is that it does not explain the extensive relationship between strategic management and 

HRM (Guest, 1991). 

2.   The Michigan model  : 

  This model is based on the paradigms developed by Chandler (1962) and Galbraith and 

Nathanson (1978). It is argued that an organization’s structure is an outcome of its strategy (Chandler, 

1962).This argument was extended by linking different personnel functions such as career paths, 

rewards, and leadership styles to the organization’s mission (Galbraith and Nathanson, 1978). 

The matching model has been criticized as being too prescriptive by nature mainly due to the 

fact that its assumptions are too unitarist (Boxall, 1992). It emphasizes a ‘tight fit’ between 

organizational strategy and HR strategies and, while doing so, completely ignores the interest of 

employees and hence considers HR as a totally passive, reactive, and implementationist function. The 

model’s emphasis on tight fit makes the organization inflexible and incapable of adapting to the 

required changes and hence is a ‘misfit’ in today’s dynamic business environment. The very idea of the 

model to consider and use human resources like any other resources in an organization seems 

unpragmatic as it misses the human aspect. 

Despite many criticisms, the matching model provides a good framework to theory development 

in the field of HRM. It also provides a promising schema to look at the HR practices in universal and 

generic term. It, however, ignores the cultural processes. 

1.8   CHALLENGES IN HRD  

The new business environment also poses some challenges to the HR Professional, which 

he/she should gear himself for:  

1. Countering Erosion of trust: The work place could become a very insensitive place because of 

business-decisions like lay-offs, Golden Handshakes, etc which might leave those lefts behind in a 

state of fright and suspicion. It is upon the HR Professional to take up this challenge of bringing in some 

sensitivity and trust into the work place. 

2. Re-humanizing: The past decade saw major efforts in the direction of humanizing the work-place. 

The future might again require major efforts on part of the HR Professional to make bonds which have 

got more or less severed due to the onset of e-mail, telecommunication, flexi time etc. Employees 

would see less of each other due to the convenience offered by modern technology.  

3. Managing the Contingent Work-force: A by-product of business strategy of keeping the permanent 

work force as small as possible is that there would be a substantial number of peoples who would be 

required on contingencies only. This work-force chips in a fairly big way towards the business goals 

without being treated as part of the organization. The contingent component could comprise of 

consultants, specialists, project teams, part-timers, temporary appointee’s etc. and the HR Person 

needs to make them feel required and appreciated.  



4. Double-income families: The trend already is towards both the husband-wife going out of their 

homes in pursuit of their careers. This trend is only going to increase which would require the HRD to 

be responsive to their needs. An HR Department which could provide a in-house Leisure planner, a 

Travel Manager, and an entertainment adviser would be appreciated.  

5. Faster, Non-Fussier Response: The old bureaucratic ways of queries being replied to after filling 

up scores of forms and of policies, procedures being kept away in wraps should be challenged. A fresh 

air of transparency should be allowed to blow across the HRD setup.  

6. Individual attention: As customizing is taking place in the services being offered and products 

being manufactured keeping in mind the needs of the discerning customer, so should the HR 

Professional handle the work force. Each individual is different from the other and hence deserves to 

handle differently. Discard those reams of policies and procedure manuals if they are not tuned to treat 

the individual knowledge worker in adjust manner.  

7. B2B (Back to Basics): The HR professional would have to go back to that basic behavioral 

knowledge and put them to use in order to do justice to the multi-hued workforce. For quite some time 

these behavioral inputs have been put onto the back burner and more administrative aspects have 

gained importance, which in turn has been the reason for the HR function to be treated as a non-critical 

function.  

8. Environmental-Scanning: The latest trends in business and in its own function need to be known to 

the HR professional more than ever before for adding value to the function. For this the HR 

professional needs to be in touch with the external environment through any medium possible. How the 

Organization responds to the tremendous demands made by the market would be the key?  

The whole organization structure would need to be more organic than ever before to be able to 

survive and remain World-class. The stringent and ever increasing demands of the discerning customer 

would mean that organizations respond to the demands of the market before the competitor does. The 

structure would have to be lean enough to create synergy and dynamism for disseminating 

communication quickly across all levels. On the other hand the organization would require highly 

competent individuals who take the process of innovation and knowledge-enhancement seriously. The 

business scenario would impact the Organization structure and on its Manpower Resources because of 

the change in existing and future organization (see fig 2). Both the type of organizations differs from 

each other in the following way:  

Today’s Organisation                     Future Organisation  

Optimum Organisation    Minimalist Organisation  

Specialist departments    Work groups or divisions  

Less designations             No designations  

Onus on participation      Onus on entrepreneurship  

Career driven employee   Knowledge-driven  

Professional  

1. Impact on Structure 

            • Leaner structure  



            • Work groups  

            • Emphasis on joint decision-making  

2. Impact on Manpower  

            • High on knowledge  

            • High on commitment  

            • High on need to upgrade one’s skills  

3. Impact on work systems 

            • Synergy  

            • Teamwork  

            • Stress on continuous innovation  

            • Cross-cultural workforce  

            • Quick vertical, horizontal and diagonal communication  

Increased competition, technological development, and shorter product life-cycles all suggest 

that organizations must be able to respond more quickly to changes in the future than they have in the 

past. These conditions will require that the organizations operate differently. These differences will be 

seen in structure, decentralized decision-making, fewer or no job classifications, multi-skilled work 

forces, more effective communication among functional groups. 

To bring about these changes within the organization, the HR Professionals need to get in their 

expertise and help evolve systems, which support the business needs. The key even then would lie 

with the Human Resources and not with the computers, not with the CNC machines. The most efficient 

information systems would be only as good as the “people” who make up the fabric of the company.  

1.9   SUMMARY  

Human Resource Development being one of the most integral parts of Human Resource 

Management explains the need that the workforce/employees should be developed in such a manner 

that they prove an asset to the organization. With minimum resources and less wastages an optimum 

production can be carried out. HRD helps organizations to provide learning related activities to its 

employees and employers. Learning related activities include training the employees, educating them 

and developing them so that the major objective of HRD is accomplished i.e. to develop HR in such a 

way that it proves an asset to the organization. As HRD came into existence various models related to 

HRD are also their such as The Strategic HR Framework Approach, The Integrative Framework, 

Human Capital Appraisal Approach, HRD Score Card Approach, PCMM Approach.  

1.10  GLOSSARY  

1. Human Resource Development (HRD): It is the framework for helping employees develops their 

personal and organizational skills, knowledge, and abilities. 

2. The Strategic HR Framework Approach: This framework formulated by Ulrich and Lake (1990) 

aims to leverage and/or align HR practices to build critical organizational capabilities that enable an 

organization to achieve its goals. This Framework offers specific tools and paths to identify how a 



firm can leverage its HR practices. Business strategy, organizational capabilities and HR practices 

are the three important elements in this framework. 

3. The Integrative Framework Approach: The integrative framework offered by Yeung and Berman 

(1997) identifies three paths through which HR practices can contribute to business performance: 

by building organizational capabilities; by improving employee satisfaction; and by shaping 

customer and share holder satisfaction. 

4. The Human Capital Appraisal Approach: This approach outlined by Friedman et al (1998) of 

Arthur Anderson consulting company is based on the belief that there are five stages in the 

management of human capital; Clarification stage, Assessment stage, Design stage, 

Implementation stage and Monitoring stage. There are five areas of human capital 

management; Recruitment, retention and retirement; Rewards and performance management; 

Development, succession planning and training; Organizational structure, Human capital enablers. 

A 5 x 5 matrix using these five stages and five areas could be used to evaluate and manage the 

human capital well. For example in the clarification stage the managers examine their human 

capital programs to fit into their strategy and overall culture. They may also examine each of the 

areas to fit into the strategy etc. 

5.  The HRD Score Card Approach: An approach formulated by Rao (1999) envisages that HR 

interventions in order to make the right business impact should be mature in terms of the HRD 

Systems, Competencies, Culture (including styles) and business linkages. The maturity level and 

the appropriateness of each of the subsystems of HR, the appropriateness of the HR structures and 

the level of competencies of HR staff, line managers, top management etc.; the HRD culture 

(defined in terms of Openness. Collaboration, Trust, Autonomy, Proaction, Authenticity, 

Confrontation and Experimentation) and the congruence of the top management and HR staff 

styles with HRD culture, and the extent to which all the systems and practices result in employee 

satisfaction and customer satisfaction etc. are assessed through a well formulated HRD audit. 

6. People Capability Maturity Model Approach: Curtis and team (Curtis et. al, 1995) developed 

this approach for software organizations. The People Capability Maturity Model (P-CMM) aims at 

providing guidance on how to improve the ability of software organizations to attract, develop, 

motivate, organize and retain the talent needed to steadily improve their software development 

capability. 
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1.13 MODEL QUESTIONS  

1.  Define HRD. Outline its significance in the ever changing business environment. 

2.  Delineate the characteristics of HRD. What are the goals HRD INITIATIVES intend to achieve? 

3.  Critically evaluate the HR MODELS as given by various authors over a period of time. Which 

one do you think best encapsulates the spirit of HRD? 

4.  HRD is the only solution for survival. Do you agree? Justify with examples of organizations 

failing to survive due to lack of HRD initiatives at the right time. 

5. “Organizations don’t change. People change. And then people Change organizations.” How      

does HRD change people?  

6.  Does HRD help in enhancing Quality of Life? If yes, how and also cite at least two examples to 

justify the statement.  

7.  If you were an HRD manager what would have been your role in today’s scenario? 

8.  What do you think are the challenges in front of HR professionals today in the light of changing 

workforce demographics?  

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Enabling capabilities 

2. Potential 

3. Individual autonomy 

4. Decentralization 

5. Decision-making 

6. Current, changing 

7. Review and renewal 
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STRATEGIC INTERVENTIONS IN HRD SECTORS AND  
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2.8 Further Readings 

2.9 Model Questions 

2.0  OBJECTIVES 

After going through the lesson, you should be able to understand: 

 What are strategic interventions 

 The various forms of strategic interventions in the HRD sector 

 Strategic interventions in target groups 



 Implementation methodologies and processes. 

OPENING CASE: 

CROMTON GREAVES LTD. (CGL) 

CGL started thinking about introducing HRD systems in1979-80 when an ambitious expansion 

and diversification programme was launched. Through a series of seminars using external consultants 

and internal Human Resource Department, a climate was created where manager started 

looking forward for HRD interventions. A decision tointroduce HRD system in a systematic way was 

taken by the top management after a presentation to the top management to and details of such a 

system. A high level HRD task force was constituted to implement the HRD system. The task force 

identified Role Analysis, Performance Appraisal and Counseling as priority areas. By 1986 a 

number of 31role analysis exercises were completed bringing about increased clarity of roles through 

the use of role-set groups. The role analysis exercises were extensive and involved several 

top management teams. A new performance appraisal system with considerable emphasis on team 

work was evolved. Performance counseling was also introduced independent of appraisal. Potential 

development exercise using in-basket exercise is also being tried out. 

2.1 INTRODUCTION: STRATEGIC INTERVENTIONS: AN OVERVIEW 

Every nation is bound by resource constraint especially the developing nations. They have the 

onus of ensuring the all round development of the country and also has to make an extra effort of 

developing certain target groups which are neglected or are not taken care of . Under these 

circumstances the governments have to make certain choices of development depending upon the 

criticality of the sector and the target groups and the methodologies to be used. The choices should 

aim at optimum utilization of resources and best possible achievement of HRD goals. 

Every nation makes a choice for development depending upon its needs, aspirations, history, 

resource constraints and other critical factors.  Hence the chosen course of action may be termed as a 

strategy and the criticality of the sector would render it to be a strategic intervention. 

The government has to make a strategic choice of a particular sector or target groups for HRD 

initiative at a particular point of time like health, population, industry, agriculture, infrastructure, 

communication media, science and technology and the target groups like women and girls and poor 

and unemployed youth, under certain resource constraints and their criticality to the nation, which 

would be called strategic interventions.  

Similarly the choice of methodologies and instruments to be used for implementation of the 

chosen strategic interventions is also a question of strategic choice. 

The following considerations should be taken care of while making these strategic choices for 

HRD interventions in the target groups and selected sectors of the economy: 

1. People consideration should be utmost. 

2. Economic development of the nation should be paramount in the choice of strategic 

interventions and the selection of the target groups and certain sectors. 

3. Resource constraints should be taken into consideration before any strategic choice. 

4. Above all the mission of sustainable development and the needs of the future generations 

should be considered.  



2.2 STRATEGIC INTERVENTIONS IN HRD SECTORS  

1. Health, nutrition, sanitation and water supply. 

2. Adult literacy and primary education. 

3. Technical, vocational and higher education 

4. Science and technology 

5. Environment 

Sectoral interventions:  

2.2.1 The role of Health, nutrition, sanitation and water supply. 

Health: The all round development of the nation would depend upon all the sectors. But it is not 

possible to give importance to all of them simultaneously. Therefore some critical sectors should be 

chosen especially those having interlink ages and interdependencies among them .That would be more 

beneficial for the nation. 

According to Alfred Marshall (1890) the health and strength, physical, mental and moral are the 

basis of industrial wealth; while conversely the chief importance of material wealth lies in the fact that 

when wisely used, it increases the health and strength physical, mental and moral, of the human race. 

The basic human development should encompass the following interventions. 

1. The nutritional programmes should be targeted at the most vulnerable section of the society like 

children and women in the reproductive age. 

2. Primary health care centres should be available at all critical places. 

3. Family planning programmes should be widely publicized and carried on for the benefit of the 

society. 

4. The opportunities for education should be made available to all in the learning age group to 

facilitate education training and lifelong learning. 

Nutrition: Tackling the problem of malnutrition requires redistribution of resources at the disposal of 

the government. The govt of India has initiated the integrated child development scheme for ensuring 

adequate nutrition for children. Similarly food for work programme has also demonstrated the 

commitment of the govt towards health and nutrition. 

In order to ensure that people remain healthy and thereby contribute towards national wealth, 

govt needs to take stern policy decisions as without good health, further investments in human beings 

would be futile. While poverty is the main culprit leading to poor health and malnutrition under nutrition 

amongst children, there are certain other causes as well which can be taken care of within shorter 

periods of time than eradication of poverty which is a long term process especially for developing 

nations .These measures can be: 

 Creating a healthy pollution free climate, through surveillance, community participation, 

involvement of ngo’s, health and environmental education, legislative controls and coordination 

with the concerned monasteries  involving various agencies can go a long way in creating a 

healthy environment. 

 Providing basic education facilities especially in the remote areas. 



 Provision of safe drinking water and sanitation   through the usage of low cost technologies can 

be done. Family welfare education aiming at population control involving communities at the 

local level can prove to be quite useful. Similarly immunization and school linked nutrition 

programmes are also some of the developmental interventions. 

6. Govt interventions in population control through extensive use of media can also be done.  

2.2.2 Adult literacy and primary education. 

The world conference on Education for all has delineated the following vision for education: 

a) Universalizing access and promoting equity in education to all shunning all disparities, 

b) Focus on actual learning acquisition and outcomes rather than on increasing the number of 

enrolments. 

c) Broadening the means and scope of basic education through ; 

 Childhood care and initial education, 

 Providing primary schooling to children, 

 Initiating adult literacy programmes 

 Using available instruments and channels of information, communication and social action to 

convey essential knowledge and education to the people on burning social issues and concerns 

and seek their viewpoints. 

d) Enhancing the environment for learning at the family, individual and school level. 

e) Strengthening partnerships between the govt and the education departments including 

planning, finance, labor agriculture, health and social welfare. 

Universalization of education calls for all round reforms in the education sector which should 

include the following: 

1) Fiscal reforms to find and redistribute resources and invent cost effective solutions to the 

existing problems in the critical sectors. 

2) Management reforms to ensure quantity and cost effectiveness. 

3) Curriculum redesigning to attract and retain students and make them industry ready. 

4) Teacher education reforms to strengthen teaching at all levels. 

The successful implementation of these reforms is possible only through sound commitment 

and efforts on the part of the concerned parties. 

2.2.3 Technical, vocational and higher education: 

Drawing inferences from the south east Asian tigers like Singapore, Malaysia, Thailand  

honkong and china one can safely say that technical vocational and higher education can help the 

national economy in leapfrogging by decades vis a vis the countries which are lagging behind in this. 

Thus the future developmental priorities of any nation especially the developing one should look into 

the following: 



1. Meeting the basic HRD needs of the people regarding health, education, safe drinking water, 

sanitation, food, pollution free environment and employment opportunities are the prime 

concerns. 

2. Efforts should be made in creating , mastering and utilizing the modern methods of science and  

technology to meet the basic HRD needs as well as to advance technologically  like the 

developed nations. 

3.  The predominantly agrarian economies should undertake institutional reforms and policies to 

make small holdings more productive and significant. Similarly in semi industrial developing 

nations the orientation of industrial strategies to treat mutually reinforcing links with agriculture 

sector also becomes important. 

4. Keeping pace with the international markets and exploiting the opportunities calls for continuous 

development if the industrial base which is well attuned to the national requirements and 

potential. 

5. Investing in basic and applied sciences, low and high technologies including development of 

new technologies should be on the agenda of the developing nations. 

The national level interventions with regard to technical and vocational education should 

subsume the following initiatives: 

 Formulating a countrywide policy on technical education and training taking stock of the existing 

manpower supply in the country. 

 Involving the existing technical education institutions and private sector employers in this 

initiative. 

 Taking stock of the current and the future manpower and skill requirements in technical areas 

and preparing for the same. 

 Such exercises should be repeated at regular intervals of four to five years. 

 Encouraging technical institutions at the local and the national level to conduct such workshops 

more frequently. 

 Giving full autonomy to these institutions in designing the curriculum of the courses for 

maximum benefit to the society at large. 

 Improving the quality of teaching. 

 Encourage industry institute partnership programmes to reap maximum benefits of these 

technical education programmes by making them industry friendly. 

2.2.4  Science and technology: 

The development in science and technology can be envisaged through the following: 

a. Technological advances that directly lead to the improvement in the quality of life and the 

overall well being of the society. 

b. Technological advances that leads to the effectiveness of investments in basic HRD initiatives 

taken at the national or global level. 



c. And finally technological advances that elevates the nation at par with the developed nations 

without directly contributing to the above two. 

All the three lead to the economic development increase in productivity and raises the level of 

employment consequently. 

According to Abdus Salem there are four types of science and technology categories; basic 

science, sciences in applications, classical low technology and science based high technology.  

In the long run investment in the basic sciences is of significant importance of the strong 

foundation that it tends to lay down for the economy of the nation, which can further lead to the 

applications and the development of the low and high technology. 

The areas of investment can be as following: 

 Those that lay down the foundation for a stronger base in science and technology for the future 

the benefits of which can be reaped over a longer period of time. 

 Those that are significant to meet the basic HRD needs of the society like health, nutrition , safe 

drinking water, sanitation, environment, communication etc. 

 Those which are essential to trigger the faster economic growth and industrialization. 

To achieve these HRD goals, 

a. The requirement is to train people in science and technology and enhance their competencies to 

meet the present and the future needs  

b. This can be done by inculcating scientific bent of mind right from the early years of schooling the 

later years. This type of training is clearly visible in the achievements if the developed nations which 

have undoubtedly leapfrogged decades ahead of the developing nations, where the need for 

achievement is very high and the children are trained for the same since the beginning of their 

education. 

c. Encouraging the industry to contribute towards the R and D which has a strategic role in economic 

development of the nation can go a long way. 

d. Thus education and training, particularly in science and technology education and research and 

development by both public and private sector hold the key to the future development of the nation. 

2.2.5 Environment: 

It is a well established fact that any kind of deterioration in the environment affects human 

development directly through deterioration in health or indirectly in  the form of lowering the quality of 

natural resources which further leads  to slowing down of the pace of economic development, which 

needs to be taken care of. 

Thus the protection of environment is an essential part of development. 

Meeting such challenges thus requires the formulation of policies, programmes, government 

support, community mobilization  ,involvement of ngo’s, technology development, institutional 

development political commitment and so onto name a few. 

The most important HRD interventions would be to: 

 Create awareness and commitment towards the environmental issues at levels in the society. 



 Following legal and other measures in dealing with cases of environmental degradation and 

pollution, introducing land reforms, focusing on poverty alleviation and employment generation 

programmes emphasizing on environmental education. 

 Include environment education at the school and college level as a compulsory subject to 

enhance sensitivity towards environmental issues can go long way in ensuring sustainable 

development and environmental protection for the future generations. 

 The onus for the same lies on the present generation and we cannot afford to be selfish by 

passing on the legacy of a distraught and deplorable State of environment to our future 

generations for which they will never forgive us. 

Activity I 

Find out the latest HRD interventions for women and unemployed youth, introduced by the Govt. in 

the latest announcements. 

__________________________________________________________________________________ 

__________________________________________________________________________________ 

2.3   Strategic interventions in target groups 

     2.3.1  Women and girls. 

     2.3.2.1 Poor and unemployed youth. 

2.3.1   Women empowerment and HRD: 

Flipping through the examples of the countries like Honkong , Singapore, south Korea and 

Taiwan which are called the most advanced developing countries, it has been established that women 

have contributed substantially towards the economic development of these countries. Very high 

proportions of women are found in the formal labor force in general and in the industrial workforce in 

the particular. This is clearly reflected in the export intensity by theses nations from the industrial sector 

where women are participating. This high rate of participation of women has lead to the adoption of 

labor absorptive strategies being adopted in their macroeconomic policies. This as possible because of 

the early attention paid to the female education in these countries which has substantially contributed 

towards their economic development. 

Thus it is apparent that no country can think developing without empowering and educating 

women. But unfortunately most of the developing countries are still neglecting this concern about 

women at their own peril. 

However following strategies can be adopted to empower women: 

 Providing educational opportunities right from the beginning is the first step in this direction. 

 Facilitating their involvement in economic activities through development of entrepreneurial and 

income generating capabilities and easy access to credit. 

 Involving women in policy making and decision making. 

 Encouraging socio cultural change by exploring gender issues and promoting the effective 

implementation of equal rights legislation. 



 Encouraging the role of NGO’S IN WOMEN empowerment is another step in this direction. 

 The media can play a significant role in bringing about socio cultural changes in the attitude 

towards women. 

2.3.2 Poor and unemployed youth. 

The panacea for the problem of removing poverty and unemployment lies in developing 

entrepreneurial skills amongst the poor and the unemployed youth.  

Both long term and short term measures need to be adopted for tackling this problem. 

 Where on the one hand the short term measures can include focus on employment generation 

strategies.  

 The long term measures can include through bringing about cultural change in the direction of 

creating entrepreneurial culture in the society as has been largely done in the developed 

societies which is highly visible in their  society and their culture of self actualization and high 

achievement motivation. 

 The poor and the most vulnerable sections of the society can be taken on priority to be 

educated and trained to take control of their destines. 

 The first requirement in this direction is the creation of the right kind of environment which helps 

people in developing a sense of power and achievement. 

Poverty unemployment and HRD 

  This can be done by adopting the following strategies: 

1.  Protecting the poor through legislation, safety nets and security programmes, by providing them 

access to free education at the primary level, taking care of their health and safety needs 

etc.past experiences have shown that mere provision of the abovementioned services is not 

enough, awareness needs to be created through conscientisation programmes, adult education 

and functional literacy programmes. 

2.  Providing adult education and functional literacy programmes linked to productive work; 

3.   Conscientisation programmes: the poor and the unemployed youth are usually driven by 

pessimism and their fate. They need to be taken out of this self imposed cocoon of accepting 

their fate by giving them encouragement and opportunities for development and regaining their 

self confidence and self esteem. They should be involved in more productive activities and their 

potential should be exploited. Many NGO’S are already working in this direction. 

4.  Creating employment opportunities: 

 By pursuing policies ranging from incentives, subsidies, 

 regulatory policies like ensuring minimum wages, job security regulations, 

 Macroeconomic policies like the credit policy and the fiscal policies can also work out policies in 

the direction of poverty alleviation and sustainable growth. 

 Promoting small scale and medium scale enterprises requiring low technology and high labor 

should be encouraged to check unemployment to some extent. 



5.  Human resource planning: taking stock of the existing manpower inventory and the future 

requirements of the society can go a long way in plugging the gap between the present and the 

future manpower requirements. The demand and supply of labour should be monitored and 

accordingly opportunities should be created. 

6.  Entrepreneurship development: 

 Promoting an entrepreneurial culture, developing skills and providing the requisite support to 

achieve the objectives of developing entrepreneurs should be high on the government’s 

agenda.  

 This also includes conducting workshops and entrepreneurial development programmes 

(EDP’S) TO ENCOURAGE entrepreneurship in the country. 

 Providing easy loan and credit facility to people taking entrepreneurial initiatives can prove to be 

quite helpful in attacking the problem of unemployment to some extent. 

2.4  Implementation methodologies and processes. 

1. Involvement of NGO’S 

2. Decentralization and participation. 

3. Mobilization of resources and optimization of their use. 

4. Interagency coordination. 

5. Professionalization of government. 

6. Role of the government. 

Self Assessment Question 

Fill in the blanks with regard to Adult Literacy and Primary Education. 

The world conference on Education for all has delineated the following vision for education; 

1. ...................................................... to all shunning all disparities, 

2. Focus on...................................... And outcomes rather than on increasing the number of 

enrolments. 

3. Enhancing the ........................................... at the family, individual and school level. 

4. Strengthening ......................................... Including planning, finance, labor agriculture, health and 

social welfare. 

5. Universalization of education calls for all round reforms in the education sector which should 

include the following: 

a) ........................... to find and redistribute resources and invent cost effective solutions to the 

existing problems in the critical sectors. 

b) ............................... to ensure quantity and cost effectiveness. 

c) ............................... to attract and retain students and make them industry ready. 

d) ............................... to strengthen teaching at all levels. 



Strategic process interventions for HRD 

2.4.1 Involvement of NGO’S:  

Of late NGO’S have been playing an important role in the change and development activities in 

the societies especially in the developing countries.  

NGO’S may be classified as: 

Process oriented which are more concerned with people’s attitudes, confidence, ability to act 

together, readiness to claim their rights, rather than physical outputs. They apparently use physical 

targets as a means to an end. They view themselves as facilitators of processes than as ends in 

themselves. They stress on empowerment, conscientisation as a means to achieve the set targets. 

Product oriented NGO’S are more concerned with the achievement of quantifiable parameters 

like the number of polio vaccinations done, immunizations done or number of women literacy 

programmes undertaken, adult literacy programmes done, number of girls trained in vocational 

education etc.  

NGO’S CONTRIBUTION TO HRD 

They can contribute towards HRD initiatives in the following manner; 

NGO’S can act as entities and can contribute by their very existence itself. Like international 

NGO’S try to rope in expatriates if the local skills are in short supply. Sometimes they also provide 

senior staff development. 

NGO’S can act as a source of skills and technology in many areas where it is required. 

They can encourage people’s participation as most of the times HRD initiatives are concerned 

with developing process capabilities in people for sustainable development and to enable them to take 

care of themselves.  It is this process orientation which encourages participation 

They can contribute towards health care and education. By imparting training to primary health 

care doctors and ancillary workers. 

They can also contribute in primary education by setting up non formal education centre’s and 

providing skill based, employment linked educational programmes emphasizing on vocational and 

technical skills. 

They have also contributed towards setting up cooperatives and credit giving agencies. 

2.4.2 Decentralization and enhancing participation. 

The action strategies required to make participation and decentralization work are delineated 

below: 

 Be aware of the social, economic and cultural setting to which power is to be decentralized. 

 Accept that decentralization will require conflict resolution through political processes. 

 Clarify the status of all decentralized institutions, governmental and nongovernmental. 

 Ensure that support is provides from the central government authorities. 

 Provide the requisite training form time to time. 



 

 

2.4.3 Mobilization of resources and optimization of their use. 

 Mobilizing resources for the implementation of HRD initiatives is only one approach to 

expanding their scope and coverage.  

 Another option could be to utilize the existing resources more efficiently by removing constraints 

and adopting more creative and imaginative approaches. 

 The sources of revenue can range from; 

 Redirecting the inflows of foreign aid to HRD programmes and 

 Reduction in levels of foreign debt financing, 

 Increasing government allocations to sectors which are directly responsible for HRD in the 

concerned area. 

 Reallocation of resources can be considered where they are not being   used e.g. defense. 

 Community financing activities are also another option for resource mobilization 

              But eventually financing the HRD initiatives is ultimately the responsibility of the   government 

only in any nation. 

2.4.3 Interagency coordination. 

An integrated view of HRD where   people are looked upon as both productive resources and as 

ultimate beneficiaries of development , has been adopted by the Jakarta Plan of action  and by the 

human development reports of UNDP. It states that coordination is required between the various 

government institutions, departments and agencies, NGO’S and the private sector to reap maximum 

benefits of any HRD initiative undertaken. Because without coordination it will lead to duplication of 

resource allocation and wastages apart for creating conflict of interest and confusion. 

The coordination and integration of HRD services and interventions should encompass the 

following: 

 Grass root level coordination and integration. 

 Coordination and integration at policy development and planning stages 

 Vertical integration between policies , plans and programmes 

 Coordination of different agencies. 

 Thus intersect oral integration and coordination can be achieved through various mechanisms 

like intersect oral committees, taskforces, joint programmes, joint planning and reviews and 

external evaluations. 

 Involvement of the planners in actual implementation on selective basis, involvement of the 

implementers in the planning process, decentralization and community participation are some of 

the mechanisms to ensure that the plans and programmes are realistic achievable and well 

integrated which will ensure their success at a higher rate. 



 A learning culture should be created in the government sector especially where people have 

become lackadaisical towards any kind of HRD initiative because of the inherent nature of the 

public sector employees , which in turn is hampering the development initiatives at any level in 

the country. 

 Last but not the least NGO’S and the private sector activities needs to be coordinated with 

sensitivity to their limitations and the limitations of the sect oral agencies themselves. 

Thus integration and coordination amongst all the concerned parties to HRD programmes is 

essential for the achievement of overall HRD goals in any country. 

2.4.5 Professionalization of government. 

Recognizing the fact that government is the chief architect of HRD programmes AND is the 

chief agent of development in a nation, its professionalization can go a long way in ensuring the 

success of any HRD INITIATIVE. 

The professionalization of government services involves the following: 

 Developing or renewing organizational structures, systems, processes and technologies; 

I. Through restructuring and incorporating flatter organization structures in place of tall 

bureaucratic structures marred with red tapism and inefficiency. 

II. Clarifying the mission, goals and objectives of the organization. 

III. Establishing clear cut standards of performance. 

IV. Encouraging consultative and participative management. 

V. Entering into partnerships with other agencies. 

VI. Using change agents 

VII. Developing systems, structures and processes according to the changing needs and demands. 

 Developing and inculcating a culture of professionalization amongst individuals on the lines of 

private sector and multinationals  and imbibing their success rates through; 

I. Inculcating commitment to nation building. 

II. Having genuine concern for the poor and the under privileged. 

III. Creating an understanding of the interrelationships between HRD and economic development. 

IV. Understanding the importance of government policies making a substantial difference in 

development. 

 Developing roles and role efficacy. 

 Adopting the norms and values necessary for the creation of a professional work culture. 

 Keeping abreast of the changes all over and using state of the art latest technologies for 

development wherever possible. 

 Recruiting competent and motivated staff to carry on all the above said developmental activities. 

Adopting the various time tested mechanisms for the development of employees in the 

organizational and institutional context, which includes; 



 On the job, off the job , formal and informal training methods 

 Performance planning, analysis and adoption of the latest performance appraisal methods. 

 Career planning, counseling and career development systems. 

 Organization development and self renewal systems 

 Feedback and coaching 

 Research and systems development. 

Thus the need of the hour is to invest rigorously and vigorously in professionalizing the work 

culture in the public sector at all the levels to enhance effectiveness and efficiency through the 

development of the individuals, roles , technologies, structures , systems and processes and above all 

creating a work culture resplendent with strong values and norms   to reap maximum benefits out of all 

the HRD initiatives in the right earnest. 

2.4.6 Role of the government. 

The role of the government is of significant importance for all the HRD programmes, its 

importance can’t be underestimated. Since all the HRD initiatives have a long term perspective the 

onus of formulating both long term as well as short term policies lies on the government. 

In order to ensure the success of the program me and translating the policy into practice, the 

government should at the outset attend to the socio cultural factors enveloping its implementation and 

also involve the implementers in the process to ensure its success. 

It would also require strengthening institutional structures, mobilizing and facilitating the use of 

other resources like NGO’S and private sector to substantiate and supplement its efforts. 

And eventually it is important for the government to experiment with new ideas and take risks, 

learn from the experience of other nations exhibiting higher levels of success in implementation of HRD 

programmes and adopt the same. Benchmarking against the best in the world and following their 

models may not be that bad an idea if it leads to success at our end   and improves the effectiveness 

and performance of our programmes as ultimately it is the nation which is going to be benefitted out of 

it. 

2.5   SUMMARY 

  Wrapping up the discussion on HRD Strategies one can conclude by saying that these 

strategies aim at the development agenda on the sectors critical to the growth of the nation. Any activity 

which is critical for the growth and development of the nation and calls for strategic thinking and choice 

on the part of the people at the helm of affairs is called a strategic intervention. It is basically strategic 

because of the scarcity of resources. The various Strategic interventions in HRD sectors like Health, 

nutrition, sanitation and water supply. Adult literacy and primary education. Technical, vocational and 

higher education Science and technology environment Strategic interventions in target groups Women 

and girls. Poor and unemployed youth have been outlined. 

Achievement of HRD goals needs a good resource base, support of various agencies and use 

of new processes end .In this regard we have seen the contribution of NGO’S in supporting the 

government in its HRD endeavors. Apart from this there is an ardent need to decentralize and devolve 

power and involve local communities in achieving the HRD goals. Such involvement and participation 



of the local bodies tends to reduce the stress and burden on the government and at the same time 

leads optimum utilization of resources and checks wastage in there sources which are already in short 

supply in the developing countries. Another important aspect that has been highlighted is the need for 

professionalization of government to manage complex affairs of HRD and economic development more 

efficiently and effectively. 

The interventions in the health sector are of strategic importance to any nation as the healthy 

and fit people form the backbone of a developed nation. And unless the people are healthy they cannot 

be trained and developed. Healthy people constitute the most significant part of the nation’s wealth and 

therefore should be the top most priority. Healthy environment can be created through health and 

environment education, legislations and community participation, involvement of NGO’S, interagency 

coordination and of course all this will take place under the aegis of the government. The target groups 

constituting the women and the girl also needs Special treatment right from the beginning so that they 

can also contribute in the national development meaningfully as demonstrated by the most advanced 

developing countries like Singapore, Honkong, Taiwan and Malaysia. Again the role of the government 

and the NGO’S cannot be underestimated in this regard. 

The goal of universalization of education calls for all round reforms in the education sector 

including fiscal reforms, redistribution of resources , inventing cost effective solutions, introducing 

management reforms, redesigning the course curriculum, strengthening the teacher education and 

training . All this should be supplemented by effective role of media and other agencies in creating 

awareness and sensitivity towards such issues. Again it is important to mention here that 

communication participation and decentralization are very significant in ensuring effective 

implementation of these reforms. 

Similarly commitment of the national government along with a well designed national policy on 

adult education is the first step in attacking the menace of illiteracy in adults which hampers the 

development process of any nation as they are not well equipped to understand the intricacies of the 

need for development and they don’t have the requisite competencies to meet the challenges thereof. 

This calls for experimenting and taking risks of adopting newer methodologies for educating the adults 

at various levels of lifecycles  of the adults taking into consideration the kind of contribution they can 

make. 

The technical and the vocational education also needs to be on the national agenda with 

rigorous policies on training on the basis of the demand and supply of the skilled manpower in the 

economy. 

The scientific and technological development needs also requires a multipronged approach to 

meet the long term and the short term HRD needs of the economy. They are indeed the most strategic 

variables in human resource development as they are the livers of growth and all the productivity , 

efficiency effectiveness would be dependent upon the advancements in science and  technology as 

can be clearly seen in the comparative development of the developing and the developed countries. 

Creating awareness towards environment protection is high on the international and national 

agenda’s of the countries across the world as this is the most challenging and the burning issue today. 

it requires  immediate action plan in creating sensitivity  towards environment as the   passing on a 

healthy and  a safe environment lies on the shoulders of the current generation. 



The Implementation methodologies and processes include Involvement of NGO’S 

Decentralization and participation. Mobilization of resources and optimization of their use. Interagency 

coordination and Professionalization of government.  

All these efforts on the part of all the agencies and the government will undoubtedly reap 

benefits in the long run and all the above mentioned HRD initiatives, interventions and the 

methodologies adopted thereof will be significant in contributing towards the economic growth of the 

nation. 

2.6   GLOSSARY 

1. Right to Education (primary education) The Constitution (Eighty-sixth Amendment) Act, 2002 

inserted Article 21-A in the Constitution of India to provide free and compulsory education of all 

children in the age group of six to fourteen years as a Fundamental Right in such a manner as the 

State may, by law, determine. 

2. Sarva Shiksha Abhiyan (SSA) : It is Government of India's flagship programme for achievement 

of Universalization of Elementary Education (UEE) in a time bound manner, as mandated by 86th 

amendment to the Constitution of India making free and compulsory Education to the Children of 6-

14 years age group, a Fundamental Right. 

3. Technical Education Quality Improvement Programme (TEQIP) 

Government of India has implemented a Technical Quality Improvement Programme (TEQIP) with 

the assistance from the World Bank to improve the quality of education and enhance the 

capabilities of the technical institutions to become dynamic, demand-driven, quality conscious and 

competitive at national and international levels. The proposed reforms include faculty development, 

examination reforms, regular curriculum revision, introduction of semester system, focus on 

research and giving autonomy with the accountability. 

4. National institute of open schooling (nios): NIOS is responsible for imparting education through 

open and distance mode from Primary to Senior Secondary level. It has the mandate for offering 

vocational education and training programmes to general and prioritized groups (Scheduled 

Castes, Scheduled Tribes, women, rural people, neo-literates, disabled and disadvantaged groups 

of the society etc.) through a network of its study-cum-training centres known as Accredited 

Institutes (AIs). The NIOS has a network of Regional Centres and about 2067 study centres .There 

are about 1063 accredited vocational institutes (AIs). The cumulative enrolment in VET during the 

last five years is 93000 

5. JAN SHIKSHAN SANSTHAN (JSS) : (literally meaning People's Education 

JSS was launched as a Adult Education Program of MHRD, aimed at improving the vocational skills 

and quality of life of workers and their family members. JSS. The programme initially focuses on 

adults and young people living in urban and industrial areas and those who had migrated from the 

rural areas. 
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2.10 MODEL QUESTIONS 

1. Outline the various Strategic interventions in HRD sectors like Health, nutrition, sanitation and 

water supply, Adult literacy and primary education, Technical, vocational and higher education, 

Science and technology and environment  in detail.  

2. Delineate the Strategic interventions in target groups like Women and girls, Poor and 

unemployed youth to improve their lot so that they can contribute to nation building. 

3. Discuss the various Implementation methodologies and processes for the successful 

implementation of HRD programmes at the national level. 

4. What do you think is the advantage of professionalizing the government in the successful HRD 

initiatives? 

5. What is the role of government and the NGO’S in HRD? Is there any possibility of the 

coordination and integration of the two to improve the efficacy of HRD in the country? 

ANSWERS TO SELF ASSESSMENT QUESTIONS 

1. Universalizing access and promoting equity in education 

2. Actual learning acquisition 

3. Environment for learning 

4. Partnerships between the govt and the education departments 

5. (A) Fiscal reforms 

(B) Management reforms 

(C) Curriculum redesigning 

(D) Teacher education reforms 
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3.0      OBJECTIVES 

After going through the lesson, you should be able to understand: 

• HRD mechanism or instrument 

• The HRD Process 

• The outcomes of HRD Processes 

• Linkages between HRD instruments, process outcomes and organizational objectives. 

• The role of HR department in facilitating the HRD process. 

3.1    INTRODUCTION 

Let’s revise what we learnt in the first chapter; 

According to the American Society of Training and Development (ASTD), HRD is the integrated 

use of training and development, organizational development, and career development to improve 

individual group, and organizational effectiveness. 

•  Training is a learning activity provided by employers to employees, to help them perform, 

their current jobs more efficiently;  

•  Education focuses on learning designed to prepare an individual for a job different than the 

one currently held; and  

•  Development focuses on providing knowledge or skills within a specified area, but is not 

necessarily job related.  



Human resource development in the organizational context is a process by which the 

employees of an organization are helped in a continuous, planned way to:  

a) Acquire or sharpen capabilities required to perform various functions associated with 

their present or expected future roles 

b) Develop their general capabilities as individuals and discover and exploit their own inner 

potentials for their own and/or organizational development processes 

c)  Develop an organizational culture in which supervisor-subordinate relationships, team 

work and collaboration among sub units are strong and contribute to the professional 

well-being, motivation and the pride of employees. 

3.2   HRD MECHANISMS 

The knowledge skills abilities and values required to perform a job effectively are called 

competencies. The HRD mechanisms or the The knowledge skills abilities and values required to 

perform a job effectively are called competencies. The HRD mechanisms or the instruments if properly 

implemented help the employees in honing the existing capabilities besides developing the capabilities. 

The   HRD process should be a continuous endeavor in the organizations which varies from 

organization to organization depending upon its nature size needs and the organizational life cycle. 

The mechanisms or instruments leads to HRD processes, HRD processes to HRD outcomes, 

which ultimately lead to organizational effectiveness. 

There are several HRD mechanisms or instruments or subsystems which improve and develop 

the skills of the employees which are discussed in detail below: 

• Performance appraisal , 

• Potential appraisal, 

• Feedback and counseling, 

• Career planning,  

• Training,  

• Organization development,  

• Rewards, 

• Employee welfare and Quality of work life etc 

• Human resource information 

1.   Performance appraisal: 

It is a process by which a manager or consultant; 

(1) examines and evaluates an employee's work behavior by comparing it with preset 

standards,  

(2)  documents the results of the comparison, and  

(3)  Uses the results to provide feedback to the employee to show where improvements are 

needed and why. 



Performance appraisals are employed to determine who needs what training, and who will be 

promoted, demoted, retained, or fired. 

The purpose of performance appraisal is to; 

• Promote an employee to higher levels of jobs involving higher order or responsibility, 

which the employee can effectively discharge without being over burden and stretched. – 

• To assist the organization to allocate jobs among employee as per their capabilities so that 

organizational responsibilities are discharged effectively.  

• There are number of modern as well as traditional methods of appraising employee’s 

performance some of which are discussed:   

a) 360 degree feedback: 

It is a development technique used for the confidential assessment of the employees by all their 

stakeholders.  Stakeholders are their boss, staff, team members, internal or external customers, family 

and friends.  It is a systematic feedback collection on performance of an individual or a group often co-

ordinate by an external agent with scientific tools like the questionnaire. 

Feedbacks of the stakeholders are confidentially collated by the facilitator and anonymously 

made available to the feedback seeker. In this technique the feedback givers judge what they perceive 

as behavior and not the intentions behind it.  A mixture of strengths and areas for development, 

expectations etc. are made known to the feedback seeker through this development process. Once the 

feedback is received, the concerned person works on him for further improvement and development. 

b) Assessment center technique: 

This technique is used to assess individuals, dyads, or teams.  This is a project for achieving a 

specific purpose in a specified period of time in a planned manner.  It is a method to evaluate 

employees on specified competencies using multiple tools by multiple assessors.  It focuses on 

assessing individuals for their ability for performing roles. 

2. 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 – oriented 

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 organizations consider and 

use potential appraisal as a part of the performance appraisal processes. The term potential refers to 

the abilities possessed by an employee but not put to use currently or the abilities to assume 

challenging responsibilities in future. 

Potential appraisal can serve the following purposes: 

• To advise employees about their overall career development and future prospects 

• Help the organisation to chalk out succession plans 

• Motivate the employees to further develop their skills and competencies. 

• To identify the training needs. 



Techniques of potential appraisal: 

• Self appraisals, 

•  Peer appraisals 

•  Superior appraisals 

•  MBO ; Management by objectives 

• Psychological and psychometric tests 

• Management games like role playing Leadership exercises etc. 

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 organizations.  

 

Activity – I 

Compare the performance & potential appraisal system of Infosys and Wipro 

________________________________________________________________________________ 

________________________________________________________________________________ 

 

3. Feedback, Counselling and Coaching:  

a) Feedback: The challenge of providing feedback is to know exactly what to say and how to 

say it. Constructive feedback can be either positive or negative.  Either way, constructive feedback 

should always be positively influential even if the message is critical.  

When a parent or teacher offers feedback, it should always offer a message of hope, 

inspiration, and positive motivation.   A majority of society has probably experienced negative criticism 

without a positive conclusion.  

Why offer something positive? When an individual receives a negative critique it is frequently 

received from a judgmental perspective.  Youth especially receive constructive feedback as a putdown, 

rather than as a motivational source.  Therefore, it is important that parents and teachers reassure the 

child of their goodness, potential, favorability, and capability.  

b) Performance counseling and performance review: 

Performance counseling is normally done at regular intervals during a performance year.  When 

there is a specific problem, an employee should resort to appropriate methods of solving it rather than 

to counseling because exclusive focus on a particular problem or issue may prevent performance 

counseling.  It focuses on the entire performance (tasks and behaviors’), during a particular period 

rather than on a specific problem.  However, specific problems may be discussed during counseling as 

a part of analyzing and understanding performance patterns. 

Performance review: 

It is to evaluate the performance of an employee as well as to diagnose problems and design 

solutions and action steps to improve performance on a continuous basis.   



The performance of a person is reviewed against the goals or activities agreed for a period.  It 

has to be conducted at specified intervals.  After a self-appraisal by an employee the supervisor 

consults the reviewing authority and then performance review session is conducted and later feedback 

given. 

In performance review, action steps to develop performance in the remaining part of the 

performance period are given high priority.  

c) Coaching: It is one of the techniques used for enhancing the abilities of an employee 

through a one to one interactive process.  When an experienced and competent employee takes active 

role in guiding a junior employee, we refer this activity as coaching. 

The effective coach, whether on the track or in the corporate hierarchy, gives guidance through 

direction, advice, criticism and suggestions in an attempt to aid the growth of the employee. 

The advantages of this technique go with learning by doing, particularly, the opportunities for 

high interaction and rapid feedback on performance.  

4. Career Planning: 

Career planning is the process by which one selects career goals and the path to these goals. 

The major focus of career planning is on assisting the employees achieve a better match between 

personal goals and the opportunities that are realistically available in the organization. Career 

programmers should not concentrate only on career growth opportunities. Practically speaking, there 

may not be enough high level positions to make upward mobility a reality for a large number of 

employees. Hence, career-planning efforts need to pin-point and highlight those areas that offer 

psychological success instead of vertical growth. 

Career planning is not an event or end in itself, but a continuous process of developing human 

resources for achieving optimum results. It must, however, be noted that individual and organizational 

careers are not separate and distinct. A person who is not able to translate his career plan into action 

within the organization may probably quit the job, if he has a choice. Organizations, therefore, should 

help employees in career planning so that both can satisfy each other’s needs. 

It is the process by which one selects career goals and the path to these goals. It can be 

Individual & Organizational career planning. - It is to attract competent parsons. - To provide suitable 

promotional opportunities. - To increase the utilization of managerial reserves. - To correct employee 

placement.  

a) Career counseling  :  

Every employee has a desire to grow and scale new heights in his workplace continuously. If 

there are enough opportunities, he can pursue his career goals and exploit his potential fully. He feels 

highly motivated when the organization shows him a clear path as to how he can meet his personal 

ambitions while trying to realize corporate goals. 

Unfortunately, as pointed out by John Leach, organizations do not pay adequate attention to 

this aspect in actual practice for a variety of reasons. The demands of employees are not matched with 

organizational needs; no effort is made to show how the employees can grow within certain limits, what 

happens to an employee five years down the line if he does well, whether the organization is trying to 

offer mere jobs or long-lasting careers, etc. When recognition does not come in time for meritorious 

performance and a certain amount of confusion prevails in the minds of employees whether they are 



‘in’ with a chance to grow or not, they look for greener pastures outside. Key executives leave in 

frustration and the organization suffers badly when turnover figures rise. Any recruitment effort made in 

panic to fill the vacancies is not going to be effective. So, the absence of a career plan is going to make 

a big difference to both the employees and the organization. Employees do not get right breaks at a 

right time; their morale will be low and they are always on their toes trying to find escape routes. 

Organizations are not going to benefit from high employee turnover. New employees mean 

additional selection and training costs. Bridging the gaps through short-term replacements is not going 

to pay in terms of productivity. Organizations, therefore, try to put their career plans in place and 

educate employees about the opportunities that exist internally for talented people. Without such a 

progressive outlook, organizations cannot prosper. 

Career planning seeks to meet the following objectives: 

i.  Attract and retain talent by offering careers, not jobs. 

ii.  Use human resources effectively and achieve greater productivity. 

iii.  Reduce employee turnover. 

iv.  Improve employee morale and motivation. 

v.  Meet the immediate and future human resource needs of the organization on a timely 

basis 

It is a method that aids for the development of the career of an employee.  In this method, 

matching of aspirations of an employee and opportunities available are checked up and next steps are 

identified and planned that would help in further career growth. 

b) Career development workshops: 

These workshops facilitate the career development of an employee. 

Entry-workshops provide the opportunity for groups of new employee’s and their supervisors to 

share their separate expectations and focus on the areas of mismatches.  Mid-workshops include self-

diagnostic activities for employees, diagnosis of the organization and alignment of the separate 

diagnosis to identify potential mismatches (frustration of employee’s, etc.).  Later- workshops are useful 

for the employee’s preparing for retirement. 

5. Training and Development: 

There is no exaggeration in the fact that training and development is the most significant part of 

ant HRD initiative by the organization.  T& D of the staff in a dynamic organization, staff development is 

a regular and o going process that is initiated by the employer or a professional body. Staff developers 

play a vital role in assisting in the creation and development of their company as a learning 

organization. They may organize, or take part in any educational or training initiative designed to 

enable individual employees to achieve their full potential .some of the most commonly practiced 

techniques of T & D are discussed below: 

a) Development centre’s: 

When assessment centers are used mainly for developmental purposes, they are called 

development centre.  They identify personal development and training needs.  In development centre: 

Assessees are given written and oral feedback on the outcome of the assessment centre. 



Based on feedback, assessees are counseled on ways of improving the observed weaknesses. 

Through a process of discussion with each assesses, development plans are arrived at and 

further development initiatives follow these plans. 

b) In basket exercises: 

It is a form of simulating reality and training an individual in near reality situations.  It exposes an 

employee to a series of situations he is likely to face in short period and tests his ability to handle the 

situations.  Advantages and disadvantages of decisions taken, the way he went about understanding 

the problem, organizing information, planning action, etc, are analyzed. 

The in basket or in tray uses day-to-day decision making situations, which a manager is likely to 

face in a written form from various sources.  

On the basis of testing, feedback is given to the individual and action plan is worked out. 

c) Individualized training 

The greatest advantage of individual training is that it enables each participant to determine the 

speed with which training can proceed. 

Tutoring, individual practice of specific skills and reading and written assignments are traditional 

methods of individual training.  For many tasks that involve a senior and a junior together, and for 

others involving just one person, this method simulates the work situation.  The tutor adapts activities to 

the specific need of the individual.  In the process, not only competence is tested but also motivation 

will be exposed. 

d) Interactive computer based training: 

It is used to explain different concepts to the employees.  Most of the developers claim that this 

helps users to understand better and retain more. 

It is not only interesting and educative; its multilingual versions will be beneficial for workers, 

most of who can’t follow English.  It was used for the first time by Bayer’s India Ltd., to educate 1000 

odd shop floor workers. 

Tele-education and Internet based training are also similar.  Though they are expensive, they 

are productive while CBT’s may need to be updated from time to time; the Internet could solve the 

problem. 

e) Job enrichment: 

It is concerned with designing jobs that include: 

 A variety of work content; require a higher level of knowledge and skill; 

 Give the worker more autonomy and responsibility for planning, directing and controlling 

his own performance. 

 Provide the opportunity for personal growth and meaningful work experience. 

 Job enrichment calls for decentralization of decision-making rights to each individual, over 

areas that directly affect his task functions. 



The emphasis is on the result of the workers efforts rather than the procedure by which the job 

is performed.  The task is redefined, restructured and broadened in scope and responsibility. 

f) Job instruction training: 

Job instruction training is a part of the training within the Industry programs me.  It proved highly 

effective and became extremely popular. It consists of four steps: 

 Preparing the trainees by telling them about the job and overcoming their uncertainties. 

 Presenting the instruction, giving the essential information in a clear manner. 

 Having the trainees try out the job to demonstrate their understanding. 

 Placing the workers into the job, on their own with a designated resource person to call 

upon should they need any assistance. 

g) Job rotation: 

Job rotation represents an excellent method for broadening the knowledge of a potential 

employee and for turning specialists into generalists.  In addition to increasing the manager’s 

experience it can reduce boredom and stimulate the development of new ideas.  It can also provide 

opportunities for a more comprehensive and reliable evaluation of the employee by his / her supervisor. 

h) Lecture courses: 

Formal lecture courses offer an opportunity for potential employees to acquire knowledge and 

develop their conceptual and analytical abilities.  In large organizations, these lecture courses may be 

offered “In-house” by the organization itself and supported by outside college course work.  Small 

organizations will utilize courses offered in development programmes at Universities.  

i) Role playing: 

In this development tool, participants are assigned roles and are asked to act out as to what 

they would do in that particular situation. 

Role playing, when combined with modeling as presented in social learning theory, has become 

increasingly popular as a development technique.  The trainees attempt, with the assistance of 

videotapes, to improve their role abilities by imitating models who have successfully mastered the 

learning points. 

j) Seminars and syndicates: 

The purpose of seminars and syndicates, and other general discussion methods is to provide 

participants with opportunities to exchange information, views, ideas and experiences. 

Seminars and syndicates aim generally at widening the participant’s horizons and providing 

opportunities for exercising the mind through reading, preparing material for discussion and 

participating and leading discussions.  The participant’s role in these methods is an active one by its  

very nature. 

k) Apprenticeship programmes: 

It is training undergone by the novices before they are actually placed on the job.  

Apprenticeship period can be anywhere from one year to five years.  During the Apprenticeship period, 

the trainee is paid less than a fully qualified employee. 



Apprenticeship put the trainee under the guidance of a more experienced person.  The 

argument for Apprenticeship programmes is that the required job knowledge and skills are so complex 

that it needs comparatively a long duration to pick up the job and perform like any other regular 

employee. 

l) Under study assignments: 

It is a way by which the subordinates are given opportunity to learn about superior’s job.  By 

understudy assignments, we mean potential managers are given the opportunity to relieve an 

experienced manager of his or her job and act as his / her substitute during the period.  The understudy 

who is thrown into the job for a shorter period of time is given the opportunity to see the job in total 

(major or critical decisions can be delayed until the manger returns). 

m) Periodic job changes: 

Job change offers career development opportunities and expanded range of experience that 

only a new job can provide.  Varied experiences present new tests to the individual who, if successfully 

surmounted, build confidence and provide positive feedback that can encourage the undertaking of 

further new challenges and greater responsibilities. 

Job changes can take the forms of vertical promotions, lateral transfers, or assignments 

organized around new tasks such as being made part of a special committee or task force. 

n) Experimental exercises: 

It is one of the simulation techniques used for employee development.  They are usually short 

structured learning experiences where individuals learn by doing.  Experimental exercise could be used 

to create a conflict situation where employees have to experience a conflict personally and work out its 

resolution.  After completing the exercise, the facilitator / trainer typically discusses what happened and 

introduces theoretical concepts to explain the member’s behavior during the exercise. 

6. Organization development: 

Organization Development is an effort; 

(1)  Planned,  

(2)  organization-wide, and 

(3)  Managed from the top, to 

(4)  Increase organization effectiveness and health through 

(5)  Planned interventions in the organizations "processes,” using behavioral-science 

knowledge. 

Organization development (OD) is a deliberately planned, organization-wide effort to increase 

an organization's effectiveness and/or efficiency. OD theorists and practitioners define it in various 

ways. Its multiplicity of definition reflects the complexity of the discipline and is responsible for its lack of 

understanding. 

 For example, Vasudevan has referred to OD being about promoting organizational readiness to 

meet change, and it has been said that OD is a systemic learning and development strategy intended 

to change the basics of beliefs, attitudes and relevance of values, and structure of the current 



organization to better absorb disruptive technologies, shrinking or exploding market opportunities and 

ensuing challenges and chaos. 

It is worth understanding what OD is not.  

It is not training,  

Personal development, 

Team development,  

HRD (human resource development),  

L&D (learning and development) or 

a part of HR although it is often mistakenly understood as some or all of these.  

OD interventions are about change and involve people - but OD also develops processes, 

systems and structures. The primary purpose of OD is to develop the organization, not to train or 

develop the staff. 

Core Values of OD 

Underlying Organization Development are humanistic values. Margulies and Raia (1972) 

articulated the humanistic values of OD as follows: 

1. Providing opportunities for people to function as human beings rather than as resources 

in the productive process. 

2. Providing opportunities for each organization member, as well as for the organization 

itself, to develop to his full potential. 

3. Seeking to increase the effectiveness of the organization in terms of all of its goals. 

4. Attempting to create an environment in which it is possible to find exciting and 

challenging work. 

5. Providing opportunities for people in organizations to influence the way in which they 

relate to work, the organization, and the environment. 

6. Treating each human being as a person with a complex set of needs, all of which are 

important in his work and in his life.  

Objective of OD 

According to Somil Aseeja, the objective of OD is: 

1. To increase the level of inter-personal trust among employees. 

2. To increase employee's level of satisfaction and commitment. 

3. To confront problems instead of neglecting them. 

4. To effectively manage conflict. 

5. To increase cooperation among the employees. 

6. To increase the organization problem solving. 



7. To put in place process that will help improve the ongoing operation of the organization 

on a continuous basis. 

7. Rewards: 

• Every company needs a strategic reward system for an employee that addresses these 

four areas: compensation, benefits, recognition and appreciation. The problem with reward 

systems in many businesses today is twofold: They're missing one or more of these 

elements (usually recognition and/or appreciation), and the elements that are addressed 

aren't properly aligned with the company's other corporate strategies. 

• A winning system should recognize and reward two types of employee activity-

performance and behavior. Performance is the easiest to address because of the direct 

link between the initial goals you set for your employees and the final outcomes that result. 

For example, you could implement an incentive plan or recognize your top salespeople for 

attaining periodic goals. 

• Rewarding specific behaviors that made a difference to your company is more challenging 

than rewarding performance, but you can overcome that obstacle by asking, "What am I 

compensating my employees for?" and "What are the behaviors I want to reward?" For 

example, are you compensating employees for coming in as early as possible and staying 

late, or for coming up with new ideas on how to complete their work more efficiently and 

effectively? In other words, are you compensating someone for innovation or for the 

amount of time they're sitting at a desk? There's obviously a big difference between the 

two. 

• The first step, of course, is to identify the behaviors that are important to your company. 

Those activities might include enhancing customer relationships, fine-tuning critical 

processes or helping employees expand their managerial skills. 

• When business owners think of reward systems, they typically put compensation at the top 

of the list. There's nothing wrong with that, since few people are willing or able to work for 

free. But the right strategy should also include an incentive compensation plan that's 

directly linked to the goals of your company for that period. You might want to include 

some type of longer-term rewards for key individuals in your organization. Historically, this 

has often included some form of equity ownership. 

• Benefits are another type of reward in a strategic reward system, and your employees are 

definitely going to notice the types of benefits you provide. Companies that don't match or 

exceed the benefit levels of their competitors will have difficulty attracting and retaining top 

workers. This is one reason an increasing number of businesses are turning to 

professional employer organizations like Administrative staff to gain access to a broader 

array of company benefits. 

• However, you can't diminish the importance of recognition and appreciation as integral 

components of a winning strategic reward system. These two elements rarely receive the 

attention they deserve from business owners, which is amazing because they're the low-

cost/high-return ingredients. Employees like to know whether they're doing good, bad or 

average, so it's important that you tell them. 



• Recognition means acknowledging someone before their peers for specific 

accomplishments achieved, actions taken or attitudes exemplified through their behavior. 

Appreciation, meanwhile, centers on expressing gratitude to someone for his or her 

actions. Showing appreciation to your employees by acknowledging excellent performance 

and the kind of behavior you want to encourage is best done through simple expressions 

and statements. For example, you might send a personal note or stop by the employee's 

desk to convey your appreciation. Another approach is to combine recognition and 

appreciation in the form of a public statement of thanks in front of the employee's co-

workers or team, citing specific examples of what they've done that has positively 

impacted the organization. 

• Now that you know what it should include, it's time to review your strategic reward system. 

Does it address compensation, benefits, recognition and appreciation? Is it aligned with 

your remaining business strategies? Is it driving the right behaviors for your company, as 

well as your performance goals? If it needs fixing, don't wait. It can mean the difference 

between your business' success and failure. 

8. Employee’s welfare and quality of work life:  

The term employee welfare means the efforts to make life worth living for workmen. It includes 

various services, facilities and benefits offered to employees by the employers, unions and 

government. The purpose is to improve the living standard of workers and thereby improve the quality 

of work life. Employers voluntarily extend a number of benefits to employees in the hope that these 

indirect compensation plans motivate employees to perform better. Over the years the types of benefits 

offered have been expanding in line with competitive pressures, changing job market trends, 

employees’ expectations, union demands and legislative requirements. 

QWL efforts are systematic efforts by organizations to give workers a greater opportunity to 

affect the way they do their jobs and the contributions they make to the organization’s overall 

effectiveness. It is a way of empowering employees by giving them a greater say in the decision 

making process. QWL means having good working conditions, good wages, benefits, good leadership 

and interesting challenging jobs. QWL efforts include the following: 

1)  Employees’ involvement: Employees are given the opportunity to participate in the 

decisions that affect them and their relationship with the company. 

2)  Quality circles: These are small groups of employees who meet regularly to find, 

analyze and solve quality and other work related problems of a particular department / 

section/ area. 

3)  Socio technical systems: These are interventions in the work situation that redesign 

the work, the work groups and the relationship between workers an the technologies 

they use to perform their jobs. 

4)  Co-determination: In this method, representatives of workers meet the management in 

a formal way to discuss and vote on important decisions that affect the lives of workers. 

5)  Self managed work teams: These are employee groups (also called autonomous 

workgroups) with a high degree of decision making, responsibility and behavioral control 

for completing their work. The team is usually given the responsibility for producing an 

entire product or service. 



6)  Suggestion programs: It is a formal method for generating evaluating and 

implementing employees’ ideas. 

7)  Open door policies: Where open door policies exist employees are free to walk into 

any manager’s office with their problems and seek solutions to such problems. 

HRD systems focus on employee welfare and QWL by continually examining employees’ needs 

and meeting them to the best possible extent. 

9. Human Resources Information System: 

Human resource information systems (HRIS) are a method by which an organization collects, 

maintains and reports information on people and jobs. The information is generally stored in a central 

human resource data bank, preferably in a computer containing the following details: 

1)  Personal data: identification education, reserved category , place of origin etc. 

2)  Recruitment data: entry date, grade in aptitude test, grade in leadership tests; 

3)  Experience data: placement history promotions tasks performed grade wise; 

4)  Appraisal data: appraisal on each job, ratings of behaviors in a group, commitment to 

overall goals etc; 

5)  Training data: nature of training at each levels, current training assignment etc; 

6)  Miscellaneous: health status, personal problems security needs record of incentives 

received absence and sickness date etc; 

This information is put to use whenever there is a need to identify employees for certain special 

assignments. 

Each of the subsystems described contribute to the achievement of overall HRD goals. 

Performance and potential appraisal helps an employee develop his role capabilities and prepare 

himself for future changes. Training improves his learning abilities. Feedback and performance 

coaching helps him correct mistakes and improve interpersonal relationships. OD promotes the 

collaborative spirit and self renewing skills. Rewards and welfare amenities enrich the life of employees 

and help them carry out the assigned tasks with zeal and enthusiasm. It should be remembered that 

the subsystems discussed above should not be viewed in isolation. They are all inert connected and 

interdependent parts. When viewed in isolation they do not offer the synergetic advantages of a well 

developed HRD system. 

3.3   HRD PROCESSES: 

The HRD instruments lead to generation of HRD processes which include:  

a) Role clarity. 

b) Planning of development. 

c) Awareness of competencies required for job performance. 

d) Calculated risk taking. 

e) Dynamism.  

f) Trust. 



g) Team work. 

h) Increased communication. 

i) Employee’s records and data. 

j) Norms and standards. 

k) Interest for improvement. 

l) Management styles. 

m) Proactive orientation. 

3.4 HRD OUTCOMES: 

HRD processes should result in more competent, satisfied and committed people that would 

help the organization in achieving its goals and objectives more productively with the increased 

commitment of its people who are now more competent and efficient. It is important to mention here 

that: 

HRD processes operating simultaneously affect the outcome. 

HRD processes are many, whereas outcomes are a few. 

If HRD outcomes are not present in the organization at a satisfactory level, then the question of 

the quantitative and qualitative efficacy of the HRD process is under scrutiny. 

If the HRD PROCESSES are implemented in the right earnest, it would be able to achieve the 

following objectives: 

• Better equipped and competent people. 

• Improved commitment and involvement of the people. 

• Effective and efficient utilization of human resources. 

• Enhanced job satisfaction and improved levels of motivation and morale of the employees. 

• Increase in mutual respect and trust amongst employees. 

• Improved organizational health and safety. 

• Optimum generation of internal resources. 

• Enhanced problem solving competencies. 

• Increased collaboration amongst various units in the organization. 

• Improved self renewing capabilities, which in turn increases the capabilities of the 

individuals, dyads, teams and the whole organization. 

• Inculcates team spirit in the organization. 

 

   SELF ASSESSMENT QUESTIONS 

Fill in the blanks with regard to efforts undertaken to improve QWL at the workplace. 



1) Employees are given the opportunity to participate in the decisions that affect them 

and their relationship with the company................................................ 

2) These are small groups of employees who meet regularly to find, analyze and solve 

quality and other work related problems of a particular department / section/ 

area............................. 

3) These are interventions in the work situation that redesign the work, the work groups 

and the relationship between workers an the technologies they use to perform their 

jobs............................................ 

4) In this method, representatives of workers meet the management in a formal way to 

discuss and vote on important decisions that affect the lives of workers............................... 

5) These are employee groups (also called autonomous workgroups) with a high degree 

of decision making, responsibility and behavioral control for completing their work. The team is 

usually given the responsibility for producing an entire product or service.............................. 

6) It is a formal method for generating evaluating and implementing employees' 

ideas......................................... 

7) Where open door policies exist employees are free to walk into any manager's office 

with their problems and seek solutions to such problems.............................................. 

3.5. ORGANIZATIONAL EFFECTIVENESS: 

The HRD outcomes hugely influence the organizational effectiveness which would be 

manifested in the achievement of the following dimensions: 

a) Higher productivity. 

b) Growth and diversification of units. 

c) Cost reduction. 

d) Increased profits. 

e) Enhanced public image of the organization. 

3.6  LINKAGES BETWEEN HRD INSTRUMENTS, PROCESSES AND OUTCOMES AND 

ORGANIZATIONAL EFFECTIVENESS. 

HR Development is a continuous process in the organizations. The nature of efforts and 

investments put into develop human resources may vary from organization to organization depending 

on its need, nature, size etc. this may also vary from time to time in the same organization depending 

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

wants to build within it  

There are many methods or instruments available for organizations to develop employee 

competencies. 



1. There are several HRD instruments : like performance appraisal ,potential appraisal, 

feedback and counselling, career planning, training, organization development, quality of 

work life etc. 

2. Which lead to the generation of HRD processes like; - Role clarity - Performance 

planning - Development climate - Risk taking - Dynamism ,employee self development 

and awareness, proactive orientation, increase in trust collaboration and teamwork, 

authenticity, openness etc in employees.  

3. The resultant HRD outcome would be : more competent, satisfied and committed 

people, improved problem solving , better utilization of human resources, higher levels of 

job satisfaction and work commitment, increase in the level of motivation and of course 

improvement in the organizational health and effectiveness. 

4. And such HRD outcomes influence the organizational effectiveness:  resulting in 

increased productivity, growth, diversification, and profits and of course enhanced image 

of the organization. Organizational effectiveness depends on a number of variables like 

environment, technology, competitors, resources available etc. However, other things 

being the same an organization that has competent, satisfied, committed and dynamic 

People is likely to be better than an organization that scores low on these HRD outcome 

variables. Similarly, an organization that has better HRD climate and processes is likely 

to be more effective than an organization that does not have them. 

3.7  THE ROLE OF HRD DEPARTMENTS IN FACILITATING THE HRD MECHANISMS 

PROCESSES AND OUTCOMES: 

The main objective of the HRD department is to create a learning environment and 

development climate in the organization. 

Learning environment is meant a culture where employees continuously learn from their own 

experience and the various learning opportunities the organization provides. 

The HRD department should create an “enabling” culture where the employees are able to 

make things happen and in the process discover and utilize their potential. 

The HRD department should: - Develop an HR philosophy for the entire organization and get 

the top management committed to it openly and consistently.  

Keep inspiring the line mangers to have a constant desire to learn and develop. 

Constantly plan and design new methods and systems of developing and strengthening the 

HRD climate.  

Be aware of the business / social /other goals of the organization and direct all their HRD 

effort to achieve these goals.  

Monitor effectively the implementation of various HRD sub-systems / mechanisms.  

Work with unions and associations and inspire them.  

Conduct human process research, organizational health surveys and renewal exercises 

periodically.  

Influence personnel policies by providing necessary inputs to the personnel department / top 

management. 



3.8 SUMMARY 

HRD outcomes are few where as processes are many - HRD processes operating 

simultaneously affect the outcomes. - HRD outcome variables are a step closer to organizational 

effectiveness than process variables for ex: better communication, role clarity, performance planning, 

trust, collaboration, openness can be considered as more remotely related to organization 

effectiveness than variables like having competent, dynamic, satisfied and committed employees - It 

HRD outcomes are not present in an organization at a satisfactory level, than one needs to question 

the adequacy of the HRD processes in that organization ,the linkages between HRD outcomes and 

organization effectiveness are not easily demonstrable due to the influence of several other variables in 

determining productivity. 

3.9  GLOSSARY 

1. Performance appraisal : are employed to determine who needs what training, and who will be 

promoted, demoted, retained, or fired in the next session. It is a process by which a manager or 

consultant. 

 Aims at examining and evaluating the employee's performance at the work and his consequent 

behavior by comparing it with preset standards, 

 Documents the results of the comparison, and 

 Uses the results to provide feedback to the employee to show where improvements are 

needed and why. 

2. 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 - oriented 

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 organizations consider and 

use potential appraisal as a part of the performance appraisal processes. The term potential refers to 

the abilities possessed by an employee but not put to use currently or the abilities to assume 

challenging responsibilities in future. 

3. Career Counseling: Every employee has a desire to grow and scale new heights in his 

workplace continuously. If there are enough opportunities, he can pursue his career goals and exploit 

his potential fully. He feels highly motivated when the organization shows him a clear path as to how he 

can meet his personal ambitions while trying to realize corporate goals. 

4. Organization development (OD) is a deliberately planned, organization-wide effort to increase 

an organization's effectiveness and/or efficiency. OD theorists and practitioners define it in various 

ways. Its multiplicity of definition reflects the complexity of the discipline and is responsible for its lack of 

understanding. 

5. Human resource information systems (HRIS): are a method by which an organization 

collects, maintains and reports information on people and jobs. The information is generally stored in a 

central human resource data bank, preferably in a computer containing the following details: 

1) Personal data: identification education, reserved category , place of origin etc. 



2) Recruitment data: entry date, grade in aptitude test, grade in leadership tests; 

3) Experience data: placement history promotions tasks performed grade wise; 

4) Appraisal data: appraisal on each job, ratings of behaviors in a group, commitment to 

overall goals etc; 

5) Training data: nature of training  at  each levels, current  training assignment etc; 

6) Miscellaneous: health status, personal problems security needs record of incentives 

received absence and sickness date etc; 

This information is put to use whenever there is a need to identify employees for certain special 

assignments 
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3.12   MODEL QUESTIONS: 

1.  Discuss in detail the HRD mechanisms, processes, its outcomes and its impact on 

organizational effectiveness. 

2.  Delineate the objectives and the role of the HRD department in facilitating the HRD 

processes. 

3.  Critically evaluate the various HRD instruments and their impact on people and 

organizational development. 



 

Answers to self assessment questions 

1. Employees' involvement 

2. Quality circles 

3. Socio technical systems 

4. Co-determination 

5. Self managed work teams 

6. Suggestion programs 

7. Open door policies 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Lesson - 4 

HRD AND MANAGEMENT: ATTITUDE OF TOP MANAGEMENT  
TOWARDS HRD, LINE MANAGER AND HRD 

Structure  
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4.2.1  HRD and top leadership style 

4.2.2  HRD and managerial philosophies  

4.2.3  Top Management Attitude toward Learning.  

4.2.4  Top management and ‘people focused HR processes’ as an HRD initiative. 

4.3  Line managers and HRD. 

4.3.1  The Line Manager and his responsibilities 

4.3.2  Changing role of line manager in the context of strategic HRD 

4.3.3  Implications of line manager’s involvement in HRD 

4.3.4  The advantages of line manager’s involvement in HRD  

4.3.5  The challenges of line manager’s involvement in HRD 

4.3.6  Expected contribution of line managers in relation to HRD? 

 4.4  Motivational aspects of HRD: 

4.5  Summary 

4.6  Glossary 

4.7  References 

4.8 Further Readings 

4.9  Model Questions 

4.0  OBJECTIVES 

After going through the lesson you should be able to understand; 

• The role and the attitude of top management towards HRD 

• The role of line managers in HRD 

• Motivational aspects of HRD: 

• HRM debate and hr models 

4.1  INTRODUCTION 

Every organization needs to have an explicit corporate policy on human resources which would 

manifest the commitment of the top management towards the development of its human resources in 

this competitive environment where the organizations need to use their resources as a competitive 



advantage. But surprisingly a research survey conducted by Xavier Labor Relations Institute Centre for 

HRD in 1986 covering 53 organizations showed that 30 organizations did not have an explicit HRD 

policy. This clearly shows the lackadaisical attitude of the top management which needs to be 

addressed at the earliest. 

On their part, organizations want commitment and integrity. A successful combination of 

committed people and a benevolent organization could well be the way for organizations in this 

competitive environment in India. The idea that individuals are capable of development is founded on 

the conviction that people are important and their involvement is necessary for an organization to be 

effective. This conviction is translated into practice through a variety of programmes that facilitate 

individual development and lead to better adjustment with the environment.  

The following key issues should be taken care of: 

• Organizations should design managerial philosophy which is sensitive to human existence. 

• The managerial philosophy in the organization has an impact on the organizations of the 

future. 

• HR concepts that get packaged along with modern managerial philosophy are likely to 

revolutionize the workplace. 

• The bottom line is that people want to be cared for and respected. 

4.2  ATTITUDE OF TOP MANAGEMENT TOWARDS HRD. 

The Top management commitment to HRD should take into consideration the following   

actions; 

1. Initial HRD orientation programmes given to the line managers should be attended by 

the top management. 

2. Periodic reviews of the implementation of the HRD programmes should be done. 

3. The HRD task force should be chaired by the top head himself. 

4. Reasonable amount of resources should be committed to the HRD department for 

carrying on the continuous training and developmental initiatives from time to time. 

4.2.1 HRD and top leadership style: 

 The HRD initiatives and the style of top leadership style are dovetailed together as the style 

would invariably impact the HRD focus of the top management. Let’s have a look at the different styles 

of leadership and their commitment to HRD. 

Leadership styles may be classified into three categories: 

1.  Benevolent or paternalistic, 

2.  Critical or task centered, 

3.  Developmental or self dispensing. 

A benevolent head is like a father figure, who nurtures and takes care of all the needs of its 

people. He believes in understanding them and treating them with affection,  giving them instructions 

from time to time to meet the goals. He values relationships even at the cost of task which hampers the 

effectiveness of the organization. 



A critical head is someone who believes that people are by nature lazy and shirk work (theory 

X) unless they are followed and supervised closely. He believes in watching them at every step, 

checking them and even at times reprimanding them and showing his dissatisfaction towards their 

work. 

A developmental head is the one who believes in the competence of his people ( theory Y) 

and thereby educates them  and makes them independent, believing that his success lies in making 

himself dispensable in their lives . 

The benevolent and the critical leadership styles are not conducive to the organizations health 

and HRD. While on the one hand benevolent leadership makes them dependent on the leader, the 

critical leadership style makes them feel incompetent. Thus these leadership styles should be used 

depending upon the situation and the developmental style should be used more often.   

4.2.2 HRD and managerial philosophies: 

The managerial philosophy is based upon the top management’s assumption about peop le 

working in the organization. Whether managers are aware of these assumptions or not, they decide 

how to deal with their superiors, peers, and subordinates. It reflects the attitude of the top management 

towards the human resources of an organization. 

McGregor (1960) has labeled these managerial philosophies as ‘Theory and Theory Y. 

The modern philosophy of management is based upon an optimistic view of the nature of 

men and women. They are considered to be potentially creative, trustworthy, and cooperative. 

McGregor (1960) has labeled this managerial philosophy as ‘Theory Y.’  

The traditional managerial view that the average human being working in an organization 

has an inherent dislike for work, avoids responsibility, lacks ambition, and wants to be closely 

directed is termed ‘Theory X.’  

Faced with this fundamental ‘fact,’ the only option open to management is to exercise close 

control and to coerce and threaten people working in the organization in order to attain the 

organizational objective. A basic tenet of the traditional point of view is that the authority of the 

employer is supreme, is synonymous with power, and that authority comes from the top and is 

transmitted down through the organization structure. Control is exercised through command. The 

power and the right to make decisions must be centralized at the top. 

‘Theory Y’ holds that all motives — economic, social, egoistic — must be activated. The 

employee is highly motivated to work when he derives satisfaction from doing it himself. Emphasis is 

placed upon activating the higher needs such as responsibility, recognition, achievement, and 

innovation. People are taught to accept responsibility and exercise self-control. The philosophy of 

management reflects the attitude of the top management towards the human resource of an 

organization. 

Tannenbaum and Davis (1969) do see a trend towards acceptance of ‘Theory Y’ as a 

philosophy of management. They assert that growing evidence suggests that humanistic values not 

only resonate with an increasing number of people but are also highly consistent with the effective 

functioning of organizations built on the newer organic model. 

The liberalization, privatization, and globalization of the Indian economy has resulted in a 

competitive market economy. The need of the hour is to attract high level of initiative and innovation. 



Before recasting the philosophies and practices, there is a need to understand the philosophy of 

management of Indian organizations. The initial stimulus came from the realization that the paternalistic 

philosophy of management in the past gave little momentum for growth in future. Managements had 

developed plans for growth but they have now realized that they had not developed the attitudes and 

skills within them to take initiatives, make decisions, and take risks (Theory Y). 

4.2.3 Top Management Attitude toward Learning. 

Building learning organizations as an HRD initiative 

Firms that purposefully construct structures and strategies so as to enhance and 

maximize organizational learning have been termed as learning organizations. 

Pedler, Boydell, & Burgoyen (1989) define it as an organization which facilitates the learning of 

all its members and continually transforms itself. A Learning organization has a climate in which 

individual members are encouraged to learn and to develop to their full potential. It is an instilled 

attitude toward learning. Attitudes are leaned states that influence the choice of personal action the 

individual makes towards persons, objects or events (Dodgson 1993). A long-term orientation of top 

management will have a significant effect on the intent of learning. Based on the top management’s 

attitude toward learning, in some alliances, partners aggressively seek to acquire knowledge and skills 

where as in others, the partners take a more passive approach to knowledge acquisition and learning. 

Based on the above explanation, an organization may adopt the philosophy of generative learning 

rather than adaptive learning depending on top management’s attitude. This will ultimately affect the 

intent of the organization and will result in internalization (learning) of skills rather than substitution of 

skills. 

Self Assessment Question 

Identify the type of leader ship n be which can be followed by top management for 

encouraging HRD efforts in the organization. 

1. This leadership style is like a father figure, who nurtures and takes care of all the 

needs of its people. He believes in understanding them and treating them with affection, giving 

them instructions from time to time to meet the goals. He values relationships even at the cost 

of task which hampers the effectiveness of the organization. .................................. 

2. This leadership style is someone who believes that people are by nature lazy and 

shirk work (theory X) unless they are followed and supervised closely. He believes in watching 

them at every step, checking them and even at times reprimanding them and showing his 

dissatisfaction towards their work................................................................................. 

3. This leadership style is the one who believes in the competence of his people ( theory 

Y) and thereby educates them and makes them independent, believing that his success lies in 

making himself dispensable in their lives………………………………………………….. 

4.2.4 Top management and ‘people focused HR processes’ as an HRD initiative: 

The top management in any organization is today preoccupied with the task of keeping a tab on 

the demand and supply of people in the organization without giving much thought to the reasons of 

high attrition rate. 



Firstly, this calls for some serious thinking and action on the part of the top management with 

regard to understanding the employees lifecycle and recognizing the inter connected processes that 

form the life cycle. This is of paramount importance to understand because employee’s needs and 

aspirations keep on changing with the changing times which needs to be taken care of to check 

attrition. Giving them opportunities to retrain and develop themselves at different stages of their life 

cycle would invariably enhance employee’s satisfaction commitment and loyalty. 

Secondly, the top management needs to adopt hands on approach with regard to personally 

reviewing all the initiatives rather than depending upon their HR teams and holding them accountable 

for the same. 

Thus in today’s dynamic business environment, the focus is now shifting on the employee 

lifecycle which has to be viewed from a new standard called ‘employee focused HR process paradigm’ 

This will turn the attention away from an inside-out focus to an outside-in focus. 

• When the focus is inside-out, all the processes are defined and implemented without a 

clear understanding of what employees need and want. 

•  When it is outside-in, the processes become focused on the real needs of the employees. 

Therein lies the key to employee engagement, effectiveness and retention. 

When the CEO demands an outside-in focus, HR processes tend to take the following 

approach and ask: 

• Do we understand that different segments of talent call for different approaches to 

selection, retention and engagement? 

• Do we understand that employee needs differ dramatically based on their profiles and also 

the time they spend with their present employer? 

• Do we understand that periodic focus group meetings with different segments of the 

employee base (employees with less than one year experience; between one and two 

years; over three years; women employees; employees in development; QA or such other 

logical segmentation) will reveal the needs and wants of the employees? 

• Do we understand that at any point in time employees have one or more of the following 

five needs: The need to learn; to grow; to contribute; to make a difference; and to mentor. 

Translating all these needs will call for a radically different approach to defining People 

Processes. 

Some of the processes that will be defined with the outside-in approach are given below: 

1. People manager selection and preparation process (they have maximum impact on 

retention and engagement) 

2. Re-engaging the disengaged employees process (employees go through 

disengagement prior to resigning from the company and the symptoms of 

disengagement are visible and noticeable.) 

3.  Re-engaging the veteran employees’ process (knowledge workers go through the two-

year itch and need preventive treatment before it takes epidemic form in the company.) 

4.  Top talent engagement process – they look for different rewards and recognition. 



5.  Solid citizens (represent 70 per cent of employees) visibility and involvement process. 

6.  Alumni ecosystem process (a number of employees who leave due to the two-year itch 

may like to return if presented with suitable work culture and people processes.) 

7.  People Manager goal-setting process that clearly incorporates actions to be taken by 

them towards the above processes. 

Thus the top management involvement at every stage of people development in the 

organization can be very beneficial for both the organization as well as the individuals. This is indeed a 

very effective HRD initiative from the top management of linking the development needs of the 

employees with their life cycles. 

4.3 LINE MANAGER AND HRD 

Current models of human resource development (HRD) suggest that expectations about a line 

manager’s role in HRD are changing as organizations are striving to make the HRD function leaner and 

more strategic. In this context, line managers are increasingly held responsible and accountable for 

human resource development. 

Based on Tulgan current organizational environment can be described as a “war for talent” and 

therefore concerns about retaining talent constantly increase an employees’ expectations about being 

developed by their managers.  

The best people are most likely to leave organizations if their interests are not accommodated 

and the main reason to leave their jobs is dissatisfaction with how their skills and talents are developed, 

usually due to the poor quality of their relationship with their direct managers. In this context line 

managers are becoming increasingly responsible for performing human resource developmental 

activities in order to facilitate employee learning and development. 

Academic literature has suggested that line managers can play an important role in 

encouraging employee learning and development. 

• The concept of line managers assuming developmental roles such as learning facilitators 

or coaches has received considerable attention in recent years. However, the HRD 

literature remains largely theoretical and rhetorical in encouraging line managers to take 

this responsibility. 

• The reality so far is that this is the exception rather than real practice, since delegating 

HRD responsibility to line managers carries various problems and risks, which need to be 

carefully explored and seriously considered. 

Despite the growing number of publications on the changing role of line manager to support 

HRD, there is a lack of empirical data on the actual implementation of the idea. 

1. What do line managers actually do to realize their HRD responsibility?  

2. And which factors promote or impede the performance of their HRD tasks?  

Thus, there is a convincing need for further research that studies the changing role and 

responsibilities of line manager and its implications for HRD. 

  Activity I 

Find out the role of top leadership in Apple and Microsoft in initiating good HRD practices. 



__________________________________________________________________________ 

__________________________________________________________________________ 

4.3.1 The Line Manager and his responsibilities: 

A line manager is defined as a manager who is authorized to direct the work of subordinates 

and is responsible for accomplishing organizational goals He is directly accountable for obtaining 

results through people in his organization, in comparison to other employees, who do not have the 

same level of accountability and responsibility to senior management for the work of others. 

The Typical responsibilities of the line manager would encompass the following: 

• He is supposed to manage the employees and their task accomplishment 

• He manages the functional expenses of the organization 

• He acts as a facilitator and provides technical expertise to the employees 

• He is responsible for work allocation amongst the employees 

• He constantly monitors the progress of the work done by the employees 

• He is responsible for monitoring the quality at every step 

• He deals with customers and clients and assess their needs  

• He assesses the operational performance of the employees 

Today the line managers are being increasingly performing the activities which were earlier 

under the purview of the hr department like training and development, undertaking performance 

appraisals and looking into the grievances and problems of the employees apart from taking care of the 

recruitment functions as well from time to time. 

4.3.2 Changing role of line manager in the context of strategic HRD: 

There are two distinctive features of the contemporary HRD approach –  

 The devolution of HRD practices to line managers and 

 The integration of HRD with business strategy, or the emergence of Strategic Human 

Resource Development (SHRD). 

The concept of SHRD has been explored by several authors in recent years. It has been 

acknowledged that SHRD is a prerequisite for a learning culture to emerge and for a learning 

organization to develop. Thus, a key focus of SHRD is the establishment of strong linkages with the 

strategic goals of organization and the creation of a learning environment and structural design, which 

promotes learning to improve performance. 

SHRD involves the integration of HRD with business objectives and this approach can be 

recognized through the presence of enabling characteristics, which are crucial to facilitate the 

emergence of SHRD. 



1. The devolution of HRD policies and practices to line managers is one of the key enabling 

characteristics of the SHRD system. 

The fundamental assumption is that line managers can drive HRD policies and practices, which 

are designed to achieve the organization’s strategic objectives through identifying, developing and 

supporting the appropriate knowledge, skills, commitment, and performance in employees . 

2. The emergence of SHRD has significantly influenced the relationship between work and HRD 

activities. 

• From training to learning : In the past HRD used to be primarily associated with training 

activities, now it is becoming predominately linked with learning from experience and self 

directed learning. It is extended to facilitating and supporting the learning processes within 

organizations and teams. Learning is no longer considered as a classroom activity 

required to develop specific skills or knowledge to enable employees to carry out specific 

functions, instead learning is necessary to cope with the changing demands of the 

organizational environment .The processes of learning and working are becoming very 

much intertwined and on the job learning is stimulated as much as possible. Informal 

learning is also considered as very important learning activity. This means that traditional 

training activities are no longer HRD’s main product. 

• This changing view of learning in the context of SHRD has far-reaching implications for 

line managers who are expected to manage the workspace as a place to fit learning. 

• Since HRD activities are increasingly devolved to operational managers the actual training 

and development activities are being carried out by line management and employees, 

while HRD specialists monitor the quality and provide assistance and advice 

• Based on Nonaka and Takeuchi knowledge is created by line managers at the intersection 

of the vertical and horizontal flows of information within the organization and line managers 

should be able to identify the knowledge gaps and communication problems.  

• Furthermore, line managers are a key link in the learning process within organizations, and 

a channel through which the knowledge is transferred. 

It is suggested that line managers are in a very powerful position to block or support 

implementation of HRD strategies and activities. 

A line manager’s influence does not come from any hierarchical authority, but from “a unique 

knowledge base, and their ability to integrate both strategic and operating level information”.  

Line managers balance the demands of senior management and employees and are both the 

suppliers of information to senior managers, and the implementers of the decisions taken by senior 

managers. 

They are in a position of responsibility without authority to influence senior management 

decision making. 

4.3.3. Implications of greater line manager involvement in HRD: 

The perception prevails that a number of benefits exist in using line managers as developers of 

People. The following key arguments for devolution of HRD to line managers are provided by different 

scholars:  



1.  Allowing HRD decisions to be tailored to the real needs and circumstances at the 

operational level; 

2.  Improving employee relationships and the work environment; 

3.  Enabling more effective decision making because of the shorter lines of communication. 

4.3.4 The main advantages of line manager’s involvement in HRD are summarized below: 

Firstly, a line manager’s role is critical in creating and stimulating the appropriate work 

environment supportive for learning. It requires the promotion of positive attitudes towards 

continuous learning, since learning is not something that happens only during formal classroom training 

activities, but it is an integral facet of everyday working life.  

A line manager is expected to encourage the individual or team to take responsibility for how 

they will manage their own learning processes. It should happen through the provision of various 

opportunities for learning, for instance organizing meetings between employees with similar 

experience, creating mentor and job rotation systems, coaching, and others. 

Secondly, the research confirms that usually line managers lack knowledge and competence in 

human resource management .Therefore, greater line managers’ involvement in HRD activities 

may lead to a development and transformation of the managers themselves and they would 

become more competent in managing people. This can also positively contribute to broader 

organizational change. 

Thirdly, line managers can help to improve the quality of HRD interventions by closing 

the gap between organizational performance and individual performance .Line managers, rather 

than HRD specialists, are very familiar with the business context and both organizational and individual 

learning needs; therefore they should be able to address the most pressing learning needs. They are 

closer to the daily operations and customers. This gives line managers unique knowledge concerning 

organizational realities and needs, which can inform their understanding of the important issues and 

possible knowledge gaps. 

Fourthly, identifying training needs arising from strategic goals, new technology and changes 

in the work process and linking it with performance appraisal process becomes critical at the 

operational level for which a line manager is responsible. 

Without a systematic training needs analysis linked to the performance appraisal process it is 

unlikely that HRD will make a meaningful strategic contribution to enhancing organizational 

effectiveness. 

4.3.5 The challenges of line manager’s involvement in HRD: 

Despite the arguments provided above, research has shown that delegating HRD 

responsibilities carries a number of challenges and risks and line management involvement in HRD 

work is not without complications. 

Research provides mixed results about the implications of devolution and the competence of 

line managers in HRD work more generally. 

 It has been confirmed that workloads of line managers may marginalize their efforts in 

developing employees and they may not be able to pay sufficient attention to employee 

development. 



  Performance criteria and reward systems are more likely to consider business results, 

than a longer term people development role. 

 The responsibility for HRD is not very often included among line manager’s performance 

objectives. 

 Also, it might be difficult for line managers to play two opposing roles of assessor and 

coach. 

 Moreover, line managers are not specialists in HRD and may lack confidence, knowledge 

and organizational support to assume the responsibility for HRD. Senior managers must 

be highly supportive in HRD role of line managers and an incentive system should be 

developed to motivate them. 

 Furthermore, acting as an HRD facilitator demands a coaching management style, as 

opposed to a directive management style. Lack of coaching skills and insufficient line 

management motivation for this role is reinforced by findings that the least popular HRD 

delivery mechanisms include coaching and mentoring. This may be due to the large 

commitment of time and resources needed, yet these methods have consistently been 

emphasized as critical contribution to SHRD. 

 It is important to emphasize here that the devolvement of HRD activities to the line does 

not mean that traditional HRD function should vanish or be abolished. It is about 

increasing the role of line managers in HRD, but not about taking over the HRD function 

from the specialists. There is little reason to believe that line managers can be better 

developers than specialists’ trained in HRD. 

The role of HRD specialists is also changing. HRD specialists are liberated from routine 

administration and can focus on strategic and change management issues. 

They should be recognized as HRD advisors instead of merely HRD providers. This calls for      

a partnership between line management and HRD specialists. HRD specialists should be able to offer 

regular support to line managers helping them to analyze performance problems, assess learning 

needs, develop individual learning plans and develop their own coaching skills. 

4.3.6 Expected contribution of line managers in relation to HRD: 

The line manager is expected to perform the following five main roles in HRD which are  

delineated below:  

(1)  Line managers should periodically monitor and discuss the performance related issues 

and the development and learning needs of their subordinates; 

(2)  Line managers should partner with HRD training specialists on strategic HRD/HRM 

issues; 

(3)  Line managers should show interest and support learning of their subordinates on a 

daily bases; 

(4)  Line managers should train and coach their subordinates; 

(5)  Line managers should actively participate in HRD strategy development process. 

Summing up the contribution of line managers in HRD it has been found by the results of 

the research conducted by the Bath University that line managers significantly contribute 



towards the successful implementation of the HR policies. This is because where the 

employees have a cordial relation with their line manager it results in higher levels of job 

satisfaction and the resultant success of the HR policies thereby checking employee attrition 

which is a big challenge these days. Here the role of the top management and the organization 

cannot be underestimated in encouraging the line managers to take up higher responsibilities 

by clearly outlining them the responsibilities through  job descriptions, performance appraisals 

etc. Thus the higher involvement of the line managers in HRD would be a win win situation for 

both the line managers as well as the organization.  

4.4 MOTIVATIONAL ASPECTS OF HRD: 

The motivational aspects of HRD can be clearly seen in the contribution of some renowned 

behavioral thinkers like Mayo, Maslow, Herzberg, McGregor etc who have outlined that humans have 

certain needs which should be fulfilled to enable them to contribute effectively towards the 

organizational objectives. 

Though management research continued in the 20th century, questions began to come up 

regarding the interactions and motivations of the individual within organizations. Management principles 

developed during the classical period were simply not useful in dealing with many management 

situations and could not explain the behavior of individual employees. In short, classical theory ignored 

employee motivation and behavior. As a result, the behavioral school was a natural outgrowth of this 

revolutionary management experiment. 

The behavioral management theory is often called the human relations movement because it 

addresses the human dimension of work. 

 Behavioral theorists believed that a better understanding of human behavior at work, 

such as motivation, conflict, expectations, and group dynamics, improved productivity. 

The theorists who contributed to this school viewed employees as individuals, resources, and 

assets to be developed and worked with — not as machines, as in the past.  

Several individuals and experiments contributed to this theory. Let us examine some of them 

and try to understand how HRD efforts can help to  improve the motivation of the workers at the 

workplace . 

1. Elton Mayo's contributions came as part of the Hawthorne studies, a series of experiments 

that rigorously applied classical management theory only to reveal its shortcomings. The Hawthorne 

experiments consisted of two studies conducted at the Hawthorne Works of the Western Electric 

Company in Chicago from 1924 to 1932. The first study was conducted by a group of engineers 

seeking to determine the relationship of lighting levels to worker productivity. Surprisingly enough, they 

discovered that worker productivity increased as the lighting levels decreased — that is, until the 

employees were unable to see what they were doing, after which performance naturally declined. 

A few years later, a second group of experiments began. Harvard researchers Mayo and F. J. 

Roethlisberger supervised a group of five women in a bank wiring room. They gave the women special 

privileges, such as the right to leave their workstations without permission, take rest periods, enjoy free 

lunches, and have variations in pay levels and workdays. This experiment also resulted in significantly 

increased rates of productivity. 



In this case, Mayo and Roethlisberger concluded that the increase in productivity resulted from 

the supervisory arrangement rather than the changes in lighting or other associated worker benefits. 

Because the experimenters became the primary supervisors of the employees, the intense interest they 

displayed for the workers was the basis for the increased motivation and resulting productivity. 

Essentially, the experimenters became a part of the study and influenced its outcome. This is the origin 

of the term Hawthorne effect, which describes the special attention researchers give to a study's 

subjects and the impact that attention has on the study's findings. 

The general conclusion from the Hawthorne studies was that human relations and the social 

needs of workers are crucial aspects of business management. This principle of human motivation 

helped revolutionize theories and practices of management. 

2. Abraham Maslow, a practicing psychologist, developed one of the most widely recognized 

need theories, a theory of motivation based upon a consideration of human needs. His theory of human 

needs had three assumptions: 

• Human needs are never completely satisfied. 

• Human behavior is purposeful and is motivated by the need for satisfaction. 

• Needs can be classified according to a hierarchical structure of importance, from the 

lowest to highest. 

Maslow broke down the needs hierarchy into five specific areas: 

• Physiological needs. Maslow grouped all physical needs necessary for maintaining basic 

human well‐being, such as food and drink, into this category. After the need is satisfied, 

however, it is no longer is a motivator. 

• Safety needs. These needs include the need for basic security, stability, protection, and 

freedom from fear. A normal state exists for an individual to have all these needs generally 

satisfied. Otherwise, they become primary motivators. 

• Belonging and love needs. After the physical and safety needs are satisfied and are no 

longer motivators, the need for belonging and love emerges as a primary motivator. The 

individual strives to establish meaningful relationships with significant others. 

• Esteem needs. An individual must develop self‐confidence and wants to achieve status, 

reputation, fame, and glory. 

• Self‐actualization needs. Assuming that all the previous needs in the hierarchy are 

satisfied, an individual feels a need to find himself. 

Maslow's hierarchy of needs theory helped managers visualize employee motivation. 

3. Douglas McGregor was heavily influenced by both the Hawthorne studies and Maslow. He 

believed that two basic kinds of managers exist. One type, the Theory X manager, has a negative view 

of employees and assumes that they are lazy, untrustworthy, and incapable of assuming responsibility. 

On the other hand, the Theory Y manager assumes that employees are not only trustworthy and 

capable of assuming responsibility, but also have high levels of motivation. 

An important aspect of McGregor's idea was his belief that managers who hold either set of 

assumptions can create self‐fulfilling prophecies — that through their behavior, these managers 

create situations where subordinates act in ways that confirm the manager's original expectations. 



As a group, these theorists discovered that people worked for inner satisfaction and not 

materialistic rewards, shifting the focus to the role of individuals in an organization's performance. 

4. Herzberg’s hygiene and motivator’s theory 

The four intrinsic rewards that drive employee engagement  

Motivational dynamics have changed dramatically to reflect new work requirements and 

changed worker expectations. One of the biggest changes has been the rise in importance of psychic, 

or intrinsic rewards, and the decline of material or extrinsic rewards. This author draws upon recent 

research to explain the popularity of intrinsic rewards and how these rewards can be used to build a 

high-engagement culture. 

The younger workers now come to organizations with different expectations than their parents. 

Raised during an era of rapid technological change and instant access to data, they respond best to 

work that is more meaningful, allows them to learn cutting-edge skills, and lets them find their own 

ways of accomplishing tasks. 

Most of the motivational models used today were developed in earlier eras, when work and 

workers were different. That is why new models and strategies of motivation that better reflect the 

changes in today’s work dynamics have been developed with a two pronged strategy of enhancing 

motivation at the workplace and also an initiative in the direction of HRD . It has been discovered that 

intrinsic rewards have become more important and more prevalent in the workplace today.  Let us find 

out the reasons for this increase and why intrinsic rewards are so important today. 

Extrinsic and intrinsic rewards; 

Extrinsic rewards—usually financial—are the tangible rewards given  to the employees by 

managers, such as pay raises, bonuses, and benefits. They are called “extrinsic” because they are 

external to the work itself and other people control their size and whether or not they are granted. In 

contrast, intrinsic rewards are psychological rewards that employees get from doing meaningful work 

and performing it well. 

Extrinsic rewards played a dominant role in earlier eras, when work was generally more routine 

and bureaucratic, and when complying with rules and procedures was paramount. This work offered 

workers few intrinsic rewards, so that extrinsic rewards were often the only motivational tools available 

to organizations. 

Extrinsic rewards remain significant for workers, of course. Pay is an important consideration for 

most workers in accepting a job, and unfair pay can be a strong de-motivator. However, after people 

have taken a job and issues of unfairness have been settled, we find that extrinsic rewards are now 

less important, as day-to-day motivation is more strongly driven by intrinsic rewards. 

The intrinsic rewards in today’s work; 

To identify these intrinsic rewards, let us we begin by analyzing the nature of today’s work; 

• Basically, most of today’s workers are asked to self-manage to a significant degree, to use 

their intelligence and experience to direct their work activities to accomplish important 

organizational purposes,  

• To add value to their job—innovating, problem solving and improvising to meet the 

conditions they encounter to meet customers’ needs. 



It has been found that the self-management process involves four key steps: 

1. Committing to a meaningful purpose 

2. Choosing the best way of fulfilling that purpose 

3. Making sure that one is performing work activities competently, and 

4. Making sure that one is making progress to achieving the purpose. 

Each of these steps requires workers to; 

i. make a judgment—about the meaningfulness of their purpose,  

ii. the degree of choice they have for doing things the right way,  

iii. the competence of their performance,  

iv. And the actual progress being made toward fulfilling the purpose.  

These four judgments are the key factors in workers’ assessments of the value and 

effectiveness of their efforts—and the contribution they are making. 

When positive, each of these judgments is accompanied by a positive emotional charge. These 

positive charges are the intrinsic rewards that employees get from work, ranging in size from quiet 

satisfaction to an exuberant “Yes!” They are the reinforcements that keep employees actively self -

managing and engaged in their work. 

The following are descriptions of the four intrinsic rewards and how workers view them: 

• Sense of meaningfulness. This reward involves the meaningfulness or importance of the 

purpose you are trying to fulfill. You feel that you have an opportunity to accomplish 

something of real value—something that matters in the larger scheme of things. You feel 

that you are on a path that is worth your time and energy, giving you a strong sense of 

purpose or direction. 

• Sense of choice. You feel free to choose how to accomplish your work—to use your best 

judgment to select those work activities that make the most sense to you and to perform 

them in ways that seem appropriate. You feel ownership of your work, believe in the 

approach you are taking, and feel responsible for making it work. 

• Sense of competence. You feel that you are handling your work activities well—that your 

performance of these activities meets or exceeds your personal standards, and that you 

are doing good, high-quality work. You feel a sense of satisfaction, pride, or even artistry in 

how well you handle these activities. 

• Sense of progress. You are encouraged that your efforts are really accomplishing 

something. You feel that your work is on track and moving in the right direction. You see 

convincing signs that things are working out, giving you confidence in the choices you 

have made and confidence in the future. 

4.5 SUMMARY 

 Human resources are a company’s most valuable and strategic asset and the focused 

involvement of the top management with institutionalized leadership down the hierarchy is a 



prerequisite to attract and retain people. The patterns of work relationships at work reflect the HR 

philosophy. 

The managers who are encouraged to follow the role model of their seniors perpetuate the 

philosophy and practices of HR. In the process of organizational socialization, they internalize the 

values and attitudes of their leaders. The entire process is thus institutionalized. 

Schein (1990) indicates that people identify with the visionary leaders — how they behave and 

what they expect. Enterprise vision and mission will not become a reality unless employees are 

involved and integrated with the company’s goals. 

HR provides the enabling work climate of the organization comprising of managerial values, 

attitudes, and styles. 

With the ‘license system’ being replaced to a great extent by the ‘market system,’ the new 

economic environment is primarily marked by the freeing of shackles for entrepreneurship and 

economic growth.  

The challenge of human resource development (HRD) practices would be to create an 

environment of resilience which can successfully accommodate and assimilate changes in systems, 

structures, technologies, methods, etc. The pressures of change are most likely to be felt by those who 

have to lead and manage the change process in such a volatile economic environment.  

HRD would have the ability to attract and retain people and is the key to manage this macro 

change—both in terms of pace and rate. The change leaders would be confronted with the need to 

reorient culture, thinking, and paradigms. The challenge is for the change agents to get individuals who 

would have a sense of belonging and commitment to the organization and who would welcome the 

impending changes. 

Hamel and Prahalad (1991) contend that a firm would achieve competitive advantage if it can 

obtain and develop human resources which would enable it to learn faster and apply its learning more 

effectively than its rivals. 

Managing in a turbulent environment is not easy and managers are constantly looking for new 

concepts, tools, and techniques to help them cope with the demand of accelerating change. 

Thus the Attitude of top management towards HRD with special reference to HRD and top 

leadership style, HRD and managerial philosophies ,Top Manage Attitude toward Learning., Top 

management and ‘people focused HR processes’ as an HRD initiative has been discussed in detail 

which has a tremendous bearing on the improvement of the organizational effectiveness and 

performance which is not possible without top management commitment.  

Similarly the role of Line managers in the HRD programmes of the organizations cannot be 

underestimated and is clearly shown in the amount of The Line Manager and his responsibilities. 

The Changing role of line manager in the context of strategic HRD ,Implications of line 

manager’s involvement  in the HRD initiatives, The advantages of line manager’s involvement in HRD, 

The challenges of line manager’s involvement in HRD and of course the Expected contribution of line 

managers in relation to HRD has been well appreciated and recognized by the organizations.  



The matching model and the Harvard analytical framework represent two very different 

emphases — the former is closer to strategic management literature while the latter to human relations 

tradition.  

4.6  GLOSSARY 

1. Extrinsic rewards: usually financial—are the tangible rewards given to the employees by 

managers, such as pay rais.es, bonuses, and, benefits. They are called "extrinsic" because they are 

external to the work itself and other people control their size and whether or not they are granted. In 

contrast, intrinsic rewards are psychological rewards that employees get from doing meaningful work 

and performing it well. 

2. The intrinsic rewards: In today's work to identify these intrinsic rewards, let us we begin by 

analyzing the nature of today's work; 

 Basically, most of today's workers are asked to self-manage to a significant degree, 

 To use their intelligence and experience to direct their work activities to accomplish important 

organizational purposes, 

 To add value to their job—innovating, problem solving and improvising to meet the conditions they 

encounter to meet customers' needs. 
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4.9  MODEL QUESTIONS:  

1.  Discuss the attitude of top management towards HRD with special reference to; HRD 

and top leadership style, HRD and managerial philosophies, Top Management Attitude 

toward Learning, Top management and ‘people focused HR processes’ as an HRD 

initiative. 

2.  Illustrate the role of Line managers in HRD while discussing the following issues; 

a) The Line Manager and his responsibilities 

b) Changing role of line manager in the context of strategic HRD 

c) Implications of line manager’s involvement in HRD 

d) The advantages of line manager’s involvement in HRD  

e) The challenges of line manager’s involvement in HRD 

f) Expected contribution of line managers in relation to HRD? 

3.  Critically evaluate the HRM debate and hr models and their application in the 

organizations. 

Answers to self assessment question 

1. A Benevolent Head 

2. A Critical Head 

3. A Developmental Head 
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5.0    OBJECTIVES 

After reading this lesson, you should be able to understand-  

• The concept of HRD climate and culture  

• The components and the elements of HRD culture and climate. 

• The research and the studies done on HRD 

• The prerequisites to developing organization climate. 

• How to measure HRD climate 

• Trends in HRD in India  

5.1  INTRODUCTION 

An organization’s success is determined as much by the skill and motivation of its members as 

by almost any other factor. While this has always been true, the pace and volume of modern change is 

focusing attention on ways human resources development (HRD) activities can be used to ensure 

organizational members have what it takes to successfully meet their challenges (Desimone, Werner 



and Harris, 2002). An optimal level of development climate is essential for facilitating HRD activities 

(Rao andAbraham, 1986). 

This can be characterized by the tendencies such as; 

• Treating employees as the most important resources, 

•  perceiving that developing employees is the job of every manager, 

•  believing in the capability of employees,  

• communicating openly,  

• encouraging risk taking and experimentation, 

•  making efforts to help employees recognize their strengths and weaknesses,  

• creating a general climate of trust, collaboration and autonomy,  

• supportive personnel policies, 

•  and supportive HRD practices (TVRao and E. Abraham, 1986). 

The top management subscribing to these values is a starting point. When a critical mass 

internalized these values, there emerges a conducive climate for HRD. This positive HRD climate 

makes existing systems more effective and makes the organizations more  receptive to the introduction 

of relevant additional system (Athreya, 1988). 

• A healthy HRD climate certainly bolsters the overall internal environment of the 

organization, fosters employee commitment, involvement and satisfaction with the job 

• The process of enhancing an employee’s present and future effectiveness is called 

development. 

Meaning of HR+D+Climate 

 HR means employees in organization, who work to increase the profit for organization. 

 Development, it is acquisition of capabilities that are needed to do the present job, or the 

future expected job. 

After analyzing Human Resource and Development we can simply stated that, HRD is the 

process of helping people to acquire competencies. 

Climate, this is an overall feeling that is conveyed by the physical layout, the way employees 

interact and the way members of the organization conduct themselves with outsiders. (It is 

provided by an organization.) 

5.2  ORGANIZATION CULTURE 

Organizational culture means organizational traditions, customs, policies and method of 

working. Organizational culture has an impact on employee performance, learning and productivity. 

The organizations which expose their employees to new experiences and try to capitalize on employee 

strengths are creating a human resource asset which will benefit the entire society. Such organizations 

and their management deserve recognition from society and incentive from government. 



A good organizational culture creates an inner urge in employee to be productive, committed, 

involved, responsible, creative, and innovative and work for the satisfaction of individual, organizational 

and societal goals.  

Culture defined: A system of shared values and beliefs that interact with an organization’s 

people, organizational structures, and control systems to produce behavioral norms.  

Characteristics of culture: 

1. Innovation and risk taking 

2. Attention to detail 

3. Outcome orientation 

4. People orientation 

5. Team orientation 

6. Aggressiveness 

7. Stability 

5.2.1  CULTURE AND CLIMATE COMPARED 

Culture refers to the behavioral norms, assumptions and beliefs of an organization 

Climate refers to perceptions of persons in the organization that reflect those norms, 

assumptions and beliefs.  

How Organizational Cultures Have an Impact on Performance and Satisfaction 

 

5.2.2 Creating a Customer-Responsive Culture: 

Managerial Actions: 

• Select new employees with personality and attitudes consistent with high service 

orientation. 

• Train and socialize current employees to be more customers focused. 

• Change organizational structure to give employees more control. 

• Empower employees to make decision about their jobs. Lead by conveying a customer-

focused vision and demonstrating commitment to customers. 



• Conduct performance appraisals based on customer-focused employee behaviors. 

• Provide ongoing recognition for employees who make special efforts to please customers. 

5.2.3 Components of organization culture: 

An enabling culture as it can be called leads to higher job satisfaction and motivates the trainers 

to transfer learning which the backbone of any HRD initiative.  

HRD has extended beyond a narrow concentration on training to include organizational and 

systems-level issues that influence the development of broad skill sets, abilities, and knowledge 

associated with learning in technical, social, and interpersonal areas (Kuchinke, 1996). This broadening 

perspective regarding HRD has led, in part, to a focus on learning organization culture. 

In recent years, HRD has been focusing on ways in which organizations can promote learning 

(Watkins & Marsick, 2003). It has been theorized that systematic approaches to learning in 

organizations are tied to corporate performance and survival and therefore of value which is 

discussed below: 

Learning organizations. Organizations that have prioritized learning and development have 

found increases in employees’ job satisfaction, productivity, and profitability (Watkins & Marsick, 2003). 

A learning organization is viewed as one that has capacity for integrating people and structure to move 

an organization in the direction of continuous learning and change. 

Job Satisfaction. There is a direct impact of organizational learning culture on employees’ 

perceived job satisfaction. It is posited that both organizational learning culture and job satisfaction can 

be used to predict outcome variables such as employees’ motivation to transfer learning and turnover 

intention. Job satisfaction is typically defined as an employee’s affective reactions to a job based on 

comparing desired outcomes with actual outcomes (Cranny, Smith, & Stone, 1992).  Indeed, some 

interest in job satisfaction is focused primarily on its impact on employee commitment, absenteeism, 

intentions which spring from an organizational culture. 

Motivation to Transfer Learning. Motivation to transfer learning is one of the key concepts in 

the HRD literature. It can be described as trainees’ desire to use the knowledge and skills mastered in 

training or associated learning activities on the job (Noe & Schmitt, 1986).  

Studies have examined the association between the learning climate of an organization and 

employees’ motivation to transfer learning. Baldwin, Magjuka, and Loher (1991) found that trainees 

reported stronger transfer intentions when engaged in learning activities in which follow-up from their 

manager was anticipated or when employees were involved in training that was mandatory.  

Baumgartel and Jeanpierre (1972) found that managers who believed a training program was 

beneficial in providing the development of skills and techniques related directly to their jobs were more 

likely to attempt to transfer knowledge. 

Huczynski and Lewis (1980) found important issues associated with transfer of training, 

including organizational climate, particularly manager support of the perceived relevance of the training 

to work-related practices, and with voluntary participation in the learning activity.  

Baumgartel and Jeanpierre’s study of managerial training (1972) found that participants were 

more likely to attempt to use the training if they perceived it as clearly relevant to work-related activities. 



Organizational climate was found to be the most important factor bearing on efforts to apply new 

knowledge in 

5.3  HRD AND CLIMATE STUDIES 

Recognizing the importance of HRD climate, Center for HRD, Xavier Labour Relations Institute 

(XLRI, India) developed a 38-item HRD climate questionnaire to survey the extent to which 

development climate exists in organizations. 

 The 38 items included in the questionnaire can be grouped into three categories such 

as; General climate, OCTAPAC culture and HRD mechanisms. 

• The general climate items deal with the importance given to human resources 

development in general by the top management and line managers.  

• The OCTAPAC items deal with the extent to which openness, confrontation, trust, 

autonomy, pro-activity, authenticity and collaboration are valued and promoted in the 

organization. 

• HRD mechanisms measure the extent to which HRD mechanisms are implemented 

seriously. 

Numbers of studies were carried on using this instrument, some of which are discussed below: 

1. Using this instrument the first survey of HRD climate in Indian organizations was carried 

out by T. V. Rao and E. Abraham (1986) among 41 organizations in India. The study found 

that the general HRD climate in the organizations appears to be at an average level. The 

most important factor contributing to this seems to be a general indifference on the part of 

the employees on their own development. This was followed by the top management’s lip 

sympathy and intellectual positivism to HRD but no emotional investment.  

2. In another study, E. Abraham (1989) found that HRD climate is a powerful intervening 

variable in translating HRD practices into profit.  

3. Venkateswaran (1997) made a study in a public sector undertaking in India and found that, 

to a large extent, a favorable HRD climate was prevalent in the organization under study. 

4. M. Srimannarayana (2001) identified below average level of HRD climate in a software 

organization in India. 

5. However, Agarwala (2002) found that the HRD climate was significantly more    

developmental in IT industry when compared to the automobile industry. 

6. Mishra, P and Bhardwaj, G. (2002) carried out a HRD climate survey in a private sector 

undertaking in India and concluded that the HRD climate in that organization was good.  

7. 7.Lewlyn L.R Rodrigues (2004) conducted a study in the engineering institutes in India and 

found the HRD climate a highly satisfactory one. 

5.3.1 Sample of the 38-item HRD climate questionnaire  

1. General HRD Climate 

1. The top management of this organization goes out of its way to make sure that employees 

enjoy their work. 



2. The top management believes that human resources are an extremely important resource 

and that they have to be treated more humanly.  

3. Development of the subordinates is seen as an important part of their job by the 

managers/officers here in. 

4. The personnel policies in this organization facilitate employees’ development.  

5. The top management is willing to invest their time and energy including other 

organizational resources to ensure employees’ development. 

6. Senior officers/executive in this organization takes active interest in their juniors and help 

them learn their job.  

7. People lacking competence in doing their jobs are helped to acquire competence rather 

than being left unattended. 

8. Managers in this organization believe that employee behavior can be changed and people 

can be developed at any stage of their life.  

9. The psychological climate in this organization is very conducive to any employee 

interested in developing oneself by acquiring new knowledge and skills.  

10. The top management of this organization makes efforts to identify and utilize employees’ 

potential.  

11. The organization’s future plans are made known to managerial staff to help them develop 

their juniors and prepare them for future.  

 

Activity I 

Find out the culture and climate of Google and compare it with any Indian IT company and outline 

differences thereof________________________________________________________________ 

_______________________________________________________________________________ 

 

2. OCTAPAC Culture 

Openness 

1.  Employees in this organization are very informal and do not hesitate to discuss their 

personal problems with their supervisors.  

2.  People in this organization do not have any fixed mental impressions about each other. 

 3.  Employees are not afraid to express or discuss their feelings with their superiors. 

Employees are not afraid to express or discuss their feelings with their subordinates.  

Confrontation 

4.  Employees in this organization take pains to find out their strengths and weaknesses from 

their supervising officers or colleagues.  

5.  Employees are not afraid to express or discuss their feelings with their superiors. 



6.  Employees are not afraid to express or discuss their feelings with their subordinates.  

7.  When problems arise people discuss these problems openly and try to solve them rather 

than   keep accusing each other behind the back.  

Trust 

8.  People lacking competence in doing their jobs are helped to acquire competence rather 

than being left unattended.  

9.  When any employee makes a mistake his supervisors treat it with understanding and help 

him to learn from such mistakes rather than punishing him or discouraging him.  

10.  People trust each other in this organization. 

Autonomy 

11.  Employees are encouraged to experiment with new methods and try out creative ideas. 

 12.  Employees returning from training programmes are given opportunities to try out what they 

have learnt. 

 13.  Employees are encouraged to take initiative and do things on their own without having to 

wait for instructions from supervisors.  

14.  Delegation of authority to encourage juniors to develop handling higher responsibilities is 

quite common in this organization.  

15. When seniors delegate authority to juniors, the juniors use it as an opportunity for 

development.  

Proactivity 

16.  The top management of this organization makes efforts to identify and utilize the potential 

of the employees.  

17.  Employees are encouraged to experiment with new methods and try out creative ideas.  

18.  Employees are encouraged to take initiative and do things on their own without having to 

wait for instructions from supervisors.  

Authenticity 

19.  When behavior feedback is given to employees they take it seriously and use it for 

development.  

20.  When employees are sponsored for training, they take it seriously and try to learn from the 

programmes they attend.  

21.  Employees returning from training programmes are given opportunities to try out what they 

have learnt.  

22.  Employees are sponsored for training programmes on the basis of genuine training needs.  

Collaboration 

23.  People in this organization are helpful to each other.  

24. Team spirit is of high order in this organization. 



 25.  The organization’s future plans are made known to the managerial staff to help them 

develop their juniors and prepare them for future.  

3. HRD Mechanisms 

1.  People lacking competence in doing their jobs are helped to acquire competence rather 

than being left unattended.  

2.  Seniors guide their juniors and prepare them for future responsibilities/roles they are likely 

to take up.  

3.  The top management makes efforts to identify and utilize the potential of the employees. 

4.  Promotion decisions are based on the suitability of the promotee rather than based on any 

favoritism or partiality.  

5 . There are mechanisms in this organization to reward any good work done or any 

contribution made by employees.  

6.  When an employee does good work his supervising officers take special care to 

appreciate it.  

7.  Performance appraisal reports in this organization are based on objective assessment and 

adequate information and not on favoritism or partiality.  

8.  Weaknesses of employees are communicated to them in a non-threatening way.  

9.  When employees are sponsored for training, they take it seriously and try to learn from the 

programmes they attend.  

10.  Employees returning from training programmes are given opportunities to explore what 

they have learnt.  

11.  Employees are sponsored for training programmes based on identification of training 

needs.  

12.  Career opportunities are pointed out to juniors by senior officers in the organization 

13. The organization’s future plans are made known to the managerial staff to help them 

develop their juniors and prepare them for future.  

14.  This organization ensures employee welfare to such an extent that the employees can 

save a lot of their mental energy for work purposes.  

15.  Job-rotation in this organization facilitates employee development.  

5.4 ELEMENTS OF HRD CLIMATE: 

As discussed above, the elements of HRD climate can be grouped into three broad categories– 

1.  General climate  

2.  OCTAPACE culture  

3.   HRD mechanisms  



• General climate items deal with the importance given to human resources development 

in general by the top management and line managers.  

• The OCTAPACE items deal with the extent to which Openness, Confrontation, Trust, 

Autonomy, Proactivity, Authenticity and Collaboration are valued and promoted in the 

organization. 

•  The items dealing with HRD mechanisms measure the extent to which HRD 

mechanisms are implemented seriously.  

These three groups were taken with the following assumptions:  

a) A general supportive climate is important for HRD if it has to be implemented effectively. 

Such supportive climate consists of not only top management, line management’s 

commitment but good personnel policies and positive attitudes towards development.  

b) Successful implemented of HRD involves an integrated look at HRD and efforts to use as 

many HRD mechanisms as possible. These mechanisms include performance appraisal, 

potential appraisal, career planning, performance rewards, feedback and counseling, 

training, employee welfare for quality work life, job rotation, etc.  

c)  OCTAPACE culture is essential for facilitating HRD. Openness is there when employees 

feel free to discuss their ideas, activities and feelings with each other. Confrontation is 

bringing out problems and issues into the open with a view to solving them rather than 

hiding them for fear of hurting or getting hurt. Trust is taking people at their face value and 

believing what they say.  

Autonomy is giving encouraging employees to take initiative and risks. Authenticity is the 

tendency on the part of people to do what they say. Collaboration is to accept interdependence. 

5.5 COMPONENTS OF HRD CLIMATE: 

The organizational climate consists of:- 

1. Organizational Structure 

An organization’s structure is actually a ‘snapshot’ of a work process, frozen in time so that it 

can be viewed. The structure enables the people’s energy to be focused towards process achievement 

and goal achievement. Employee must have a clear definition of not only the work structure but also 

the role used to organize the work. If the structure and the role is not clear, people will not know what 

the work process is, who is responsible for what, whom to go for help and decision, and who can Assist 

in solving problems that may arise. 

2. Organizational Culture 

Organizational culture is the pattern of beliefs, knowledge, attitudes, and customs that exists 

within an organization. Organizational culture may result in part from senior management beliefs or 

from the beliefs of employees. 

Organizational culture can be supportive or unsupportive, positive or negative. It can affect the 

ability or willingness of employees to adapt or perform well within the organization. 



The most effective work culture is one that supports the organizations HR strategies by aligning 

behaviors, processes and methods with the desired results. It is not just achieving results but the 

methods through which they are achieved that are critical to long-term success. 

Before any HR strategy is designed there must be a clear understanding of the organization, its 

current values, its structure, its people as well as its goals and vision for the future. 

3. HR Processes 

The HR system of an organization should be comprehensive enough to take care of employees 

from the time they join till the time they leave HR. Their demands must not be ignored, but a feeling of 

belongingness be created. Process should be very clear and impartial, so that employee’s faith in 

organization. From recruitment to retirement whole process should be according to employee’s 

expectation and ability of employer.  

5.6 WHAT CONTRIBUTES TO HRD CLIMATE?  

The following factors may be considered as contributing to a conducive and people friendly 

HRD climate:  

1) Top Management Style and Philosophy: A developmental style, a belief in the capability of 

people, a participative approach, openness and receptivity to suggestions from the 

subordinates are some of the dimensions that contribute to the creation of a positive HRD 

climate.  

2)  Personnel Policies: Personnel policies that show high concern for employees, that 

emphasize equity and objectivity in appraisals, policies that emphasize sufficient resource 

allocation for welfare and developmental activities, policies that emphasis a collaborative 

attitude and trust among the people go a long way in creating the HRD climate.  

3) HRD Instruments and Systems: A number of HRD instruments have been found to 

generate a good HRD climate. Particularly open systems of appraisal with emphasis of 

counseling career development systems, informal training mechanisms, potential 

development systems etc. contribute to HRD climate. 

4) Self-renewal Mechanisms: Organizations that have built in self renewal mechanisms are 

likely to generate a positive HRD Attitudes of Personnel and HRD staff: A helpful and 

supportive attitude on the part of HRD and personnel people plays a very critical role in 

generating the HRD climate. If the personnel behavior of any of these agents is not 

supportive, the HRD climate is likely to be vitiated.  

5)  Commitment of Line Managers: The commitment of line managers to the development of 

their subordinates is a very important determiner of HRD climate. If line managers are 

willing to spend a part of their subordinates, it is likely to have a positive impact.  

 

Self Assessment Question 

Identify the components of the organizational culture as outlined in the OCTAPAC. 



1. Employees in the organization are very informal and do not hesitate to discuss their 

personal problems with their supervisors........................................................................... 

2. Employees in this organization take pains to find out their strengths and weaknesses 

from their supervising officers or colleagues. 

3. People lacking competence in doing their jobs are helped to acquire competence 

rather than being left unattended. .............................................. 

4. Employees are encouraged to experiment with new methods and try out creative 

ideas........................................................ 

5. The top management of this organization makes efforts to identify and utilize the 

potential of the employees..................... 

6. When behavior feedback is given to employees they take it seriously and use it for 

development....................................... 

7. People in this organization are helpful to each other............... 

 

5.6.1 The prerequisites to develop a conducive organizational climate: 

What is needed to Develop Organizational Climate in Organizations is discussed below: 

1. Top to Bottom effort: - Organization is considered to be complete organization after 

including top authority to bottom line of workers. And whenever we talk about development at 

organizational level effort is needed from top level to bottom level. Top authority should not have 

thinking in their mind that their task is to only take decisions but they should also emphasized on proper 

implementation of decision by adopting various controlling technique. Bottom level workers should have 

loyal mind-set towards their organization. Bottom level workers have to work with dedication. They 

should have realization that organization is their organization.  

2. Motivator role of Manager and Supervisor: - To prepare Human Resource Development 

Climate, Manager and Supervisor’s responsibilities are more or we can say that they are the key 

players. Manager and Supervisors have to help the employees to develop the competencies in the 

employees. To help the employees at lower level they need to updated properly and they need to share 

their expertise and experience with employees.  

3. Faith upon employees: - In the process of developing HRD Climate employer should have 

faith on its employee’s capabilities. Means whatever amount is invested that should be based on 

development of employees. Top management should trust the employees that after making huge effort 

to develop employees, employees will work for the well being of organization and for human being also. 

4. Free expression of Feelings : - Whatever Top management feels about employees they 

have to express to employees and whatever employees think about top management it must be 

express in other words we can say that there should not be anything hidden while communication 

process. Clear communication process will help to establish the HRD Climate. 



5. Feedback: - Feedback should be taken regularly to know the drawbacks in system. This will 

help to gain confidence in employees mind. Employee will trust on management and he can express 

his opinion freely which is very good for HRD Climate. Feedback will help to remove the weakness. 

6. Helpful nature of employees: - Whenever we talk about 100% effort then we have to talk 

about employee’s effort too. Nature of employees should be helping for management and for its 

colleagues. They should be always read to help to customers too.  

7. Supportive personnel management:- Personnel policies of organization should motivate 

employees to contribute more from their part. Top management’s philosophy should be clear towards 

Human Resource and its well being to encourage the employees. 

8. Encouraging and risk taking experimentation:- Employees should be motivated by giving 

them authority to take decision. This concept is risky but gradually it will bring expertise in employees to 

handle similar situation in future. It will help to develop confidence in employees mind. Organization can 

utilize and develop employees more by assigning risky task. 

9. Discouraging stereotypes and favoritism: - Management need to avoid those practices 

which lead to favoritism. Management and Managers need to give equal importance. Those people 

who are performing good they need to appreciate and those who are not performing well they need to 

be guided. Any kind of partial behavior should be avoided.  

10. Team Spirit: - There must be feeling of belongingness among the employees, and also 

willingness to work as a team.  

5.6.2 Importance of looking at the organization climate are: 

Looking at the organizational climate, which means taking a closer look at what is happening in 

and around in the HR scenario of the various organization. It is essential to work on because directly or 

indirectly this environment affects the organization and the employee. 

•  Environmental factors of HR are prime influencing elements of change in HR strategy. 

•  It gives HR professionals time to anticipate opportunities in HR area and time to plan 

optional responses to these opportunities. 

•  It helps HR professionals to develop an early warning system to prevent threats emerging 

out from HR scenario, or to develop strategies, which can turn a threat. 

•  It forms a basis of aligning the organization strengths to the changes in the environment. 

•  It enables the entry of the latest national/international HR developments. 

5.7 MEASURING HRD CLIMATE: 

HRD climate can be measured through the following: 

1. Economic condition  

An organization’s economic condition influences its culture in several ways. The more 

prosperous an organization is the more it can afford to spend on research and the more it can afford to 

risk and be adventurous. 



2. Leadership Style  

An organization leadership style plays a profound role in determining several aspects of its 

culture. An authoritarian style may make the organization’s culture characterized by high position 

structure, low individual autonomy, low reward orientation, low warmth and support and so on, or it may 

be opposite, like goal directed leadership. 

3. Managerial assumption about human nature  

Every act on the part of the management that involves human beings is predicated upon 

assumptions, generalizations and hypotheses relating to human behavior. There are two theories of 

behavior (Theory X and Theory Y). 

4. Managerial values and ethos  

The feeling of managers about norms and values what is good and what is poor as 

management practice. There are few dimensions on which it can be checked. They are – self-

awareness, risk-taking, participation, bureaucracy, equity, employee’s security and growth. 

5. Organization size  

A small organizations there are few levels of management, these are generally more amenable 

to democratic and participative functioning than big organizations. More open communication system in 

small organizations. Hence these organizations have a different type of climate than what are in big 

organizations. 

The HRD climate of an organization plays a very important role in ensuring the competency, 

motivation and development of its employees. The HRD climate can be created using appropriate HRD 

systems and leadership styles of top management. The HRD climate is both a means to an end as well 

as an end in itself. Perception about an organization’s goals and about decisions that a manager 

should take to achieve these goals comes not only from formal control systems but also through 

informal organization. Both the formal and informal structure combines to create what is called 

organizational climate.  

The term ‘climate’ is used to, designate the quality of the internal environment which conditions 

in turn the quality of cooperation, the development of the individual, the extent of member’s dedication 

or commitment to organizational purpose, and the efficiency with which the purpose becomes 

translated into results. Climate is the atmosphere in which individuals help, judge, and reward, 

constrain and find out about each other. It influences morale and the’ attitudes of the individual toward 

his work and his environment.  

5.8   SUMMARY 

For the success of every organization it is necessary to have an effective HRD climate in an 

organization. A good HRD climate can help in maintaining and building a better HRD structure which 

involves an equal distribution of responsibilities and authorities among the HR personnel. HRD climate 

is well practiced in Indian organizations giving the HR personnel knowledge to develop, how to develop 

and whom to develop. An organization Culture is defined as a system of shared values and beliefs that 

interact with an organization’s people, organizational structures, and control systems to produce 

behavioral norms.  

The Characteristics of a typical organizational culture would be Innovation and risk taking 



Attention to detail Outcome orientation People orientation Team orientation Aggressiveness and 

Stability. The organization climate has three components namely, General climate, OCTAPAC culture 

and HRD mechanisms. 

• The general climate items deal with the importance given to human resources 

development in general by the top management and line managers.  

• The OCTAPAC items deal with the extent to which openness, confrontation, trust, 

autonomy, pro-activity, authenticity and collaboration are valued and promoted in the 

organization. 

• HRD mechanisms measure the extent to which HRD mechanisms are implemented 

seriously. 

The organization climate consists of organization structure, culture and HR processes. 

The following factors may be considered as contributing to a conducive and people friendly 

HRD climate:  Top Management Style and Philosophy, personnel policies, HRD instruments and 

mechanisms, self renewal mechanisms and commitment of line managers. 

HRD climate can be measured through the following: Economic condition, Leadership Style 

Managerial assumption about human nature, Organization size and Managerial values and ethos. 

Organizational climate has been a popular concept in theory and research for some time and has 

received a great deal of attention in the past 25 years. Guion (1973) has stated that, “The construct 

implied by the term ‘organizational climate’ may be one of the most important to enter the thinking of 

industrial psychologists in many years”.  

5.9   GLOSSARY  

1. Organizational culture: means organizational traditions, customs, policies and method of 

working. Organizational culture has an impact on employee performance, learning and productivity. 

The organizations which expose their employees to new experiences and try to capitalize on employee 

strengths are creating a human resource asset which will benefit the entire society. Such organizations 

and their management deserve recognition from society and incentive from government. A good 

organizational culture creates an inner urge in employee to be productive, committed, involved, 

responsible, creative, and innovative and work for the satisfaction of individual, organizational' and 

societal goals. 

2. Organizational Climate: In contrast, climate refers to those aspects of the environment that are 

consciously perceived by organizational members. Perception is essentially an understanding based on 

the information obtained by senses such as eyes and ears. Hence, climate is something people see, 

hear and feel. That is why we see a difference when we enter a hospital, police station or a restaurant. 

In summary, climate is what we see and feel when we enter an organization, whereas, culture is 

something much deeper as bedrock. Thus the organization's climate highlights the organizational 

readiness in competing in a competitive environment. 
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5.12   MODEL QUESTIONS 

1.  Cite two examples from Indian organization and discuss the HRD practices done in 

these Organizations?  



2.  Effective climate leads to effective working. Explain the role of HRD in today’s 

organization?  

3.  What is HRD climate? Do you think it affects the working of employees in the 

organizations? Discuss its importance in today’s environment. 

4.  Culture is a part of organization climate. Discuss. 

5.  Outline the characteristics of an ideal climate. What contributes to the climate and how 

can it be measured.  

6.  Discuss the elements and components of organizational climate. 

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Openness 

2. Confrontation 

3. Trust 

4. Autonomy 

5. Proactivity  

6. Authenticity  

7. Collaboration 
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6.0   OBJECTIVES 

After reading this lesson, you should be able to understand-  

• Various aspects of HRD for workers.  

• HRD mechanisms for workers.  

• How to operationalize HRD for workers. 

• The various Developmental plans for workers. 

6.1 INTRODUCTION 

Industrial relations has become one of the most delicate and complex problems of the modern 

day industrial society. It is very difficult to imagine industrial processes and production without 

cooperation between the labour and the management. Thus it calls for mental revolution on the part of 

both the workers and the management to have faith in each other and act in a complimentary manner 

rather than in a competitive manner towards each other. 

The professional and managerial interest in the field of Human Resource Development (HRD) 

seems to have occurred only for over a decade now. A number of initiatives have been taken both by 

scholars and managers to propagate the values of HRD and initiate HRD systems in many companies 

both public sector and private sector.  

Most of the published work on HRD in public and private sector focuses on use of HRD 

instruments like Performance Appraisal, Potential Appraisal, and Training Role Analysis etc. for 



developing managerial resources. HRD for workers has been attempted only in a limited way and that 

too only recently. In recent years, the need for HRD for workers has been echoed both by professionals 

as well as academicians.  

While the need for HRD for a worker is voiced at different levels, there is very little that 

has been done in this area. There can be several reasons for such a trend:  

a)  An assumption that development of managerial resources itself should result in workers’ 

development through management techniques and style.  

b)  Workers’ constituency is a stormy area and any effort for HRD for workers will bring unions 

into focus.  

c)  Lack of integration between existing HRD and IR in many organizations.  

d)  Keeping HRD as a non-bargain able issue.  

e)  Prevailing IR climate in the organization.  

Despite this, it is now increasingly realized that workers constitute a major resource in any 

organization and therefore any neglect to develop and nurture this resource is likely to produce 

counter-productive results. It is also felt that for long, workers have been treated as property of trade 

unions and in the process they are alienated from management. 

Research has revealed that workers feel equally alienated from trade unions which over the 

years have developed into an oligarchic and bureaucratic institution. Such alienation both from 

management and unions have in general concentrated on their role as a protest organization and have 

done pretty little in the area of development for workers. Many management’s feel overwhelmed by 

existing labor laws and contend themselves by fulfilling their obligations under  labor laws and are not 

willing to examine the possibilities of going beyond statutory requirements and allocate resources for 

growth and development of workers. In this background, it is necessary to both the employees and 

trade unions to change their orientation and increasingly focus on developmental Issues.  

HRD for workers is quite different in content and processes than HRD for managerial 

staff 

• For example, some basic education and training has to be taken for granted in any HRD 

effort for managers but the same may not be the case when attempting to do HRD for 

workers.  

• Similarly, workers do not constitute a static group in the sense of their knowledge and 

skills.  

• Within workers group there are different categories of workers like skilled workers, semi-

skilled workers and un-skilled workers and each of these categories may require a 

different HRD input.  

• Similarly, different HRD programs may have to be designed for covering workers of 

different sectors. They are likely to be different in their meaning and content. For example, 

agriculture workers, construction labor, etc. will require a different kind of HRD effort to 

give them basic sustenance level unlike their counter parts in prosperous industrial sector 

who are much beyond sustenance level and for them the meaning and content of HRD 

would be much different.  



6.2 RATIONALE OF HRD FOR WORKERS: 

• Any developmental effort directed on particular groups of employees would be inadequate 

and their impact in the organizational growth and Development will be marginal unless the 

developmental efforts are directed to cover all sections of employees.  

• Even the most developed managers would find it difficult to achieve corporate objectives in 

the company of stagnant Alienated and demotivated workforce.  

• If competent and qualified managers could alone run the organization, workers would not 

have been needed.  

• In any organization, workers constitute 70-80% of the work force. If the organizational 

efforts are directed to develop this resource to unleash the latent potential in them, the 

organization will bloom with energy.  

• In many organizations, especially service organizations like banking, 80% of first level 

officers come from the ranks. In several other organizations, 40-50% of the first line 

executives come from workmen category. 

• Thus, development of workers assumes critical significance both for the present as well as 

the future.  

Several developments having long term consequences are taking place which require 

increasing attention to develop the workers. Some such developments are: 

1.  Emerging Public Sector : In a developing country like ours, public sector has come into being 

as a major instrument of economic and social transformation. Public sector seeks to achieve the 

commanding heights of our national economy. A major challenge to HRD in public sector is the 

heterogeneous composition of work force in so far as their education exposure and work 

attitudes are concerned.  

2. The ‘population mix’ : of workers category comprise workmen from socially disadvantaged 

groups, women and their category like physically handicapped and representations from 

religious minority groups. This makes use of HRD much more imperative as each group has its 

own assumption about the other and biases and prejudices based on consideration of caste, 

sex, language and religion calls for much more integrated effort to create cohesion in the work 

force.  

3.  Changing Profile of Working Class : The modem worker is no more• a dumb entity. Today, 

he is more articulate, demanding and knowledgeable. If the potential of modem worker is 

allowed to be developed, he is capable of graduating to new positions requiring better 

application of his knowledge and skills. Conversely if he is neglected and alienated, he can 

prove to be a big social liability. 

• Modern industrial worker is today much better compensated than perhaps, his brethren in 

other sectors. But his needs are now changing. 

• Together with this, the new worker has desired to say in organizational matters. The 

continued political pressure for workers’ participation in management is an additional factor 

which should make an organization to focus on developing all-round capabilities in workers 

which enables them to participate meaningfully in the matters concerning them.  



4.  Technological Change : The technological changes are forcing organizations to adopt new 

Structures and to adapt to new environment. Obsolescence of certain jobs due to technological 

up gradation will make it imperative for organizations to prepare workers with new skills and 

attitudes to cope with changes. Recent spurt in computerization calls for training, retraining and 

job shifting for workers. They also need confidence to adjust to technological revolution in view 

of confused talks about workers future in a new technological context. 

Apart from this, organizations must find ways to involve the whole person in the job so that work 

and life are related more meaningfully. In this context, it should be recognized that money alone is an 

insufficient motivator and work must be viewed with a sense of satisfaction. Therefore, the rationale 

and need for HRD for workers hardly need more emphasis 

6.3   HRD FOR WORKERS: 

HRD for workers is a process by which the workers are helped in a continuous and planned way 

to:  

a)  Develop occupational capabilities.  

b)  Develop intellectual, psychological, social and cultural aspects.  

c)  Develop higher level of achievement, motivation and self management skills, and  

d)  Develop confidence, initiative and entrepreneurship  

One result of development should be to realize the potential of people and help them to realize 

the various resources they have at their command, resources of personnel and individual strength as 

well as resources in the environment.  

The goals of HRD for workers are following:  

a)   Men at the centre of development  

b)   Delineation of man that he becomes the object of development.  

c)  Development of collective personality of workers.  

d)  Participation.  

e)  Self-reliance as the expression of workers owns faith in their ability.  

HRD for workers should increase the power of those who have traditionally been deprived of 

such power. This power in the context of creating confidence in workers to influence the course of 

action.  

   Activity I 

Find out the HRD practices followed by Tata and Reliance for their workers 

__________________________________________________________________________ 

__________________________________________________________________________ 

6.4 HRD MECHANISMS FOR WORKERS: 

As mentioned earlier, the focus, direction, content and mechanisms for HRD have to be 

different for workers than for managerial staff. 



This is because of; 

 the job requirement, 

 existing level of knowledge and competence,  

 Number of target groups to be covered etc.  

Therefore, in the traditional mechanism of HRD for managerial staff like Performance Appraisal, 

Potential Appraisal, and Role Analysis etc. cannot be replicated for workers who at a particular stage of 

their development may have limited utility for these mechanisms. It would be difficult to propose that 

worker, as a group will have common needs for development because in different sectors, the focus 

and direction of HRD for workers may be different. 

6.4.1 Types of HRD mechanisms for workers: 

Following mechanisms have been tried by Indian organizations for workers’ 

Development with considerable success.  

These mechanisms are merely illustrative and not exhaustive, as there may be many more 

ways to develop workers. All these mechanisms are linked with overall personnel policy in any 

organization.  

Human resource development for workers encompasses the following: 

1. Training 

2. Employee Welfare 

3. Quality Circles 

4. Work life  

5. Grievance  

6. Mechanism 

7. Participation Counseling  

1. Training  

Training in today’s times has become an absolute necessity. Organizations are spending 

increasing amounts of money to make sure that they have employees that are well qualified. “Training 

consists of planned Programs designed to improve performance at the individual, group, and/or 

Organizational levels” [Cascio]. By centralizing course development and delivery, training efforts can be 

expanded without increasing cost.  

• This happens when different business   Cultures are combined into cohesive units that 

focuses on the customer. Training is an important mechanism for workers development. 

For overall development and growth of workers, the direction of training effort need to be 

focused not only on job skills, but inter-personal skills, collaborative skills and team 

building skills. Besides this, skills in problem solving and self-management are also 

required. Routine training programmes for upgrading only technical competence of 

workers have limited value for overall growth and personality development of the worker. 



• Government of India in 1957 formulated a scheme of workers’ education with the objective 

of developing strong and more effective trade unions through better-trained Officials and 

more enlightened members.  

• The National Commission on Labor had proposed to improve the scheme in view of 

several gaps in the existing scheme. One of the main lacunae of this scheme has been 

that its entire focus has been to develop trade union leadership rather than development of 

workers as an individual in all aspects.  

• The effort in training has to be basically an institutional effort, Depending upon the actual 

training needs of workers in the technological context of a particular industry. More often it 

is presumed that technical training by itself will create all-round competence amongst 

workers but that would be taking a narrow view. Behavioral training is equally important to 

develop inter-personal skills and also skills to help them in improving quantity of their life in 

general. 

2. Counseling  

• Counseling is an important mechanism to provide timely guidance to workers and help 

them learn from their own mistakes.  

• The counseling effort needs to be well meaning and serious and it is preferable if it is 

initiated by trained counselors.  

• Timely counseling can help avoid many conflict situations and eventually help workers 

both in their personal and job life.  

• Many Indian companies have trained counselors, who work full time and extend 

counseling services to workers. 

• Larsen and Toubro, and Voltas are two companies in private sectors that have taken 

significant initiative in this Counseling services may be extended to the personal and family 

life of workers. Counseling to help a worker to plan the careers of his own children can 

have high motivational value.  

3. Participation  

• Workers’ participation in management is a very potent mechanism for all round growth of 

workers and also all round growth of companies. Pitiably, however, not much has either 

been initiated or achieved in this direction. Partly the problem is that the scheme of 

workers’ participation in management is always pushed by statutory mechanisms and to 

that extent it is considered as coercion from the government. 

• The overall industrial relations environment and the inter-union rivalry add to the problem. 

In this atmosphere, the employers have mostly played safe. Failure of the institutions of 

Work Committee and Joint Management Councils are examples of inadequacy of 

governmental interventions.  

• Research findings reveal that worker director scheme even in white collar industry like 

banks have hardly created any positive climate in industrial relations. 

• One of the important reasons for the cynicism amongst employers about any participation 

mechanism seems to be lack of experimentation in this area 



• A handful of companies have however experimented though in a limited manner, the 

participation of workers in the affairs of management.  

4. Employee Welfare  

• The issues related to welfare are very much germane to the overall development of 

workers, both their physical being and psychological being.  

• Employee welfare programmes create a sense of belonging and adequacy that benef its 

the organization in the long run.  

• In a highly inflationary economy like ours, the wages are barely adequate for day-to-day 

sustenance of workers.  

• Unless adequate welfare programmes exist in the form of educational subsidies, health 

and medical benefits etc. workers are likely to languish at the present level and quality of 

their life is likely to suffer.  

• What are required in welfare programmes are the concern and the pro-activity for worker 

welfare. Voluntaries are the hallmark of pro-activity in welfare programmes. 

• Most welfare programmes for industrial workers are in the form of statutory labour laws.  

• The development of workers can be actuated by proactivity on the part of employers in 

initiating welfare programmes that are in consonance with the emerging needs of workers.  

• Tata Iron and Steel Co. (TISCO) is the finest example of pro-active initiative ort the part of 

house of Tata’s. 

• In the field of labor welfare, they have introduced almost all the welfare schemes like eight-

hour working day, free medical aid, schooling facilities for children, leave with pay, 

provident fund scheme, workmen compensation scheme, medical benefit, profit sharing 

benefit, retirement gratuity etc. much before the statutes came into force.  

5. Quality of Work Life  

• For overall development of workers, only good wages and service conditions are not 

adequate. Equally important is the environment in which they work.  

• This mostly relates to physical environment such as heating and air-conditioners, lighting 

and safety and general aesthetic atmosphere in the organization. 

• Quality of work life is focused generally on these aspects and also on other motivational 

factors such as flexibility in working hours, autonomy and discretion in the performance of 

jobs and the very nature of the work etc. One good initiative was taken by a public sector 

undertaking Bharat Heavy Electricals Ltd (BHEL) some years ago, which undertook 

initiative in improving quality of work life.  

6. Quality Circles  

• Quality Circle is a small group activity where in a small group of employees on voluntary 

basis meet periodically to discuss work-related problems.  

• Experience with quality Circle in Japan and elsewhere is very encouraging in terms of 

involvement of workers in the work-related matters and psychological satisfaction 



• In a last few years, many companies, both in private sector and public sector have 

experimented with Quality Circle and the results are very encouraging.  

• In fact, Quality Circle is an important HRD mechanism for the involvement of workers at 

the grass root levels.  

• Organizations like JK Jute, Bharat Electronics, BHEL, HMT etc. and some service 

Organizations like banks have experimented with Quality Circles in recent years.  

7. Grievance Mechanism  

• In large organization, there is a tendency to ignore the grievances of workers and many a 

times, individuals are not encouraged to put-forth their grievances and the only mechanism 

to deal with workers grievance is through trade unions.  

• Absence of timely disposal of grievances is creating a sense of frustration and eventual 

conflict in the organization.  

• Many developmental efforts become counterproductive on the aggrieved groups of 

workers and therefore, a quick system of grievance redressal is a developmental 

mechanism.  

• It requires initiative in developing skills in first line supervisors and others in handling day- 

to-day grievances. 

• Some companies like TISCO have elaborate grievance redressal machinery, which has 

the record of successful functioning.  

Self Assessment Question 

HRD for workers is a process by which  the workers are helped in a continuous and 

planned way to ............................. 

1. Develop occupational ................................................................ 

2. Develop intellectual ................................................................... 

3. Develop higher level of............................................................... 

4. Develop confidence ................................................................... 

 

6.5 Operational zing HRD for workers: 

On the basis of the foregoing discussions, it is proposed that following initiatives need to be 

taken by management for initiating HRD for workers:  

1.  Creating a developmental Climate  

2.  Developing developmental style of leadership amongst all the managers  

3.  Legitimizing the role of unions in traditionally ‘non bargain able’ issues  

4.  Continuous interaction and dialogue with unions in identifying and prioritizing areas of 

HRD for workers. 



6.6 DEVELOPMENTAL PLANS FOR WORKERS: 

As learnt earlier, now we know that the basic premise behind HRD for workers is to develop 

them at levels continuously so that their contribution towards the organization is optimized during their 

stay. It becomes all the more important in the light of the globalized and liberalized business 

environment with organizations paying a lot of importance to worker development. Let’s find out the 

various the areas of focus for worker development.  

• Worker improvement and skill development, 

• Deeper and better understanding of the goals and objectives of the organization in the 

constantly changing context in which the organization is operating, 

• Personal growth and motivation management, 

• Family and social responsibilities, 

• Values and attitude development. 

1. Work and skill development: 

Most of the organizations today are paying a lot of importance to developing the skills of the 

workers which are directly related to his work and helps him in improved and higher productivity over a 

period of time. Some of the most commonly used techniques are training, quality circles, multi skilling, 

job rotation etc. These methods have been discussed in detail in some chapters. These methods are 

well established and accepted in most of the organizations the world over. 

2. Organizational understanding: 

In order to increase the commitment and citizenship behavior amongst the workers it is 

important that they be made to understand the following: 

• The organization’s mission, vision, objectives, goals, policies, procedures and practices, 

• The working, the functions, the products and services being offered,  

• The markets they cater to,  

• The pricing strategies, 

• It’s corporate level strategies of growth expansion diversification, mergers takeovers joint 

ventures, amalgamations etc, it’s business level strategies of low cost, focus or 

differentiation strategies etc., it’s functional level strategies pertaining to human resources, 

marketing, finance and production etc. 

The logic behind this information would be to increase their sense of belongingness towards the 

organization and it would also enhance their understanding of the affairs of the organization. 

3. Personal growth and development: 

Of late  some of the more progressive and enlightened organizations are giving importance to 

the personal growth and development of the workers apart from giving them work related trainings from 

time to time. This has in fact shown positive results in many ways. Like when the organization is 

motivating them, talking to them on personal matters relating to their spouses and children, they feel 

they are being cared for. This automatically improves their performance at the workplace as their 

personal matters are taken care of. Moreover the organizations have started feeling that counseling 



and mentoring the workers on their personal matters pays them long term dividends in the form of 

reduced worker turnover and absenteeism which are a major hindrance to smooth functioning of the 

organization. 

4. Family and social responsibilities: 

Another important area apart from worker HRD is HRD for the family of the workers. As they 

belong to lower strata of the society and lack the basic amenities and facilities to develop their children 

and spouses, it becomes the responsibility of the organization to take care of this aspect. The 

organizations are today laying emphasis on providing the basic primary and secondary education to 

their  children apart from imparting them some vocational training and guidance to help them earn a 

living in the long run , this way the workers are free from the stress and the burden of providing their 

children with the growth and developmental opportunities. Under the corporate social responsibility 

programmes, the organizations also undertake adult literacy campaigns for the workers family. This 

helps them in at least looking after themselves and save them from being exploited by the society. The 

organizations are also providing day care and schooling facilities for their children when their spouses 

are away for either education or training or work related purposes. 

5. Values and attitude development: 

Inculcating the right kind of values and positive attitudes amongst the workers and their families 

can go a long way in building up a better society. Because an honest workforce with good ethics and 

values is the most valuable asset for any organization. The focus should be on developing individuals 

who can contribute to the well being of both the society and the organization apart from his own 

personal growth and development. This can be done by showing them inspirational movies or videos 

from time to time about the significance of good values and attitudes in one’s life. As we are all part of a 

society and our lives are interdependent, good deeds of others are bound to have a positive impact on 

our personal as well as professional lives and vice versa. This can be also done by inviting some 

dignitaries from the corporate world to share their experiences with the workers and a lot of 

motivational and inspirational talk which will impact their thinking in some way and help them in 

becoming better and more productive workforce with positive energy and thoughts.   

All the above mentioned methods of developing the workers will produce positive results for 

both the workers and the organization in the long run. 

6.7 SELF-MANAGED TEAMS AT THE SHOP FLOORS: LATEST TRENDS IN WORKER HRD 

INITIATIVE: 

Dealing with labor issues has always been a daunting task for companies. In the last few years, 

corporate India has been witness to some of the ugliest sides of worker unrest. It's here that a concept 

called self-managed teams (SMTs) is now finding acceptance among a growing tribe of manufacturers. 

With Dr Reddy's Laboratories and PepsiCo India being some of the early adopters of SMT, a few large 

corporate  houses like the RPG Group are now warming up to the concept. 

An SMT obviates the need for a supervisor and it largely consists of people managing the 

facility by themselves. Around 500 people are working on this principle at RPG Group Company Ceat's 

tyre factory at Baroda. 

Here's how it works: The work schedule is defined by the planning department based on a fixed 

product mix. The schedule is forwarded to individual workers. Besides, there is a maintenance 



engineering department which swoops in whenever there is a machine breakdown of any kind. So the 

worker deals with the planning and maintenance departments directly, thus eliminating the need of a 

supervisor. This essentially brings down costs as well. 

Workers are trained on how to hold meetings and plan their work accordingly. There are charts 

on the machines which tell them about the goals and the actuals. If the actual is lower than the goal, 

then a gap analysis is done to find out the root cause, followed up with corrective action. Disciplinary 

rules are also self-managed here, while appraisals are based on deliverables. So there is no room for 

ambiguity. 

"Even some of the best run companies are facing huge labor problems. SMTs are an innovative 

way of dealing with the issue," said Arvind Agrawal, president (HR), RPG Enterprises. He further 

added, "The workers are young people who have passed out of class 12. We pay for their educational 

up gradation also. We don't want them to spend their life on the shop floor. So during weekends and 

evening hours, they attend classes to become diploma holders. We push some of those who are 

diploma holders to get engineering degrees. Our idea is that these young workers explore arenas 

beyond the shop floor. That way, there is a constant churn on the shop floor." 

Since there is no supervisory cadre, there is empowerment. "We tell them you are not merely a 

cog in the wheel. This brings about a lot of responsibility among individual workers," said Agrawal, 

whose belief is that in the long run all human beings need careers and want to grow. 

Ceat, which has pumped Rs 100 crore into this plant, found that productivity levels had shown 

an improvement. "Initially, there were hiccups and the top management had to equally have the 

confidence. But now, it has been stabilized. Encouraged by Ceat's success, the group wants to make 

this a norm in any new establishment," said Agrawal. Pepsi Co India had in 2005 started the initiative of 

SMTs at Palakkad with the intent of empowering teams at the shop floor, driving ownership within 

workmen and establishing a workmen-led line management. "A clear benefit of this practice is that it 

ensures participative management with the ownership of a spectrum of issues - ranging from day-to-

day and ongoing to complex ones - resting entirely with the shop floor teams," said a PepsiCo India 

spokesperson. 

Dr Reddy's Laboratories, on the other hand, was the pioneer of this concept when it started 

SMT in Yanam (Pondicherry) in 2002. "The concept of SMT is based on the inherent belief that 'people 

are good and capable'. A self-managed team is a group of empowered, self-managed and committed 

individuals who plan, organize and manage all the day-to-day activities in a manufacturing facility. Their 

areas of operations include managing the entire gamut - manufacturing, packaging, quality control and 

assurance, warehouse management, and engineering," the company said. 

Dr Reddy's Laboratories has implemented SMT at all its new plants. 

Experts believe it would do companies good if SMT is implemented at the workplace as well - a 

radical thought, but not entirely impossible in certain sections where supervisory levels have limited 

scope. 

The SMT’S are indeed a step towards the democratization of decision making at the workers 

level and ensues the following advantages both to the workers as well as to the organization. 

• With mostly workers running a plant, an SMT obviates the need for a supervisor, which 

saves o lot of cost to the organization as well. 



• The individual workers get a schedule based on fixed product mix, with maintenance 

department standing by for their support. 

• The workers are trained to hold meetings to plan work on a daily basis, add the charts on 

the machines inform them about any shortfall in the output. 

• In case of a fall. A gap analysis is done followed by remedial action with appraisals abased 

on deliverables. 

 (Source:  Namrata Singh, self managed teams take to shop floors, The Times of 

India, Saturday, July 20, 2013.) 

An important question emerges out of the above discussion, does the genuine concern for the 

workers and the implementation of HRD mechanisms for their welfare actually results in avoiding 

worker unrest, strikes lockouts etc and can save a huge amount of resources of the organization in the 

form of men money material machine man-hours etc. 

Some of the companies that faced labour unrest in the recent past are: 

• Maruti suzuki’s plants 

• Bosch’s Bangalore unit 

• Moser Baer’s Noida plant 

• Hyundai & Nokia’s Chennai units 

• Bajaj Auto’s Pune facilities 

• M&M’s Nasik unit. 

6.8   SUMMARY 

In a country like India, there is a vast reservoir of latent talent in workers which if nurtured and 

chiseled carefully can increase organizational synergy. Creation of necessary ‘climate’ for development 

is, however, a prerequisite. Both management and trade unions have to shed their traditional role 

towards workers and show progressive attitude. For the success of every organization it is necessary to 

have an effective HRD climate in an organization. A good HRD climate can help in maintaining and 

building a better HRD structure, which involves an equal distribution of responsibilities and authorities 

among the HR personnel. HRD climate is well practiced in Indian organizations giving the HR 

personnel knowledge for to develop, how to develop and whom to develop. Several developments 

having long term consequences are taking place which require increasing attention to develop the 

workers. Some such developments are:  Emergence of the public sector, changing worker’s profile, 

changing population mix, and of course the technological renaissance which has impacted the life of 

the workers in innumerable ways. The various the areas of focus for worker development.  

• Worker improvement and skill development, 

• Deeper and better understanding of the goals and objectives of the organization in the 

constantly changing context in which the organization is operating, 

• Personal growth and motivation management, 

• Family and social responsibilities, 

• Values and attitude development. 



HRD for workers is a process by which the workers are helped in a continuous and planned way 

to:  

a)  Develop occupational capabilities.  

b)  Develop intellectual, psychological, social and cultural aspects.  

c)  Develop higher level of achievement, motivation and self management skills, and  

d)  Develop confidence, initiative and entrepreneurship. 

Human resource development for workers encompasses the following: 

1. Training 

2. Employee Welfare 

3. Quality Circles 

4. Work life  

5. Grievance Mechanism 

6.   Participation  

7. Counseling  

Introduction of self managed teams at the shop floor is the latest trend in diversifying the HRD 

initiatives for the workers.  

Thus HRD for workers basically aims at empowering the workers on various fronts which they 

were deprived of earlier. And this initiative of encouraging workers participation in management through 

various forums proves to be quite useful for both the organizations as well as the workers. Also the 

increased focus of ISO 9001 and ISO 9004 ON employee oriented organizations has given a further 

boost to improve the workers developmental plans   and programmes to enhance their participation and 

productivity. 

6.9   GLOSSARY 

1. Training: in today's times has become an absolute necessity. Organizations are spending 

increasing amounts of money to make sure that they have employees that are well qualified. "Training 

consists of planned Programs designed to improve performance at the individual, group, and/or 

Organizational levels". By centralizing course development and delivery, training efforts can be 

expanded without increasing cost. 

2. Counseling: It is an important mechanism to provide timely guidance to workers and help them 

learn from their own mistakes. The counseling effort needs to be well meaning and serious and it is 

preferable if it is initiated by trained counselors. Timely counseling can help avoid many conflict 

situations and eventually help workers both in their personal and job life. 

3. Workers' participation in management: it is a very potent mechanism for all round growth of 

workers and also all round growth of companies. Pitiably, however, not much has either been initiated 

or achieved in this direction. Partly the problem is that the scheme of workers' participation in 

management is always pushed by statutory mechanisms and to that extent it is considered as coercion 

from the government. 



4. Quality of Work Life: For overall development of workers, only good wages and service conditions 

are not adequate. Equally important is the environment in which they work. This mostly relates to 

physical environment such as heating and air-conditioners, lighting and safety and general aesthetic 

atmosphere in the organization. Quality of work life is focused generally on these aspects and also on 

other motivational factors such as flexibility in working hours, autonomy and discretion in the 

performance of jobs and the very nature of the work etc. 

5. Quality Circles: Quality Circle is a small group activity where in a small group of employees on 

voluntary basis meet periodically to discuss work-related problem. 
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6.12   MODEL QUESTIONS 

1.  Cite two examples from Indian organization and discuss the HRD practices for workers 

done in these organizations?  

2.  Effective climate leads to effective working. Explain the role of HRD in today’s 

organization?  

3.  Discuss how HRD for workers is different than HRD for managers.  

4.  Discuss how the seven HRD mechanisms suggested in this unit contribute to competency 

development and motivation development of workers and also in developing a healthy 

organizational climate.  

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Capabilities 

2. Psychological, social and cultural aspects. 

3. Achievement, motivation and self management skills, and 



4. Initiative and entrepreneurship 
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7.0  OBJECTIVES 

After going through the lesson, you should be able to understand: 

• The HRD  interventions in government organizations and in public sector 

• The contextual basis of HRD initiatives in these organizations. 

• Why the HRD systems in the PSU’s is at the cross roads 

• What are the issues and challenges in front of the HR in the public sector. 



OPENING CASE: 

STEEL AUTHORITY OF INDIA LIMITED (SAIL) 

SAIL is the biggest industrial company with assets worth Rs. 6,000 crores and employees 

numbering 2,50,000. The new Chairman who took over in 1985, found in his diagnostic efforts that 

SAIL’s manpower is its biggest strength but it has not been but to full use. He got a feeling that SAIL 

has become a bureaucratic organization and its image could befar better and its employees can do a 

lot more, the result of which will have an impact on the country’s economy. He initiated a series of 

internal discussions involving a large number of executives to reflect and work out priorities for action. 

This internal mobilization of human resource led to the identification of priorities which included the 

41improvement in work culture, capacity utilisation, productivity, control of cost and customer services. 

Work culture was sought to be improved through team work, information sharing, human touch, job-

enrichment, discipline, operational consistency and development of employees. The `Priorities or 

Action’ became a kind of an OD intervention to bring about a new culture in the organisation. A new 

performance appraisal system was designed with development and differentiation of performance as 

objectives. The new appraisal system is very such of a HRD oriented system requiring offices to 

identify tasks and targets every years, anticipate constraints, plan actions to overcome them, review 

performance, identify developmental needs and counsel poor performers to help them develop. Thus 

without bringing in any structural changes like adding new departments SAIL is set to evolve a new 

culture that value human beings at work. 

7.1 INTRODUCTION:  

The government of any country plays a very significant role in the development of the nation 

more so in the case of developing countries like India, which has just turned 66 after freedom from the 

British rule.  

More than six decades later, India is still struggling to make a mark for itself. Though we have 

made considerable progress in almost all the spheres, but still we have a long way to go to meet the 

standards of the developed world. Despite of being the second largest in terms of population or we call 

it human resources we have not been able to harness the talent and the potential of our people.  

 Unlike a small country like Japan which has risen out of the ashes like a phoenix from the 

Hiroshima and Nagasaki bombing, without any natural resources at its disposal. How was it possible? 

Well, thanks to the hardworking and the most ingenious human resources at their disposal this has 

turned the tables in their favor and consequently their fortunes. 

 Today Japan is the most industrialized nation in the world, churning out one business product 

each business day, due to the sheer ingenuity of their human resources more than anything else. And 

rest they say is history, today the whole world looks up to a Japanese product and buys it without 

thinking twice or even batting an eyelid.  

Simply because they are sure of the quality of its products. Nobody can beat them in 

technology. Do you think all this would have been possible without the support and cooperation of their 

government? Of course not. It would not have been possible at the least. Similar is the case of the 

Dragon, or our Chinese counterparts.  There also the government has taken upon itself the 

development of the nation and their efforts are there for all of us to see, admire and stare in envy and 

awe. The government in Japan and China has adopted a strict carrot and stick policy apart from 

encouraging public private partnerships in all the spheres. 



Before proceeding further, let’s have a look at the comparative picture of the developing and the 

developed countries. 79 percent of the world’s population lives in the developing countries and their 

contribution to the world GDP is a mere 20 percent. Now hold your breath and see that the 21 percent 

of the population living in the developed countries is contributing a whopping 80 percent to the world 

GDP. Well, that says it all. it is their human resources who are par excellence and their  potential and 

capabilities have been optimally utilized. The role of the respective governments cannot be 

underestimated. Thus it is very clear that a government of a state has a crucial role to play in the 

development of an economy. 

7.2 HRD IN GOVERNMENT ORGANIZATIONS: 

Thus, Government support is the most important precondition for economic development. But in 

most of the developing countries like India,. Corruption is a barrier to efficient HRD.  

Nevertheless Investments in education and training have played a key role in the developing 

countries. Comprehensive reforms are needed in public personnel management in the direction of 

attracting, retaining, developing and utilizing competent employees. In setting priorities and policies, 

governments do not operate in a vacuum. It is important to acknowledge that some external pressures 

may influence government. 

HRD is now very much at the heart of development debate. Many international agencies and 

regional bodies have conceptualized HRD and described the role and priorities of government in HRD 

as they perceive it. One dilemma is that although economic and social development programs need to 

be considered as long term initiatives  

7.2.1 Role of HRD in government in India: 

In case of India the onus of development is more on the government, as it has taken upon itself 

the role of a welfare state. After independence we have adopted the five year plans to revive the 

economy in a phased manner as the Britishers left our economy limping in shambles. it is worth giving 

due credit to their efforts that today India has been able to carve a niche for itself  on the  global  

landscape. 

The government in our country acts as a planner, regulator catalyst, controller and investor. The 

policies and the practices of the government has a direct bearing on the nature and the direction of 

HRD initiatives at the central , state and the  district level with regard to the administrative machinery 

and the public sector organizations. The other sectors of the economy are also directly or indirectly 

impacted by the HRD activities of the government, as ours is a partially controlled economy with the 

government regulating the activities of the private sector organizations as well. 

The HRD in government can be broadly understood from two perspectives namely: 

1.  The HRD activities in the various ministries, departments and government agencies. 

2.  The role of the government at the macro environmental level, the policies and conditions 

which affect HRD in various other organizations. 

7.2.2 Objectives of HRD in government: 

According to K. M. Mathur, the basic objectives of HRD in government administration systems 

are: 



1. To impart training to the administrators or civil servants to carry on their duties with a lot of 

precision and clarity; 

2. To prepare them for the new tasks and challenges which would be  coming in their way in 

this dynamic and ever changing environment; 

3. To help them in developing resistance to the danger of becoming mechanized by 

visualizing what he is doing in a wider setting and by continuous perseverance with his 

own educational development; 

4. To develop their capacity for higher levels of assuming authority and responsibility; 

5. To develop and maintain staff morale particularly because of the nature of the routine jobs; 

6. To inculcate the right attitude of serving the society and being its servants and facilitators 

rather than becoming its master; 

7. To sustain the human touch not only in direct personal communication but in indirect 

communications with the public at large. 

Thus the HRD initiatives for the administrators at the central, state and the district level aim at 

not only preparing the leaders for today but for the future. This calls for a lot of training and 

developmental activities on continuous basis. This will in fact keep them on their toes and will enhance 

their performance and efficiency in discharging their duties with utmost commitment and loyalty. This 

will indeed lay down the foundation for a better society. Of late the government has increased the 

financial outlay for the developmental and training inputs for the administrators. 

In fact HRD in administration is a significant part of macro level human resource planning, the 

absence of which will lead to the achievement of neither the personnel requirements nor the overall 

goals effectively. The human resource planning involves four basic steps; 

a) Planning for future needs, 

b) Planning for future balance.  

c) Planning for recruiting and selecting, 

d) Planning for development. 

The most important being the planning for development aims at increasing the current and the 

future capabilities of the administrators to shoulder their responsibilities effectively and efficiently. 

7.2.3 HRD development in government systems: 

The evolution of HRD in the government system can be traced to the following initiatives: 

• Paul Appleby from the US public administration recommended the need to transform the 

existing system of administration from the colonial to a developmental one. However not 

much was done in this regard. 

• The administrative reforms commission of 1967 emphasized the importance of better 

systems and training and development which led to the setting up of administrative 

reforms cell, within the home ministry first and then  in the personnel department. Three 

activities were strengthened: 

• Nomination of more officers for training within and outside the country, 



• Computerization of manpower data, 

• More systematic postings for specialized assignments. 

• The Indian institute of management Calcutta and Ahmadabad was started in 1962. 

The Indian administrative service recruits were given management training and 

subsequently this was introduced for the training of other public systems like income 

tax, postal services and the police services. 

• A formal ministry of HRD was set up in 1985 when it was realized that it was high 

time we act on our shortcomings. 

• With this renewed emphasis on HRD , the ministers and  the secretaries of the 

government were deputed to  attend a variety of training and development 

programmes being initiated and conducted by institutes like, Tata management 

training institute, XLRI Jamshedpur, IIM’s etc which made  considerable effort in this 

regard. 

Self Assessment Question 

FILL IN THE BLANKS 

Some of the HRD initiatives in govt organizations are as following; 

 

1   ............................... all the activities required to accomplish the final or intermediate goals of 

the organization are identified. 

2    ............................... the functions or the tasks to be   performed are identified. 

3    ..........................................clarifies the role and role of the job incumbents. 

4  ...............................................The competencies which are critical to the performance of the 

tasks or the job are called critical attributes. 

5   .......................................In   order  to   find  people   to   take   up   higher responsibilities in 

the future, it is important to identify the people who possess those critical attributes, and train 

and develop them accordingly which are one of the major objectives of any HRD initiative in the 

organization. 

6  ............................................................is a method of planned change by which an 

organizational health and effectiveness is diagnosed and relevant interventions are applied to 

improve the existing system. 

 

7.2.4 Current systems of HRD in government: 

The government has adopted the following HRD mechanisms: 

1.  Training: 



The direction of socio economic development of the nation, the nature, size and the variety of 

developmental plans etc determines the training and development needs of the nation. Today 

India is one of the largest democracies in the world and is leapfrogging towards the future with a 

lot of panache and dedication. Thanks to the efforts put in by the government of India in 

imparting rigorous and vigorous training and developmental opportunities to the people at the 

helm of affairs in the government who are directly responsible for implementing the policies for 

the country’s welfare and growth. Today they have come a long way from a very few to a 

number of reputed training institutes at various levels to impart training to the new recruits, to 

the in service administrators for brushing up their existing knowledgebase and updating them to 

meet the challenges of today and tomorrow  for the nation. 

2. Job Rotation: 

The move away from purely generalist training on history, constitution, procedures etc towards 

specialized training, has made possible more purposive job rotation possible. People who 

upgrade their education during their tenure are rotated on more specific assignments to exploit 

their newly acquired knowledge for the benefit of the organization as well as the individual who 

is rewarded for developing himself and educating himself as per the latest requirements of the 

job. This enables him to be more self confident and a capable person on the job, besides 

motivating others to follow suit in the same direction.    

3.  Data bank: 

Computerization has led to the digitization of the personnel data bank which helps the 

government to keep track of the manpower requirements at all levels and helps them to 

maintain equilibrium between demand and supply of manpower in the government 

organizations.  

4. Manpower forecasting: 

Certain initiatives have been taken by the government in this regard; 

a) Voluntary retirement scheme,(VRS )has been introduced to reduce the burden of 

manpower in the government sector. 

b) Compulsory retirement scheme (CRS) has also been introduced to check manpower 

overflow in the organizations. 

c) Additional workload is sought without increasing the manpower. 

d) Use of information technology has helped in eliminating the routine jobs apart from 

systemizing the various functions. 

e) More autonomous bodies are formed to lessen the impact of bureaucracy on the 

functioning of the government bodies. 

f) Further, deli censing, decontrol and deregulation has eased out the functioning of the 

various governments which were earlier always trapped into it. 

5. Performance appraisal: 

The modern methods of performance appraisal has not yet caught the fancy of the government 

organizations as they are still relying on the age old methods of annual confidential reports  which are 



mainly used for evaluation of performance and promotions rather than for identifying their training and 

developmental needs. 

7.2.5 A New approach to an integrated HRD system in government administration: 

As we know by now that HRD is primarily concerned with ensuring that the right and competent 

people are doing the right things as they are well equipped with knowledge skills, attitudes and 

capabilities to perform their duties with utmost care, there is a need to adopt a more integrated HRD 

system in the government organizations to make them more effective and efficient. Some of the newer 

HRD mechanisms which can be used to improve the efficiency of government organizations are: 

• Activity analysis, task analysis, role analysis 

• Identification of critical attributes 

• Performance appraisal 

• Potential development 

• Training 

• Organization development 

1. Activity analysis, task analysis, role analysis: 

In activity analysis all the activities required to accomplish the final or intermediate goals of the 

organization are identified.  

In task analysis the functions or the tasks to be performed are identified.  

Role analysis clarifies the role and role of the job incumbent.  

But unfortunately these activities are neglected in the public service organization which leads to 

chaos and non accomplishment of the organizational goals and objectives. These are in fact 

very important to be undertaken in order to enable the individuals to perform better. 

2. Identification of critical attributes: 

The competencies which are critical to the performance of the tasks or the job are called critical 

attributes.  And these are to be possessed by the job holder for efficient working. The 

identification is done before recruitment so that right candidates are attracted towards the 

particular job requiring a particular set of critical attributes necessary for the job. This becomes 

all the more important in the government and public sector organizations. 

3. Performance appraisal: 

The most underutilized HRD mechanism in government is the performance appraisal system 

which is relying on the old methods of evaluation only and do not contribute towards identifying 

the strengths wand weaknesses of the persons. They are then not prepared for future 

assignments as they are not aware of the areas for further development. The government 

sector needs to take a lesson or two from their private sector counterparts to include modern 

methods of performance appraisal like management by objectives, 360 degree appraisal and 

performance  counseling which will not only evaluate their current performance  but will also 

identify their  training and developmental needs. 

4. Potential development: 



In order to find people to take up higher responsibilities in the future, it is important to identify 

the people who possess those critical attributes, and train and develop them accordingly which 

are one of the major objectives of any HRD initiative in the organization. 

5. Organization development: 

OD is perhaps the most neglected HRD mechanism in the government sector. This is because 

of the large bureaucratic structure and the typical babu culture of the government organizations 

which do not undertake planned change initiatives in their organizations. OD is a method of 

planned change by which an organizational health and effectiveness is diagnosed and relevant 

interventions are applied to improve the existing system. 

7.3   ROLE OF HUMAN RESOURCE DEVELOPMENT IN PUBLIC SECTOR: 

In simple terms, HRD is concerned with the development of the human resource function in an 

organization. The term Human Resource development involves mainly two terms – Human resource – 

which consists of the total knowledge, creative abilities, skills, talents and aptitudes of an organization's 

work force, as well as the values, benefits, and benefits of an individual involved in the organization. 

Development on the other hand involves enhancement of the skills and abilities of the employee 

in the present job as well as making him capable of doing so in the future assignments too. 

Importance of HRD  

The core essence of HRD is to bring out the best in employees. It refers to making the people 

capable of bringing out all the capabilities inside them for a particular job they hold there by developing 

the organization as whole. This will be possible only when the employees have to develop their 

capabilities in side them for the higher productivity or performance. This will only be possible when they 

have high skills, knowledge, and a positive attitude towards the work as well a good working 

environment also. 

HRD aims at maximizing the potentialities of the general work force as a whole. This involves 

integration of the individual work goals with that of the company goals and improving the individual 

performances. In order to achieve the goal of optimization of resources the organization should give in 

positive work environment as well as working opportunities. 

Evolution of HRD  

The evolution of HRD was when L&T had started a separate HRD department. Later the 

National HRD network institute was created by eminent academics, professionals and CEOs of the 

country for providing a forum for sharing experiences and learning from each other by introducing the 

concept of networking. One major factor for the growth of human resource development has been 

found as knowledge dissemination. 

Major HRD mechanisms or tools  

• Performance Appraisal – It is used to as a mechanism to understand the difficulties 

/weaknesses of the subordinates and help/encourage them remove all these and realize these. 

Other objective is to to identify their strength’s and weaknesses of the subordinates too and to 

provide a positive environment and help them to understand their positive attitudes. 

• Career Planning – In HRD, corporate strategies and business expansion plans should not be 

kept secret. Long term plans of the organization should be made transparent employees .Most 



individuals want to know their career growth and other possibilities. Hence the managers 

should transform the organization plans to the employees, thus making way for the employees 

to plan their growth possibilities accordingly. 

• Training – The training is directly linked with the career growth and appraisal of the employees 

as such. Employees are given on the job training as well as off the job training. 

• Potential Appraisal and Development – The capabilities should be developed within the 

employees to grow /perform new roles & responsibilities by themselves continuously. A 

dynamic and growing organization needs to continually review its structure and systems, 

creating new roles and assigning new responsibilities. 

• Rewards – Rewarding employees is a significant part of HRD. By this the organization helps in 

motivating & recognizing the employee talents as such. It also helps in communicating the 

values of the organization also. 

• Employee Welfare - HRD systems focus on employee welfare and quality of work life by 

continually examining employee needs and meeting them to the extent possible. 

• Organization Development – A continuous effort is maintained to maintain the development of 

the organization as whole .This may be mainly through research methods and all, where in 

possible development in specific areas may be reviewed and corrective action may be taken. 

• Feedback and Performance Coaching – This is the responsibility of the supervisors to 

continuously monitor the employee performance and review and provide necessary 

suggestions to improve them. 

Thus, HRD is a major function of human resource management (HRM). The HRD area consists 

of three primary functions—training and development, organizational development, and career 

development. It is critical that the HRD function recognize its value to the organization in relation to the 

strategic planning process and the opportunity to provide a true competitive advantage to the 

organization through its sustained and continuous development of its most important asset—its people. 

7.3.1 HRD in PSUs at Cross Roads: 

HR Management in Indian PSUs had a great past and currently at cross roads in spite of some 

innovative practices being adopted by some of them. 

• The way they are going about is not right. 

• They have become increasingly consultant dependent and surrendered their own learning 

and leadership opportunity to external agencies. 

• They have become short term target driven than long term intellectual capital focused. 

• Cost saving and vigilance concerns and risk aversion seem to characterize their work. 

Consultants introduce and leave but the problem of HRD in PSUs had never been lack of 

ideas but that of serious and consistent implementation. 

• The implementation suffered in the past due to frequent changes in top level leadership.  

• Instead of figuring out and working on implementation issues most PSUs and their HR 

Managers are busy in shopping spree to introducing systems without understanding the 

implications and changing systems along with the consultants as their top management 

change. 



Activity I 

Do you think HRD initiatives for public sector in India are good enough to give it a boost. 

Discuss with examples from PSO’s in India. 

____________________________________________________________________________ 

____________________________________________________________________________ 

7.3.2   HR in PSUs in 70s and 80s: 

HRD in the Public sector undertakings had a glorious past. PSUs attracted highly competent 

people in the past. It used to be a prestigious thing for most engineering graduates from leading 

educational institutions to join corporations like NTPC, BHEL, BEL, HMT, HAL and the like in seventies 

and eighties. High achievers in Economics and other areas considered joining the Nationalized Banks 

and the RBI as a dream job. Thus the PSUs attracted talented engineers and other graduates. The 

quality of manpower was great. They also instituted good HRD systems which were path breaking.  

The following illustrate the same. 

1.  HMT was the first to start a dedicated Organization Development (OD) department in early 

seventies. The work of this department was well respected and quoted. Those associated 

with this OD department latter rose to be leading CEOs and consultants and contributed in 

many ways to development of other sectors. 

 2.  BHEL was the first to initiate MECOMs (Manager Employee Communications) systems to 

facilitate employee development and create a healthy organizational culture. 

3.  State Bank of India and its associates were the first to start the HRD function under the 

guidance of Dr Udai Pareek and appointed a Full pledged HR department to design and 

implement HRD systems to promote continuous development of employees. The HRD 

Managers of the Associate Banks used to meet periodically to share their progress. OD 

work was undertaken systematically to survey the organizational climate in these banks. 

4.  Indian Oil Corporation used to conduct regular surveys of HRD Climate in early eighties 

and was the first to bring out a Role Directory internally. 

5.  SAIL revamped its performance appraisal and various other systems with the help of IIMA. 

6. HPCL was the first to think of Communications as a strategy of HRD and examine all its 

policies form the angle of communications in mid-eighties. 

7. Bank of Baroda got its Branch level structured re-examined. 

8. LIC changed its performance appraisal system to work planning and review system 

9. NDDB introduced a HRD function and undertook various HRD and OD interventions. The 

films produced by SAIL for its internal use are still shown even today in leading 

management schools. Thus HRD in PSUs in seventies and eighties can be characterized 

as path breaking, with highly committed HRD facilitators who devoted their time and 

energies to design and lead HR. This era can be characterized as HR Leadership era in 

seventies and eighties. 



7.3.3 Fall of HR- Nineties: 

The reasons for the fall of the hr function can be attributed to the following factors which 

are delineated below: 

The policies of globalization liberalization and privatization: 

• With opening up of the economy in nineties the HRD’s role had to be redefined in PSUs.  

• It succumbed to pressures and changing realities of the PSUs and the government. 

•  With liberalization the bench marks started changing. The HR departments had to largely 

perform the painful role of downsizing and VRS schemes in many organizations. 

•  Organizations were under tremendous pressure to perform. This perhaps was the time 

when HR Managers could have come more alive and thought of innovative HR practices 

for developing current manpower, modernizing their technical and other skills, conduct 

change management programs and develop new era of leadership. 

•  Unfortunately they were caught unaware. Combined with this was pressure on 

organizational performance, upgrading the quality of products, cost reduction exercises 

etc.  

• The HR people largely concentrated on downsizing or right sizing the organizations. 

•  Unfortunately this also happened to be the time when many private sector and MNCs 

grabbed competent people from PSUs. Many PSUs like the SAIL, NTPC, IOC etc. Lost a 

lot of its talent to private sector and MNCs. The HRD managers of PSUs helplessly 

watched this talent migration. Their focus on performance management and OD 

interventions also dwindled. 

•  However in all fairness it must be said that a few of them struggled and did their best to 

keep their talent management practices intact.  

• As the PSU chiefs were pre-occupied with debates on privatisation or disinvestment they 

remained the HR got pre-occupied with downsizing and right sizing and VRS 

• HRD suffered quite bit in this period and its credibility got into the bottom. A few 

innovations started in those years to promote change went un-noticed or talked about. For 

example SBI under the guidance of the then Banking Secretary Dr. Y. V. Reddy introduced 

Assessment Centre Approach in the top level promotions. In this approach the 

departmental Promotions at top level got replaced by a full day testing and interactions by 

a group on internal and external experts who sued multiple techniques of assessment. IOC 

started its Petroleum Management Institute. RBI itself has appointed a HRD Advisor to 

change its HRD systems. 

7.3.4 Rise of HR in the new millennium 2000: 

• The last decade has been witnessing a good rise of the HRD function again. 

•  With increased success of liberalization the country realized that there is no alternative to 

talent management.  

• Competencies are being recognized, the PSUs have come to terms with the reality. They 

also face the stark reality that they have to be content with existing systems and staff. 



•  Given the difficulties in compensation changes there is a recognition that PSUs cannot 

come to compete with MNCs in their race for salaries. They however recognize that their 

CTC (employee Cost to Company) as they projected are under-estimates of what they 

really give to their employees. When their investments on infrastructure like residential 

facilities, hospitals, schools, town ships, other benefits in organizations like SAIL, BHEL, 

BEML, ITI, LIC, BEL, HAL, Nationalized Banks are taken into account the CTC may be 

considered as large though not comparable with the MNCs and private sector.  

• This recognition coupled with the reforms in PSUs relentlessly though somewhat 

unsuccessfully being pursued by the Government has put pressure on the new HR 

Manager in the PSUs to perform. 

•  Today almost all PSUs have Director level positions for HR. They are expected to manage 

talent. Many of the PSUs have begun to meet this challenge in the last ten years by 

initiating appropriate interventions. 

• NTPC has profiled the competency requirements of its General managers and EDs in early 

part of this century and started the concept of assessment centre. They have been running 

the same for the last seven to eight years.  

• ONGC has also started Assessment and development Centre for their Asset and basin 

managers and have trained a number of their Directors as assessors with h the help of the 

author.  

• SAIL has revisited their performance appraisal system and has redesigned the new 

system incorporating 360 Degree Feedback and Assessment centre for appraising the 

potential of their managers. 

•  HAL has been running Leadership development programs with the help of IIMs and other 

consultants.  

• BEL has been using 360 degree Feedback and Change Management interventions to train 

their Managers with the help of MDI, COD and TVRLS. 

•  LIC has started a one year Post graduate program to develop their internal Talent with the 

help of IIMA.  

• BOB has identified a large number of their top level mangers aged above 50 years and 

have worked out Leadership development Interventions. 

•  BHEL has been attempting to identify competencies and revamp their performance 

management system.  

• RBI itself has introduced 360 degree feedback and Assessment and development centre.  

• Bharat petroleum has been conducting a number of change management initiatives by 

developing internal change agents and facilitators of change.  

• HPCL is extensively using competency mapping and ADCs for talent recognition 

programs. 

•  BPCL has even facilitated a nationwide study of the competencies required for the New 

CEOs in private and public sectors. Thus a number of good practices are going on at 

present. The recently released directive from the Department of Public Enterprises 



appealing to all PSUs to revamp their PMS and make it more robust and transparent 

especially in view of the introduction of the performance based incentive or pay system is 

laudable and may give rise to some innovations and more accountability. 

7.3.5 HRD in PSUs at Cross roads Now: Problems and Issues: 

1. While many good things are going on like those mentioned above, it has been observed 

that a great qualitative difference in the way HRD interventions are being made to day as compared to 

eighties-  but still something is missing, perhaps the spirit. Essentially because in many of the PSUs, 

HRD interventions seem to have become short term target- driven, consultant driven, Vigilance driven 

and Tender Driven. As a result they have taken away the spirit and pleasure of implementation from the 

HR Managers. The HR Managers themselves including their top needs to be blamed for this. It is time 

that the PSUs realize the traps they have walked themselves into. 

2.  Today is the times when they can take lead and make many things happen. They have 

the freedom and opportunity. The most important strengths of PSUs is that they are secure as they are 

Government supported. Jobs are secure and their existence is secure. They have great scope to 

innovate and invest. It is not difficult to raise funds and they have the support of the nation and its 

politicians. Investments are easy; technologies can be acquired fast and easily. They already have 

reasonably robust systems. If you have financial support, technological support, systems support what 

else do they need? Perhaps the only thing needed is Talent. 

3.  Talent is the most needed thing is PSUs. However they also have talent. They need to 

realize that they have certainly talented people and they are not using their talent. The only issue with 

these talented people is this: Those who are older in age and need to change are not changing and 

those who are young in age and talented are not sticking. Younger generation has to be put in 

forefront. However a number of senior employees may not appreciate the same. Hence there is a 

generation gap developing. HRD needs to fill this by providing opportunities for younger groups to play 

leadership roles. PSUs have the capability but this needs to be focused. The bureaucratic approach 

and love for seniority, designations and power prevent them from doing. Changing this culture and 

getting talent put first is the first challenge they seem to face. 

4.  With different generations of employees in a PSU you need differentiated HR policies. 

You cannot treat baby Boomers, Gen X and Gen Y the same way. Gen X is PF and Pension driven. 

While Gen X likes quick settlement fast changing roles and high movement and activity level. Uniform 

HR policies don’t serve the three generation of employees. HR department should be seized with this 

issue. On the contrary they are seized with the problem of uniform application of policies for all people 

for equality and justice. 

5. Another challenge they seem to face is to think innovatively. Most of the HR managers 

have surrendered their thinking and intellectual faculties to consultants. There are PSUs where the 

number of consultants is more than the number of HR section Heads. There are a set of consultants to 

do competency mapping, another set to do PMS, a third group to do 360 degree feedback, a fourth to 

do Assessment centre and a fifth to do employee engagement surveys. Ultimately one raises the 

question “what are the HR Managers doing”. Should they be designated as “Outsourcing Managers” 

rather than HR Managers? Each HR Manager is busy preparing tender documents, appointing 

consultants, monitoring their work, arranging line manager interviews and the like and there is no HR 

happening. It brings down the credibility of HR in such corporations. It is high time the HR staff become 



sensitive to this. They may feel that by appointing consultants they transferred the risk of designing, 

managing and implementing HR systems to consultants. They also have wasted the company money. 

6. Ignorance of the local tested out practices and preference for un-implementable global 

practices. HR is one area where the country needs no foreign expertise. There is abundant expertise 

available in the country. In one organization they recruited and “Expat HR Chief” for handling HR and 

spent ten times the amount they were spending on the earlier Head HR. The new HRD Manager had to 

be put up in a five star hotel for four months, toured round the country and visiting their outfits and few 

outside India, and concluded that little could be done in this company as Indians do not respect 

systems and like to feel powerful by breaking systems and rules while he comes from a county where 

systems are adhered to. Expressing his inability he left the company and the company took another six 

months to find a new HR manager after concluding that outside talent can’t do much in HR. Fortunately 

this is not a PSU but one will not be surprised in future Indian PSUs start looking for foreign HR 

Managers considering the rate at which they are appointing foreign consulting firms. One should review 

the experiences of the Consulting firms. Most of the Big Five and other consultants carry big names but 

use local talent from IIMs, XLRI and the like. Consider the fact that most of the consultants are 

graduates from these management schools of the last few years and yet employed at high cost for 

promoting HR they themselves have learnt largely from text books including the Indian books. 

7. Tendering syndrome: Imagine if the Prime Minister of India has to be operated for his 

heart through a tendering process and lowest bidding surgeon will be called on to operate him. What 

would have been the fate of this country? Most PSUs don’t realize that management practices cannot 

be designed and implemented through tendering process. Most competent consultants including the 

leading Institutions like the IIMS do not participate in bidding process. Just like a famous surgeon need 

not be subject to a tender document and examination by a committee who knows nothing about 

surgery to decide whether he is a famous surgeon or not. In fact there is no need for most management 

practices to be designed by external consultants. There are enough internal talent available in Indian 

corporations to design and implement any HR system. There is more expertise available in India and 

Indian academics and consultants on PMS, ADCs, Competency Mapping, Learning systems, Soft skills 

training, 360 DF ,Employee engagement and Commitment. Yet the preference for foreign expertise in 

HR is amusing. The top level managers in HR are busy with other policy issues they are neglecting 

most important Talent Management issues. The credibility of HR at present in most PSUs are at their 

lowest in spite of the scope for great work. What most HR people think about themselves and their 

work in some of the PSUs is totally different than what their line managers think. 

7.4   SUMMARY  

The above discussion on the role of HRD in government and public sector has in fact brought 

home the point that HRD is the solution to all the ills prevailing in both the sectors. Various training and 

developmental programmes initiated by the government for its administrators are nevertheless paying 

rich dividends in the form of increased commitment from the administrators. Earlier the HRD activities 

were confined to training, job rotation, manpower forecasting and maintaining the personnel data bank 

only, but today there has been a new integrated approach to HRD in the government sector which 

consists of : 

• Activity analysis, task analysis, role analysis 

• Identification of critical attributes 



• Performance appraisal 

• Potential development 

• Training 

• Organization development 

This is the time that HR  in the PSU’s wake up and do their job. Reforms are on way. HR 

Managers need to reform themselves, Acquire competencies to do good HR and initiate change. The 

consultant dependent HR need to go and internal teams should come up do the work of consultants. 

Institutions like IIMs and other management schools locally should be used for initiating and managing 

innovations. HR talent could be developed by getting trained globally where needed or for giving 

confidence that there is a lot we can learn from ourselves. It is good to go to Michigan University to 

attend Dave Ulrich’s sessions and learn about how HR is being managed in the USA or other countries. 

But it is futile to go there to learn how HR is being managed in India or how it should be managed or to 

get US based consulting firm to teach Indian PSUs how to manage their talent. It should be 

remembered that both Top level consulting firms and MBA Graduates from Top US business schools 

have a share in the failure of corporations like Enron and the current global crisis! India is great and 

Indian PSUs should make it even greater by doing right things and things right. 

7.5   GLOSSARY 

1. Performance Appraisal: It is used to as a mechanism to understand the 

difficulties/weaknesses of the subordinates and help/encourage them remove all these and realize 

these. Other objective is to identify their strengths and weaknesses of the subordinates too and to 

provide a positive environment and help them to understand their positive attitudes. 

2. Career Planning: In HRD, corporate strategies and business expansion plans should not be 

kept secret. Long term plans of the organization should be made transparent employees. Most 

individuals want to know their career growth and other possibilities. Hence the managers should 

transform the organization plans to the employees, thus making way for the employees to plan their 

growth possibilities accordingly. 

3. Training: The training is directly linked with the career growth and appraisal of the employees 

as such. Employees are given on the job training as well as off the job training. 

4. Potential Appraisal and Development: The capabilities should be developed within the 

employees to grow /perform new roles & responsibilities by themselves continuously. A dynamic and 

growing organization needs to continually review its structure and systems, creating new roles and 

assigning new responsibilities. 

5. Rewards: Rewarding employees is a significant part of HRD. By this the organization helps in 

motivating & recognizing the employee talents as such. It also helps in communicating the values of the 

organization also. 

6. Employee Welfare: HRD systems focus on employee welfare and quality of work life by 

continually examining employee needs and meeting them to the extent possible. 



7. Organization Development: A continuous effort is maintained to maintain the development of 

the organization as whole .This may be mainly through research methods and all, where in possible 

development in specific areas may be reviewed and corrective action may be taken. 

8. Feedback and Performance Coaching - This is the responsibility of the supervisors to 

continuously monitor the employee performance and review and provide necessary suggestions to 

improve them. 

7.6  REFERENCES: 

1.  T. V. Rao, HRD in public sector at crossroads, an article on the website. 

2.   IGNOU study material, MS 22, HRD in the government and public systems., block 3,unit 

12. 

3   Role of Human resource Development in Public sector | Government     Jobs 

http://governmentjobsalerts.com/role-human-resource-development-public-sector-

405.html#ixzz2YRyMaSwI 

7.7 FURTHER READINGS 

 1. Cascio, Wayne F, HRD, McGraw Hill. 

 2. Rao, T.V. (Integrated HRD Systems, CA. 

7.8  MODEL QUESTIONS 

What do you think is the role if HRD in the government sector in today’s globalized, liberalized 

and privatized business environment. 

1. Outline the evolution of HRD systems as prevalent in the government sector in the past to 

the present ones. 

2. The HRD in the public sector has been on the cross roads since independence and needs 

a lot of revamping. Do you agree with the statement? Discuss. 

3. Discuss the Objectives of HRD in government organizations in detail. Have they been able 

to achieve them? Give suggestions to improve the existing system. 

4. What is the role of HRD development in government systems? Discuss. 

5. Delineate the efficacy of the new approach to an integrated HRD System in government 

administration being adopted today, can there be a better approach to this. Give your 

viewpoints. 

Answers to self assessment question 

1. Activity analysis 

2. Task analysis 

3. Role analysis 

4. Identification of critical attributes 

5. Potential appraisal 



6. Organization development 
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8.0   OBJECTIVES 

After going through the lesson you should be able to understand: 

•  The present education scenario in India, 

• The importance and role of HRD in the education sector especially in the context of the 

Indian economy, 

• The various HRD mechanisms in education sector 

• The need for  strategic collaboration between education and HRD 

8.1    INTRODUCTION  

The Planning Commission of India has envisioned the following action agenda for various levels 

of Education and Skill Development in its 11th Five Year Plan, such as: 

• Achieving a literacy rate of 80%  

• A special focus on Teacher Education  

• Usage of Technology/ICT  



• Setting up of the National Skill Development Mission, Coordination Board, and National  

• Skill Development Corporation  

• Strengthening Private Sector Participation in Education.  

The National Skill Development Policy has set the ambitious target of training about 15 million 

persons annually. Keeping these factors in mind, the following sections will review the human resource 

requirements to meet these ambitions targets. This would pertain to assessing the need for skilled 

human resource to deliver teaching/training. In other words, we seek to understand the following:  

• What are the broad skill requirements, in qualitative terms, in the Education and Skill 

Development Sector?  

• What would be the demand for Education and Skill Development, in terms of enrolment?  

• What is the human resource requirement to deliver Education and Skills to the enrolled 

student population? - i.e., the demand for teachers and the demand for trainers. 

The student to teacher ratio across various educational streams is presented in the following 

table.  

Table 11: Student to Teacher Ratio across Educational Streams in India  

Educational Stream Pupil to student ratio 

Higher Education 26:1 

Higher Secondary Schools 34:1 

High Schools 32:1 

Middle Schools 34:1 

Primary Schools 46:1 

Schools  38:1 

While projecting the requirement for teachers and trainers, it should be kept in mind that the 

demand for teachers and trainers would stem from the following:  

• Increasing enrolment in different streams of Education  

• The need for improving the student to teacher ratio from current levels to about 20:1 / 15:1 

for Higher Education and 35:1 / 30:1 for School Education  

• The need to build training capacity to train about 12 to 15 million persons annually from a 

vocational skills perspective, keeping in mind that a portion of the existing workforce would 

also need to be (re)-trained10 

 Budget 2013: Education sector gets 17 pc jump, HRD to ask for more: 

The education sector received a 17 per cent jump with an allocation Rs 65,867 crore for 2013-

14 fiscal, but HRD Minister MM Pallam Raju termed it as "little" increase and said he would be asking 

for more to meet the goals. He said that with the RTE deadline coming to an end on March 31 for 

fulfilling all provisions, states would be asking for more the central share and the government has to be 

prepared for that. 



"I think there has been little bit of increase. But the important factor is that the deadline for 

implementing the Right to Education (RTE) Act is coming up and subsequent to that, there will be a lot 

of demand from the states for central share of money and I think that is what we should be prepared 

for," Raju told reporters outside Parliament reacting to the Budget. 

Most of the states are reportedly yet to fulfill the RTE provisions. Schools face the prospects of 

being derecognized in the event of not meeting the norms. 

The education sector on Thursday received a 17 per cent jump with an allocation Rs 65,867 

crore for 2013-14 fiscal. 

Noting that capacity-building in secondary education and higher secondary education is also 

imperative, Raju said, "We will definitely be asking for more money" for that. In his Budget speech, 

Finance Minister P Chidambaram said as education is the other high priority for the government, "I 

propose to allocate Rs 65,867 crore to HRD Ministry, which is an increase of 17 per cent over the 

revised estimate of the previous year". 

"The Sarva Siksha Abhiyan (SSA) and the RTE are firmly in place. I propose to provide Rs 

27,258 crore for SSA," he said. The plan expenditure for Department of School Education has been 

kept at Rs 49,659 crore while the plan expenditure for Department of Higher education has been put at 

Rs 16,198 crore. 

In 2012-13, the school education department had got Rs 45,969, which was scaled down to Rs 

42,729 in the revised estimate. Similarly, the higher education department had got Rs 15,438, but it 

was also cut down to Rs 13,479 in the revised estimate. The Rashtriya Madhyamik Siksha Abhiyan 

programme, which aims at universalisation of secondary education, has got Rs 3983 crore for 2013-14, 

an increase of Rs 25.6 per cent over the revised estimate.  

The mid-day meal programme has been allotted Rs 13,215 crore 

8.2. AN OVERVIEW OF THE EDUCATION SECTOR IN INDIA 

The Indian education system is divided into the core and non-core segments. 

The core group consists of primary, secondary and higher education, 

 The non-core segment focuses on segments such as pre-schools, vocational training and 

coaching institutes. 

• Studies and reports on the Indian education sector concur that there is immense scope for 

growth. According to an August 2010 PricewaterhouseCoopers (PwC) report, titled 

Emerging Opportunities for Private and Foreign Participants in Higher Education, the 

education sector in India is estimated to be around USD 25 billion. 

•  Another report, by Grant Thornton titled Education in India: Securing the Demographic 

Dividend, states that the vocational segment has emerged as a big market that is expected 

to grow rapidly to USD 3.6 billion by 2012, growing at a CAGR of 25%.  

• According to estimates by HDFC Bank, private equity investment in education was USD 

190 million in 2010. Further, these estimates suggest that investments in the kindergarten 

to class XII segment grew to USD 20 billion in 2011 and are further expected to grow to 

USD 33 billion in 2012. 



The Indian education sector can broadly be classified as such: 

1. K-12 and HEI: The term K-12 stands for kindergarten plus 12 years of schooling. Children 

enter kindergarten at age 3 and after spending two years in kindergarten, continue on to 

12 years of schooling before he/she is ready for higher education. The higher education 

institutes (HEIs) then take over providing undergraduate, graduate and vocational level 

university education. 

2. Public education and private education: The Government of India allocates a percentage 

of its annual budget to the education sector and operates educational institutes. More than 

90% of the government’s spend on public education flows into K-12 level education. In 

addition to government-run public schools, private investment in the education sector is 

seen traditionally in the form of not-for-profit trusts that operate private educational 

institutes. 

3. Formal and non-formal education: The formal education system in India broadly comprises 

the K-12 and HEI level education, which falls under the purview of the Ministry of Human 

Resource Development (HRD). The non-formal education segment includes pre-schools 

(1.5-3 years), coaching classes, multimedia/IT to schools and colleges, vocational training 

and the books market. 

8.2.1 Statistics pertaining to education in India 

According to the 2011 census, 

• The total literacy rate in India is 74.04%. The female literacy rate is 65.46% and male 

literacy rate is 82.14%. 

• The number of institutes in India, India has 544 university-level institutions, which includes 

261 state universities, 73 state private universities, 42 central universities, 130 deemed 

universities, 33 institutions of national importance and five institutions established under 

various state legislations, according to the HRD Annual Report 2010-11. India has 79 

Centrally-funded institutions, which includes 15 Indian Institutes of Technology (IITs), 11 

Indian Institutes of Management (IIMs) and 30 National Institutes of Technology (NITs), as 

per the report. 

• India needs 1.2 million more teachers under the Right to Education Campaign. 

• With 546 million people under 25 years of age, there is huge potential in India in the 

education sector that needs to be tapped. 

•  By 2020, to increase the percentage of students going for higher education from the 

present 12.4% to 30% in the country, India will need 800 more universities and another 

35,000 colleges, according to the ministry.  

• According to HRD estimates, India's education sector needs investment worth USD 150 

billion in the next 10 years. 

• FDI inflows into the education sector during the period April 2000 to April 2011 stood at 

USD 410.40 million, according to the Department of Industrial Policy and Promotion 

(DIPP). 



8.2.2 Steps taken in Policy formulation and Promotion of education in India 

1. The government allows 100% FDI in the education sector. 

2.  Many other measures have been taken by the government to promote growth of the education 

sector in India. For instance, the Central Universities Act was promulgated in January 2009 for 

conversion of three state universities into Central universities. 

3. Further, the Government of India has set up a unique public-private partnership through setting 

up of the National Skill Development Corporation (NSDC) in 2008. Its objective is to contribute 

about 30% to the overall target of skilling and upskilling of 500 million persons in India by 2022, 

mainly by fostering private sector initiatives in skill development programmes and providing 

viability gap funding. 

4.  Another noticeable move was the inception of the National Knowledge Commission (NKC) in 

2005. It was set up as an advisory body to the Prime Minister of India, with the objective of 

transforming India into a knowledge society. NKC has submitted around 300 recommendations 

on 27 focus areas and the implementation of its recommendations is currently underway at the 

Central and state levels. These recommendations encompass reforming the education sector, 

upgrading research labs and formulating intellectual property legislation. 

5. In the higher education sector, the Medical Council of India (MCI), a state body that regulates 

the medical education sector and registers doctors, has allowed hospital chains such as Fortis 

Healthcare, Max Healthcare and Apollo Hospitals to set up medical colleges. 

6. To promote e-learning, the ministry has announced a scheme that will introduce Information, 

Communication and Technology (ICT) sector at the elementary school level. The scheme, 

which is likely to be on the lines of the ICT scheme for higher education, would focus on the 

development of e-content that can be used by students in primary and upper-primary classes. 

7. Further, a bill in the Parliament has also been introduced in 2010 to open up the Indian 

education sector to foreign universities. Some of the other education-related bills introduced in 

the Parliament by the government are: 

• The National Accreditation Regulatory Authority for Higher Educational Institutions Bill 

2010 postulates that every higher educational institution and every programme conducted 

by it should require accreditation in the manner provided in the proposed legislation. 

• The Educational Tribunals Bill 2010 provides for the establishment of the State 

Educational Tribunals and the National Education Tribunal. The National Education 

Tribunal would exercise power and authority over any dispute between a higher 

educational institution and statutory regulatory bodies. 

8.2.3. Major Players in the education sector 

The Indian education sector has players from both the public and private domains. 

• Some of the successful private sector institutions include Manipal University, Amity 

University and the Indian School of Business (ISB). Schooling and higher education are 

not-for-profit ventures due to the requirements of being registered as a trust or society. 

However, an ‘operate and manage’ model is now legally accepted and enables a for-profit 



model in education. In such ventures, financial returns are attractive, with EBITDA levels of 

30% plus and project IRRs ranging from 20% to 30%. 

• Some examples of private players in the K-12 level are Dhirubhai Ambani International 

School, by Reliance Industries; Stonehill International School, by Embassy Group; 

Educomp Millennium Schools, by Knowledge Tree Infrastructure, a subsidiary of Ansal 

API; and Birla Shloka Edutech Ltd, by Yash Birla group and Educomp’s subsidiary, Edu 

Infra. 

• For higher education, there is a proposed Vedanta University by Vedanta Resources Plc, 

spread across 6,000 acres with estimated investment of more than USD 3 billion in Orissa; 

a proposed multi-disciplinary University by HCL, spread across 300 acres at Noida, in 

Uttar Pradesh; ISB has already set up its second campus near Mohali, in Punjab; 

Microsoft India announced an investment of USD 20 million in the Indian education sector 

over the next five years; Reliance Industries (RIL) is planning to set up a full-fledged 

university and has identified around 800 acres on the outskirts of Vadodara in Gujarat for 

the proposed university project; and the Adani Group planning to establish an Institute of 

Infrastructure Management, a university, and an Adani Knowledge Centre. 

• Private investors have been carefully monitoring and investing in the education sector 

realizing the great potential that the sector has to offer. Private equity investment in the 

education sector increased from USD 129 million in 2009 to USD 183 million in 2010. 

Some of the large deals include PremjiInvest's USD 43 million investment in Manipal 

Education and India Equity Partners' USD 37 million investment in IL&FS Education and 

Technology Services. 

• Global education players are also showing keen interest in the Indian education sector. 

For instance, the Frankfurt School of Finance & Management has signed a Memorandum 

of Understanding (MoU) with the Bombay Stock Exchange giving students greater insights 

into global markets. The programmes start in the academic year 2012–13. 

• Other foreign business schools proposing a big presence in India are the Fletcher School 

of Law & Diplomacy, Tufts University, US; INSEAD, the business school headquartered in 

Fontainebleau, Paris; University of the West of Scotland (UWS); Yale University; The 

University of Atlanta; Maastricht University (UM), based in The Netherlands; Georgian 

College, a leading college in Canada; and Schulich School of Business of York University 

in Toronto, Canada. 

• Further, the Chicago-based Encyclopedia Britannica is launching more online learning and 

knowledge products in India. The Indian market, in which Encyclopedia Britannica has 

been present for 12 years, accounts for about 5% of the company’s global print sales. 

Activity I 

Find out the Role of MNC’s in Education Sector in India. Will it impact Indian Education 

Sector? Give your viewpoints. 

__________________________________________________________________________ 

__________________________________________________________________________ 



8.2.4. Sector Outlook 

According to the Grant Thornton report, Education in India: Securing the demographic 

dividend, 

• Primary and secondary education, or the K-12 sector, is expected to reach USD 50 billion 

in 2015. 

•  Consulting firm Technopak is also very bullish about the growth of the education sector 

and estimates that private education sector itself would grow to USD 70 billion by 2013 

and USD 115 billion by 2018. Technopak sees enrollments in the K-12 level growing to 

351 million, requiring an additional 34 million seats by 2018. Further, according to the 

report 40 Million by 2020: Preparing for a New Paradigm in Indian Higher Education by 

Ernst & Young, the higher education sector in India is expected to witness a growth of 18% 

per annum until 2020. 

• The National Development Council has approved the setting up of 14 world-class 

universities for innovation across the 11th and 12th Plan periods on the public-private 

partnership model. The innovation universities are part of the HRD’s ‘brain gain’ policy to 

attract global talent. Further, the government has agreed to spend USD 675.90 million 

during the 11th Plan period for setting up 13 new Central universities and converting three 

existing state universities into Central universities. 

• As per a report by research firm RNCOS, the annual student enrolments for higher 

education are expected to grow at a rate of nearly 8.7% per annum during 2010-11 to 

2012-13 and will require huge investments for developing the infrastructure. The report 

states that steady economic growth will require larger numbers of engineers and 

management graduates, which mandates the educational infrastructural development to 

address demand.  

 8.3  HRD MECHANISMS IN EDUCATION SECTOR 

1.  Management by objectives: 

To optimize staff deployment, a systemic balance must be achieved. THE Key to realizing it is a 

thorough knowledge of the quantitative and qualitative aspects of the human resource pool, of short- 

and medium-term staffing requirements, and of the supply and demand for needed skills on the open 

job market. Balancing available human resources with institutional goals requires constant internal and 

external adjustments by means of: 

a) Internal promotion  

b) Voluntary or mandatory re-assignment 

c) Reduction of the number of career staff through early retirement schemes based on 

incentive measures and making use of short- or fixed-term contract staff. 

Management by objectives in the case of Education Sector staff is a complex matter in the 

developing countries. Among the many obstacles are: 

• unreliable data base; 



• constantly-changing education options and teaching specializations; 

•  lack of specificity in the job descriptions/responsibilities of non-teaching staff;  

• few real career or even promotion and re-assignment possibilities; 

•  serious regional imbalances with some districts having far too few while others are super-

saturated; 

•  annual budgeting, a practice that renders management by objectives an all but impossible 

undertaking.  

2.  Teacher education and training 

• Upgrading the quality of teaching is the point of entry for any sector renewal strategy. It 

presupposes that, because no pre-service teacher training programme, however good it 

may be, will be sufficient by itself to prepare teachers for their entire career, continuous 

upgrading will be necessary.. In-service training, however, while arguably a powerful tool 

to raise competency levels and keep teachers abreast of new trends in education, 

occupies at best a modest place in Education Ministry programmes.  

• Pre-service training: typically targets the learning of the various subject matters and 

generally neglects the pedagogical and practical aspects of teaching on-going in-service 

training must be re-examined in the context of a global vision taking into account the twin 

dimensions of skill-building, namely pre- and in-service training. The interdependent 

functions of each must be clarified in light of the desired overall skill profile of the practicing 

teacher and of the expectations of the Education Ministry. In so doing, it will be seen that 

three broad principles come to light: the merging of teacher competencies which include 

both the substantive and pedagogical aspects as well as the social implications of 

teaching; the need to clarify teacher skill profiles in the light of curriculum demands as well 

as socio-economic or geographical classroom realities; and the need for flexibility in 

targeted teaching profiles to facilitate future re-training to prepare teachers for new, 

entirely different challenges.  

Pre-service training typically provides teachers with the basic skills that will qualify them to enter 

the teaching profession along with the knowledge of how to update them as and when necessary. 

Reforms currently underway include efforts to find a better balance between the theoretical and the 

practical by:  

1)  Organizing alternating in-service training programmes;  

2)  Taking into account different contextual conditions; and  

3)  Designing and integrating pre-service training programmes in a way that reflects their 

place on a training continuum of staff development.  

In-service training, on the other hand, is tasked with:  

1)  Completing and/or updating a teacher’s general culture;  

2)  Reinforcing the skills acquired in pre-service training;  



3)  Providing information on curriculum modifications and teaching innovations; and  

4)  Furnishing individualized instruction to teachers with specific needs.  

In-service training reforms can be summarized as follows:  

The development of national and even regional training programmes following a needs assessment;  

 

Self Assessment Question 

Fill in the blanks : 

Management by Objectives as an HRD mechanism in education sector calls 

for........................... 

1. To optimize staff deployment, a ...................................... must be achieved. 

2. The Key to realizing it is a thorough knowledge of the............................... aspects of the 

human resource pool. 

3. short- and medium-term ...................... and of the.................... 

4 ................................... for needed skills on the open job market. 

5. Balancing available human resources with institutional goals requires constant internal and 

external adjustments by means of: 

(a) Internal .................... 

(b) Voluntary or mandatory.............................................. 

(c) Reduction of the number of................................ 

Certification and accreditation of in-service training modules;  

Scheduling teacher classroom responsibilities to allow them, annually, to attend a specific number of 

in-service training sessions (. Recognizing that in-service training is an integral part of a teacher’s and 

must be treated as such. Evidence of the growing interest in staff development on the part of senior 

Education Ministry staff can be found in the increase in resource levels available for training, the 

restructuring of training institutions and programmes, and the creation of new coordination 

mechanisms.  

3.  Performance reports : 

Performance reports are an essential part of any programme of management by results. 

 The output and efficiency of an administration depend, to a great extent, on the performance of 

the staff tasked with carrying out the activities that are designed to achieve the institutional objectives.  

Going well beyond the random inspection that typically results in a sanction of some sort, 

periodic performance reporting, the sole purpose of which is to increase staff performance, focuses on 



gaining a better understanding of staff competency, aptitude, and motivation in order to take timely 

corrective measures to overcome any systemic dysfunctions that come to light in the process. 

 It rationalizes the decision-making process by targeting the quantitative and qualitative aspects 

of a given task. Both transparent and participatory, it presupposes a staff member’s commitment to 

maximizing his/her understanding of the requirements of the assignment and to working to achieve 

them. Various types of evaluation are used in the PS, the most common of which is a grading scale the 

main objective of staff evaluation is, by means of an annual stock-taking, to improve the general 

understanding of the relation between staff performance and institutional goals;  

• since it covers all staff, senior staff are required to conduct the exercise annually and to 

prepare a report on the overall picture of the Sector’s human resource performance;  

• various performance measures are used including output, organizational skills, extent of 

technical competency, research skills and creativity;  

• the introduction of face-to-face meetings with the interested party, at appropriate moments 

in the evaluation process;  

4 . Teacher mobility : 

There are two types of staff mobility: geographical and professional. 

 The first implies a change of posting whereas the second refers to career-related mobility.  

The latter can be vertical as in the case of a promotion or horizontal when a change of activity 

occurs within a given assignment. Staff mobility is viewed as a means of reinforcing human resource 

utilization.  

Professional mobility  

Various possibilities for advancement are available to teachers throughout their careers, be they 

in the form of promotion by grade or step, change of discipline or service, both within and outside the 

Ministry. Promotion by grade or step has been explained previously. Promotion as a consequence of a 

change of specialization is possible following appropriate study and certification.  

• direct appointment (in the case of primary school teachers) as Head Teacher/Principal or 

Director of a Teacher Training College or via a prior administrative position, both avenues 

depending on the preparation and review process described earlier;  

• appointment to a central service or provincial administration or technical body (e.g. 

curriculum advisor); and  

• secondment to a national or international body.  

5. Work-place relations  

Those responsible for the management of human resources have a responsibility to establish 

and maintain a work-place environment that is conducive to achieving institutional goals. Concretely, 

that entails recognizing and handling staff claims the nature of which is expanded from salaries and 

working conditions to include promotion and career questions.  

In an effort to assume their responsibilities more effectively, Education Ministries are adopting a 

more pro-active stance by involving teacher union representatives in the identification of potential areas 

of conflict and areas of compromise, taking into account budgetary and policy-linked constraints. The 



unions themselves are evolving to the extent that they too are participating in human resource 

development programmes. And commissions are being created in which management and labour are 

equally represented. They meet regularly to review cases not only of pending disciplinary action but of 

appointment, promotion, secondment and resignation.  

6.  Working conditions  

Planning work and overseeing working conditions are two major concerns of human resource 

managers. Staff motivation and work output correlate closely to how time is managed, to the work place 

environment and to the quality and timeliness of administrative, instructional and personal support.  

As regards workload management, several options are available. While they are civil servants, 

teachers are not governed by the same rules that apply to their non-teaching colleagues. The weekly 

workload is variable since it depends on the particulars of the specific teaching situation.  

Steering the management of human resource development in the education sector. 

Within the Education Sector, HRM continues to suffer from the excessive centralization of 

decision-making, and the rigidity of bureaucratic structures. Management and communication skills are 

inadequate at every level. Data collection is uneven, arbitrary, and often redundant. A persistent 

dysfunction exists between the Ministry staff responsible for HRM and their counterparts in the Finance 

Ministry’s expenditure control unit. Teacher support staff, be they administrative or instructional, take a 

far greater interest in monitoring a teacher’s strict adherence to the rules than to contributing to the 

quality of classroom learning. Recent trends in HRM focus on decentralization, information 

management, and staff training 

8.4. Education and Human Resource Development: A need for Strategic Collaboration: 

Education is Human Resource Development (HRD). Although this equation indicates that both 

sides are equal in function and value, neither education nor HRD effectively embraces the other. 

Education works as a self-contained system that strives to provide skills and knowledge to youth, while 

HRD is viewed as a corporate function. However, a strategic blend of HRD and education would 

enhance the effectiveness of both systems and move us toward resolving the dual problem of 

reforming our beleaguered educational system and restructuring HRD programs. The end result might 

well be the development of more effective and efficient workers for the work place of tomorrow. 

While the problems of these two systems may at first seem to be dissociate, they begin to 

intersect as businesses search for potential employees to meet their work force demands and our 

students prepare to enter the work place. Much to the dismay of educators and employers alike, the 

intersection of education and business presently looks more like a catastrophic pile-up than an 

organized, well-regulated place of transition. 

Employers continually cry for skilled and knowledgeable workers; however, our educational 

system, because of the new and increasingly complex demands being placed upon it, is not adequately 

preparing young people to enter the work force. Organizations are simultaneously experiencing 

increased demands to provide employees at all levels with adequate training, yet corporations continue 

to take a reactive approach to training their workers. A more preventive approach to the corporate HRD 

dilemma may enable these organizations to move toward more effective overall management of their 

human resources. Intervening early in the HRD process through joint efforts with educators will address 

the short- and long-term needs of both educators and the world of work. 



8.4.1 The Advantages of a Preventive Approach to HRD 

Korth comes close to identifying the issue of preventive approaches to HRD in her article, "The 

Impact Map: A Versatile Tool to Link HRD with Business Outcomes" (1995), in which she 

acknowledges the gap between current performance and desired performance. Korth suggests 

intervention strategies and collaboration as means to improve business outcomes; however, because 

her analysis is limited to the internal perspective of an organization, it falls short of being a creative 

solution to the very real problem of how training and development can move toward full-scale support 

of the desired outcomes of an organization. 

The solution may be to look at a highly integrated system of education and HRD, one that is 

preventive in approach and strategic in nature. Such an integrated system should be based on 

appropriate career-related goals and project a systematic continuum of learning, staged for 

opportunities for school- and work-based learning at appropriate levels of maturity. Expanding HRD to 

include preventive efforts with young learners will, at the very least, increase the pool of employees 

who are better prepared to enter the work force. Preventive HRD could simultaneously benefit the 

development of the individual (i.e., student, future employee), the development of the organization 

(i.e.,the participating business, industry, corporation, agency), and the development of our troubled 

educational system. 

A) The Advantage for the Individual 

Collaboration between education and business can provide students with a variety of relevant 

learning opportunities, such as (a) field trips to reinforce classroom activities and move younger 

students from a general to a more applied knowledge base; (b) career days and speakers bureaus at 

both elementary and middle school levels; and (c) focused career days at the middle school level to 

inform students about available jobs and the requisite skills and credentials. Job shadowing in high 

school would continue the progression toward attaining vital career information. These strategies will 

provide individual students with information that will enable them to make better academic and career 

choices. 

Workplace opportunities directly expose students to the basic work place skills and knowledge 

required by employers (Secretary's Commission on Achieving Necessary Skills, 1991), including 

interpersonal skills, competency with information systems and technology, communication and 

computation skills, thinking skills, and personal qualities. Students who have participated in a variety of 

strategically planned work-based learning experiences have much greater potential to revolutionize the 

need for entry-level training and/or remediation, as participating students make the transition from 

school to work. 

In contrast to the school environment where students do English and then do math, tasks in the 

work place are seldom so distinct. Even if the customer is unseen, organizations demand the ability to 

meet customer needs or the ability to get along appropriately with a coworker, boss, or other internal 

customers. Workers seldom function independently and are rarely judged on the quality of their work 

alone. Even if work-based experiences provide limited exposure to specific technical skill training, 

students (potential employees) will still gain significant benefit from direct observation of the attitudes 

and abilities necessary to survive in the world of work. 

Any opportunity to simulate the world of work in our educational system will be a tremendous 

advantage to students who need to know what it takes to function in the work environment. Such 



experiences could result in a radical difference in the level of worker confidence and a greater 

understanding of how to use skills and knowledge more appropriately. 

B) The Advantage for the Organization 

The autonomous attitude of business and industry is no less isolationistic and impractical than 

that found in education. Business and industry may view education as the business of educators, and 

they often fail to see that becoming involved in educating our youth will benefit business as well. The 

traditional approach has been to hire new trainees on the basis of standardized assessments, and 

then, in many work environments, provide the new hires with on-the-job training. In the ever more 

technical and complex work place, demands for training new hires are also increasingly challenging. 

Because business and industry typically make training decisions based upon direct impact on 

the bottom line, it is essential to develop evaluation procedures that clearly indicate the benefit of a 

preventive approach. Organizations could use control groups to study the types of training that are 

needed for new hires and the cost of that training. They could also use a strategically progressive 

structure of work-based learning programs and could project cost estimates for participating in each 

level. Over time, they could determine the number of employees who return to their organization to 

work and then compare the cost of training for such employees with the cost of training more 

traditionally hired trainees. 

Business and industry need not take on the business of education-at least not as a primary 

function. However, they would benefit directly from collaborative efforts with educators that facilitate 

early work-based learning opportunities and generate an improved pool of future workers. Intervention 

in education would also significantly improve the image of business and industry as socially responsible 

organizations that are willing to promote the general welfare in the communities in which they operate. 

C) The Advantage for Education 

Technology continues to advance so rapidly that even profitable companies with huge profit 

margins have difficulty keeping up, even though millions of dollars per year are poured into HRD 

programs and contingent efforts to develop work force competencies. Education is even more limited in 

resources. By opening our classrooms and extending them into the community, our educational 

systems can gain access to state of the art technology and subject matter experts-vital pieces of the 

educational puzzle if America is to remain competitive in the global marketplace. 

Duplicating work place resources in the classroom is unnecessarily costly and redundant and 

can be avoided if education will collaborate with the community at large. Sharing the burden of 

educating youth can reform our entire educational system into one that is efficient and effective. The 

marriage of HRD and education, through preventive approaches, could have a tremendous impact on 

improving the work force of the future. Strategic work-based learning opportunities offer business and 

industry and other organizations an opportunity to revolutionize HRD and move training and 

development into an even more vital role as we move into the twenty-first century. 

8.5   SUMMARY  

The Planning Commission of India has envisioned the following action agenda for various levels 

of Education and Skill Development in its 11th Five Year Plan, such as: 

• Achieving a literacy rate of 80%  

• A special focus on Teacher Education  



• Usage of Technology/ICT  

• Setting up of the National Skill Development Mission, Coordination Board, and National  

• Skill Development Corporation  

• Strengthening Private Sector Participation in Education.  

The Indian education system is divided into the core and non-core segments. 

The core group consists of primary, secondary and higher education, 

 The non-core segment focuses on segments such as pre-schools, vocational training and 

coaching institutes. 

The various HRD mechanisms used in education are management by objectives, teacher 

training; in service and pre service training, performance reports, teacher mobility; geographical and 

professional mobility working conditions, workplace relations etc. 

The need of the hour today is a strategic collaboration between HRD and education which will 

be beneficial to the individuals, to the organizations and to the education sector. 

8.6 GLOSSARY 

1. Teacher Education and Training: Upgrading the quality of teaching is the point of entry for 

any sector renewal strategy. It presupposes that, because no pre-service teacher training programme, 

however good it may be, will be sufficient by itself to prepare teachers for their entire career, continuous 

upgrading will be necessary. In-service training, however, while arguably a powerful tool to raise 

competency levels and keep teachers abreast of new trends in education, occupies at best a modest 

place in Education Ministry programmes. 

2. Pre-service training: typically targets the learning of the various subject matters and generally 

neglects the pedagogical and practical aspects of teaching .Pre-service training typically provides 

teachers with the basic skills that will qualify them to enter the teaching profession along with the 

knowledge of how to update them as and when necessary. 

3. Performance Reports Performance reports are an essential part of any programme of 

management by results. The output and efficiency of an administration depend, to a great extent, on 

the performance of the staff tasked with carrying out the activities that are designed to achieve the 

institutional objectives. 

4. Teacher Mobility: There are two types of staff mobility: Geographical and Professional. 

The Geographical mobility implies a change of posting whereas the Professional mobility refers to 

career-related   mobility. The latter can be vertical as in the case of a promotion or horizontal when a 

change of activity occurs within a given assignment. Staff mobility is viewed as a means of reinforcing 

human resource utilization. 

Professional mobility; various possibilities for advancement are available to teachers throughout their 

careers, be they in the form of promotion by grade or step, change of discipline or service, both within 

and outside the Ministry. Promotion by grade or step has been explained previously. Promotion as a 

consequence of a change of specialization is possible following appropriate study and certification, 



5. Work-Place Relations: Those responsible for the management of human resources have a 

responsibility to establish and maintain a work-place environment that is conducive to achieving 

institutional goals. Concretely, that entails recognizing and handling staff claims the nature of which is 

expanded from salaries and working conditions to include promotion and career questions. 
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8.9  MODEL QUESTIONS  

1.  Give an overview of the education sector in India with special reference to the following: 

 a) Statistics pertaining to education 

 b) Steps in policy formulation and promotion of education. 

 c) Major players in education sector in India 

 d) Education Sector outlook 

2.  Outline the various HRD mechanisms being applied in education sector. 

3.  Why do you think there is a need for strategic collaboration between Education and HRD 

in India in today’s globalized, liberalized and privatized education sector.  

Answers to self assessment question 

 1. systematic balance 

 2. quantitative and qualitative 

 3. staffing requirements 



 4. supply and demand 

 5. a) Voluntary or mandatory re-assignment 

 b) Reduction of the number of career staff 
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9.0    OBJECTIVES 

After going through the lesson, you should be able to understand; 

• The HRD practices in the defence services, 

• The HRD practices in the police services, 

• The HRD practices in the industry in the wake of liberalization, globalization and 

privatization. 

9.1   INTRODUCTION 

By now we are very clear of the importance of HRD in every field, be it government sector, 

public sector, private sector or education sector. The significance of improving the existing 

competencies along with the potential competencies to enable them to contribute more effectively and 

efficiently towards the achievement of the organizational goals cannot be underestimated. Most of the 

organizations have been applying a combination of HRD interventions like training and development, 



performance appraisal, potential appraisal, career planning, employees welfare , proper grievance 

handling improving their quality of work life etc. all these methods have been able to stand the test of 

time and have shown significant improvements in the working of these various organizations. In the 

current discussion we will dwell on the HRD practices being followed in the defence sector, police 

services and the industry. 

9.2 HRD IN THE DEFENCE SERVICES 

Need of HRD in defence services; 

1. Defence service being the most strategic of all the sectors deserves special attention in 

everything, since they are the ones who are awake when everybody else is enjoying a 

sound sleep, they need to be treated with utmost respect. At the same time, their 

commitment and loyalty to the nation is commendable. They do everything possible to 

protect us from the enemies and protect our borders day in day out.  

2. The importance of training and developing these men in uniform is of paramount 

importance for any nation. Thus their training needs are special, rigorous and difficult, 

which the HR department of the nation needs to take care of. 

3. It is significant to understand that the defence sector is one of the largest, most 

differentiated and geographically dispersed systems of the country. In this light it becomes 

all the more important to coordinate the activities of the defence sector to achieve the 

desired goals of maintaining security and integrity of the nation. This would be possible 

only when the requisite skills, attitudes and behaviors are inculcated in the defence 

personnel. 

4.  On the other hand the job of the defence personnel is of high stress levels which 

demands physical emotional and mental toughness at all times, which is possible when 

they are prepared for it through formal and informal training activities before joining the 

services and during the services. 

5. Another very important factor in training the defence personnel is the absence of any 

lateral induction in the services. This calls for preparing the existing people with potential 

to take up higher responsibilities in due course of time. Thus potential appraisal of the 

defence personnel is of great significance. 

6.  Since the retirement age in the defence services is earlier as compared to the other 

services, the defence department provides the in service personnel the opportunity to 

upgrade their educational and academic credentials by sponsoring them to various 

educational institutes for higher education , like MBA’s or various diplomas which helps 

them in preparing for the future employment  after they retire from the defence services. 

The institute of defence management (IDM) at secundrabad, set up in 1970, aims at preparing 

the fresh recruits for the tough job ahead. Their typical training would include; 

• Preparing the officers to meet the emerging personnel and technological needs of the 

defence services and thereby enhance the operational preparedness of these services. 

• IDM being an inter service organization, senior officers of the army, navy and air force and 

civilians of the equivalent ranks gives management training to them. 



• Preparing them to be adapt in making strategies and tactics to deal with any kind of un 

foreseen circumstances; 

• Training them in the latest techniques of warfare; 

• Devising methods of motivation to keep them on their toes and committed to their jobs. 

IDM has a separate HRD department as a part of the faculty of organization behavior, which 

has developed structurally as well as functionally over a period of time and has formulated the following 

objectives; 

1) To create self awareness in participants through introspection, retrospection and self 

study. 

2) To improve their perception with regard to individual differences relating to the affective 

side of the personality like attitudes values motivation and morale, and the cognitive side 

of the personality like reasoning ability, judgment, conceptualization and problem solving, 

learning and unlearning abilities etc 

3) To improve their understanding of the process of communication especially its 

transactional nature involved in personal and organizational communication. 

4) To improve their decision making ability by developing their emotional maturity, tolerance 

for ambiguity and empathy. 

5) To improve their skills of making better use of human resources for increasing 

organizational effectiveness. 

6) In addition to the above methods of training , the department aims at training them on a 

wider range of topics with the help of the following  modern methods like; 

• Role playing exercises 

• Case studies 

•  Films 

• Diagnostic instruments 

• Syndicate and panel discussions 

• Brain storming 

• Visits to service and industrial organizations 

• Project work 

• Training through experiential learning. 

 All the above mentioned methods have proved to be very effective with the service 

officers. 

7) Progressive leadership training in the army is an integral part of the training curriculum of 

the army cadet corps, officer’s training school, Indian military academy and others. 

8) They have also attempted to redesign and improve the existing appraisal system of the 

officers in the navy as well as in the army. 

9) Special motivation workshops for the officer’s are also on their curriculum. 



From the above discussion it becomes very clear that IDM is a premier training institute for the 

defence services which is doing excellent job of training and developing its officers for the present as 

well as for the future assignments. 

It has been able to spread the message of management sciences in general and human 

resource development in particular in all the three services; army navy and the air force. This effort of 

IDM has proved to be very fruitful for all these three services which have made HRD an integral part of 

their training programmes.  

9.3 HRD IN POLICE SERVICES 

The police of any country are the most strategic as they have to deal with the day today law and 

order problems and have a direct contact with the people and the society at large. They have to be very 

active physically mentally and emotionally just like their counterparts in the defence services. They 

have to be constantly working on maintaining and ensuring peace and security in the society as they 

are the servants of the society. it is in this nature of their job that they have to be trained and developed 

on a constant basis. 

A study on police administration has revealed certain strengths and weaknesses of the police 

department; 

The strengths include their loyalty commitment job security espirit de corps etc, they suffer from 

major weaknesses in the form of excessive political interference, corruption and lack of proper 

interaction among members. 

Certain suggestions were made to improve the police administration like; 

• Restructuring of salaries and benefits; 

• Introducing modern methods of recruitment and training; 

• Improved performance appraisal systems 

• Better control and communication within the administration and 

• Improving inter personal relations amongst the police personnel. 

The police services have not been able to deliver the required services because of  lack of 

proper training and administrative opportunities for them which is very essential for any kind of 

organization especially the police services where the direct contact with the society and ensuring their 

well being and safety is on the top of the agenda. 

A working paper at a national seminar in 1986  at the Sardar vallabhai patel  national police 

academy in Hyderabad, pointed out the problems in all the HR functions starting from manpower 

planning , recruitment selection training appraisals etc and thereby suggested some measures to 

improve the existing system to ensure better and planned optimum utilization of the existing manpower 

inventory with the police department. 

The first task in this direction   set up a department of personnel for police forces both at the 

central as well as the state level. 

In order to ensure maximum utilization of human resources, an integrated system was 

recommended to provide and develop; 

• Objective recruitment methods based on manpower planning and forecasts 



• Induction and training programmes to better orient the police personnel to the ever 

changing demands of the society. 

• Career management: career planning and career development. 

• Uniform promotion policy and better appraisal systems. 

• System for immediate grievance handling  

• Extensive welfare policies for them and their families. 

• The current scenario thus demands that the police services be taken care of as they are 

taking care of the society. 

9.3.1 HUMAN RESOURCE DEVELOPMENT MODEL FOR THE TAMIL MADU POLICE 

Of all the resources, the human resources are not only basic but all supreme. It is the fountain 

head of all inspirations, motivations, imaginations and creations. In fact, it is an asset and the value-

adding agency to any activity. Therefore, recruiting or selecting the right type of personnel, training 

them to the job-on-hand, exposing them to the new environment, finding defiant characters and 

shaping or reshaping them leading to total quality management or total efficiency or productivity are 

part of human resources management. 

In this connection what we must bear in mind is that 'Hire, tire and fire' is not always possible 

and good; as far as possible, "Hire, shape and retain" must be the motto. The police motto is "to strive 

to serve", i.e. Service to society, community and the public and through the public - to Law, and-

through the Law to government. 

Police is essentially a service organization, though it is charged with the onerous responsibility 

of enforcing law and order. It has a velvety hand and a weaponry hand; both to care for the socially 

down-trodden, the infirm, the poor and the innocent with kindness and it has to deal with an iron hand 

with the criminals, offenders and the law-breakers. 

Indeed, the police job is complex, continuous, taxing and tiresome. It requires total dedication, 

full-involvement, "twenty-four-hours" devotion to duty and to a very large extent sacrifice; sacrifice of life 

also sometimes in the course of duty. 

Barring the Military, no civic service, save the police, has the kind of unique opportunity as well 

as challenge, even though the salary structure and other perks are almost the same as is available to 

other civil services. 

In this setting, we have to visualise a situation in which the police have to act-to act both 

mercifully and forcefully, which is a difficult job. 

And so, the whole gamut of selection, shaping and use of the personnel meant for the police 

becomes complex, complicated and continuous Personnel management processes which are bound to 

be not only handled humanely with deft and experience, but also be tempered with Human Resources 

Development concepts and ideas. 

Activity I 

Study the HRD practices in Police Administration in your area and outline its strengths and 

weaknesses. 

__________________________________________________________________________ 



__________________________________________________________________________ 

POTENTIAL MODEL 

So far as the Tamil Nadu Police organization is concerned, the motto would be  

"To Strive to Serve". The same Logo is adapted in the model designed, in the absence of any 

other authentic source.  

In fact, this motto appears to be acceptable for two reasons:  

one, it has stood the test of time for more than a century, and,  

two: it can be applicable to the years to come. 

From this motto it is clear that the Tamil Nadu Police wants to be service oriented organization 

and it is their mission. "to strive to serve". 

Once the 'mission', which is born out of a 'vision' is established or articulated, it logically leads 

to other steps - both evolutionary and anticipated or planned ones –  

The mission leads to 'objectives.' What are (and what would be) the objects of the Tamil Nadu 

Police? 

That would include maintenance of peace i.e. 'Law and Order', prevention and detection of 

crime, regulation and enforcement of vehicular traffic, enforcement of various penal laws and social 

regulation laws, as the strong arm of the State and the Government and ultimately, to be the "social 

service worker in the uniform." 

How to approach the achievement of 'excellence' in fulfilling the objectives of the police? 

It can best be done by having 

(a)  Organizational base, with a view to developing human resource and this base would be 

the peg on which tile whole processes of Human Resource Development would work. 

(b)  A merger of individual goal into organizational goal or vice versa so that not only the     

organization would develop but also the individuals in the organization. The idea is that if 

the individual is developed, the organizational gets developed. 

(c)  Motivate the supervisor so that he would motivate his subordinates to get the maximum    

turnout.  

(d)  Participative management in which all ranks will give their best in the decision-making. 

(e)  Development of creativity and leadership which are a must for any organization to sustain 

or grow. 

These Human Resource approaches are to be supported by Human Resource strategies. 

They are: 

1. recognition of individual needs and his role to play, 

2. self-respect to be practiced at all levels,  

3. all ranks must have understanding and a sense of pride and belonging to the police, 

4.  the level of confidence and communication must be such that the complex, 



5. nature of police duties specially call for, 

6.  opportunity must be given to all ranks to prove their worth, 

7.  Discipline must be maintained effectively; once a decision is taken and orders given, they 

must be obeyed implicitly. 

What are the Human Resource Development interventions that can be employed to make the 

Tamil Nadu Police more productive and more efficient?  

They include; 

(i) Discovering or re-discovering of the talents and potentialities in the individuals to be 

tapped fully. 

 (ii)  Management concepts must be practiced regarding planning, implementing, monitoring 

and evaluating. 

• Planning envisages taking stock of the needs and the objectives. 

• Implementation must be prompt, time-bound and perfect. 

• This should be monitored through close supervision, inspection and control. 

• Evaluating is done through performance appraisal and day-today administrative 

control and supervision. 

9.3.2  Need for human resource development – climate 

In the light of the above principles, HRD programmes or planning has to be arranged. It can be 

done by setting up HRD objectives, organization of planning, forecasting Human resources needs, 

preparing action program me for HRD and having an HRD Audit. Any deviations are to be controlled 

and corrected. 

It is through the HRD mechanisms or HRD practices the police department or system can 

achieve the results. 

1.  First and foremost, the police system must have a separate HRD department to work 

directly under the Director General of Police. Such units must function under each inspector General 

Deputy Inspector General under the Head of the different wings of the police, for example, C.I.D., 

Armed Police, and Railway Police etc. A management graduate and a psychologist must assist the unit 

officers in the actual personnel management affairs. 

2. Selection, Staffing and Posting of personnel will have to be based on recruiting the 

right type of personnel, regard being had to physical, mental Psychological satisfactions, since the job 

of the police is taxing one.  

3.  The objectives lead to processes, namely Human Resource processes: 

The object of the personnel selection is to get the right person for the right job, namely the 

'Police'. Unlike other Civil Services, though the police is, for classification purpose belongs to the 

Government Services, a Civil Department or organization, it ought to be viewed as a concurrent military 

and civil department. In other words, it is the fusion or sum-total of both the Army and the civil 

Administration transformed into one. 



• Therefore, the Police Organization or system becomes a complex one, since it has to have 

the rather conflicting role of an Army so far as it is armed with lethal weapons to control 

lawlessness to restore peace, even going to the extent of licensed killing of people in times 

of emergency, though under restraint or judicial or Revenue control, and role of a civil 

organization in which it takes the role of regulatory functions like traffic control, crime 

prevention and detection, investigation and charging of offenders and bringing them before 

the court etc. 

• Not only this, it is this organization which is both doing a positive and negative job in the 

sense that it is positively, for example, in traffic area the Traffic constable or officer helps a 

handi-capped to cross the road by stopping the vehicles, and he negatively charges the 

'over speeding' vehicle. 

• The police man is supposed to be a mixture of both fire and water in the sense he takes 

the role of dispenser and destroyer: regulator and prosecutor (or charger). It is this 

peculiar, if not unique, character or nature of the Police functioning, which puts lot of 

restraints and constraints in the Police Personnel functioning with obvious scales held by 

the Judiciary, the Government through Executive Magistrates, the press and public, often 

swayed by ulterior motives or the-day-today changing environments. Yet the police 

functions - and has to function - perhaps, with a thick skin and under stress and strain with 

no means of expression in the absence of any association or union for them. Often they 

breakdown, tending to using third degrees, or rest in isolation or resort to self-

condemnation, or suicides. 

•  They have no holidays, no recreation, no relaxation, being on twenty four hours duty. 

 It is against this background, environment and peculiar or odd situation in which the entire 

perspective of the police organization should be looked for. And remedies are to be suggested. 

1.  Selection and recruitment: 

In this connection, a constable recruited should be visualized to be the future inspector of Police 

or Deputy Superintendent of Police or even a Superintendent of Police. Instances are that in reality it 

has happened in a few cases that a constable rose to the rank of Superintendent of Police in charge of 

a District Police Administrative commanding thousands of officers and men. Similarly, a Sub-Inspector 

recruited must be viewed as a Deputy Inspector General of Police in the making. Likewise, an Assistant 

Superintendent or Deputy Superintendent of Police is to be taken as Director General of Police or 

Additional Director General of Police in the years to come. If this aspect is taken into account, the right 

type of people will be correctly recruited. 

2.  In the training not only the brawn, but also the brain must be taken care of. Job Design 

must specify the duties cast on such jobs. Posting must be based on suitability of the person for the 

particular job. 

Retraining, on- the- Job-training is very essential. It must be arranged periodically for all ranks 

and throughout their career. 

3.  Performance appraisal must be objective and it must be followed by counseling. 

4.  The counseling may not only be on the official duties, but also, if necessary, on 

domestic matters requiring advice and guidance. 



5.  Career planning is a must for all ranks in the police. It must not be left to the individuals. 

But the department officers at all levels must take it as a duty to perform this. 

So far as training, educating and in-service-training are concerned, the Swedish and 

Singapore Models on Human Resource Development may be of worth emulation. 

1. The Police department must organize five day seminars thrice a year for all Heads of units 

and implementing agents. Commitment to HRD ideas and better coordination would be the 

hall mark of such Seminars. 

2.  A second level course for the next in command or Deputy Head may be organized for 5 

days. After giving a break, organizing another 5 day course is essential. 

3. The third phase course will be for the Head of Department. and the deputies to organize 

for their staff Seminars in four phases in' one year. 

4.  Human Resource Development through life-long education and skill updating will have to 

be undertaken. 

5. Organization Development (O.D.) Experiences are to be organized continuously to 

manage conflicts and encourage open and authentic communication among all the 

employees in the organization. 

6. Counseling is very important to fill up the short comings that may be found on the part of 

the ranks / and file of the Police System. 

7. Potential appraisal aims at tapping the human resources patent and latent.  

8. Coupled with this, there must be a Personnel Research and Information System, which will 

be able to throw light on the state of affairs available on hand and also the possible 

indications of the future events. 

9. A system of reward giving and paying Compensation for those who are overworked and 

underpaid and benefits giving to the deserving must be worked out so as to enthuse the 

staff and to retain them in service. 

10. Job rotation is a essential and officers and men must be rotated in various branches like 

Law and Order, Crime, Traffic, C.I.D. Armed Police,etc. so that the monotony of the job will 

be minimized and fresh blood will be infused. 

11. Not only this, job enrichment must be done to make the job attractive and interesting. 

12. Grievances of the subordinates as well as the superiors must be listened to and remedial 

measures taken. There should be a machinery to attend to this. At districts level a Deputy 

Superintendent of Police or Assistant Superintendent of Police may be put in charge of this 

work regarding the subordinate police and he would report directly to the Superintendent 

of Police In each unit also a similar officer may be appointed. To look to the grievances of 

the Superior police officers, an Addl. Director General of Police may be appointed. 

13. Finally, succession planning becomes necessary whereby a promising officer would be 

groomed for top management post at least two or three years in advance of a possible 

vacancy. 

Having introduced all these measures, the department can definitely hope for a positive Human 

Resource Development climate. Such a climate will ensure quality work life and service, apart from 



proper productivity and excellence and readiness to change. Thus it could be seen that Human 

Resource Development climate is very essential for any organization, more particularly for a service 

organization like the police which has to move very closely move with different strata of Society. 

 With ever changing environment and service conditions, the police must be tuned to rise up to 

occasions and face any situations The Human Resource Development climate will be the catalyst 

agency to usher in an era of enterprising, energetic and enthusiastic police with the motto or mission in 

their mind, and heart, "to Strive to serve". 

The HRD climate will ensure: 

a. Wholesome and total Quality Service 

b. Consumer (public) satisfaction 

c. Respect for citizens by the police 

d. Self- respect for the Police and the public 

e. Public respect for the police 

f. Total dedication to duty 

g. Contented and efficient Police force 

h. Team Spirit; sense of pride and belonging among all the police personnel 

i. Totally Supreme Service - Cum - Law enforcement Agency, whose motto will be " Service 

with Excellence". 

Self Assessment Question 

Fill in the blanks ........................ 

IDM has a separate HRD department as a part of the faculty of organization behavior, which has 

developed structurally as well as functionally over a period of time and has formulated the following 

objectives; 

1. To create self awareness in participants through 

2. To improve their ......................... relating to the affective side of the personality like attitudes 

values motivation and morale , and the cognitive side of the personality like reasoning ability, judgment, 

conceptualization and problem solving , learning and unlearning abilities etc 

3. To improve their understanding  of the process of..................................... especially its 

transactional nature involved in personal and organizational communication. 

4. To improve their decision making ability by developing their..........................................., 

tolerance for ambiguity and empathy. 

5. To improve their skills of making better use of human resources for increasing 

................................ 



9.4 HRD IN INDUSTRY 

The Impact of Globalization and Human Capacity Building Globalization, as a predominant force 

of economic expansion, offers a new vista of opportunities and challenges. With regard to human 

resources specifically, the new trend places new demand for higher skills and a vast pool of 

“knowledge workers.” That, in turn, requires changes in decisions and practices at all levels – policy-

making, industrial production, and skill training and education – to cope with technological 

advancements and market changes. 

Invariably, the development of human resources ranks high on the agenda of all the world 

economies. Capacity building becomes a prime issue in developing human resources so that each 

sector and industry can best tap the opportunities offered in globalization. 

As competition intensifies, and market conditions change rapidly, policymakers have to respond 

accordingly to develop new talents and the necessary human resources. To prepare the workforce for 

the vast structural shifts, individual economies have mapped and adopted specific strategies ; 

• that make effective use of public resources 

• update labor market policy-making, and 

• provide education and training to help people become more employable, productive and 

internationally competitive 

9.4.1 Capacity Building for Industrial Restructuring: 

As globalization gathers speed, industrial restructuring is directed at achieving a higher level of 

technological sophistication within a fast reducing time span. Structural shifts in the economy and 

specific sectors have deepened the dependence on specialized manpower and new talents for 

industrial competitiveness.  

To enhance the human capacity for industrial restructuring, policy makers have to attend to a 

host of issues covering, 

1.  Human resource development and education;  

2.  Roles and functions of the government, 

3.  Business, academia, funds, and technology;  

4.  Developments of industrial restructuring within the economy;  

5.  The competitive and cooperative relations of economies in a regional bloc.  

The paramount importance of capacity building for industrial restructuring is evident in the 

tripartite efforts that each member economy puts in to prepare and retrain human resources in the 

course of upgrading the traditional sectors and low value-added manufacturing industries.  

The trends of regionalization and the effects of global operations have heightened the need to 

set up HRD strategies to acquire and retain competent workforce for them to maintain competitive 

market positions. The skill shortages in this region, pertain to managerial and professional skills 

(especially in the less developed economies such as Indonesia, Mexico, the Philippines, Thailand), 

clerical and production workers (in more developed economies such as Chile, Singapore and 

Malaysia), and an overall shortage of IT skills for all economies in the region. 



 The urgency of keeping the capabilities of both managers and workers in progress as that of 

structural changes to enable a smooth transition to higher value-added industries.  

The solution may be found in: 

1. better forecasting of HRD needs, 

2.  a cost-benefit training framework, 

3.  Better labor market policy-making, 

4.  and quality vocational and training programs that are jointly conducted by the government 

and the private sector 

5. On their part, educators need to review their contribution toward developing the 

specialized manpower essential to industrial upgrading. 

6.  In addition, they have to enlist the support of other quarters so that through tripartite 

efforts, the academia can be assured of increased education budget directed at enhancing 

student quality, 

7.  new instructional approaches to serving  industrial needs, and interflow of talents between 

educational institutions and private enterprises. 

Inherent in the process of industrial upgrading is the decline of traditional sectors. For some of 

these industries, alternative developments have been made.  

Particularly worthy of mention is the use of modern technology to supplement traditional 

handicraft techniques. The Nishijin designing industry in Japan, for example, has been experimenting 

with creation of traditional patterns through computerization. The industry further exploits modern 

communication technology through using the Internet to promote its product and expand the 

geographical boundaries of its market 

9.4.2 Nurturing Human Resource for SME: 

Small and medium enterprises, an indicator of economic development, underpin the economic 

prosperity through job creation and improving living standards. For all their adeptness and flexibility in 

coping with market changes, these ventures are now confronted with a host of challenges arising from 

globalization. There is, therefore, a pressing need to rebuild the competitive edge of the SMEs. The 

approaches taken by governments and firms to address this need range: 

• from total management improvement, 

• financing and counseling,  

• to upgrading R&D and production technologies. 

A lesson may be drawn from the experience of SMEs in Japan.  

The turning point for human resource development in SME is illustrated by the breakthrough 

made in Japanese SMEs which, not unlike their counterparts in less developed economies, have 

suffered the onslaught of globalization. 

• Stiff competition and pervasive E-commerce have generated demand for a new generation 

of workers.  



• Japanese SMEs, realize that their workers have to possess not only physical skills, but 

also the mental skills to deal with new information and new forms of information 

representation. 

• Employees, especially line managers and technical staff, for example, must work in virtual 

groups/teams, 

• production is spread over global production networks, encompassing multiple time zones, 

countries, cultures, and languages, and the 

• knowledge/service side of a product requires ‘people-skills.’  

• At the shop floor level then, post-employment training is now emphasizing ‘human capacity 

building’—that is, the process of equipping individuals with the understanding, skills, and 

access to information, knowledge, and training that enables them to perform effectively. 

• Clearly, a key point in Japanese human capacity building lies in skill formation. 

•  Firms integrate their total management, upgrade R&D, and production technologies to 

train workers in multiple tasks.  

• Thus, workers’ versatility ensures their continued competitiveness. 

•  In fact, member economies elsewhere in the region have invested immensely in helping 

the traditional workforce acquire secondary skills. 

•  It is not uncommon in the region that SMEs depend much on the government to make a 

smooth transition in industrial restructuring. 

These firms need help on a broad basis:  

a) A grasp of new economic trends,  

b) Introduction to new management techniques, 

c) Developing as learning organizations to keep up with changes,  

d) Help in human resource management and development.  

In fact, to help SMEs effectively and efficiently, the government should act promptly to nurture a 

core of seed-teachers in human resource development and management. For PECC as a whole, the 

setting up of an institutional framework can strongly bolster the efforts that individual members 

undertake to facilitate the flow of goods, people, money and information across national borders by 

SMEs. 

9.4.3 HRD and High Value-added Technology 

Given current economic development, high value-added technology industries have come to be 

the driving force behind: industrial competitiveness, upgrading, improved capabilities of the national 

workforce and elevated standards of living. 

These industries are characterized by their 

1.  knowledge-intensive and technology-oriented operations, 

2.  and a high quality in specialized manpower. 



 A knowledge-based economy is powered by a workforce that is highly educated, innovative 

and creative. These talents have to be sensitive and readily responsive to technological evolutions and 

ever changing market conditions. They have to generate new ideas, introduce new innovations and 

make such new innovations applicable.  

Human capital investment is the key to producing this new generation of talents. Being an 

investment in education, instructors and learners alike have to search for the kind of knowledge and 

skills relevant to enhancing their performance in their own specialized fields. Four ways have been 

proposed for increasing the returns on human capital investment:  

(i) intrinsic satisfaction for the learner derived from the challenges and peripheral benefits of 

his/her studies;  

(ii) opportunities for further development arising from such studies;  

(iii) recognition for his/her achievements from professional counterparts; and  

(iv)  monetary rewards 

High value-added technology and its underlying sophistication necessitate the combined 

efforts of the government, business and academic sector in training new talents.  

1.  The government has to create an environment conducive to continued education and help 

enterprises make their new innovations commercially viable. 

2.  Business Firms need to review their low cost management approach in consideration of 

high yields from new technologies.  

3.  Academic institutions would have to redesign their curricula; the new paradigm for human 

resource development should be directed at stimulating students to think critically, actively 

and innovatively. While helping guide students into the field most appropriate to tapping 

their human capital, universities should develop their own specialization. Educators have 

to be updated on developments in the industries and orientate their instruction to training 

students in such core competence as creativity and industry information management. 

The recommendations and proposals from the symposium may be categorized as follows. 

Physical Structure: 

• to establish cost-benefit training framework for HRD needs & assessment 

• to utilize internet and modern technology for production, product promotion and industrial 

networking 

• to facilitate flows of goods, people, money and information across national borders 

• to input target-oriented research and industry-oriented curriculum design  

Human Infrastructure 

• to provide education & training to help people more employable, productive and 

internationally competitive 

• to provide lifelong learning and nurture seed-teachers in HR development and 

management 

• to develop innovative culture and seek closer academia-business collaboration 



Organizational/ Institutional Rules 

• to establish effective personnel assessment and recruitment system based on market 

trends, modern technology and management know-how 

• to provide linkage between MNCs/SMEs and governments to provide quality vocational & 

training programs specific to the local needs 

• to encourage commercially viable innovation and enforce intellectual property rights 

Globalization, with unlimited prospects of economic prosperity, brings with it a high demand for 

members to foster interaction and exchange in the region as well. The trend is irreversible for regional 

growth to be led by the availability of specialized manpower. For member economies 

9.5 SUMMARY 

The development of any nation is absolutely dependent upon its human resources or to say 

more precisely, well trained well equipped and well developed human resources who can make all the 

difference in winning and losing. This becomes all the more important when it comes to the essential 

and the most critical of all the services like the defence and the police services .in the current chapter 

the major emphasis on HRD in these sectors has been on improving their level of motivation, 

commitment and loyalty apart from applying the routine HRD mechanisms to enhance their 

performance.  They emphasized on developing the right kind of organizational culture and climate to 

enable them to work under all situations, circumstances, stress etc .their training included more of 

experiential learning, understanding human behavior, personality, attitudes and values. Invariably, the 

development of human resources ranks high on the agenda of all the world economies. Capacity 

building becomes a prime issue in developing human resources so that each sector and industry can 

best tap the opportunities offered in globalization. 

9.6   GLOSSARY 

1. Capacity building : Capacity building becomes a prime issue in developing human resources 

so that each sector and industry can best tap the opportunities offered in globalization.The Impact of 

Globalization and Human Capacity Building, as a predominant force of economic expansion, offers a 

new vista of opportunities and challenges. With regard to human resources specifically, the new trend 

places new demand for higher skills and a vast pool of "knowledge workers." That, in turn, requires 

changes in decisions and practices at all levels - policy-making, industrial production, and skill training 

and education - to cope with technological advancements and market changes. Invariably, the 

development of human resources ranks high on the agenda of all the world economies. 

2. Capacity Building for Industrial Restructuring: As globalization gathers speed, industrial 

restructuring is directed at achieving a higher level of technological sophistication within a fast reducing 

time span. Structural shifts in the economy and specific sectors have deepened the dependence on 

specialized manpower and new talents for industrial competitiveness. 
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9.9   MODEL QUESTIONS  

1. Write a detailed note on the HRD practices in the defence services. 

 Discuss the various HRD practices being followed in the police services. Explain with the 

help of a case study. 

2. Do you think that the HRD practices in the industry needs to be restructured and 

redesigned in the wake of liberalization, globalization and privatization? Give your view 

points. 

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Introspection, retrospection and self study. 

2. Perception with regard to individual differences 

3. Communication 

4. Emotional Maturity  

5. Organizational Effectiveness. 
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10.0   OBJECTIVES 

After going through the lesson you should be able to understand: 

• The emerging issues and trends in HRD 

• The emerging challenges for HRD in the globalized era 

• How to meet the challenge of developing leaders for tomorrow through HRD initiatives. 

10.1   INTRODUCTION 

The part of Human Resource Management which is concerned with the development of Human 

Resources is called “Human Resource Development” and refers to teaching managers and 

professionals the skills needed for both present and future jobs or can be defined “as a step taken by 

the organization to foster learning among employees”.  

Human Resource Development is both-specific and career-specific. 

• The topic of human resource development is not new in developed nations, but 

unfortunately it is the most neglected field in the developing nations. Managers, 

supervisors and employees all require training and continual development if their potential 

is to be utilized effectively 

• Human resource training has become increasingly vital to the success of a modern 

organization. Rapidly changing technology requires that employees possess the 

knowledge and skills necessary to cope with new processes and production techniques.  

• The growth of organization into large, complex operations whose structures are continually 

changing makes it necessary for managers, as well as employees, to be prepared for new 

and more demanding assignments. 

• There has been a definite trend in recent years for organizations to take a broader view of 

resources by creating career development programs. Such programs involve attempts to 

develop the employee’s career in a way that will benefit both the organization and the 

individual.  

Human Resource are one of the four factors of production and are absolutely critical for any 

type of organizational functioning. Organizations are coming to realize that performance of any firm is 

dependent upon the effectiveness of their human resources. The job of recruiting and selecting 

talented and experienced people is not the last but the first step in building an effective work force. 

10.2 EMERGING ISSUES IN HRD 

1. The shift from training to learning: 

a) There is an expectation that employees will take more responsibility for their own learning 

and will make perennial efforts towards self learning through, Sharing the cost of education 

with the employer, Identifying their own training needs from time to time, Learning from 

work related situations on a daily basis, Learning from peers, subordinates and superiors. 

 As a result the focus has now moved away from training and development to     training 

learning and development. 

b) the emphasis is now on lifelong learning to enhance employees employability during his 

career. 



c) Employees are encouraged to understand how they learn and can learn differently. 

d) The growing emphasis is now on unlearning the old concepts to make way for the new 

ones which is very essential in today’s competitive environment. 

2. The shift from formal interventions to informal workplace learning: 

Nadler and Wiggs differentiated between the formal classroom learning and informal workplace 

learning for the first time in 1986. They emphasized the importance of experiential on the job 

learning through colleagues, learning from doing that is chairing a meeting, leading a project 

team, attending an interview etc, learning from the mistakes of self and others is also a very 

rewarding experience. 

a) There is less emphasis on specific job related skills to develop competencies essential for 

achievement of organizational goals and enhanced performance. 

b) Less emphasis on the participant’s enjoyment of the training rather than the measuring the 

change in performance after training.  

c) Less emphasis on instructional design and delivery mode and more on facilitation of 

learning. 

d) More involvement of line managers in the evaluation process and in the facilitation of 

workplace learning. 

3. The shift from psychological to sociological perspectives on learning: 

The traditional training programmes are designed around the psychological perspectives of 

learning i.e. the behavioral and the cognitive theories of learning while the sociological 

perspective of learning emphasizes on social learning through social interactions with the 

various internal and external stakeholders and the members of the organization. Another is 

situated learning whereby the employee learns from the colleagues in a work context. This has 

lead to the growing interest in the informal and collaborative work place learning that is 

integrated with work through the support of both the HRD practitioners and the line manager. 

4. The shift from the trainer as an instructional expert to business partner: 

Earlier the line manager was concerned with only identification of training needs only but now 

the HRD practitioner is a business partner and acts as a change agent, business expert, 

knowledge manager and internal consultant. Interestingly both the HRD practitioners and the 

line managers are collaborating on the successful implementation of various HRD interventions. 

5. The shift from the development of human capital to the development of intellectual 

capital: 

More recently the focus has shifted from the human capital to the intellectual capital which 

embraces social as well as human capital. Social capital is knowledge that is socially embedded 

in social networks and informal groups. This can be developed within the organizations by 

bringing people from different backgrounds and perspectives together, building informal work 

groups known as communities of practice, helping employees to gain access to social networks. 

This social capital is being increasingly used for problem solving, innovation in work techniques 

and helps in quick adaptation to new methodologies of working and enhances performance. 



6. The shift from centralized training departments and large teams of internal trainers to 

more varied and flexible approaches: 

The emphasis here is on blended learning which combines the face to face methods of learning 

with e learning modules. These are becoming very popular in the digital age and the 

organizations worldwide are using internet and intranet 24x7 to deliver training at the 

convenience of the employees. The centralized training centres are now becoming less 

functional in today’s competitive environment. 

Activity I 

Outline some of the newest Issues and Challenges Confronting HRD practitioners in 

today's de-globalized world. 

__________________________________________________________________________ 

__________________________________________________________________________ 

10.3 EMERGING TRENDS IN HRD 

1. Knowledge management: 

Simply put knowledge management can be defined as the process of collecting organizing, 

storing and disseminating knowledge. It is all about capturing knowledge in any form available in the 

organization from what people say and do and make it accessible to others. 

The knowledge management framework helps the HRD initiative in the following ways 

• Helps in conceptualizing organizational vision and communicating it to all the members 

• Helps in creating an organizational culture that motivates promotes and rewards people to 

create, share and use knowledge. 

• Helps in recognizing employee’s personal efforts for taking challenges, finding innovative 

ideas etc. 

• Helps in chalking out performance management system based on employees performance 

as well as learning abilities 

• Helps in conducting regular training and development programmes 

• Encouraging employees to perform multifunctional responsibilities 

•  Facilitating a work environment and culture that would render employees a feeling of 

freedom, trust and empowerment 

• Cultivating an organizational culture, where the employees at all levels understand the 

importance of learning and doing through sharing knowledge. 

Effective knowledge management initiatives can do great for an organization in the following 

ways: 

• Foster innovation and creativity  by encouraging free  flow of ideas  

• Improves customer service by streamlining response time 

• Boost revenues by getting products and services to market faster 



• Enhance employee retention rates by recognizing the value of employee’s knowledge and 

rewarding them for it. 

• Streamline operations and reduces cost by eliminating redundant or unnecessary 

processes. 

2. Learning organizations: 

A learning organization is an optimal state for creating and nurturing organizational 

competencies over a period of time which tends to improve performance. A typical learning 

organization would be characterized by the following; 

• They are adaptive to their external environment. 

• They continuously strive towards enhancing their capability to change and adapt 

• Develop and encourage collective and individual learning 

• Use the results of learning in improving performance and achieve better results. 

• An atmosphere that encourages continuous learning and development 

• That allows mistakes and failures 

• That encourages team work 

• That has participative leadership and decentralized decision making 

• That encourages staff to adapt to strategy changes. 

Thus learning organization is a response to increasingly unpredictable and dynamic business 

environment. 

3. Building corporate leadership for tomorrow: 

In the light of emerging challenges of globalization, rapid change, emergence of knowledge 

stakeholders, escalating professionalism, competitive survival through values and society’s increasingly 

powerful surveillance mechanisms, corporate leadership would ensure better business performance 

and corporate social performance excellence. 

The adoption of corporate leadership style   the following characteristics 

• Ability to re orient things and activities in the light of constant change. 

• Ability to grasp global opportunities and exploit them towards the organization’s 

advantage. 

• Ability to learn to achieve standards rapidly. 

• Ability to involve internal and external stakeholders in decision making. 

• To create democratic and participative and representative platforms for a constructive 

dialogue with the stakeholders. 

• To set up a fair and speedy organizational justice and grievance redressal system 

• To set standard and examples of high level of transparency and corporate governance. 

• Last but not the least high level of moral intelligence and emotional intelligence which is 

the most important ingredient of successful corporate leadership. 



4. Talent management: 

The organizations core competencies in terms of its human resources would make the ultimate 

difference in their winning or losing in this competitive environment. And managing the existing talent in 

the organization is of paramount significance to survive in this knowledge based economy. 

The capacity to learn +think +relate+ act accordingly to the organizational values is called 

talent. 

Talent management encompasses recognizing people’s inherent knowledge, skills, abilities, 

personalities, traits and individual differences and putting them at the right place doing the right things 

at the right time. 

Talent management is characterized by following activities; 

• Identifying, realizing and guiding untapped potential in the human resources available in 

the organization. 

• Nurturing and developing the people identified having potential to the organization’s 

advantage. 

• Creating and maintaining supportive and people friendly organization culture. 

• Developing the individuals and the organization continuously to respond to ever changing 

and complex business environment. 

• Attracting, retaining and developing the right people to meet the current and the future 

requirements of the organization. 

Hence talent management is an integral part of any HRD initiative and must be adopted and 

should focus on integrating the following: 

Recruitment: ensuring that right people are attracted to the organization by sending right signals 

through rigorous development programmes like that of TCS.  

Retention: designing the optimum reward and compensation programmes to support and 

motivate people at all times at all levels in the organization. 

Employee development: continuously upgrading the existing knowledge base of the employees 

through formal and informal training and learning programmes. 

5. HR re engineering: 

 It involves vital rethinking and radical reconstruction of enterprise processes that aims at 

eliminating all the duplicate activities, uniting the activities and innovating the ineffective ones. In short it 

aims at dramatic improvements in critical contemporary measures of performance like cost, quality, 

service and speed. 

Reengineering as created by Hammer and Champy are characterized by the following activities; 

• Several jobs are combined, performed by team members responsible for a process under 

the control of the team leader. 

• Team members are empowered to find new and innovative ways to improve the exiting 

methodologies towards service delivery modules, quality standards and norms, cost 

reduction and reducing the cycle times of the existing HR interventions. 



• Process integration leads to fewer controls and checks which reduces the defects through 

team effort. 

• Team members are encouraged to take decisions according to the requirements of the 

whole process 

• The steps in a process are performed in the order decided upon by those doing the work, 

rather than on the basis of fragmented and sequential tasks, enabling the parallel 

processing of the entire operations. 

6. HRD and quality circles: 

The underlying belief of quality circles is to build the people and produce quality people towards 

churning out quality products and services. It relies on the intelligence, wisdom, experience, attitudes 

and feelings of the employees towards their job.  

Quality circles are informal groups of employees who meet voluntarily on a regular basis to 

identify, define analyze and solve work related problems. It is indeed a participative philosophy woven 

around quality control and problem solving techniques at the bottom level. 

Quality circles are characterized by following attributes; 

• It epitomizes the policy of people building, respect for human beings and conceives a 

participative management culture. 

• It enables the grass root level employees to play a significant role in their organization for 

improving the quality. 

• It is a problem solving technique. 

It a human resource development technique and aims at achieving the following objectives: 

• Promotes job involvement 

• Develops problem solving abilities 

• Improves team communication 

• Promotes leadership qualities and personal development. 

• Develops greater awareness for cleanliness and safety measures reduces errors and 

enhances quality, leads to cost reduction and breakdown of machinery and equipment.  

• Encourages and inspires team work, and attitude towards problem prevention. 

• Improves workers productivity efficiency and effectiveness 

• Develops harmonious relationships between manager supervisor and workers. 

• And above all enhances worker morale and motivation. 

7. Employee empowerment and engagement: 

Talented and empowered people are becoming the most important ingredient in successful 

organizations today. The new generation adaptive organizations are replacing delegation with 

empowerment and responsibility with ownership. Empowerment means strengthening the individual’s 

belief in his ability to exercise choice and is the anti thesis to authoritarian style of management. It aims 

at transferring power and responsibility to the individual within specified limits. 



This can be done by; 

• Giving higher responsibilities to employees 

• Training them to accept responsibility 

• Continuous feedback and open channels of communication 

• Rewarding and recognizing good performance 

• Process reengineering 

• Employee involvement 

• Total quality management. 

Benefits of empowerment as an HRD initiative 

• Development of interpersonal, analytical and leadership skills. 

• Instilling quality consciousness in the employees 

• Higher job satisfaction 

• Improved two way communications between employees and management. 

8. Team building: 

Building teams for a better tomorrow is a major issue concerning HR practitioners and they are 

including it in HRD initiative to improve organizational performance. It has nevertheless a great 

synergistic effect on the working of the team members rather than individual working. A team always 

achieves more than an individual. Thus training people to work in teams and rewarding team efforts are 

on top o f the agenda of HR people. The different forms of teams can be: 

1.  Problem solving teams: to solve quality and work related problems. 

2.  Task forces: appointed by top management to conduct periodic review workshops and 

suggestions to ongoing problems. 

3.  Temporary teams: comprise of skilled workers, staff and executives of concerned 

departments to submit periodic project reports to the top management. 

 4.  Quality circles: consists of six to twelve members  the same department who meet 

regularly to sole work related problems  and offer useful solutions for change and 

improvement. 

5.  Cross functional teams: consists of six to seven senior managers who review the 

organizations strategic business plans and evolve a new one for the next five year period. 

it involves mapping directions for growth , diversification and expansion plans in the 

existing and new products and  services. 

6. Employeesanalytics programmes : are conducted to sharpen problem solving and 

analytical skills of all categories of employees by helping them to differentiate between 

cause and effect process, deviation analysis etc. the behavioral model trains the 

employees to work on process improvement by making use of visibility, questioning, team 

involvement and transparency in decision making. 



7.  Managerial grid: this is for executives and managers which aims at improving   both people 

orientation and task orientation skills for maximum organizations performance. 

9.  HRD and quality of work life : 

Creating a climate at the workplace so that human technological organizational interface leads 

to a better quality of work life is the concept behind HRD initiatives leading to higher quality of work life. 

There are three categories of factors involved in QWL WHICH are individual factors, job related factors 

and organizational factors. These are individuals involvement in the job, his sense of competence 

leading to job satisfaction and finally to better performance and productivity. 

The six psychological requirements of people advocated by Emery which should be taken care 

of while designing organizations are; 

• The need for variety in job contents which can be done through job redesigning in the form 

of job enrichment, job enlargement and job rotation. 

• The need for being able to learn on the job and learning continuously which can be done 

by creating an enabling and facilitating work culture. 

• The need for some minimal area of decision making that the individual can call his own 

which can be done by giving him full authority and responsibility through empowerment. 

• The need for some minimal degree of social support and recognition at the workplace. 

• The need for the individual to become reliable 

• The need to feel that the job leads to some sort of desirable future. 

 

High order of QWL can be maintained  through the following: 

1. Flexibility in work schedules. 

2. Autonomous work groups 

3. Job enrichment 

4. Opportunity for growth 

5. Providing stability of employment 

6. Participation in decision making 

7. Recognition and rewards 

8. Harmonious worker manager relationships 

9. Proper Grievance mechanism 

10. Minimizing stress at the workplace 

11. Ensuring organizational health and safety 

12. Ensuring adequate resources 

13. Timely promotions based on merit and seniority 

14. Two way communication in the organization. 



Thus it is essential that today’s organizations are flexible so that they are equipped to develop 

their workforce and garner their satisfaction and commitment for a longer time. 

Self Assessment Questions 

OUTLINE ..........The emerging issues in HRD 

1. The shift from training to ........................ 

2. The shift from formal interventions to ............................. 

3. The shift from psychological to ...................................... 

4. The shift from the trainer as an instructional expert to…………………………………. 

5. The shift from the development of human capital to the development 

of…………………… 

6. The shift from centralized training departments and large teams of internal trainers to 

............................................ 

7. The emerging trends in HRD are ............. 

A. 

B. 

C. 

D. 

E. 

F. 

10.4  CHALLENGES FOR  HRD  

The future looks even more exciting and threatening. Organizations are gearing up for the 

difficult times ahead by tapping all the resources on hand. Organizations realize that their people or 

employees would be one of the prime resources for establishing a competitive edge in the future.  

 Consequently, organizations would require workable strategies to align the individual 

talents/strengths of their people towards business goals. This is where Human Resources 

professionals can play a deciding role. They have to face newer challenges, take up different, 

unprecedented roles and in the process help the business achieve its goals. How do we do that? 

•  What challenges are organizations most likely to face in the changed business scenario?  

•  What strategies & structural changes will help organizations respond to these challenges?  

When Henry Ford proudly looked at the assembly-line winding its way on the shop-floor like a 

noisy car-vomiting snake, little would he have imagined that, soon this snake is .going to be one of the 

most endangered species of its kind? The false economies in mass production and in huge inventories 



have been unceremoniously cast away today in this customer- pampering competitive market. 

Buzzwords like Right-sizing, Downsizing, Rationalization, Golden Hand-shake have been welcomed by 

businesses while referring to the sheer number of employees. Manufacturing strategies such as 

“Flexible Manufacturing systems”, “Computer Integrated Manufacturing”,  

“Enterprise-wide Resource planning” is making the rounds of the shop floors today. If this is the 

present, what is the scenario going to be in the foreseeable future?  

The future most definitely is going to be full of challenges, and businesses are going to be 

guided by continuous change on an uncertain terrain. 

The future business scenario would be marked by the following features which would pose 

newer challenges for HRD. 

1. Rapid changes in Technology: The world is facing a rapid change in technology and so our 

organizations. The biggest and foremost challenge which comes before HRD is to make its 

workers/employees equipped with the changing technologies.  

2. Transnational suppliers and customers: Transnational suppliers and customers have now 

to be given a new face, as they need to play a transformational role in the changing scenario.  

3. Fierce competition: With the advent of globalization and entry of MNC’s & rapid changes in 

technology the Indian organizations face a fierce competition. To stand in the market and face the 

competition successfully has become one of the important challenges of HRD.  

4. Innovation for survival: Nothing is permanent except change. The biggest challenge, which 

comes before HRD professionals, is to provide development opportunities, latest updating of skills to 

the present employees. To meet the challenges and fierce competition Innovation is a key to success.  

5. World-class Quality-demand of customer: In today’s market Customer is the King. The 

products are to be manufactured as per the need, demand, want & desire of the customer. Every 

customer in the market looks for value of money. With increase in competition, and awareness of the 

customer to maintain quality at an affordable price is the need of an hour.  

6. Mergers, Takeovers and Acquisitions: With increase in competition, entry of MNC’s 

mergers, takeovers and acquisitions are bound to take place. With cross cultural mix, with diverse 

culture of various employees working in an organization the HRD department is responsible for 

providing all kind of developmental opportunities to its employees.  

7. High product differentiation achieved by very low manufacturing costs: Providing a 

distinct and a different product in the market which can satisfy the needs of the customer. With the 

increase in competition and ease in availability of substitutes the product should be differentiated with 

low manufacturing costs. Achieving a differentiation with low cost poses a challenge for HR manages.  

8. Extremely short lifecycles of products/services: As the memory of people is short so are 

now the lifecycles of product/services short.  

9. Quicker response to market: A good MIS accompanied with good HRD can enjoy the 

quicker response to market.  

10. Organizational restructuring: The whole organization structure would need to be more 

organic than ever before to be able to survive and remain World-class. The stringent and ever 

increasing demands of the discerning customer would mean that organizations respond to the 



demands of the market before the competitor does. The structure would have to be lean enough to 

create synergy and dynamism for disseminating communication quickly across all levels. On the other 

hand the organization would require highly competent individuals who take the process of innovation 

and knowledge-enhancement seriously. The business scenario would impact the Organization 

structure and on its Manpower Resources because of the change in existing and future organization. 

Both the type of organizations differs from each other in the following way:  

Today’s Organisation                     Future Organisation  

Optimum Organisation  Minimalist Organisation  

Specialist departments’   Work groups or divisions  

Less designations            No designations  

Onus on participation       Onus on entrepreneurship  

Career driven employee   Knowledge-driven  

Professional  

1. Impact on Structure 

•  Leaner structure  

•  Work groups  

•  Emphasis on joint decision-making  

2. Impact on Manpower  

•  High on knowledge  

•  High on commitment  

•  High on need to upgrade one’s skills  

 

3. Impact on work systems 

•  Synergy  

•  Teamwork  

•  Stress on continuous innovation  

•  Cross-cultural workforce  

•  Quick vertical, horizontal and diagonal communication  

Increased competition, technological development, and shorter product life-cycles all suggest 

that organizations must be able to respond more quickly to changes in the future than they have in the 

past. These conditions will require that the organizations operate differently. These differences will be 

seen in structure, decentralized decision-making, fewer or no job classifications, multi-skilled work 

forces, more effective communication among functional groups. 

 To bring about these changes within the organization, the HR Professionals need to get in their 

expertise and help evolve systems, which support the business needs. The key even then would lie 



with the Human Resources and not with the computers, not with the CNC machines. The most efficient 

information systems would be only as good as the “people” who make up the fabric of the company.  

Challenges for HR practitioners  

Human resources leaders encounter daily challenges in running their department functions. 

However, developing the HR strategic direction requires progressive, forward-thinking principles that 

also are aligned with the company's philosophy. Emerging issues such as globalization, workforce 

management and legal compliance challenge HR departments. Staying abreast on standard business 

practices may not be enough -- meeting the challenges that emerging issues present requires business 

acumen and deep knowledge of HR best practices. The new business environment poses some of the 

challenges to the HR Professionals as well which are discussed below:  

1. Managing Global Human Resources 

 Emerging issues for HR related to globalization include sourcing and recruiting visionary 

personnel with the cultural fluency necessary for employers building multinational business ties. HR 

plays a critical role in developing staff that are capable of initiating and sustaining those overseas 

relationships. 

2. Legal Compliance 

Many organizations have successfully managed their compliance with federal and state 

employment laws for decades. However, complex legislation that affects the HR function poses a 

challenge for some companies. It requires that HR continually maintain its expertise and knowledge of 

emerging issues related to legal compliance. This includes constantly evolving laws about 

discrimination, sexual harassment and medical privacy. 

3. Multigenerational Diversity 

The workforce is made up of workers who represent four distinct generations: the Silent 

Generation, born 1945 and earlier; Baby Boomers, born 1946 to 1964; Generation X, born 1965 to 

1980; and Generation Y or Millennials, born after 1980. Supervisor feedback for seasoned workers 

born during the Silent Generation could be very different from feedback intended for tech-savvy, 

relatively new entrants to the workforce from Generation Y. For example, Silent Generation employees 

may prefer face-to-face interaction from supervisors, while Generation Y'ers may be satisfied with 

electronic communication and remote reporting relationships. The emerging issue for HR is training 

leaders on adapting their management styles to suit employees' motivational needs. 

4. Employee Retention 

Employee retention has always been a concern that challenges HR leaders -- keeping talented 

employees satisfied enough to stay with the company. However, the methods that HR uses to retain 

employees require going the extra step to ensure that workers are fully engaged, enthusiastic about 

coming to work and recognized for their contributions to the company's success. Compensation and 

benefits on their own aren't effective retention tools; it takes more than money to keep good 

employees. Employees remain loyal when they have confidence and respect for the company's 

leadership and when supervisors show appreciation for employees' talents.  

5.   Countering Erosion of trust: The work place could become a very insensitive place 

because of business-decisions like lay-offs, Golden Handshakes, etc which might leave those lefts 



behind in a state of fright and suspicion. It is upon the HR Professional to take up this challenge of 

bringing in some sensitivity and trust into the work place. 

6.  Re-humanizing: The past decade saw major efforts in the direction of humanizing the 

work-place. The future might again require major efforts on part of the HR Professional to make bonds 

which have got more or less severed due to the onset of e-mail, telecommunication, flexi time etc. 

Employees would see less of each other due to the convenience offered by modern technology.  

7.  Managing the Contingent Work-force: A by-product of business strategy of keeping 

the permanent work force as small as possible is that there would be a substantial number of people 

who would be required on contingencies only. This work-force chips in a fairly big way towards the 

business goals without being treated as part of the organization. The contingent component could 

comprise of consultants, specialists, project teams, part-timers, temporary appointee’s etc. and the HR 

Person needs to make them feel required and appreciated.  

8.  Double-income families: The trend already is towards both the husband-wife going out 

of their homes in pursuit of their careers. This trend is only going to increase which would require the 

HRD to be responsive to their needs. An HR Department which could provide a in-house Leisure 

planner, a Travel Manager, and an entertainment adviser would be appreciated.  

9. Faster, Non-Fussier Response: The old bureaucratic ways of queries being replied to 

after filling up scores of forms and of policies, procedures being kept away in wraps should be 

challenged. A fresh air of transparency should be allowed to blow across the HRD setup.  

10.  Individual attention: As customizing is taking place in the services being offered and 

products being manufactured keeping in mind the needs of the discerning customer, so should the HR 

Professional handle the work force. Each individual is different from the other and hence deserves to 

handle differently. Discard those reams of policies and procedure manuals if they are not tuned to treat 

the individual knowledge worker in adjust manner.  

11.  B2B (Back to Basics): The HR professional would have to go back to that basic 

behavioral knowledge and put them to use in order to do justice to the multi-hued workforce. For quite 

some time these behavioral inputs have been put onto the back burner and more administrative 

aspects have gained importance, which in turn has been the reason for the HR function to be treated 

as a non-critical function.  

12.  Environmental-Scanning: The latest trends in business and in its own function need to 

be known to the HR professional more than ever before for adding value to the function. For this the 

HR professional needs to be in touch with the external environment through any medium possible. How 

the Organization responds to the tremendous demands made by the market would be the key?  

13. Changing needs and aspirations of the employees in this globalized era. 

14. New approaches to industrial relations. 

15. Workforce diversity 

10.5  HRD AND THE CHALLENGE OF DEVELOPING LEADERS FOR TOMORROW 

Let’s look at the top five challenges to developing leaders and think a bit about how to 

address them. Here are five must haves for every leader : 



1)  Invest in leadership development. Whether you believe leaders are born or made, companies 

still need to invest in their best employees to develop and sustain leadership qualities. We’re not 

talking advanced training in PowerPoint here; it’s a good tool, but at best it’s a tool. Real 

leadership training involves exposing your best employees to an immersive leadership 

environment, e.g. Harvard’s Executive Education Program or similar programs offered by MIT, 

the Kellogg  School of Management, Wharton and other top universities. It’s a big investment, 

but it’s a form of long-term planning. Build the best team you can, then invest to make them 

better. Your people will recognize the investment in them, and both the business and the 

individual will reap the rewards. 

2)  Create a culture of collaboration. Leaders are at their best when the company culture 

demands collaboration. Rewarding individual success is necessary but not sufficient.  Only in a 

culture of collaborators will organizations have developing leaders working together to bring 

other employees up and into the circle of leadership. 

3)  Develop communications skills. We may expect our leaders to be good communicators but 

too often it’s not the case. Communication styles vary widely; what may work for one 

organization may not work for another. This is part of developing a company culture: you need 

to set the bar high for communications skills, give people training where they come up short, 

and correct style mis-matches before harm is done. Good communicators build teams and trust; 

poor communicators create and feed uncertainty. 

4)  Drive and sustain real accountability. Leaders must be accountable. They can’t be like 

Homer Simpson (DO’H! It was like that when I got here – it isn’t my problem!); they must own 

the problems they need to solve and own their failures to be credible when claiming success. 

5)  Be human and reward emotional intelligence.  Emotional intelligence is one of the ‘top five’ 

leadership traits list. As organizations work with emerging leaders HR must stay focused on 

helping new leaders hone their emotional intelligence skills.  

10.6 SUMMARY 

In the above lesson we have learnt about; 

• The emerging issues and trends in HRD 

• The emerging challenges for HRD in the globalized era 

• How to meet the challenge of developing leaders for tomorrow through HRD initiatives. 

The emerging issues in hrd are; 

1. The shift from training to learning: 

2. The shift from formal interventions to informal workplace learning: 

3. The shift from psychological to sociological perspectives on learning: 

4. The shift from the trainer as an instructional expert to business partner: 

5. The shift from the development of human capital to the development of intellectual  capital: 



6.  The shift from centralized training departments and large teams of internal trainers to more 

varied and flexible approaches: 

The emerging trends in HRD are; 

• Knowledge management, learning organizations, building corporate leaders for tomorrow, 

talent management, HR reengineering, HRD and quality circles, employee engagement 

and empowerment, team building, quality of work life. 

The future business scenario would be marked by the following features which would pose 

newer challenges for HRD. 

1. Rapid changes in Technology: 2. Transnational suppliers and customers: 3. Fierce 

competition: 4. Innovation for survival: 5. World-class Quality-demand of customer: 6. Mergers, 

Takeovers and Acquisitions: 7. High product differentiation achieved by very low manufacturing costs: 

8. extremely short lifecycles of products/services: 9. Quicker response to market 10. Organizational 

restructuring  

10.7   GLOSSARY 

1. Knowledge management: It can be defined as the process of collecting organizing, storing 

and disseminating knowledge. It is all about capturing knowledge in any form available in the 

organization from what people say and do and make it accessible to others. 

2. A learning organization: It is an optimal state for creating and nurturing organizational 

competencies over a period of time which tends to improve performance through personal mastery, 

mental models, building shared vision, team learning and systems thinking as envisioned by Peter 

Senge. 

3. Talent Management: The organizations core competencies in terms of its human resources 

would make the ultimate difference in their winning or losing in this competitive environment. And 

managing the existing talent in the organization is of paramount significance to survive in this, 

knowledge based economy. The capacity to learn + think +relate+ act accordingly to the organizational 

values is called talent. Talent management encompasses recognizing people's inherent knowledge, 

skills, abilities, personalities, traits and individual differences and putting them at the right place doing 

the right things at the right time. 

4. HR Re Engineering: It involves vital rethinking and radical reconstruction of enterprise 

processes that aims at eliminating all the duplicate activities, uniting the activities and innovating the 

ineffective ones. In short it aims at dramatic improvements in critical contemporary measures of 

performance like cost, quality, service and speed. 

5. HRD and Quality Circles; The underlying belief of quality circles is to build the people and 

produce quality people towards churning out quality products and services. It relies on the intelligence, 

wisdom, experience, attitudes and feelings of the employees towards their job. Quality circles are 

informal groups of employees who meet voluntarily on a regular basis to identify, define analyze and 

solve work related problems.' It is indeed a participative philosophy woven around quality control and 

problem solving techniques at the bottom level. 
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10.10   MODEL QUESTIONS 

1.  Outline the emerging issues and trends in HRD in today’s competitive era. 

2  Delineate the emerging challenges for HRD in the globalized era. 

3  Discuss how to meet the challenge of developing leaders for tomorrow through HRD 

initiatives. 

ANSWERS TO SELF ASSESSMENT QUESTIONS 

1. Learning 

2. informal workplace learning 

3. sociological perspectives on learning 

4. business partner 

5. intellectual capital 

5. more varied and flexible approaches 

7. A.  Knowledge management 

 B.  learning organizations 

 C. Building corporate leaders for tomorrow 

 D. Talent management, 

 E. HR re-engineering 

 F.  HRD and quality circles 

 G.  Employee engagement and Empowerment  

 H.  Team Building  

I.  Quality of work life  
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11.0   OBJECTIVES 

After going through the lesson you should be able to understand; 

• Industrial relations and HRD 

•  How Utilization of human efforts through HRD can be enhanced 

• The Future of HRD in the changing environment and tough competition. 

•  HRD in Indian Organizations: Current Perspectives and Future Issues 

OPENING CASE: 

INDIAN OIL CORPORATION (IOC) 

IOC has about 31,000 employees and fifth of them are officers. Beginning from 1964 the 

company had grown big in size and started experiencing problems like communications and logistics 

with indications of some degree of alienation among its employees. With the ever-changing 

environment the company felt the need for an examination of its organizational health for self -renewal. 

To meet this need, the Corporation started new functions. Corporate planning functions was started for 

carrying out environment scanning, a resource audit was initiated to decide strategic options. HRD 

function was initiated to prepare the organization to implement the strategic options. The HRD 



department was established in June, 1983 with the task of designing a comprehensive HRD system 

and implementing it. The HRD department’s work began by the Chief HRD Manager conducting a role 

analysis exercise in the context of the HRD needs of the divisions. The department also conducted a 

series of workshops with the top management and senior executives to evolve and clarity the role of 

the HRD department. Assistance of an external consultant was also taken to facilitate the 

implementation of HRD. In 1984 HRD departments were set up in Refineries and Pipelines division and 

40Marketing Headquarters and a seminar was conducted to develop HRD personnel to take up HRD 

tasks. A series of workshops were conducted to create a positive climate in the company for 

implementing HRD. Along with these, surveys were conducted to measure the organizational climate. 

Role analysis exercises were conducted to bring about role clarity. The role set based approach was 

used for this purpose. Key Performance Areas and critical attributes created with each focal role were 

also worked out. The process of implementation of HRD was being fed to the Board periodically and 

the Board kept taking decisions. For example, in 1985, on the basis of the progress report, the Board 

decided to set up HRD departments in each unit of Refineries and Pipelines division and in each region 

of marketing division. A three week intensive programme was offered for all HRD staff. About 40 

workshops were conducted up to mid 1986 to enhance the HRD competencies of HRD and line 

managers. 

11.1 INTRODUCTION: 

 Maintaining harmonious Industrial relations has become one of the most delicate and complex 

problems of modern industrial society. Industrial progress is impossible without cooperation of labor 

and management.  The healthy industrial relations are key to the progress and success.  

Good industrial relations is the basis of higher production with minimum cost and higher 

profits. It also results in increased efficiency of workers. An economy organized for planned production 

and distribution, aiming at the realization of social justice and welfare of the massage can function 

effectively only in an atmosphere of industrial peace. If the twin objectives of rapid national 

development and increased social justice are to be achieved, there must be harmonious relationship 

between management and labor. 

The term ‘Industrial Relations’ comprises of two terms: ‘Industry’ and ‘Relations’. 

“Industry” refers to “any productive activity in which an individual or a group of individuals are 

engaged”. By “relations” we mean “the relationships that exist within the industry between the employer 

and his workmen.” The term industrial relations explain the relationship between employees and 

management which stem directly or indirectly from union-employer relationship.  

Industrial relations are the relationships between employees and employers within the 

organizational settings. The field of industrial relations looks at the relationship between management 

and workers, particularly groups of workers represented by a union. Industrial relations are basically the 

interactions between employers, employees and the government, and the institutions and associations 

through which such interactions are mediated.  

The term industrial relations have a broad as well as a narrow outlook. 

• Originally, industrial relations were broadly defined to include the relationships and 

interactions between employers and employees. From this perspective, industrial relations 

cover all aspects of the employment relationship, including human resource management, 

employee relations, and union-management (or labor) relations. 



• Now its meaning has become more specific and restricted. Accordingly, industrial relations 

pertains to the study and practice of collective bargaining, trade unionism, and labor-

management relations, while human resource management is a separate, largely distinct 

field that deals with nonunion employment relationships and the personnel practices and 

policies of employers.  

The relationships which arise at and out of the workplace generally include; 

a) The relationships between individual workers,  

b) The relationships between workers and their employer, 

c) The relationships between employers, 

d) The relationships employers and workers have with the organizations formed to promote 

their respective interests,  

e)  The relations between those organizations, at all levels.  

Industrial relations also includes the processes through which these relationships are 

expressed such as,  

• Collective bargaining,  

• Workers’ participation in decision-making,  

• Grievance and dispute settlement,  

• Management of conflict between employers, workers and trade unions, when it arises. 

Activity I 

Find out the role of Industrial Relations and HRD in Maruti India Ltd. What are the potential 

areas of improvement of HRD practices in their plant? 

___________________________________________________________________________ 

___________________________________________________________________________ 

11.2   INDUSTRIAL RELATIONS AND HRD: 

Managing the workforce at the workplace is the most challenging task for management today 

than ever before. Taking a cue from the workers unrest at the Maruti plant, which has unnecessarily 

hampered their production; one can safely say that keeping the workers in loop and creating a happy 

and a productive workforce should be the prime objective of any forward thinking organization who 

really value their employees.  

It is not surprising thus that a Japanese employee feels blessed to be a part of an organization 

and proudly displays the organization’s name on his chest. The Japanese concept of lifetime 

employment is an outcome of taking care of the employees till the end. It nevertheless enthuses 

corporate citizenship and sense of belongingness which is obviously due to the immense harmony 

displayed in the conduct of the workers and the management at all levels in the organization. It is their 

emphasis in human factor, work ethics and work culture which make it the most admired industrial 

nations in the world. 



Even the management scientists like F.W. Taylor, Elton Mayo, Maslow, Herzberg and the likes 

have immensely contributed towards the improvements of quality of work life for the workers at the 

shop floor as well as at all the levels in the organization. 

Some of their major contributions towards workers welfare are:  

11.2.1 Taylor’s scientific management and its contribution towards HRD 

The study of scientific management by Taylor, which propounded the theory that there is always 

a best way of doing a thing, and it should be followed to save the workers efforts. Time study Motion 

study and Fatigue study was undertaken to minimize their efforts and maximize productivity. But this 

approach was widely criticized for treating workers as a cog in the wheel and not as human beings; this 

gave rise to a lot of resentment amongst the workers and the rise of trade unionism. The ensuing 

criticism was how ever taken up by the human relationists who thought of improving the workers 

conditions at the workplace. 

 Fundamentals of Scientific Management 

1. Taylor argued that the principal object of management should be to secure the maximum 

prosperity for the employer, coupled with the maximum prosperity for each employee. 

2. He argued that the most important object of both the employee and the management 

should be the training and development of each individual in the establishment, so that he 

can do the highest class of work for which his natural abilities fit him.  

3. Taylor demonstrated that maximum prosperity can exist only as the result of maximum 

productivity, both for the shop and individual, and rebuked the idea that the fundamental 

interests of employees and employers are necessarily antagonistic. 

 The Principles of Scientific Management 

Taylor starts by describing what he considered the best system of management in the current 

use, the system of "initiative and incentive." In this system, management gives incentives for better 

work, and workers give their best effort. The form of payment is practically the whole system, in 

contrast to scientific management. 

Taylor's scientific management consisted of four principles: 

1. They develop a science for each element of a man's work, which replaces the old rule-of- 

thumb method. 

2. They scientifically select and then train, teach, and develop the workman, whereas in the 

past he chose his own work and trained himself as best he could. 

3. They heartily cooperate with the men so as to insure all of the work being done in 

accordance with the principles of the science which has been developed. 

4. There is an almost equal division of the work and the responsibility between the 

management and the workmen. The management takes over all work for which they are 

better fitted than the workmen, while in the past almost all of the work and the greater part 

of the responsibility were thrown upon the men. 

 

 



 Taylor’s Mental Revolution 

Mental revolution calls for a change in the mindset of both employers and workers. As per 

Taylor, a revolution in mindset of both the employers and the workers is required because it will 

promote feeling of cooperation, and will be beneficial to both the parties. 

Normally, it is seen that conflict between employers and workers results in division of profits, 

with both the parties demanding a larger share of profits. 

This is the main reason why a mental revolution is required. According to Taylor, instead of 

fighting over division of profits, both the parties should make efforts for increasing the profits. Such a 

situation will result in an increase in production, and as such a high increase in profits that will make 

any talk of division of profits meaningless. 

11.2.2 Human relations approach and its contribution to HRD  

Scientific management remained concerned towards the efficiency and productivity of workmen 

at the shop floor. Fayol's functional approach to management aimed as improving the managerial 

activities and performance at top level in the organization. Between 1925, opinion of many experts was 

directed towards the human element or aspect of the organization. They drew their attention from 

"work" emphasis to "worker" emphasis. It was clearly felt that earlier approaches to management were 

incomplete and insufficient in that there was little recognition of the importance of workers as human 

beings, their attitudes, feelings, needs and requirements. In fact, the technical approach to work 

methods in scientific management did not produce durable and desirable results in all cases. Individual 

and group relationships in the work place often prevented maximum benefits to be derived from 

planning and standardization of work or monetary rewards offered for efficiency.  

Mayo stressed the following: 

1. Natural groups, in which social aspects take precedence over functional organizational 

structures. 

2. Upwards communication, by which communication is two way, from worker to chief 

executive, as well as vice versa. 

3. Cohesive and good leadership is needed to communicate goals and to ensure effective 

and coherent decision making.  

It has become a concern of many companies to improve the job-oriented interpersonal skills of 

employees. The teaching of these skills to employees is referred to as "soft skills" training. Companies 

need their employees to be able to successfully communicate and convey information, to be able to 

interpret others' emotions, to be open to others' feelings, and to be able to solve conflicts and arrive at 

resolutions. By acquiring these skills, the employees, those in management positions, and the 

customer can maintain more compatible relationships.  

11.3 HRD AND UTILIZATION OF HUMAN EFFORTS: 

Since these studies have taken place, the man management relations have undergone 

evolutionary changes. Also the emergence of trade union movements which picked up the momentum 

to safeguard the workers interest and the various labor legislations has led to dramatic changes in the 

management thought process which is now more concerned with the workers safety health and welfare 



than ever before. But the problem does not end here, in spite of all these developments, there is still a 

dilemma as to which approach is best in handling industrial relations. 

Let us discuss these two extreme trends: 

 The first viewpoint; 

1. The managerial prerogatives have eroded due to the increased role and bargaining power 

of the trade unions. 

2. The generation next workers are more aware of their rights and privileges rather than their 

duties and responsibilities, thanks to the international labor organizations across the globe 

which are constantly on the guard for workers welfare. 

3. The workers obligations towards the organization are often put on the back track by the 

workers and they are constantly fighting for their rights, in spite of the fact that most of the 

organizations today are self directed towards the workers welfare. 

4. The trade unions are resorting to pressure tactics rather than rational reasoning for getting 

their way. 

5. Collective bargaining has become a pressure game and the unions are exploiting the 

emotions of the workers. 

 The second viewpoint; 

1. The human beings are considered as an asset rather than a liability. 

2. Employees need to be treated with care; concern and sympathy. They should be 

motivated towards their work rather than being persuaded through punitive measures. 

3. The trade unions are here to stay. So they should be dealt with carefully. 

4. Conflict and confrontation should be avoided between the workers and the management. 

5. The managers should not be spending too much time on the workers conflict. An 

environment of cooperation and collaboration should be encouraged. 

 The Third viewpoint, the human resource development approach; 

However a Balanced approach is somewhat in between the two viewpoints 

Though HRD covers generally training and development, performance appraisal, career 

planning, counseling, mentoring and coaching etc, it can be extended to industrial relations as well. 

HRD can be called a renaissance of the traditional relations between the workers and the 

management and is a relatively new concept. 

 The major HRD concerns can be encapsulated as following; 

a) HRD aims at treating the human beings with more dignity, openness, flexibility, positivity 

and sensitivity rather than negativity, animosity and lack of trust and faith between the 

workers and the managers. 

b)  HRD is more in the nature of being proactive rather than being reactive as it believes in 

taking preventive measures to anticipated problems rather than sitting back and waiting for 

things to happen. 



c) HRD systems and processes concerning the individual are; formal and informal grievance 

handling, suggestion schemes, recognition of merit, workplace communication, counseling 

and remedial disciplinary procedures. 

d) HRD systems and processes concerning the organization are; mission and objectives, 

healthy interaction with the trade unions, goal setting through mutual discussions, 

participative forums and effective communication processes and team work. 

e) HRD aims at doing away with unnecessary levels and therefore avoids red tapism. 

f) HRD aims at securing uniformity in benefits for both workers and executives wherever 

possible. 

g) The major focus of HRD is on developing the individual as a whole not only his job related 

skills 

h) HRD focuses on building up a healthy organization climate and culture which aims at 

developing harmonious and healthy relations between the workers and the management. 

i) Trust between the workers and the manager is the prerequisite for the success of any 

HRD initiatives. 

 HRD approach basically aims at the following in maintaining good industrial relations: 

1. Helps in continuous training and development of the workers at all levels and skills 

including their behavioral and attitudinal changes. 

2. Appraises their performance on a continuous basis and gives them feedback for 

improvement. 

3. Enables the workers to form self managing groups with less supervision, thus enhancing 

their feeling of self-worth and confidence. 

4. Ensures constructive discipline instead of punitive discipline 

5. Encourages meaningful participation of the workers in management through various 

schemes. 

6. HRD helps in job enrichment leading to higher satisfaction towards work. 

7. Continuous development of the workers helps in creating willing and committed workforce. 

8. HRD enhances organizational citizenship amongst the workers and thus leads to we 

feeling in them 

9. HRD encourages a culture of positive dialogue rather than confrontation to solve day today 

problems of the organization. 

10. HRD initiatives help the workers to understand the importance of quality and customer 

satisfaction to remain competitive in this ever changing business environment.  

 Thus HRD can be viewed as an initiative which helps in maintaining long term relation between 

the workers and the management which ultimately is in the mutual benefit of both of them as well as 

the society as a whole which gets an uninterrupted flow of goods and services at competitive rates and 

good quality. 



11.4 FUTURE OF HRD  

Nations and organizations are becoming increasingly dependent on each other in the pursuit for 

global peace, eradication of poverty, environmental sustainability, and a healthy and meaningful work-

life balance. Thus, human resource development (HRD) professionals, who are already prepared and 

equipped to foster environments for learning and change at the individual, team and organizational 

levels will have to increase their involvement at the societal level and play a strategic role in the 

development of innovative national human resource development systems that are appropriate for the 

global context. 

As nations recognize the power of building innovation capacity, it is becoming increasingly 

necessary to have a systemic approach to human resource development at the national level, keeping 

the global context in mind. Given the demographic forecast that in the next five years there will be 

workforce shortages in some countries (e.g., the United States and European countries) and a surplus 

of workforce in others [e.g., BRIC; for example, India’s workforce is projected to grow by 335 million 

people by the year 2030 which is almost equivalent to the entire European and American workforce 

today. 

Nations around the world will have to develop comprehensive strategies that will take a 

systemic approach to human resource development for innovation through progressive education 

reforms and workforce development policies that are targeted to face these challenges. Education and 

investment in the skill development of members of their society is therefore more critical to nations than 

ever before. The characteristics of future organizations would be; 

1.  The corporate system 

• A change is expected to occur in the corporate system, which is now activities-oriented 

rather than result-oriented.  

• Managers will develop the means and techniques to direct the Organizations towards the 

projected needs and objectives of the organizations and also solve the problems that have 

slowed down the progress process. 

• The factors and forces of education will motivate organizations towards a total systems 

concept for the achievement of optimum satisfactions. 

• The national goals will be established and corporate, governmental and educational 

organization will evolve into more formal systems. 

2.  The Operational systems 

• The operational systems with different prime missions for individuals and the nation will be 

devised for the achievement of goals.  

• The prime systems will be for environmental standards for production and distribution of 

goods and services, for support services, for education, and for monitoring.  

• All the prime systems will have prime mission, e.g., the mission of educational prime 

systems will be to develop and maintain the human competency in different systems by 

providing all the individuals with the equal opportunity to acquire the needed knowledge, 

skills and values to operate the organization systems. 



3.  The Management leadership role 

• Management leadership in the next century will shift from a role of autocratic and 

centralized decision making to decentralized decision and planning in order to achieve 

goals. 

• Many individuals in the organizations will thereby be able to realize satisfactions from their 

contributions. 

• “Management will be considered a resource, and authority will flow from the desired results 

of a system rather than from the dictation of one individual’’. 

• The place of the individuals in the organization will be determined by their knowledge, 

skills and values.  

• Their contribution, and self-realization will be judged by their competence to achieve 

desired results in their assignments. 

• Future organizations will be dependent upon the values and motivations that young 

leadership has acquired during their educational and work experience. 

We are already on our way in the twenty first century, and we must recognize the importance of 

human resources as only those organizations will be the winners that have invested in human capital 

and there lies the future of HRD.  

HRD is the thin line in the Growth of any organisation: Growth of organisation is associated 

with the development of its workforce. In changing situation HRD must be viewed as the total system 

interrelated and interacting with other systems at work: production, finance, and marketing. It includes 

Development of work culture: The need of HRD is felt as it improves the efficiency of employees, 

checks monotony at work, better communication, development of mutual cooperation and creativity of 

all the members comes into limelight. 

The focus of HRD manager essentially is on enabling people to self-actualise through a 

systematic approach by which their existing talents are further developed. It helps employees to know 

their strengths and weaknesses and enable them to improve their performance. 

A manager needs a number of special skills. These skills are pre-requisites to managerial 

success. Having these skills will be the only major factor in the selection of a manager in the twenty first 

century. These skills are commonly described as technical skills, interpersonal skills, conceptual skills, 

diagnostic skills and analytic skills. 

• Technical Skills: Technical skills are the skills necessary to accomplish special activities. 

Doctors, Engineers, and Dentists all have the technical skill needed for their respective 

profession. 

• Interpersonal Skills. In addition to specialized skills, managers are expected to have 

Interpersonal skills. Managers spend almost fifty percent of their time interacting with 

people both inside and outside the organization. Interpersonal skills include 

communication, leadership, motivational and negotiation skills. 

• Conceptual skills: It depends on the manager’s ability to think in the abstract. 

 Managers need the mental capacity to understand various cause-and-effect relationships in the 

organization. 



• Diagnostic Skills: Successful manager will be the one who acts as a physician for the 

organization and will be able to diagnose a problem in the organization by studying its 

symptoms. A manager who can diagnose the situation, may also discover a solution for it. 

• Analytic Skills: These are similar to decision making skills. By analytic skills we mean the 

ability of a manager to identify and understand the correlation of the key variables in a 

situation to decide which should receive the most attention. 

In short all successful managers are expected to have five basic skills, i.e., technical, 

interpersonal, conceptual, diagnostic and analytic. However, the degree of importance of these skills 

differ with the different management levels. The management of today and the future should be 

provided with the ample opportunities to acquire these skills, so that they man share in the business 

development process. 

The facts indicate that the purpose of human organizations in the present century is to achieve 

material gain and wealth. Government Organizations have provided the climate; religious and 

educational organizations have provided the values; and business organization have achieved the 

material results. The most important point in this regard is that the purpose, motivations, and values 

have been compatible in the various organization in this century. 

When we talk about the human resources and organization in the twenty first century. We 

assume, that “we will survive the last portion of this century to flourish in the next one. Survival depend 

upon the existence of “clean-up” generation, which will be willing to fix the damages and clean up the 

physical and emotional life by the socioeconomic revolution. The young generation now in universities 

and colleges will provide the leadership as the clean-up generation. The motivation of this new and 

young generation seems to be “a quest for their rights as individuals, a rebellion against regimentation 

and authoritarianism, and search for identity”. The future belongs to the new group and the human 

resources and organizations will be influenced by their motivation. The following forces will have a 

powerful influence on the organizations of the next century:- 

1) Management Education 

2) Management Development 

1) Management education 

• In the 20th century, the creation of wealth through economic surplus is emphasized. The 

developed nations of the world have recognized the importance of investing in human 

capital. Thus, they have invested a lot and have created a knowledge industry. 

• In advanced nations it is learned that an investment in human capital could yield higher 

rate of return as compared with investment in capital goods or land. The investment in 

human capital will also have an added benefit of improved level of economic growth and 

social progress. Alfred Marshall a great British Economist in late 19th Century emphasized 

the importance of human capital as“ the most valuable of all capital is that invested in 

human beings”. 

• The developed nations are insisting on the investment of human capital. These nations 

have average literacy rate close to 80% on average, which is expected to reach 95% by 

the first quarter of the next century. 

• In contrast the literacy rate in LDC’s is only 28% on average. 



• In U.S.A., almost 250 pound of published paper is produced each year per person. Also 

nearly 400,000 new books are published each year excluding government publications. 

• We see a new trend in late 20th century in developed nations. 

• The enrolment in the business schools and colleges has increased a lot in recent 

years. Many students are seeking undergraduate degrees in Business and Management. 

M.B.A program has also experienced a rapid growth. Several new programs are added in 

this series. Several business undergraduates have recently begun to take business 

courses. In 1977, 12% of the chief executives of 1300 largest U.S. Companies did not 

have a degree. By 1980 this figure fell down to 10.8 percent and 46 of the 50 largest 

Companies were headed by college graduates. This figure has fallen down to 5 percent by 

the end of 1989. 

2)  Management development 

• The greater human resource, a developing country has is people now in jobs. These 

people have acquired some skills and managerial concepts in their jobs but it is not 

enough for business success and excellence.  

• It is what the concept of “Human Resource Development” is all concerned about. It is 

concerned about training and development of managers to prepare them for the new and 

existing jobs. 

• It is their own, their employers, and the country’s responsibility that technical and business 

management institution must be designed that will enable them to upgrade themselves, 

attain higher skills, perceptions and concepts. 

• These managers could and should be drawn into the nation and enterprise building 

process. These managers must be trained and must be made aware of the changes that 

human resource development of the country brings in the social and economic 

development of a country. 

• The available facilities of management development in the country are not sufficient to fulfil 

the demand. Private Sector must come into action and participate in the socioeconomic 

development of the country by improving the management talent. Short and long courses 

seminars, conferences and workshops should be designed for these people. These 

institutions should develop their own faculty differently as compared to the educational 

faculty. Practical faculty, not the theoretical, people should be trained in the different field 

of H.R.D. as trainers, course designer, course coordinator, consultants, trainer of trainers. 

etc. 

11.4.1 Future directions of HRD and its professionals 

• HRD deserves increased attention of both managers and the academicians.  

• HRD in organizations is necessary for effectively coping with changes in the environment, 

expectations of the new breed of employees, and the need for adjustment to rapid 

changes in technology.  

• Sustained leadership of organizations is likely to depend on the success of their HRD 

programmes.  



• HRD is also important in the societal context.  

• Lack of development at work is reflected in unsatisfactory relationships in the family and 

society.  

• Alienation at work contributes to growing discontent among the young and a feeling of 

anger toward or withdrawal, from the established institutions. 

• Positive experiences at work are necessary for developing collaborative societal 

relationships. 

11.4.2 Guidelines to hire and develop HRD professionals 

It is noted that the serious shortage of professional management trainers, consultants and other 

professional staff exist in the H.R.D. field. In the most underdeveloped countries, the field of 

management is itself new which is an added problem in this context. Therefore available stock of 

H.R.D. professionals are only meagre.  

Under these conditions, the new management development institutions should use a strategic 

plan of hiring young graduates with high talent and then investing in their professional development 

using facilities in or outside the country. It is proved by several institutions that have adapted this policy, 

that younger people are more flexible than the older ones and learn far quickly. These younger 

graduates should then be trained in their field of interest to become course conductors, course 

designers, course administrator and consultants. 

Because of the complex and numerous responsibilities of H.R.D. professionals, they are 

separated in to four categories. 

1.  Course Conductors (instructors, trainers and lecturers). 

2.  Course Designers (persons responsible to design a course or a learning experience). 

3.  Course Administrators (a manager of all or part of a training system). 

4.  Consultants to the organization (department, enterprise, sector or nation). 

The following guidelines should be carefully observed when selecting the people to 

become H.R.D. Specialists. 

1.  Select H.R.D. professionals just as you do to select anyone, select them because they have 

performed identical tasks to those they will perform for you. If you do not find experienced 

people, hire people with interest, aptitude and desire to succeed. 

2.  Train them by enrolling them in training courses so they can master the skills they will be 

required in their new profession. You should also “help them experiment and evaluate, and let 

them gather empirical data about effective and ineffective ways to help others acquire skills”. 

3.  Finally, evaluate them by the degree of success they show, when they are ready to perform 

their tasks.”. 

• The major point in all of these steps i.e. selecting, training and evaluating is that you must 

exactly know what this person is expected to do that is what we call “job description”. 

• In other words, when hiring a person, you should be clear that why this person is being 

hired and what he is supposed to do. The following flow chart may be used in the selection 

process as a guideline. 



• This investment will yield in high returns provided the younger talent has been selected 

with care. The following criteria should be used in selecting the people to become H.R.D. 

Specialists. As we already discussed, that due to complex and numerous responsibilities 

of H.R.D. professionals they are divided in to four categories. Each category demands 

different skills:  

Therefore when training the H.R.D. persons to become specialists in one of the four categories 

described above, the following guidelines should be followed carefully productive only at the 

end of the development period. In the long run, this is not a drawback because the other choice 

is hiring old professionals who may be underequipped to deal with the new education and 

research tasks. New institutions are recommended to have a thorough cost-benefit study of the 

alternatives before they finally take a step. 

11.4.3 Guidelines to retain HRD professionals 

It is obvious and clear, once you have invested a good amount of money on the development of 

your professional staff, you will not like to loose them when they become productive at the end of the 

development period.  

Therefore it is suggested to adapt the following strategies to retain your trained staff. 

1.  Newly appointed staff should be clear about their career prospects and the opportunities for 

growth and development in the said field. 

2.  They should be provided with the opportunities up the professional ladder rather than the 

administrative or managerial ladder. 

3.  The professional grades and designation used should clearly describe their job description and 

should be compatible with the general practice because it is noticed in practice that 

designations are a major attraction to a majority. The commonly used designations are Chief 

Trainer, Course Coordinator, Senior Training Officer, Chief Consultant, and Research Officer. 

4.  An operating culture that respects professional peer authority rather than administrative 

hierarchy is found to be more functional and the same should be employed. 

5.  A critical function that has a direct impact on retaining of professionals is the performance 

appraisal. The institutions should have greater flexibility in the promotions they can grant and 

the resources they need to sustain a reward system capable of motivating its staff. 

6.  They should be provided with ample opportunities throughout their career, for their self -

development to keep them abreast with the new advancement in their field. 

7. “ “Salary scales should be such as to attract well qualified and talented professionals who will be 

creative and innovative in the performance of their institutional tasks”. 

8.  Monetary rewards alone, sometimes, are not sufficient. A good, clean, pleasant and quite 

working atmosphere is the basic and important need of this group because of their intellectual 

and research related responsibilities. 

9.  A “Procedural” and “Hierarchical” kind of leadership encourage organizational rigidities and 

therefore must be avoided. On the other hand, such kind of leadership should be employed 

“that is accessible to the staff, receptive to ideas and encourages experimentation, questioning 

and risk taking”. It will stimulate innovativeness and commitment”. 



  10.  A participative role for the professional staff in institutional building is another factor in 

this context. “Teaching, research and consulting staff should be totally involved in their jobs. A 

strong sense of involvement will exist only if they have a decisive role in designing, planning 

and conducting the programs”. They should also participate in the strategic planning process of 

the institution, so they can generate new ideas and dedicate themselves to achieve new goals. 

11.  Commitment to profession is another important factor to remember. Commitment of the 

professional staff can be enhanced by encouraging them to be active members of professional 

associations and societies, where they will get a chance to benefit themselves by sharing their 

experience with other professionals. 

11.5 HRD IN INDIAN ORGANISATIONS: CURRENT PERSPECTIVES AND FUTURE ISSUES 

HRD is a shared belief by management in the development of individuals and involves a 

strategy of linking organization development with individual growth. HRD approaches as practiced in 

Indian organizations. These are:  

1. Man Centered approach  

2. Reciprocal, approach  

3. Selective approach 

Underlying each approach is a set of beliefs shared by top management. Policy formulation and 

HRD programmes in today’s organizations emanate from these philosophies. 

1. Man-Centered Approach 

• Based on humanistic considerations, HRD, according to this approach, is a philosophy 

shared by managements that believe development of people to be their primary 

responsibility.  

• This belief governs personnel, welfare, and other organizational policies and practices 

concerning its employees.  

• Factors like promoting trust, open communication, authenticity in interpersonal 

relationships, and welfare of employees and their families are given top priority. 

• Development of people thus becomes an end in itself in such organizations. 

• The assumption underlying this approach is that improving an employee's capability and   

developing him/her is solely the responsibility of the employer and, therefore, should be 

pursued as a programme. 

• This style of management favors personalized relationships. 

• It is more likely to be found in family-managed organizations than in those managed by 

paid chief executives. 

• Such organizations have progressive welfare practices for employees and their families 

• and a managerial orientation which can be described as paternal.  

• They follow practices that are way beyond what is required by law with respect to matters 

like health, education, housing, retirement benefits and canteen facilities. J.N.Tata, Shri 

Ram,Walchand Hirachand, T V Sundaram Lyengar and a few other industrialists started 

acting much before legislations on these matters were even framed.  



• This approach emphasizes the salience of extrinsic job factors.  

• Management-employee relationships are generally informal.  

• Trust and confidence between employees and the employer is built through  personalized 

relationships.  

• This often enables managers to practice openness in their relationships.  

• The most important feature in such organizations is the confidence the employees have in 

the  chief executive. 

• He is a father figure and is respected by employees at all levels. 

Some typical examples from companies that have followed this style of management are shown 

below; 

• Examples of Man-Centered Approach 

After prolonged discussion with the General Manager of a company regarding punishment 

meted out to some employees, the union leaders requested the chief executive to intervene and told 

him that his decision in the matter would be accepted by everyone. The chief executive was considered 

by employees as being impartial and one who would be fair to all. He was not perceived as fitting into 

the managerial hierarchy.  

The chief executive of an organization was away for about six months on an assignment. The 

employees felt that they owed it to the "head of the family" to keep peace in the organization while he 

was away. On his return, however, the employees were anxious to know whether he would come back 

to the company and give it the same attention he had given earlier as various problems that could 

threaten the harmony of the organization had developed in his absence. When a company was doing 

poorly, a large number of employees offered to accept a cut in their salaries until profits improved. 

Accordingly, their salaries were cut and were restored only when the company's fortunes improved. 

The chief executive did not draw any salary during this period.  

The chief executive of a company believed that poor financial performance of the company was 

due to inadequate planning, poor assessment of market demand, and failure to improve production 

technology for which, however, higher management was responsible. Therefore, he decided that 

workers should not be denied their bonus if they had worked as hard as in the previous years. 

2.    Reciprocal Approach 

• This perspective comes partly from humanistic and partly from business interests. 

• It regards development of people as the most important asset for either improving or 

sustaining organizational performance.  

• The emphasis of the HRD programme here is on developing roles, role relationships, 

appraisal systems, training, job design, etc. In some cases, most of the traditional 

personnel functions are included in the HRD system.  

• This approach assumes that HRD is important for growth of the organization. Since growth 

of an Organization is linked to growth of people; it is in the interest of the organization to 

develop human resources. 

• In general, organizations take up HRD at times of diversification, intensive growth, and 

declining profits. The HRD strategy and the focus of the programme are broadly linked to 

the circumstance of the enterprise.  



Some examples are given below; 

• When Does an Organization Resort to HRD? 

• ITC took up HRD at the time of diversifying its business from cigarette manufacturing to 

other products. The company concentrated on improving its appraisal system and 

providing training so as to identify and rapidly develop managers for new projects.  

•  Crompton Greaves resorted to HRD when it faced a slump in business and decided to 

take up additional projects in new locations. The focus of its programme was role clarity so 

that responsibility for results could be vested with profit centre managers. It refined the 

appraisal system as well.  

• The HRD programme at L&T was associated with its programme of organizational 

development.  

• The programme at SBI centered around training and appraisal following its reorganization 

and rapid growth (Silvera, 1988; Rao et al. 1988; Rao and Pereira, 1986).  

• HRD in LIC followed its reorganization and sustained growth. 

These examples show that HRD in most organizations is part of an overall strategy for 

improving its performance; it is not an  isolated programme. L&T, SBI,  LIC, ITC and many others took 

up comprehensive programmes for reorganizing, reorienting corporate activities, prior to or 

simultaneously with their HRD programme. 

3.  Selective Approach  

• The third approach is succession planning which has been practiced for many years by 

personnel departments in a number of organizations. 

• It consists of identifying promising persons and carefully grooming them for leadership 

positions.  

• Generally such programmes apply to senior and middle level managers and not to 

employees as a whole.  

• The important elements of this approach consist of skills in identifying promising persons 

and developing special programmes such as assignments, placement in select positions, 

training and the like. Being selective, this approach does not strictly fit the definition of 

HRD. 

• The HRD programmes include initiatives for growth and satisfaction of employees at all 

levels, redesign of work, discretionary component in the job, and autonomy. 

Hence, HRD has three related aspects: 

•  Widely shared belief by the management in developing the individual and the desire to 

convert this philosophy into a strategy. 

• Link between the work organization and individual plan for development and encouraging  

flexibility in the administrative organization. 

•  Several programmes to improve organizational performance. 

HRD is not an isolated exercise. Organizational development or other programmes are 

invariably taken up with it. The interdependence between individual growth and work roles is not 

noticed in many HRD programmes. The programme to rationalize the work organization has, in many 



cases, preceded HRD. This has been observed with regard to SBI, LIC, Greaves Cotton, Bank of 

Baroda, IOCL and others.  

As an example, some features of the current programme at LIC may be useful. 

1. After a detailed study, LIC undertook total reorganization of its work system. The 

organization defined distinct roles for its branch, division, zone, and headquarters, and role 

boundaries for each. The roles of each sub- unit were also defined, as also the role 

relationships. Management practices relating to work planning, control, supervision, 

decision making, etc. were rationalized. For this purpose, intensive discussions and 

consultations were held in the five zonal, 43 divisional, and more than 1,000 branch 

offices, involving about 65,000 employees. 

2.   Policy, goals, and strategy were defined in key areas such as marketing, personnel, 

training, product development, and others. Long range planning and management services 

were set up to identify problem areas and to integrate long term and short terra 

perspectives. 

3.   After a rational work organization was developed, changes in several areas were brought 

about. HRD was one aspect of development and was started in 1988. 

4. The assumption made in the HRD programme was that basically individual growth must be 

the responsibility of the individual; the organization must, however, provide the opportunity 

for growth. 

Self Assessment Question 

Identify the type of approach used for developing human resources. 

1………………………….. 

Based on humanistic considerations, HRD, according to this approach, is a philosophy shared 

by managements that believe development of people to be their primary responsibility. 

2.................................................... 

This perspective comes partly from humanistic and partly from business interests. It regards 

development of people as the most important asset for either improving or sustaining 

organizational performance. 

3................................................... 

The third approach is succession planning which has been practiced for many years by 

personnel departments in a number of organizations. 

It consists of identifying promising persons and carefully grooming them for leadership positions. 

11.6 SUMMARY 

At this fag end of the 20th century, we do realize that investment in human capital will probably 

yield higher returns than in any other capital. The concept of real management is of grater importance 

at this time, which states that “real management expects a manager to produce better managers — 

better than himself and in such a way that they, in turn, will themselves produce yet another generation 



of managers better than themselves, and so on for ever. This evolutionary process enhances the 

quality of management with each new generation”. There is a need for a reappraisal of the role of the 

organizational pressure groups to counter-act negative attitudes. A pragmatic consideration for the 

development of human resources to ensure overall effectiveness and quality of durable Management is 

the basic challenge. Let us all combine to enhance and embrace the benefits of this New Renaissance. 

Let us accept this new challenge, to mould our organizational set-up in straight direction because this is 

the only way to business success and excellence. The new management institutions are the demand of 

the “Time”. It will involve a big investment, but the expenditures can be controlled without dropping the 

standards. If we succeed, we will be able to create education surplus greater than the economic 

surplus, but we will have to follow a deliberate policy. It suggests: “Accountants are challenged to make 

proper evaluations to get the human asset on the balance sheet; economists must learn to include 

human capital in their calculation. Administrators have no alternative but to develop educational 

systems that can deliver improved quality at less unit cost rather than proliferate the quality of activity at 

costs we cannot afford”. 

Human Resource Development is like a flower in bloom to be experienced and difficult to 

describe. Behind performance individuals and behind results are people. HRD has been idly accepted 

as one of the most effective tools for overall development of the organizations. Now in India most of the 

developing organizations have either opened a separate HD department or in the process of opening it. 

11.7 GLOSSARY 

1. Technical Skills: Technical skills are the skills necessary to accomplish special activities. 

Doctors, Engineers, and Dentists all have the technical skill needed for their respective profession. 

2. Interpersonal Skills: In addition to specialized skills, managers are expected to have 

Interpersonal skills. Managers spend almost fifty percent of their time interacting with people both 

inside and outside the organization. Interpersonal skills include communication, leadership, 

motivational and negotiation skills. 

3. Conceptual skills: It depends on the manager's ability to think in the abstract. Managers need 

the mental capacity to understand various cause-and-effect relationships in the organization. 

4. Diagnostic Skills: Successful manager will be the one who acts as a physician for the 

organization and will be able to diagnose a problem in the organization by studying its symptoms. A 

manager, who can diagnose the situation, may also discover a solution for it. 

5. Analytical Skills: These are similar to decision making skills. By analytic skills we mean the 

ability of a manager to identify and understand the correlation of the key variables in a situation to 

decide which should receive the most attention. 
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11.10  MODEL QUESTIONS 

1.  How do you think HRD helps in maintaining good Industrial relations in the organization 

2.  Highlight the contribution of scientific management towards HRD 

3.  Highlight the contribution of Human relations approach to HRD  

4.   How do you think HRD leads to optimum utilization of human efforts? Explain with 

examples. 

5.  What is the future of HRD in the ever changing business environment? Discuss. 

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Man Centered approach 

2. Reciprocal approach 

3. Selective approach 
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12.0  OBJECTIVES 

After going through the lesson, you should be able to understand; 

• Global Differences and Similarities in HR Practices across some countries 

• A comparison of HRM/HRD practices on the basis of cultural differences: in Japan, USA 

and India. 

• HRD practices in different countries  

• Confucian Values and the Implications for International HRD 

• Factors responsible for development of HRD in various countries  

• The major challenges in front of the HRD practitioners around the world  

12.1 INTRODUCTION 

HRD varies from one country to another and the national differences along with the cultural 

differences determines to a large extent the way HRD is being managed in the respective countries. As 

is clearly evident from the practices already being followed, one can safely assume that differences in 

the culture of the developed countries from the developing countries is the main reason why there is a 

difference in the economic growth and development of these nations, and the way professionals work. 

Let’s have a look at what HRD is for different nations; 

• In several countries, HRD is not distinguished from HR but is seen systematically as part 

of HR only. 

• Professionals, academicians and organizations seem to contribute to the definition of 

HRD. 

• The definition of HRD as given by USA seems to have a great influence on the definitions 

given by other countries. 

McLean and McLean (2001) have given a revised global definition of HRD; 

HRD is a process or activity that, either internally or over the long term has a potential to 

develop adults’ work based knowledge, expertise, productivity and satisfaction whether for personal or 

group/ team gain, or for the benefit of an organization, community or ultimately the whole humanity. 

12.2 GLOBAL DIFFERENCES AND SIMILARITIES IN HR PRACTICES 

Human resources management practices tend to differ from country to country. One long term 

study helps to illustrate this. Beginning in the 1990s human resources management scholars from 13 

countries and regions used the Best international Human Resources management practices surveys to 



assess human resource management practices around the world , the results provide a snapshot of the 

differences and similarities in a wide range of countries. We’ll look at some of the next: 

1. Personnel Selection Procedures: 

Employers around the world tend to use similar criteria and methods for selecting employees. 

As in the United States, employers around the world usually rank personal interviews. The person’s 

ability to perform the technical requirements of the job and proven work experiences in a similar job at 

or near the top of the criteria or methods they use. The top rankings were the same or similar in the 

United States. Australia and Latin America for instance, cultural differences did have some impact 

across countries; however in Mexico having the right connections was a top consideration for being 

hired. Employee tests were one of the three top selection practices the People’s Republic of China, 

Indonesia and Korea but not in the United States. And the person’s ability to get along well with others 

already working there was one of the three personnel selection criteria in Japan and Taiwan but not in 

other countries. 

2. The Purpose of the performance appraisal 

There tends to be more variation in how employers in different countries use performance 

appraisals. 

For example employers in Taiwan, the United States and Canada rank to determine pay as one 

of the top three reasons for appraising performance, while that purpose is of relatively little significance 

in Korea and Mexico .Employers in the United States , Taiwan, and Australia emphasize using the 

appraisal to document the employee’s performance while in Mexico and the People’s Republic of China 

this purpose is far down the list .To recognize the subordinate was the main purpose for appraisals in 

Japan and Mexico but nowhere else. 

3. Training and Development Practices 

The amount of training that a firm provides varies substantially from country to country. For 

example, training expenditures per employee range form a low of $241 per employee in Asia (outside 

Japan) to $359 in Japan and $724 in the United States. Similarly the total hours of training per eligible 

employees per year ranges from 26 total training hours in Asia up to just over 49 total hours of training 

per year in Europe. 

However, when it comes to the purposes of training there are usually more similarities than 

differences across countries employers just above everywhere rank to improve technical abilities is the 

main reason for providing employees with training. 

4. The use of pay incentives 

Findings regarding the use of financial incentives were somewhat counterintuitive. Given the 

People’s Republic of China’s communist roots, and the traditional US emphasis on pay for performance 

one might have expected US managers to stress incentives more heavily than their Chinese peers. 

However, that was not the case. Based on this survey in terms of their use, incentives play an only 

moderate role in US pay packages. In the People’s Republic of China, Japan, and Taiwan incentives 

play a relatively important role. 

Owners of small businesses are not immune to global differences lie these. The When you’re on 

Your Own feature illustrates this. 



12.2.1 How to implement global HR systems 

Given such cross cultural differences in human resource management practices, one could 

reasonably ask- Is it realistic for a company to try to institute a standardized human resource 

management system in all or most of its facilities around the world. ? A study suggests that the answer 

is yes. In brief the study‘s results show that employers may have to defer to local managers on some 

specific human resource management policy issues. However, in general findings also suggest that big 

inter-country policy differences are often not necessary or even advisable. The important thing is that 

the employer needs to understand how to install its preferred human resource policies a practice 

globally. 

Activity I 

Compare Indian HRD practices with any country of your choice and outline scope for 

improvement for Indian companies. 

___________________________________________________________________________ 

___________________________________________________________________________ 

 

12.3 A COMPARISON OF HRM/HRD PRACTICES IN JAPAN USA AND INDIA ON THE BASIS OF 

CULTURAL DIFFERENCES: 

The impact of the differences in the perception of time in different cultures influences the HRM/ 

HRD practices within the organization. The HRM practices of United States, India and Japan, in the 

context of cultural differences in the perception of time have been analyzed. 

 The choice of these cultures has been made on the following basis; 

• United States is traditionally recognized as a M-time culture,  

• India as P time culture, 

• Japan is a mixture of M time and P-time behavior.  

12.3.1. Human resource management/HRD practices in Japan 

The influence of the elements of culture such as collectivism, medium-sized power distance and 

large uncertainty avoidance, on the Japanese HRM /HRD practices can be seen easily. 

The Japanese HRM practices of: 

• Lifelong employment and a lot of emphasis on training show the influence of the time 

dimension of culture, in addition to the other elements of the study by Hofstede. 

• As the Japanese consider it normal that the years spent on crucial issues, is essential to 

employment in the long term, continuity in decisions and vision to keep. The importance of 

the continuity of employment, seniority, wage and promotion (Nenko system) is evident in 

the practices. 

• The same problem could be attributed to the policy of the company unionism in Japan 

(such as Aoki 1992). The principle features of the trade unions in companies are that 

membership is restricted to regular employees, temporary and part time. There is only a 

Union of the organization and Trade Union companies have usually a cooperative attitude 



towards management, although in the material conditions they are displayed to serve their 

members well. 

• Japanese site is simple and has broad classification. So the schedule there are a lot more 

fluid and flexible when compared to the Western bureaucratic standards (Cole 1979, 1986 

Lincoln, Aoki 1986). Employees perform a variety of tasks and are subject to frequent 

assignment change as part of their regular day-to-day business. 

• Training is an important part of HRM in Japan and often takes advantage of both on-the-

job training (OJT), the continuous and off the job training (off-JT) are.  

• Merit and seniority are the criteria for compensation and rewards in Japan, although the 

credit for a total increment can increase the proportions up to 60% (Shirai 1992), M time 

show tilt. An employee’s skill-level-pay is another part in his salary in addition to the basic 

salary and fringe benefits. This skill-level-pay or Shikakukyu is influenced by the supervisor 

evaluation. The presence of rules codified and legitimated practices of all work bring the 

M-time elements of Japanese culture. This is called employment used Japanese 

employment to streamline bureaucracy and bring predictability and control on the behavior 

of key actors, workers and employers. 

12.3.2 Human resource management practices in the United States; 

United States ranks high power distance and individualism and low uncertainty 

avoidance. Therefore individual performance with negligible stress on group achievements been 

looked at as an aggressive company, rewarding employees traditionally United States. 

• The perspective which is time very Monochronic, is linked to delays with hazards such as 

subsequent orders, bad organization and technical complexity. A delay in decision-making 

is regarded as a sign of the low levels of interest in the task. Thus the failure of activities 

such as collective decision-making and decentralization of decision making in the United 

States was foreseeable, because it can be considered too much time to be required a 

consensus. 

• Companies in United States use elaborate, highly controlled internal employment 

formalized, procedures to govern their internal labor markets. 

• Development of employment title, rule, procedure, rights and obligations are the leadership 

of the workers in the system. A survey by s. Devereaux Jennings and Larry F Moore  

shows that over 90% have corporate entry, transfer and exit procedures and at least 80% 

have moderate control over these practices companies.  

• Companies are using compensation and benefits practices under the control of the HR 

departments. But be controlled job evaluation, job description, job enlargement and job 

enrichment less under the control of human resources as of other units. Thus type of 

control that exists with the company of employment indicating still bureaucratic Monochroic 

time perception, bound with rigid, time approach to tasks. 

• The managers are forced from a shrinking resource pool recruit; Dealing with greater 

workforce diversity and helping employees balance and family (Wagel and Levin 1990). 

• Aspects at work show increased sensitivity to people. Continue on this note that show the 

future development of the future in the United States in the direction of development a clan 



further learn type emphasis on long-term commitments, and international competitiveness, 

an organization of citizens (Kunda 1992, Lincoln and Kallenbach mountain 1991) result in 

the employee would.  

• These forecasts point to a greater acceptance and tolerance P time element at work. This 

could be the hypothesis of convergence of attributed to cultures and hence HRM practices 

in countries. 

12.3.3 Human resources management practices in India; 

• India has low power distance and medium on individuality, aspects of the work place 

ranks, The situation of India is unique with most of the companies being public sector units 

or family run businesses. The liberation of the economy has led to too many multinational 

companies, the establishment of offices in India, but many of the HR practices in these 

organizations are influenced by the cultural perception of time. 

• The company and thus the HRM policies in practice are inclined towards Polychronic time 

perception. 

• The strain of relationships and people are personal interview to the preferred method to 

choose clearly right from the recruitment and selection stage in an organization as up to 

52% of the organization cited examined in a study. Seniority and performance are the 

most important criteria for the compensation and increment. 

• Because unskilled are a large part of the industrial or blue collar employees their wages on 

the basis of industry-cum-region are determined based on. The wages of the unskilled 

workers are connected to the part with the job evaluation. The wages for workers and 

employees are basic wages and inflation allowance related to the fluctuation in the index 

of living, incentives for the production and the annual bonus. Average wages are 

supplemented with overtime compensation. This correlation of income of the business 

cycle fluctuations and the tradition of giving employees bonus on important festivals are 

the highlights the importance of human matters at work. The common practices of workers 

participation in management and collective bargaining and the presence of many 

influential unions, in India confirm this aspect of the work. 

• Job moves and cuts were completely unknown in the State-owned enterprises or in family-

run companies, where the employer expects that the employees. Attention on job rotation 

on topics such as job satisfaction and multi staff. 

• Most Indian companies rely on at work training. Due to the availability of a large pool of 

skilled workers seen many companies training as risky and wasteful, this could explain the 

dependence of on-the-job training. This and the lack of exit interviews and personal 

research can evidence a lack to little or no planning in the future problems be considered 

in future-oriented mentality. The recently arrived MNCs led the change in the perception of 

time, at least at work. Now questions how engineer salaries usually on the job analysis or 

job evaluation are linked and administrative salaries are connected the qualifications and 

responsibilities in the organization shared. 

• Together with the world India is change to show perceptions, mixed time, how the 

business meetings on time would begin, but remain the personal element in the 

transactions. 



12.4 HRD PRACTICES IN DIFFERENT COUNTRIES: 

HRD in USA; 

• HRD is a rather very developed field in the United States of America, the main reason for 

its tremendous growth and development can be attributed to the implementation of the 

rigorous HRD policies and practices right from the primary level of education up to the 

higher levels. The skill development has been absolutely remarkable there which has 

distinguished it from the rest of the world. 

• From the 70’s for over a decade, HRD has remained and enlarged the concept of training 

and development. 

• In the early 70’s, HRD was ASTD, the American society for training and development. 

• HRD in today’s global context used to mean many processes starting from individual 

performance improvement program me to adult education programmes. 

HRD in India; 

• T.V.  Rao was the first person to bring focus on HRD in India way back. 

• Larson and Tubro was the first country to introduce HRD practices in its organization. 

• National HRD network was formed in 1985. 

• An academy of HRD was started in 1990. 

HRD in China; 

• In china, there is no difference between HR, HRD and personnel. 

• It is a planned and organized education and learning process provided by organizations to 

improve employee’s knowledge and skills as well as change their job attitudes and 

behaviors. The process helps unleash the employees’ expertise for the purpose of 

enhancing the individual performance and achieving effective organizational functioning. 

• Chinese organizations use more biased procedures for staff selection, promotion and 

performance evaluation than US organizations. Similarly, Yang and Zhang (2001) 

identified drastic differences between HR practices in China and the US. In these 

practices, we see the heavy influence of ruling by man. Some of its manifestations include:  

(a)  Employee selection is based more on renqing (human feelings) and guanxi than on    

personal competence; 

(b)  Promotion is conducted on the basis of loyalty and social acceptance;  

(c)  Compensation is largely established on seniority rather than performance; 

(d)  Performance evaluation is largely qualitative and tends to be subjective;  

(e)  HRD emphasis is placed on management and utilization rather than training and 

development; and 

(f)  HR functions are to support social harmony. 

HRD in France; 



• HRD covers all the practices that contribute towards enhancing the competencies of the 

people to achieve organizational objectives; 

• It concentrates on competence development, 

• Satisfaction to the human requirements of organization development, 

• And training and internal career paths. 

• In France, the term development social is synonymous with HRD. 

HRD in Germany; 

• In Germany, surprisingly there is nothing defined as HRD. It is limited to some personnel 

specialists in management schools doing some research only. 

HRD in Japan; 

• In Japan, HRD is understood as  three major components; individual development, career 

development and organization development, 

• Development of individual abilities which is called Noryuku kathatu in japanese. 

• Formulation of a mastery level of human resources through the work systems and 

trainings, which is called Jinzai Keisei in japanese. 

• Fostering of development of human resources through management of human resource 

processes. 

HRD in Korea; 

• HRD is seriously considered both at the micro (organizational) as well as the macro 

(government) level. 

• Most of the korean staff treat it as equivalent to training and development. 

• Organization development and career development are sometimes included in it. 

HRD in Singapore; 

• HRD is described as activities related to knowledge and skills development through 

organizational and community development through education, training and retraining, in a 

lifelong learning process for improving productivity at the personal organizational and 

community levels. 

HRD in United Kingdom; 

• HRD is a relatively new concept which is yet to be accepted fully within professionals and 

academicians. 

• The key elements include; activities and processes which are intended to have impact on 

organizational and individual learning, 

• Planned interventions in individual and organizational learning, 

• Interventions aimed at changing organizational behavior, 

•  Strategic, long term, cultural and organizational changes. 

HRD in Bangladesh; 



• One peculiar feature of Bangladesh is that they put a lot of emphasis on the importance 

and the role played by NGO’s. Bangladesh has a very strong NGO base and they have 

really worked hard to make development participative and grass root level driven .They 

have been working on the problem of child labor which is rampant in India, Sri Lanka and 

Pakistan as well. These NGO’s are making efforts in dealing with this problem of child 

labor and training and educating them to earn their living. 

HRD in Malaysia; 

• Malaysia being a fast growing modern economy is laying a lot of emphasis on HRD 

interventions in both the organizations as well as at the societal level. 

• The receptivity of HRD in the corporate sector is a major concern which is being worked 

out. 

• The fast growth in the service sector has led to growing concerns in the area of mergers 

and knowledge management. 

• The increasing competence level of the managers and their taking up higher 

responsibilities is leading to a growing concern amongst the HRD practitioners to make 

them more competitive and enhancing organizational commitment of the support staff is 

also an HRD concern. 

• Another growing concern is the creation of a conducive climate in the organization to 

manage emerging issues in the wake of globalization, liberalization and privatization. 

• Though HRD is being extensively followed in the corporate sector including banks, efforts 

are being made to use HRD effectively for both administrators as well as the support staff. 

HRD in Kyrgyzstan; 

• A major challenge in the country is to develop its young generation to make them 

competent to meet the challenges of the ever changing business environment to survive. 

• In order to reorient the education system to the changing global demands, leadership has 

to be effective at all levels including the policy matters, administrators, participants and the 

teachers. This is being done through participative efforts, organization development, using 

action research framework.  

HRD in Srilanka; 

• Just like India, Srilanka also has a strong public sector, which needs to be managed 

effectively and efficiently in the light of the growing global competition. Thus management 

of change in the public sector is a major concern for HRD practitioners. 

• Another concern is to raise the level of commitment and performance of the employees in 

the organization. 

• One of the options can be to learn from the high performing companies and emulate their 

examples in the public sector at least where ever possible. 

• There is an effort to improve the management education in srilanka as it can be helpful in 

churning out valuable management graduates who can substantially contribute towards 

the nation’s development. 



HRD in Taiwan; 

• Taiwan has a lot of migrant population from china, which poses a major challenge for the 

HRD practitioners, of career orientation of the expatriates. 

• Being an agrarian economy, another challenge is to make agricultural enterprises, learning 

organizations. 

• Development of competencies in the SME’s is another challenge for the HRD practitioners 

in Taiwan. 

• With growing participation of women in the organizations, mentoring is also becoming an 

area of concern, which is very important especially in the case of women employees. 

• The increase in the number of cooperatives and joint ventures has led to the challenge of 

knowledge management in these joint ventures, which is again an area of high concern for 

HRD. 

• HRD is being seriously applied in the service industry in Taiwan, one example is that of the 

hair dressing industry which is very strong there. There is a unique partnership between 

the academia and the service industry in Taiwan which is already showing some good 

results. 

12.5 CONFUCIAN VALUES AND THE IMPLICATIONS FOR INTERNATIONAL HRD  

The consideration of cultural issues has become increasingly important in scholarly inquiry and 

explorative practice in international human resource development (HRD). We review and explore the 

core characteristics of Confucian-based culture in relation to organizations and unfold how these 

Confucian values may affect organizational and management practices in China and other Asian 

countries. 

The Five Aspects of Confucian Values are; 

a) Hierarchy and harmony, 

b) Group orientation,  

c) guanxi networks (relationships), 

d) mianzi (face)  

e) Time orientation. 

The impact of these values on management practices in the Chinese organizational context is 

visible in the following four areas:  

a) Working relationships,  

b) Decision-making processes,  

c) Ruling by man (ren zhi) instead of by law (fa zhi) and 

d) HR practices.  

A ) Hierarchy and harmony: 

According to Confucius, everyone has a predetermined position in society. Hence, as long as 

each person behaves according to rank and social status, social harmony can be achieved. 



The principle of harmony implies aspirations toward a conflict-free group-oriented system of 

social relations In the Confucian paradigm, social hierarchy and relations of subordination and 

superiority are considered natural and proper. In addition to the performance of assigned duties, filial 

submission, loyalty, decency and reciprocity are also required. Protest, dissent and criticism are 

appropriate only when the authorities have inadvertently deviated from the principles of good 

government, but questioning the pre-defined social order is forbidden. 

The practice of paternalism is the highest ideal in the Chinese political system   

• According to wu lun, subordinates have a lifetime commitment to superiors. To the same 

degree, the subordinates' welfare will be taken care of by the superiors by assumption. 

B) Group orientation: 

Hofstede described Chinese culture as highly collectivistic as opposed to Western individualistic 

culture. This cultural characteristic affects individuals and team dynamics in some contradictory ways. 

On one hand, the strong group orientation valued in China is reflective of Confucian doctrines that 

emphasize ties of kinship and close personal relationships. Individuals exist for the benefit of the group, 

group pressure is applied to ensure conformity through eliciting shame (losing face) and conflict is 

generally handled through internal meditation rather than an external legal system. In other words, 

individuals are perceived as part of a network of social relations where their individual interests often 

come second to those of the group or the collective. Thus, people adopt group goals and opinions in 

exchange for reciprocal care and protection.  

• The American concept of individualism is often rejected because it appears to Chinese as 

selfishness . 

C) Guanxi networks: 

Guided by wu lun, guanxi can be translated as 'relationship', 'connections' or 'networking'. The 

word guan literally means 'door' or 'barrier', and, in business terms, doors are opened or barriers 

conquered, depending on the right connections Xi means to tie up and extend into relationships, such 

as kinship and directly related family members. It implies formalization and hierarchy  However, guanxi 

in China also requires obligations or indebtedness, a system of favors and debts among people in the 

network which itself is based on relationships governed by Confucian thoughts. 

Luo summarized the essence and complexity of the guanxi networks in China: 

• The Chinese word guanxi refers to the concept of drawing on connections in order to 

secure favors in personal relations.  

• It is an intricate and pervasive relational network which Chinese cultivate energetically and 

subtly.  

• It contains implicit mutual obligation, assurance and understanding, and governs Chinese 

attitudes toward long-term social and business relationships. 

D) Mianzi (face). 

The Chinese concept of mianzi means giving face and showing respect for one's social status 

and reputation in society. To maintain face means to stay trustworthy and to honor obligations in one's 

social interactions. It is perhaps more important to give face to others than to protect one's own. Giving 

favors to the weaker conspicuously demonstrates that one has power or capacity beyond one's peers 



and thus indicates a gain in face or returned respect. In reciprocity, people who have received a favor 

should return it whenever called upon, even if this reciprocity may seriously damage one's social 

reputation and lead to a loss of face. Having someone lose face is not only to denounce status and 

reputation but also to indicate a lack of trust. In this sense, subordinates can always give superiors face 

by asking favors from them, but not in an unlimited way because of the code of reciprocity.  

E) Time orientation: 

Confucian culture tends to be more past-oriented than present-and future-oriented with 5,000 

years of history, Chinese are inclined toward tradition, and their mindset and behavior are both 

significantly influenced by the history. Viewing time as a process of eternity, what really matters to 

many Chinese is how life can be made natural and enjoyable each day. If one is always pressed by 

time, where is the quality of life? In this spirit, people look upon each experience as unique and not 

accumulative in a linear fashion. The highest reward in life is the spiritual enrichment and serenity 

derived from the moderation of one's living environment. Time is valuable when it is used to achieve 

this ultimate human reward and time is also flexible and repeatable regardless of how much present-

day businesses want to press against it This presents a sharp contrast with the Western concept of 

time that focuses on efficiency and is, thus, carefully budgeted to achieve personal or organizational 

goals. 

In fact, known for diligence, Chinese people do treasure every minute in their life by working 

hard and efficiently meeting deadlines.  

12.5.1 Implications for International HRD Practice and Research 

At least three major implications for HRD and management practice can be drawn from this 

analysis of Confucian cultural values.  

First, cultural values play a critical role in determining specific interventions in organizational 

management. Hence, business strategies for organizations operating in China or similar culture 

environment should be based upon principles that derive from these specific values, beliefs, worldviews 

and social relationships and interactions. 

Second, we emphasize the importance of recognizing that the cultural assumptions underlying 

Western management theories may make their applications less appropriate to Chinese organizations. 

For example, although most ideas on management and technology originated from the West, and the 

developed nations in Europe and North America boast more efficient and competitive enterprises, the 

Western style of management stresses 'physical' or scientific principles too much and sometimes 

ignores the 'human' factors, as in the so called 'let the statistics have the final say' .Moreover, while the 

importance of the individual is emphasized in the West, the collective spirit is neglected. The implication 

points to a quite viable explanation for the HR-related challenges that Western companies often face 

when operating in China. As increasing numbers of multinational corporations enter and invest in 

China's markets, culture-oriented Chinese approaches to HRD must be investigated. 

Kiger (2003) reported that Motorola China successfully fulfilled recruitment tasks through an 

internal employee referral system by leveraging guanxi. Such practice may eventually evolve the 

culture toward an integrated system that combines all the advantageous strengths of two cultural 

systems. Progress will certainly depend on continued research and explorative practices. 

Third, given the profound influence of Confucian values; 



• International HRD practitioners should realize the importance of ensuring that Western 

management practices are adopted critically in China. An uncritical adoption will inevitably 

lead to serious challenges and  is likely  to have serious repercussions in the future 

effectiveness of Chinese organizations. 

•  HRD professionals and managers must work to analyze Western organization 

management concepts and methods critically in light of their cultural assumptions and how 

their core values differ from those in China. Subsequent interventions must be adapted in 

light of these cultural values.  It was cautioned that China cannot depend on the West for 

the solutions to its problems due to environmental, organizational, cultural and behavioral 

constraints. Therefore, practitioners and scholars interested in international HRD should 

develop culture-based management models that can resolve managerial and 

organizational problems in China. 

12.6  FACTORS RESPONSIBLE FOR DEVELOPMENT OF HRD IN VARIOUS COUNTRIES CAN BE 

ATTRIBUTED TO THE FOLLOWING FACTORS; 

1. Introduction of welfare and charitable activities for workers across the globe. 

2. Challenges posed by the trade unions. 

3. Technological changes. 

4. Increasing competition worldwide. 

5. Increasing consumerism and government protection. 

6. Increasing quality consciousness and awareness. 

7. Organizational changes and increasing corporate social responsibility. 

8. Structural changes in employment increase in the white collared skilled workforce from the 

unskilled workforce. 

12.7  THE MAJOR CHALLENGES IN FRONT OF THE HRD PRACTITIONERS AROUND THE 

WORLD ARE: 

1. Attracting, retaining and motivating the star performers of the organization through all possible 

techniques and HRD interventions. 

2. Managing workforce diversity at global locations. 

3. Fulfilling the ever changing needs and aspirations of the Gen Next executives. 

4. Measuring the impact and utility of HRD and responding to the requirements of the multiple 

stakeholders of the organization. 

5. Increasing trend of human resource outsourcing 

6. Maintaining the quality of work life for the workers and the executives. 

7. Lack of ethical standards in HRD is another growing concern amongst the HRD practitioners. 

8. Last but not the least, Globalization which entails; 

• Rapid innovation and change in technology. 

• Quality maintenance and assurance. 



• Shifting base to low wage islands. 

 

Self Assessment Question 

Factors responsible for development of HRD in various countries can be attributed to the following 

factors…………………………. 

1. Introduction of ............................................ for workers accross the globe. 

2. Challenges posed by the ........................... 

3. Technological....................... 

4. Increasing ........................ worldwide. 

5. Increasing ............................... protection. 

6. Increasing ........................ and awareness, 

7. Organizational changes and increasing corporate ................... 

8. .............................. and increase in the white collared skilled workforce from the 

unskilled workforce. 

12.8 SUMMARY 

In several countries, HRD is not distinguished from HR but is seen systematically as part of HR 

only. Professionals, academicians and organizations seem to contribute to the definition of HRD. The 

definition of HRD as given by USA seems to have a great influence on the definitions given by other 

countries. Global Differences and Similarities in HR Practices with regard to selection, performance 

appraisal, training and development and pay and incentives has been observed. A comparison of 

HRM/HRD practices in Japan USA and India on the basis of cultural differences has been drawn which 

shows the  impact of the differences in the perception of time in different cultures which influences the 

HRM/ HRD practices within the organization. The HRM practices of United States, India and Japan, in 

the context of cultural differences in the perception of time have been analyzed. The choice of these 

cultures has been made on the following basis; 

• United States is traditionally recognized as a M-time culture,  

• India as P time culture, 

• Japan is a mixture of M time and P-time behavior. 

While on the one hand, the Japanese promote dynamic, future-orientation, hard work and 

respect for the rules, value relations, wide job descriptions, decentralization and respect is set to length 

of service on the other side, HRM practices in the United States show a similar trend in greater 

tolerance of trade unions or forays into the building of company loyalty. Similar trends in India are a 

more Monochromic approach wards work, forced by introduction of competition for the State-owned 

companies from the private sector companies, including MNC. 



HRD practices in different countries  like USA, India, china, Taiwan, Malaysia, Korea , 

Singapore  Germany, Japan, united kingdom, Bangladesh, Srilanka, Kyrgyzstan, and Thailand have 

been outlined which shows considerable variations in the HRD practices being followed in these 

countries. Confucian Values and their Implications for International HRD have also been analyzed. The 

Five Aspects of Confucian Values are; Hierarchy and harmony, Group orientation, guanxi networks 

(relationships), mianzi (face)  and Time orientation. The impact of these values on management 

practices in the Chinese organizational context is visible in the following four areas: Working 

relationships, Decision-making processes, Ruling by man (ren zhi) instead of by law (fa zhi) and HR 

practices.  

12.9   GLOSSARY 

1. Hierarchy and harmony : According to Confucius, everyone has a predetermined position in  

society. Hence,  as long as each person behaves according to rank and social status, social harmony 

can be achieved. The principle of harmony implies aspirations toward a conflict-free group-oriented 

System of social relations In the Confucian paradigm, social hierarchy and relations of subordination 

and superiority are considered natural and proper. 

2. Group orientation: Hofstede described Chinese culture as highly collectivistic as opposed to 

Western individualistic culture. This cultural characteristic affects individuals and team dynamics in 

some contradictory ways. On one hand, the strong group orientation valued in China is reflective of 

Confucian doctrines that emphasize ties of kinship and close personal relationships. 

3. Guanxi networks : Guided by wu lun, guanxi can be translated as 'relationship', 'connections' 

or networking. The word guan literally means 'door' or 'barrier', and, in business terms, doors are 

opened or barriers conquered, depending on the right connections Xi means to tie up and extend into 

relationships, such as kinship and directly related family members. It implies formalization and 

hierarchy. However, guanxi in China also requires obligations or indebtedness, a system of favors and 

debts among people in the network which itself is based on relationships governed by Confucian 

thoughts. Luo summarized the essence and complexity of the guanxi networks in China: The Chinese 

word guanxi refers to the concept of drawing on connections in order to secure favors in personal 

relations. It is an intricate and pervasive relational network which Chinese cultivate energetically and 

subtly. It contains implicit mutual obligation, assurance and understanding, and governs Chinese 

attitudes toward long-term social and business relationships. 

4. Mianzi (face) : The Chinese concept of mianzi means giving face and showing respect for 

one's social status and reputation in society. To maintain face means to stay trustworthy and to honor 

obligations in one's social interactions. It is perhaps more important to give face to others than to 

protect one's own .Giving favors to the weaker conspicuously demonstrates that one has power or 

capacity beyond one's peers and thus indicates a gain in face or returned respect. In reciprocity, people 

who have received a favor should return it whenever called upon, even if this reciprocity may seriously 

damage one's social reputation and lead to a loss of face. 

5. Time orientation: Confucian culture tends to be more past-oriented than present-and future-

oriented With 5,000 years of history, Chinese are inclined toward tradition, and their mindset and 

behavior are both significantly in fluenced by the history. Viewing time as a process of eternity, what 

really matters to many Chinese is how life can be made natural and enjoyable each day. If one is 



always pressed by time, where is the quality of life? In this spirit, people look upon each experience as 

unique and not accumulative in a linear fashion. The highest reward in life is the spiritual enrichment 

and serenity derived from the moderation of one's living environment. 
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12.12  MODEL QUESTIONS 

1. Outline the Global Differences and Similarities in HR Practices across the various global 

organizations. 

2. Draw  A comparative study  of HRM/HRD practices on the basis of cultural differences in 

different countries in the wake of changing business dynamics, with special reference to; 

 a) HRM/HRD practices in Japan  

 b) HRM/HRD practices in USA and 

 c) HRM/HRD practices in India  

3.  Critically evaluate the HRD practices in different countries. Do you think globalization 

calls for internationalization of HRD practices around the world in all organizations? 

Discuss the advantages and disadvantages of doing so. 

4. What is the .Factors responsible for development of HRD in various countries. 

5. Critically evaluate the HRD practices in different countries. do you think globalization 

calls for internationalization of HRD practices around the world in all organizations. 

Discuss the advantages and disadvantages of doing so. 

6. Delineate The major challenges in front of the HRD practitioners around the world  in the 

light of the above discussion and your understanding of the whole HRD concept. 

ANSWERS TO SELF ASSESSMENT QUESTION 

1. Welfare and charitable activities 

2. Trade unions 

3. Changes 

4. Competition 

5. Consumerism and government 



6. Quality consciousness 

7. Social responsibility 

8. Structural changes in employment 

 

 

 

 

 

 

 

 

 

 

 

 


	Activity – I
	 Conduct a case study of any multinational organisation and compare its HRD deptt. With the Indian organisation.
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