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C HAPTER O NE
1 HUMAN RESOURCE MANAGEMENT
1.1 INTRODUCTION
People are central to attainment of organizational goals. Organizational performance depends
upon individual performance. If the efforts of every individual were oriented towards the
realization of organizational objectives, the synergy so achieved would transcend the sum
total of all individual performances. The success or failure of organizations hinges on the
quality and behavior of their people. The world is realizing fast that the intellectual capital –
the intangible assets of skill, knowledge, and information, – is what ensures sustainable
business success.
The growing understanding that the knowledge of people can be identified, that management
process can enhance them, that it is possible to describe and measure how knowledge adds
value, and that managing intellectual capital improves financial performance, has swept
across major organizations of the world. Managers so far neglected people and their
intellectual inputs. But now they have realized that human asset of organizations far
outweighs the other tangible assets.
According to Peter F. Drucker, “Knowledge is the only meaningful resource today.” The
other resources are also equally important, but access to them is no longer limited. Capital
flows freely across borders; technology is available to anyone for the right price; raw material
is free to be transported across the globe. Information is available to anyone via the
information highway. Crucially, the people who will bring knowledge into the organization
are becoming conspicuous all over the world in the last decade.
Human Resource Management is the systematic control of a network of interrelated processes
affecting and involving all members of an organization. HRM is a process constituting four
functions, namely acquisition, development, motivation and maintenance. It incorporates
acquisition of the services of people, development of their skills, motivation for higher
performance and maintenance of their commitment to the organizations for the achievement
of the organizational goals. Through HRM, organizations expect productive manpower,
quality results and satisfied employees through high quality of work life.
The American Society for Training and Development (ASTD) has identified nine human
resource areas within the above functions.
 Organization / Job Design: Defining how tasks, authority and systems will be
organized and integrated across organization units and in individual jobs.
 Human Resource Planning: Determining the organization’s major Human Resource
needs, strategies and philosophies.
 Selection and Staffing: Matching people and their career needs and capabilities with
jobs and career paths.
 Training and Development: Identifying, assessing and – through planned learning –
helping develop the key competencies which enable individuals to perform current or
future jobs.
 Compensation/Benefits: Assuring compensation and benefits fairness and
consistency.
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Organization Development: Assuring healthy inter and intra unit relationships and
helping groups initiate and manage change.
Personnel Research and Information Systems: Assuring a personnel information base.
Employee Assistance: Providing personal problem solving, counseling to individual
employees.
Union / Labor Relations: Assuring healthy union / organization relationships.

Today, HRM is seen as an integral part of the management functions; it is considered a
shared, decentralized, professional and specialized function of a developmental and proactive
nature. It is believed to be a systematic and planned process.

1.2 EVOLUTION AND EMERGENCE
HRM as we know it now has emerged from nine inter-related sources:
 Rapid technological change, which increased the specialization of labor associated
with the industrial revolution;
 The emergence of free collective bargaining, with constraints established for both
unions and employees;
 The scientific management movement;
 Early industrial psychology;
 Government personnel practices growing out of the establishment of Civil Service
Commissions;
 The emergence of personnel specialists and the grouping of these specialists into
personnel departments;
 The human relation movement;
 The development of behavioral sciences; and
 The social legislation and court decisions of the 1960's and 1970's.
The roots leading to the emergence of HRM date back to the Industrial Revolution of 1850s
which was characterized by the development of machinery, the linking of power to machines
and the establishment of factories employing many workers. Labor was considered a
commodity to be bought and sold. The used and abused workers organized themselves to
bring about some alleviation in their pitiable condition. The advent of collective bargaining
between labor and management laid the foundations of the present HRM concepts.
Frederick Winslow Taylor brought about the logic of efficiency to management through the
concept of Scientific Management in the late 1800s and early 1900s. Scientific Management
was founded on the principles of precision. Tasks were systematically analyzed and broken
down into the smallest mechanical elements and then rearranged into their most efficient
combinations (also known as time and motion study). Division of labor was the result.
Scientific Management faded into history as the complexity of labor skills, markets and
products increased; political, social and cultural values changed; and organizations became
larger and more complex.
In 1913, Hugo Munsterberg's publication entitled Psychology and Industrial Efficiency
suggested ways of improving employment testing, training, performance evaluation and job
efficiency.
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In 1929 Henri Fayol’s work, written in 1916, was translated into English. It came to be
known as the Classical Organization Theory. He developed the basic principles that could
guide the design, creation and maintenance of large organizations and identified the basic
functions of managing organizations. He spoke of management as a process and divided the
activities of an industrial undertakings into six groups: technical, commercial, financial,
security of property & persons, accounting and managerial. He identified the managerial
activities as planning, organizing, commanding, coordinating and controlling.
The 1930s to 1950s were the decades of Human Relations Movement. Pioneered by Chester
Barnard he propounded the concept of organizations as human cooperative systems rather
than as mechanical contraptions. He stated in 1938 that humans tend to organize themselves
into natural social groups, which do not always coincide with functionally specialized work
groups. The social thus takes precedence over the functional. Information should be two-way;
relevant information comes from the work force concerning both corporate and individual
needs and therefore, should not be ignored. Cohesive leadership is necessary for instilling in
executives the long-run aims of the organization. Good leadership is necessary to
communicate these goals to others in the organization. When achieved, this should ensure
effective and coherent decision-making.
In 1939, Elton Mayo and Fritz Roethlisberger conducted the famous Hawthorne studies at the
Western Electric Company. They concluded that changes in the physical environment could
not completely explain changes in productivity. They found that enhanced productivity was
due to such social factors as morale, satisfactory interpersonal relationships and the kind of
managing that would recognize the privacy of human behavior. Supervisors and managers
need to develop effective human relations skills in counseling employees and establishing
their authority not on technical expertise or by coercive methods but by securing cooperation
and teamwork and ensuring the participation of workers in changes affecting them. Mayo
pioneered the need for a greater understanding of the social and behavioral aspects of
management.
In 1954, Peter F. Drucker enunciated the concept that objectives must be set in all areas
where performance affects the health of the enterprise. Hence the coining of the term
Management by Objectives (MBO). This was also the decade when Douglas McGregor
challenged some of the prevailing concepts about the attitude of people towards work and the
system of reward and punishment to get things done. In his The Human Side of Enterprise he
described the two sets of assumptions, Theory X and Theory Y, that are qualitatively
different and that lead to distinct leadership behaviors and human resource policies and
practices. Theory X assumes that employees dislike work while Theory Y assumes that work
is a natural act for employees.
The period from 1960s to 1980s saw the emergence of Behavioral Science Movement and
Systems Theory. The behavioral science approach to managing people is an outgrowth of the
human relations’ studies, although it encompasses a much broader base of academic and
applied disciplines and addresses itself to a much wider range of problems. Abraham H.
Maslow’s hierarchy of needs traces through the five need levels. They are, in ascending
order, physiological, safety, social, esteem and self-actualization needs. Frederick Herzberg
developed the Motivation Hygiene theory, which states that individuals have two distinctly
different categories of need. He called the category relating to satisfying work experience as
motivators and the other category of dissatisfying experience as hygiene factors. The hygiene
factors deal with environment or job context while motivators deal with job itself or job
content.
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Chris Argyris suggested a model with improvements on Theory X and Theory Y to reflect the
realities of the work place. He explained the underlying reasons that lead to complacency,
decreased competence, mistrust, intergroup conflict and rigidity. He has challenged
management to provide a work climate in which everyone has a chance to grow and mature
as individuals even while working towards the achievement of organizational goals.
Rensis Likert suggested a 4-system theory on which organizational structure could be based:
Exploitative-Authoritative, Benevolent-Authoritative, Consultative and Participative-Group.
Likert noted that most effective organizations show system 4 characteristics whereas the least
successful ones demonstrate system 1 or 2 traits. He argued that managers should strive
toward a system 4 participative style if they wish to maximize the quantity and quality of
performance from employees.
Another Movement that germinated in the 1950s and is building steam is the Organization
Development (OD). Some of the people who have contributed to the field are Robert Blake,
Jane Srygley Mouton, Herbert Shepard, Robert Tannenbaum, Richard Beckhard, Warren G.
Bennis, Kurt Levin, Kenneth Benne, Leland Bradford, Robert Lippitt, W. R. Bion, John
Rickman, Eric Trist, Floyd Mann and Renesis Likert. OD emerged largely from applied
behavioral sciences. The characteristics that set OD apart are its focus on the whole
organization, systems orientation, use of a change agent, problem solving, experiential
learning, group processes, feedback, contingency orientation, and team building. It focuses on
all three levels, namely personal, group and organizational.
In the era when companies are facing premature deaths, the people in the organization are the
only hope for corporate longevity. According to Aries de Geus, in his book “The Living
Company”, companies die because their managers focus excessively on the thinking and the
language of economics and forget that the organization is a community of human beings.
Managers concern themselves with land, labor, and capital, and overlook the fact that labor
means real people. Therefore, the companies are learning to value people. The managers of
the living company understand that they must place commitment to people before assets,
respect innovative minds behind people and develop an organization that is a community.
The approach to managing the human resource is undergoing revolutionary change. The
developed nations have acknowledged that it is people – not money, machine and materials –
that run the organizations. While human beings are getting their much awaited and well
worth dues in the developed world, they are still disregarded in the less developed nations
like Nepal.

1.3 IMPORTANCE OF HUMAN RESOURCE MANAGEMENT
It is well known fact that no organisation will survive without the employees who perform in
order to produce goods and services. Organisations depend on people to handle machines,
communicate with other organisations, market and sell products and services, deliver goods and
services and make policies and plan strategies. As organisations become more complex they
respond to their environments (the needs of people, acquisition of technologies, cultural changes
and consumer taste), the employment of the right people for the organisation becomes one of the
most important roles of managers.
Managing organisation's resources effectively requires people who are capable, motivated and
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willing to manage people, technology, time and money more effectively. Managing people is the
most challenging task every manager faces. Organisations have experienced difficult problems
often because managers have ignored the people they employ and their contributions have been
undermined. For an organisation to compete, survive and grow in an environment of high
competition, changing consumers’ taste and priorities, volatility and uncertainty it is important
that the right people are employed to manage scarce resources efficiently and effectively. Those
who manage these resources need to be appointed and placed in the right positions. They also
need to be capable and motivated to perform the right tasks at the right time. This basically
means:
 What is the purpose of the organisation
 What is the organisation’s business
 What is the business the organisation wishes to be in future
 Who are the organisation serving and intend to serve in future
 Where is the organisation going to acquire funds to finance its operations
 What type of technologies will the organisation require to ensure effective performance
 What type of people (different skills and professions) does the organisation need now
and in the future
 How many people (different skills and professions) does the organisation need now and
in the future
 How does the organisation get these people

Exhibit 1.1: Human Resource Management in Nepal
The general observation is that HRM is still not considered a separate discipline. Most
organizations take HR activities as a generalized function. Many private companies, particularly
the large and competitive ones like hotels, beer, sugar, steel, cigarette industries and
multinational companies are considering or already have a separate HRM department.
However, the number of such organizations is less. The process towards having a professional
and specified personnel department is slow and, to some extent, still resisted. Most
organizations feel that the Administration Department is well handling the personnel affairs and
they see no need for a separate department.
The fact remains that most Nepalese organizations are ineffective, unproductive, impervious to
improvements and rigid. The way Nepalese organizations are run speaks volumes of the
people who run them and those who work in them. The human resource in Nepal is not scarce,
but the scarcity is of skilled people and an efficient management of them.
Personnel management is neither given any particular attention nor placed in the organizations
system, nor do professionals find themselves involved in the process. Its existence without any
apparent assignment or responsibilities is the usual picture.

1.4 HUMAN RESOURCE MANAGEMENT, HR MANAGERS AND STAFF
Human Resource Management (HRM), is the specialised field in management that ensures
that the organisation acquires skilled, motivated, and productive employees required to carry
out its tasks. Managing people in an organisation requires a broad range of technical skills
and knowledge of why and how people work. The technical skills needed include the
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understanding of:
 knowledge of national labour laws
 how to develop job specifications and design performance evaluations and
 a broad-based knowledge of behavioural sciences and social psychology.
 the mechanics of compensation and benefits plan
 organisations rules and regulations and its culture
 collective bargaining processes
 recruiting techniques
The purpose of Human Resource manager and staff is to provide managers with the tools and
services they need to manage subordinates more effectively in order that they in turn will
increase productivity. In order to accomplish this purpose it is important that the manager
becomes aware of the function and sub-function of the of HR activities.
The sub-functions of the HR activities include the following:
 Human Resource planning: Strategic and operational
 HR policy development
 Recruitment, selection and orientation of employees
 Management of remuneration
 Management and staff development and training
 Labour relations
 Internal communications
 Welfare of staff
 Safety and security
 Organisation Development
As a staff specialist, the human resource executive will be able to minimise problems with the
work force, and thereby assure a higher degree of organisational productivity. The
effectiveness of the human resource function can be measured by its contribution to the
overall organisational productivity.
We mentioned earlier that the primary purpose of human resource staff is to provide
managers with the tools and services they need to manage subordinates more effectively, thus
increasing productivity. In order to accomplish this purpose, human resources activities can
be broken down into the broad sub-functions mentioned above. To be efficiently
administered, each of these sub-functions requires specific technical skills. The human
resources manager must be proficient in the technical essential of each area. To be effective,
the human resource functions must be thoroughly integrated with the other staff and line
functions of the organisation. Optimum application of the organisation's human resource is
the primary goal of human resource management. Because people are the common element of
all segments of the organisation, the decisions of the human resource executive has some
impact – great or small – on every department. The interdependence of the human resource
manager with all other managers is one of the characteristics distinguishing the modern
human resource functions from the traditional approach. Therefore, no other single function
in the organisation has so strong an impact on every other line and staff function in the
organisation than does human resource management.
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HRM deals specifically with the:
 selection
 appointment
 appraising
 training
 developing
 retaining
of employees in the organisation. People have to manage these resources more effectively in
order that the organisation's objective can be achieved.

External Conditions

Economic
conditions

Government
and
Union
influences

Socio-cultural
conditions

Exhibit 1.2: A Diagnostic Model of Human Resource
Management
Organizational
Human Resource
Conditions
Functions

Human Resource
effectiveness

Nature of Work

Nature of
Organizati
on

Nature of
Employees

External Conditions
Economic conditions
 Population and its demographic features
 Labor market conditions
 State of industrialization and
development
 Product and services market
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Objectives

Staffing
Retention
Development
Utilization
Servicing

Organizational
effectiveness

Government and Union influences
 Policies and regulations
 State of unionization
 Union power
Socio-cultural
 Religions
 Cultural practices and norms
 State of education
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Organizational Conditions
Nature of organization
 Strategic and operational objectives
 Financial conditions and flexibility
 Technologies employed
 Organizational philosophy and culture
 Structure, strategy and staff of HR
department

Human Resource Functions
Staffing
 Job identifications and job analysis
 Human resource planning
 Recruitment,
selection,
placement,
socialization and promotion
Retention
 Rewards and discipline system
 Performance appraisal
 Job design and motivation
 Employee relationships
 Safety, health and work environment

Nature of work
 Contents of job
 Competencies required
 Job design
Nature of employees
 Individual differences (ability,
motivation)
 Work groups
 Supervisors

Development
 Staff training and development
 Career development
 Organization development
Utilization
 Productivity enhancement
 Total quality management
Servicing
 Human resource information systems
 Policy and strategy development
 Research

Objectives
Human resource effectiveness
 High level of performance and productivity achieved
 Quality product or service delivered
 Right number of people with the required skills and experience employed
 Personnel cost and absenteeism and turnover controlled
 Job satisfaction and self-esteem attained
 Legal regulations complied
Organizational effectiveness
 Return on investment
 Sales
 Market share
 Profit

1.5 HUMAN RESOURCE MANAGEMENT – ITS ROLE
Human Resource Management involves:
 Ensuring the organisation has clear, appropriate and workable policies and procedures
for all aspects of employment and volunteering;
 Ensuring the organisation's policies and procedures comply with legal requirements, and
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are updated to comply with changes in the law;
Ensuring all staff, whether paid or voluntary, are properly recruited, inducted,
supervised, trained and supported;
Ensuring all workers feel they are a valued part of the team and the organisation;
Involving workers in discussions and decisions which affect their work or working
environment, and ensuring they have adequate information and time to participate;
Ensuring that workers know what they are supposed to be doing, how to do it and how it
fits into the organisation's overall work;
Helping workers plan work and assess priorities;
Helping workers recognise and overcome intellectual, technical or personal difficulties
affecting their work;
Ensuring workers have opportunities to learn, change and develop within their work;
Setting deadlines and informing workers about them, implementing procedures to
monitor work against the objectives, changing them as required;
Setting standards of performance (quality of work and/or behaviour) and implementing
procedures to monitor them;
Dealing with poor time-keeping, poor work performance, and other potential or actual
disciplinary matters;
Creating and maintaining a safe and pleasant physical environment;
Creating and maintaining a good emotional environment;
Helping to sort out conflicts within the group;
Dealing with workers' concerns and grievances

The function of human resource management within the organization is, in a nutshell, to
develop policies and to provide the technical competence necessary to attract, retain,
compensate, develop, and maintain a climate within which employees can become highly
motivated and productive. The department generally holds a staff position in the organization,
giving service to the line departments.
Authority is a key factor in any management position. In the managerial context, authority
takes the form of influence, including the power to take action and direct or coordinate the
action of others. There are essentially three types of authority: line, staff, and functional.
1.5.1 Line Authority
Line authority involves the power to direct subordinates and to reward or take disciplinary
action, if necessary. Line authority is exercised vertically over subordinates in the chain of
command but cannot be exercised horizontally over workers in other departments.
1.5.2 Staff Authority
Staff authority involves being empowered to give authoritative assistance, counsel, advice, or
service to other management functions. Staff authority is derived not only from the proximity
of the individual's position to the power base, but also from the individual's knowledge or
expertise. Managers with staff authority usually do not have the power to direct; instead, they
must rely on their power to persuade and their reputation for solid expertise in order to have
their recommendations implemented.
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1.5.3 Functional Authority
Functional authority involves the power to direct others on matters pertaining to the
performance of their particular function. The power of functional authority is similar to that
of line authority. It is generally more powerful than staff authority, although the ability to
utilize functional authority effectively depends on persuasion.
Human resource managers normally possess line, staff, and functional authority. Because
human resources is primarily a staff department – that is, it provides services to the line – the
human resource manager has staff authority with managers in departments other than human
resource. Within the human resource department, however, the manager exercises line
authority. Depending on the size of the organization, the human resource department may
employ one person; or, it may employ a sizable group. Because of this, the human resource
manager must be able not only to persuade but also to manage effectively. In addition to
using staff and line authority, the human resource manager also must exercise functional
authority. The ability to perform effectively in so many different roles is not common. It is no
wonder that competent human resource managers are in such demand today.
The broad concept of human resource management casts the human resource executive in the
role of a high-level specialist with advisory responsibilities throughout the organization. The
human resource director becomes an integral management consultant, helping management at
all levels to solve people-related problems. He assists management in areas such as:
 Diagnosing and addressing employee morale, motivation, and productivity problems
 Developing and evaluating employees
 Participating in the development of top management philosophies and business
strategies.
As a staff specialist, the human resource executive will be able to minimize problems with
the work force, and thereby assure a higher degree of organizational productivity. The
effectiveness of the human resource function can be measured by its contribution to the
overall organizational productivity.
We mentioned earlier that the primary purpose of the human resource staff is to provide
managers with the tools and services they need to manage subordinates more effectively, thus
increasing productivity. In order to accomplish this purpose, human resources activities can
be broken down into the following broad sub-functions:
 Strategic operational human resources planning
 Policy development
 Recruitment, selection, and orientation of employees
 Wage and salary administration
 Personnel and payroll records maintenance
 Organizational development
 Management development and training
 Equal employment opportunity/affirmative action
 Labor relations
 Internal communication
 Safety
To be efficiency administered, each of these sub-functions require specific technical skills.
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The human resource manager must be proficient in the technical essentials of each area.

1.6 HUMAN RESOURCE MANAGEMENT CYCLE
The human resource cycle in the development sector starts with:
 Selection of people for training, education, improvement for the purpose of utilising
these skills for the benefit of themselves and of others.
 Performance of the trained people using their acquired skills in order that they and their
community will benefit from the output of their training.
 Appraisal of the performance of the people in order that they can continue to improve
skills in order that they will continue to develop themselves and their community.
 Development of the people and their communities as a result of the HRD activities.
The cycle explained in simple terms above relates closely to the HRD approaches adopted by
development organisations all over the world.
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C HAPTER T WO
2 HUMAN RESOURCE PLANNING
2.1 INTRODUCTION
Effective human resource planning is the keystone of organizational success. Ideally, human
resource planning should precede all other personnel activities. After all, how can you recruit
if you don't know what kinds of jobs are vacant, how many vacancies there are, and how
many there will be in the future? In what areas do you develop and train people if you do not
know which areas will need people and how many people will be needed? All organizations
plan for their human resources to one degree or another. The effectiveness of that planning
depends on how well the human resource executive employs planning methods to address the
needs and resources of the organization.
In many enterprises, detailed planning is done for production, sales, financial return,
advertising, and so forth. The ultimate success of an organization includes the integration of
human resource planning with strategic planning in all other areas. Companies may suddenly
discover that they need people with specific skills; or, they have too many people and need to
lay off workers who were trained recently at great expense; or, they may not be able to find
enough qualified help to run the organization adequately. Substantial expense, delays,
employee dissatisfaction, and other disruptions to the workings of the organization result
when emergency solutions are implemented to cope with an unforeseen lack or excess of
people. The current and future people needs of the organization can be defined, and costly
waste of time and money can be avoided, if human resource planning is implemented.
Planning is a process through which decisions are made to facilitate achieving an
organization's goals and expectations. Planning also includes courses of action to be taken in
order to meet those goals. In essence, plans are blueprints for action. They offer guidelines
that enable organization members to work together to achieve the collective goals.
Systematic planning is beneficial to an organization, in that it is first necessary to define an
organization's purpose and goals. This may require the management team of the organization
to review its goals and directions frequently. In organizations of all sizes, this process
provides a unifying environment for all members who feel themselves to be a part of the
defining process. In the process of planning, the management team, representing all
components of the organization, gathers and analyzes information about the firm’s resources.
Attempts are also made by management to make educated guesses about what an
organization's competitors may be planning, what the economy may do, and what market
trends appear to be imminent. The more accurately an organization identifies changing
conditions, the better able it is to respond to those changes due to appropriate planning.

2.2 HUMAN RESOURCE PLANNING
Human resource planning is a process of analyzing an organization's needs for employees
under changing economic, political, and environmental conditions and, subsequently,
developing programs and policies that address those needs. It becomes the human resource
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manager's responsibility to research current labor market conditions and to communicate
those conditions to the organization. Developing new systems of recruitment and for
retaining current employees becomes part of the forecasting process for the human resource
manager (See Exhibit 2-1). Once the employment needs of the organization are established
and the external environment that supplies the employees is analyzed, then the planning of
human resource programs can begin. This points to the three major areas that human resource
planning includes: organizational employment needs, recruiting, and organizational
development and training.
Human resource planning must be responsive to the changes both within and outside the
organization. It must respond to the rapidly changing environment, including technological
innovations, labor market conditions, government regulations, and court decisions. To be
effective, human resource planning must be a comprehensive, ongoing process. It requires an
integrated approach in order to assure an adequate, but not over-abundant supply of trained
and motivated people to perform the activities that must be done for the organization to meet
its objectives.
Exhibit 2-1: Dynamic Human Resource Planning Approach

Organizations simply cannot rely on luck to find qualified people from outside sources.
Planning to acquire and search for qualified talent for present and future jobs must be done on
a continuous basis. This will assure that there will be a reservoir of available people with
appropriate skills when they are needed. Consequently, the objectives of human resource
planning are to:
 Make accurate long-term (strategic) and short-term (operational) projections of
specific and general human resource needs.
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Develop more satisfied and productive employees to reduce turnover and outside
recruitment.
Assure an acceptable level of return on investment in human resources.
Relate human resource needs to the overall activities of the organization.
Facilitate compliance with government regulations concerning employment
opportunities.

When calculating an organization's future growth, management is matching constantly its
short-term operational goals to its current and future supply of human resources talent. The
initial point in the planning process – defining the organization's short-and long-term goals
and objectives – is a vital one. The organization's goals and objectives must be clear in the
planners' minds in order to identify the work to be done, and then determine how the human
resources can be best utilized to accomplish the work. Another reason the goals and
objectives must be clear to the planners is so that they can include in the plan accurate
projections of the number and type of employees needed at all levels of the organization.
Serious problems will arise if an organization's planning is haphazard or short-sighted.
Although it happens often, it is ridiculous for a company to lay off people in one part of the
enterprise when their skills would be useful in another part that is recruiting people with
those same skills. The human resource planner must have a total view of the organization in
order to plan effectively.
Human resource planning must interface with all parts of the enterprise. It must take into
account budgetary factors when planning to staff the organization. It is vital that the human
resource department, financial department, and individual unit managers work together
during the planning process. This teamwork approach to planning takes full advantage of
accumulated knowledge of people involved, and allows for realistic cost projections. The cost
of acquiring and training new employees must be weighed against the cost of buying needed
machinery, renovating or building plant facilities, increasing inventories, and so on. In short,
strategic human resource planning is an integral part of strategic business planning,
necessitating that the senior human resource executive be a member of the senior
management decision-making team.
Human resource planning must also take into account many external environmental factors
affecting the organization. The external socio-political environment affects every portion of
the human resource executive's responsibilities, but it especially impacts on the planning
process. Social and political pressures to comply with social legislation are only part of the
environmental factors affecting organizational planning. Companies must consider the spirit
as well as the letter of the law. Favourable community attitudes are important to the
organization. Layoffs can contribute to a hostile community attitude, and often can be
prevented by adequate forecasting and retraining. Innovations in technologies, shortages of
materials, and changes in skills and educational backgrounds of employees have obvious
effects on the planning process. Planners must take into account changes in general economic
conditions in order to produce an accurate, workable plan for the organization's employment
needs, and to create a positive, satisfying work environment for employees.
Effective human resource planning is dependent largely on the quality and amount of relevant
information available for decision making. This requires a thorough examination of
information currently available and consideration of how to access future information with
speed and accuracy. Collecting these data is important and should receive priority status, and
not be treated as secondary, or worse, superfluous.
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The framework for human resource planning should provide for an information system based
on prior planning, including specifications of goals and objectives, thorough analysis of data.
Job design – the process of putting together related tasks in a meaningful way – will be
discussed in the next chapter. It is sufficient to note here that effective planning depends on
designing jobs realistically and in a way that provides the employees with an acceptable level
of jobs satisfaction.

2.3 SKILLS INVENTORY
To determine a plan for human resource in any given period, it is important to know exactly
what skills and abilities the people currently employed in the organization may have. In a
small organization, it is relatively easy to know how many employees there are, what they do,
and what they are capable of doing. But, for large organizations, such as IBM or Exxon,
knowing who employees are, and what their skills are, is difficult without a skills inventory
system. A skills inventory system is an organized system of cataloguing and retrieving
information about employees. It may be as simple as a box full of index cards or as
complicated as computer systems will allow. How sophisticated an organization's skills
inventory is depends on the size, complexity, and volatility of that organization.
A basic skills inventory simply lists employee's names along with certain personal and jobrelated characteristics. An effective skills inventory system must provide a way to acquire the
needed data, keep them up-to-date, and make them readily available whenever they are
needed by management.
Most enterprises have part or all of the information they need for an inventory in one form or
another. Skills inventories that have been designed for easy information retrieval help
management to make a variety of decisions regarding personnel and products or services.
Also, they can focus management's attention on new directions or expansions and strategy
changes. If an organization has a reservoir of specific skills that currently are underutilized or
not utilized at all, the inventory can enable management to determine a new direction for the
enterprise, based on skills already on board.
How skills inventories are used depends on the type of information involved. Skills
inventories should include the present duties of all employees and their skills (as indicated by
past work and educational histories). The planning process for human resource uses this
inventory primarily for matching the skills in the organization with the overall human
resource requirements of the organization. It may well be counterproductive for a company to
recruit, hire, and train new people when the company already employs individuals with the
needed skills. Once the basic data bank is developed for planning purposes, its use can be
expanded as needed for additional programs.
The key factors in a skills inventory are skills, evaluation of competence, and development
potential. The contents of each inventory must be tailored to each organization's needs. Some
of the data that are frequently used are:
 Name and employee identification number
 Present position
 Dates of birth and employment
 Current job classification and work history in the organization
 Prior experience
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Educational level achieved, field of education, formal education and additional
courses, seminars, and so forth
Training and development program experience
Knowledge of a foreign language
Health status
Professional qualifications, publications, licences, and patents
Hobbies
Management evaluation of capabilities
Salary range and other compensation data

Retrievable data from the inventories should include:
 Total number of people available
 Number of people in each type of position
 Skills and talents available but currently not used
 Age distribution of the overall employee group and in individual job categories
 Predictable losses from each category, such as planned retirements, discharges,
resignations, early retirements, health disabilities, deaths, and so on.
Many organizations need additional information for management-level employees.
Consequently, they employ a management inventory system that will have managementoriented information as well as data for non-management groups. A management inventory
may be compiled using one of two viewpoints – a personal orientation or a job orientation.
When management inventory data are compiled with a personal orientation, detailed
information about each management employee is collected. Included in the data is an
appraisal of the person's current performance, which notes the person's strengths and
weaknesses as well as potential for promotion. If the job (or position) orientation is used,
information about the requirements of each management position – but not about the person
holding the job – is compiled. Then detailed information about individual's qualifications for
the job is entered, thus supplying management with a list of possible future candidates for
each job, and the training that would be necessary to make each one promotable to that job.
Regardless of which compilation system is used, the important element is the ability to
retrieve the data on a timely basis and to make it available to management in a suitable form.
As Exhibit 2-2 illustrates, a human resource replacement chart created from data retrieved
from the system can provide management with information it needs to evaluate the present
and future status of the organization's management capacities. Such information is vital to
preparing long-range organizational and human resource plans, and to formulating
management development programs.
Planning for future human resource needs requires determining the number and type of
people that will be available, and that will need to be available, in order to achieve the
objectives of the enterprise. This task can be divided into two logical parts:
 The projection of the organization's needs for people over some finite period of time
(for example, 1 year, 5 years, or 10 years)
 An analysis of the current work force's capability to meet those needs
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Exhibit 2-2: Human Resource Replacement Chart

Comparing these two parts will give management an idea of the people problems it faces
during the planning period. The decision to recruit from outside the organization, to cut back
on the work force, to increase development and training programs, or to undertake
combinations of all three strategies can be made on the basis of studying these two factors.
Exhibits 2-3 and 2-4 illustrate, the framework for addressing human resource needs
proactively.

Exhibit 2-3:

As well as examining internal factors, management must study external factors. Current
trends do not always continue as expected, and new factors that constantly emerge can
substantially change the work force balance. Rapid changes in technology shift the emphasis
of skills requirements. The constantly changing labor market and alterations in organizational
policies have major impact on the supply of qualified employees. Forecasting must be a
dynamic process to allow for unexpected as well as anticipated changes.
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Exhibit 2-4: Management Succession Forecasting Model

Explanation: At job level 17/18 in 1994, staff strength is 137 persons, of whom 24 are
promotable. Four persons were promoted “out”, 8 were promoted “in”, 1 was recruited
externally, 3 retired, 2 projected to resign & 20 were promotionally blocked.

Forecasting itself is an inexact science at best. Because it requires anticipating trends and
shifting economic and environmental conditions, a mistake – even a small one – can throw
the plan out of line. This is just one more reason why the planning process must be dynamic
and flexible, continually adapting to new conditions. The primary use of human resource
planning and forecasting is to provide the organization with the people it needs in the future
to achieve its goals. These goals provide the basis for determining the organization's gross
personnel needs. Forecasters need to understand the factors that determine the current supply
and demand of the people with the necessary skills, and they must determine what factors are
likely to exist in the future. Many factors are beyond the control of the organization, and
forecasts are made by anticipating as many shifts in the variables as possible, and projecting
each one's probable impact on the organization's human resource needs. Once these forecasts
are made and the organization's ability to satisfy its needs from within is determined,
management can make appropriate decisions on recruitment and hiring. Forecasting, like
budgeting, is not planning; yet, it is an important step in the overall business planning
process.
Human resource planning is the process by which the organization's goals and objectives are
translated into current and future personnel needs. While human resource planning has been
talked about more than acted on, the trend of doing formal human resource planning is on the
upswing. Several factors are involved in this increase, including the need for compliance with
federal standards for hiring and promotion. In addition, the growing shortage of experienced
and capable executives and lower level employees; the expense involved with recruiting,
hiring, training, and developing new employees; and high cost of ineffective utilization of
existing human resource have contributed to the surge. For the human resource management
executive, this interest in human resource planning is an opportunity to help the organization
maximize its return on personnel investment. As such, it puts the executive in an instrumental
position to help the organization achieve its goals.
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C HAPTER T HREE
3 JOB ANALYSIS
3.1 INTRODUCTION
It is clear that appropriate management decisions cannot be made without adequate and
accurate information. In order to recruit and select people for jobs in an organization,
properly train them, determine their wages and salaries, evaluate their performance, and so
forth, management must know what each job entails, and what criteria to use to determine
how well the job is being performed. Each job must have a purpose and be in a line in the
chain leading to the achievement of the organization's goals. Matching employee capabilities
and interest to job requirements cannot be done effectively without a thorough and accurate
understanding of those job requirements.
Job analysis is the process by which jobs are defined and analyzed by identifying the most
significant features of a job. Once the analysis of an organizational work unit or department is
done, job analysis becomes the basis for a job or position description, which details the
general boundaries and specific duties of a job. The job analysis and job description then lead
to the preparation of the job specifications, which describe the minimum qualifications an
employee must have in order to perform that job successfully. By using all four of these job
delineation techniques – unit analysis, job analysis, job description, and job specifications – a
set of standard can be designed by which the employee's performance can be evaluated.
The entire job analysis, description, and specification process can enable organizations to
achieve their goals more productively by clearly stating the expectations inherent in a
particular position.
Job descriptions, which include job specifications, are useful for unions engaged in collective
bargaining. Job analysis and job descriptions will also assist an organization when attempting
to resolve issues of equity. Likewise, they serve many other policy purposes such as hiring,
promoting, development performance standards, strategic planning for work force staffing,
and employee training and development.
Job analysis includes the collection, organisation and examination of information on what
people do in a particular job. Job analysis is used not only to produce job descriptions for
recruitment and other purposes as discussed above, but also for job evaluation, that is
determining job worth. Depending on the job in hand, the order of complexity of the job
evaluation system employed usually moves from:
 job ranking schemes through
 job classification to
 point evaluation systems and to
 factor comparison methods.
The point evaluation system appears to be the most frequently used. Job classification
involves the setting of wage and salary levels by classifying jobs within the organisation and
comparing the levels of pay to those of competitive firms or other firms with a comparable
job structure and conditions of business. The "market value" of individual jobs is given
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consideration, using various sources of information such as surveys and reports published by
management associations, government departments, or independent business information
services. In practice, however, many jobs are not evaluated, or, if they are, their evaluation is
for determining the pay rate.
"While many employees believe that employees’ pay should be differentiated on the basis of
current performance, many others (perhaps a majority) believe seniority, age, past
performance and loyalty should have equal or greater weight in individual pay determination.
Managers may claim that they have merit or performance-based pay systems, but many
studies indicate that they are most accurately based on current performance plus seniority, or
seniority alone."

3.2 JOB ANALYSIS
Good management depends upon good information. An effective job analysis system
provides a reliable information base about the organization, the jobs of that organization, and
the employees. A job description – and job specifications that result from it – clarifies these
aspects of a job:
 The work activities it requires
 The equipment, tools, and work aids used
 Any materials utilized
 Type and quantity of products made or services rendered
 Job environment, including incentives, work schedule, and organizational and social
factors
 Physical and psychological demands
 Job title, location in organization, and reporting responsibilities
 Skills and knowledge required of employees
A good job analysis study does not begin with a study of jobs. The analysis must begin and
be directed by a full understanding of the organization itself, its philosophy, its mission or
goals, and the strategic role of each unit of the organization. Job analysis – the jobs it
describes – should not exist simply as an activity, but should contribute to the organization's
achievement of its goals. Thus, the nature and scope of the job analysis program should be
determined by the intended use of the information (See Exhibit 3-1).
Organizations are using job analysis information to help in complying with affirmative action
goals and equal employment opportunity requirements. Training and development goals can
be set realistically with the job analysis information at hand. Accuracy and timeliness of
information are essential if the human resource function is to maximize its usefulness.
Frequently, organizations will have members of the human resource staff who are designated
as the job analysts for the organization. Some smaller enterprises tend to have job analyses
performed by the supervisors, who are working ideally in conjunction with the employee and
the human resource executive. The job analyst has several methods from which to choose
when performing a desk or job audit. Some analysts rely on just one technique; but, because
each method has at least one serious flaw when used alone, combining methods is usually the
best procedure.
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Exhibit 3-1: Use of Job Analysis Information

Some of the most common methods of jobs analysis are:
 Studying previous job analyses or job descriptions
 Having the job incumbent and his supervisor complete questionnaires
 Recording the job activities on tape or film
The first two methods are the easiest and fastest but are hampered by the probability that the
data will be inaccurate and incomplete. Although information these methods provide will be
helpful, it is only partial information that is provided.
The last method depends upon the analyst having the cooperation of the job incumbent and
his supervisor. This method will elicit the most accurate up-to-date information about the
state of the position involved.
When job analysis is being implemented for the first time, it is possible that significant
reaction to the process will occur in the form of resistance to change. It is essential for the
process to have the support of management at all levels. For employees whose jobs are
affected directly, ongoing communication about the process must be made available.
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Exhibit 3-2: How Do We Study Job Requirements?
There are a number of methods used to study jobs. At the outset it is important to note that no one of
them is sufficient. Some combination of methods must be used to obtain a total picture of the task and the
physical, mental, social, and environmental demands of a job. Here are five common methods of job
analysis:
1. Job performance. With this approach, an analyst actually does the job under study to get firsthand
exposure to what it demands. (In the 1980 Florida governor's race, one of the candidates actually
performed 100 different jobs so that he could better identify with the workers' concerns).
2. Observation. The analyst simply observes a worker or group of workers doing a job. Without
interfering, the analyst records the what, why, and how of the various parts of the job. Usually this
information is recorded in a standard format.
3. Interview. In many jobs in which it is not possible for the analyst actually to perform the job (e.g.,
airline pilot) or where observation is impractical (e.g., architect), it is necessary to rely on workers'
own descriptions of what is done, why it is done, and how it is done. As with recordings of
observations, a standard format should be used to collect input from all workers to survey the
requirements of a particular job. In this way all questions and responses can be restricted to jobrelated topics. But more important, standardization makes it possible to compare what different
people are saying within the overall survey.
4. Critical incidents. These are vignettes comprising brief actual reports that illustrate particularly
effective or ineffective worker behaviors. For example:
On January 14, Mr. Vin, the restaurant's wine steward, was asked about an obscure bottle of wine.
Without hesitation, he described the place of vintage and bottling, the meaning of the symbols on the
label, and the characteristics of the grapes in the year of vintage.
When a large number of these little incidents are collected from knowledgeable individuals, they are
abstracted and categorized according to the general job area they describe. The end result is a fairly
clear picture of actual job requirements.
5. Structured questionnaires. With this approach, the worker is presented with a list of tasks, a list of
behaviors (e.g., negotiating, coordinating, using both hands), or both. Tasks focus on what gets done.
This is a job-oriented approach. Behaviors, on the other hand, focus on how a job is done. This is a
worker-oriented, or ability-requirements, approach. Each task or behavior is rated in terms of whether
or not it is performed, and, if it is, it is further described in terms of characteristics such as frequency,
importance, level of difficulty, and relationship to overall performance. The ratings provide a basis for
scoring the questionnaires and for developing a profile of actual job requirements. Numerical
representation of job content also allows relatively precise comparisons of job content across different
jobs. One of the most popular structured questionnaires is the Position Analysis Questionnaire
(PAQ).
The PAQ is a behavior-oriented job analysis questionnaire. It consists of 194 items that fall into the
following categories:
 Information input – where and how the worker gets the information to do her or his job
 Mental processes – the reasoning, planning, and decision making involved in a job
 Work output – physical activities as well as the tools or devices used
 Relationships with other persons
 Job context – physical and social
 Other job characteristics – for example, apparel, work continuity, licensing, hours, and
responsibility.
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Exhibit 3-3: Advantages and Disadvantages of Five Popular Job Analysis Methods
Job performance
Advantages With this method there is exposure to actual job tasks, as well as to the physical,
environmental, and social demands of the job. It is appropriate for jobs that can be learned in a relatively
short period of time.
Disadvantages This method is inappropriate for jobs that require extensive training or are hazardous to
perform.
Observation
Advantages Direct exposure to jobs can provide a richer, deeper understanding of job requirements than
workers' descriptions of what they do.
Disadvantages If the work in question is primarily mental, observations alone may reveal little useful
information. Critical yet rare job requirements (e.g., "copes with emergencies") simply may not be
observed.
Interviews
Advantages This method can provide information about standard as well as nonstandard activities and
about physical as well as mental work. Since the worker is also his or her own observer, he or she can
report on activities that would not be observed often. In short, the worker can provide the analyst with
information that might not be available from any other source.
Disadvantages Workers may be suspicious of interviewers and their motives; interviewers may ask
ambiguous questions. Thus distortion of information (either as a result of honest misunderstanding or as a
result of purposeful misrepresentation) is a real possibility. For this reason, the interview should never be
used as the sole job analysis method.
Critical incidents
Advantages This method focuses directly on what people do in their jobs, and thus it provides insight into
job dynamics. Since the behaviors in question are observable and measurable, information derived from
this method can be used for most possible applications of job analysis.
Disadvantages It takes considerable time to gather, abstract, and categorize the incidents. Also, since by
definition the incidents describe particularly effective or ineffective behavior, it may be difficult to develop a
profile of average job behavior-our main objective in job analysis.
Structured questionnaires
Advantages This method is generally cheaper and quicker to administer than other methods.
Questionnaires can be completed off the job, thus avoiding lost productive time. Also, where there are
large numbers of job incumbents, this method allows an analyst to survey all of them, thus providing a
breadth of coverage that is impossible to obtain otherwise. Furthermore, such survey data often can be
quantified and processed by computer, which opens up vast analytical possibilities.
Disadvantages Questionnaires are often time-consuming and expensive to develop. Rapport between
analyst and respondent is not possible unless the analyst is present to explain items and clarify
misunderstandings. Such an impersonal approach may have adverse effects on respondent cooperation
and motivation.
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All the methods of job analyses discussed involve active participation of the job holders.
Caution must be taken so as to identify when this process may be seen as a threat to the
employees' job security. Adequate orientation to the process for the workers is critical. This
can begin with a formal announcement indicating the reasons for the job analysis. Follow-up
can be provided by other forms of communication, including intra-organization memoranda,
management meetings, and newsletters to employees. The cooperation of first-line
supervisors and union stewards is important in carrying the message to informational
meetings or on a one-to-one basis.
Information about a job is recorded on a form that categorizes data according to work
performed, the skills involved, the job title, the location of the job within the organization
(both in a physical sense and in an organizational sense), and so forth. When information has
been organized, the process of writing job specifications can begin. Analyzing and recording
the necessary facts about a job can clarify the most efficient and logical ways of categorizing
skills into job positions.
Some of the most reliable data are available from the job incumbent's supervisor, since the
supervisor is responsible for quality and quantity of work being produced by the employee.
Organization charts, operating policies, and procedure and training manuals can help the
analyst pinpoint many important details about the job. Most likely, the job analyst will be
required to sort through conflicting qualitative information about a job in order to determine
its exact parameters. In many cases, especially in organizations where communication with
employees is less than ideal, what the employee perceives the job to be may be very different
from what the supervisor perceives it to be; and, both perceptions may differ from what
previous analyses or descriptions may say about the job. For example, the location of a job
may be clear on the organizations chart, but the job incumbent's view of where the job is
located in the company hierarchy may be entirely different. In such situations, the job analyst
should realize that the existence of these problems only serves to emphasize the importance
of the analysis.
As job analysis proceeds, the definition of the job can become clearer to the job holder as
well as to the analyst. For this reason, the analyst must seek data about the job that are being
analyzed from all sources. It is important to seek the job incumbent's participation and input
in the job analysis as well as in the development of the job description and specifications.
It is also imperative that both employees and their supervisors understand that the analyst is
evaluating neither the employees' performance nor the importance of their jobs in the
organization. Otherwise, the information these sources offer will be biased; understandably,
they will want to look good, and so may cast more importance on their jobs than is warranted.
Above all, the analyst must be objective when studying a job.
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Exhibit 3-4: Job analysis methods and the Purpose(s) best suited to each
Job
descriptions

Development
of tests
x

Development
of Interviews
X

Observation

x

x

X

Interviews

x

x

X

Critical incidents

x

x

X

x

x

X
X

Method
Job performance

Job
evaluation

Training
design
x

Performance
appraisal
design
x

x

x

x

x

x

x

x

x

x

x

x

career path
Planning

Questionnaires
Task checklists
Behaviour
checklists

x

3.3 JOB DESCRIPTION
One of the end products of the job analysis is the job description. The content, style and
organization of the job description are all important. To maximize their usefulness, job
descriptions should be concise and factual (minimizing the need for interpretation by the
reader), use action verbs in the present tense, and must describe the job accurately and
completely. As indicated in Exhibits 3-5 and 3-8, traditional job descriptions should at least
contain the following information:
 Title of the job, meaningfully reflecting its duties
 Location of the job, geographically and organizationally
 Summary of the job, indicating its major purposes
 Level of the job, identifying the position to which it reports and the positions that it
supervises

3.4 JOB PROFILE
Job profiles are really job specifications, since they describe the behaviour skills and abilities
necessary in performing a particular job. It requires great sensitivity and political awareness
to properly identify such role models. Job profile also provides the criteria for:
 Recruiting and selecting new employees
 Developing and training new and current employees
 Developing fair and competitive compensation and
 Executing a realistic performance planning and review process
Job profiles include the skills needed, the physical, visual, and mental effort required; and
perhaps some reference to the responsibilities to be assumed. Mental and/or visual demands
normally refer to the stress associated with the job, or to the heavy concentration needed for
the job. Physical demands may be expressed as the amount of weight to be lifted, stooping,
walking, or other physical requirements of the job. Necessary skills and sometimes described
in terms of the educational and experience needed to perform the job adequately. Educational
requirements may be expressed in terms of a specific degree, diploma, or certificate;
experience requirements usually refer to the number of years of related experience.
It is vital that the skills and experience cited in the job profile be based on realistic evaluation.
An organisation that includes any requirement that are not truly necessary in job profile may
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be found violation of the labour laws. An employer must be able to demonstrate that any
requirements for employment relate directly to the demands of the job. An organisation
cannot require degrees and diplomas unless it can demonstrate that they are necessary to the
successful performance of the job.
Inaccurate job profile can lead to inappropriate hiring and inefficient training. Careless
profile preparation can result in discrimination changes. Jobs may also be evaluated
incorrectly, and therefore inappropriately ranked for compensation purposes. Also, job
specifications acceptable, and the degree to which abilities can be substituted or transferred in
order to achieve the final goal. One must not assume that a handicapped individual cannot
perform a particular task, since he may be able to accomplish the task in a different or nontraditional way. Therefore, to be accurate, job specifications should indicate the minimally
acceptable standards for selection and subsequent performance.
While some organisations combine what we have developed as two separate yet interrelated
documents, most progressive organisations maintain job descriptions and job profile as
separate tools. It should be recognised that job description and job profile have different
purposes. Also, job profiles tend to change less frequently than descriptions.
Exhibit 3-5: Job Description
Exhibit 3-6: POSITION DESCRIPTION
(Classified Employees)
I.
TITLE: Development Officer 1 (Director of Development)
Job Title:
Secretary
Date: February, 1987
II.
ORGANIZATIONAL
RELATIONSHIPS:
Reporting
to: Office Manager
A. Reports
Job Code:
0008 to: Executive Director of University Relations; Director of Title III Activity IV
B. Supervises: One classified position, one professional
C. ofCoordinates
Statement
the Job: with: University Relations Staff, President's Management Council and
others as appropriate
Employee
performsPURPOSE
complex clerical
work. Tasks
are normally
accomplished
III.
PRIMARY
OF POSITION:
To train
for a period
of one year within
in orderwell-defined
to assume
procedures
with
occasional
non-routine
administrative
work
involved.
Judgment
and initiative are
responsibility for all private fund raising with particular emphasis on individuals.
occasionally
exercised
in verbal
and written communications.
A. Major
Duties
of Position:
 Take significant responsibility for establishment of constituency database. Become
Duties of the Job:
proficient in the management of this database.
1. Operates all Participate
office equipment
in the conceptualization of annual campaign plans.
2. May take and transcribe dictation
 Participate in the drafting of appropriate materials in support of an annual
3. Maintains a complex filing system
campaign.
4. Prepares purchase requisitions or purchase orders and controls office supplies and equipment
 Participate in the identification and recruitment of volunteers to staff an annual
5. Processes confidential information
campaign
6. Completes time sheets for payroll on other departmental employees
"Shadow"work,
the screens
Executivecalls,
Director
University
7. Performsreceptionist
visitorsofand
mail Relations in the performance of
her/his
responsibilities
which
directly
relate
to fund
raising:
donor research,
8. Responds to inquiries and gives information in areas not requiring
policy
interpretation
preparation
of written
materials, meeting
with prospective donors, acknowledging
9. Types, transcribes,
assembles
and disseminates
information
support,
detailing
fund-raising
objectives
and planning annual and special
10. Picks up and delivers material and supplies
campaigns.
11. Supervises student
or temporary employees during a minor portion of the employee's work time

Become
well acquainted
withdeposits,
the personnel
thedisburses
Universitycash
and leadership of the
12. Maintains financial records,
makes bank
collectsofand
City of Portland
and surrounding
13. Schedules meetings,
conferences,
and travel communities as well as with alumni leadership
and key persons within other constituencies.
This job description
reflectsknowledgeable
the general duties
of the
but is notofaMaine;
detailedand
description
of all
duties,
 Become
about
the job
University
about the
particular
which may be inherent
to and
the objectives
position. The
assign reasonably
related additional
programs
of thesupervisor
Universitymay
of Southern
Maine.
duties to individual
employees
consistent
with
policy
and
collective
bargaining
agreements.
 Become familiar with the general educational/cultural needs of Southern Maine.
 Attend and participate in selected on and off-campus training opportunities.
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B. Secondary Duties:
 Assist in the development and execution of a total University relations program,
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Exhibit 3-7: Job Description for Business Manager:
This person shall be responsible to the Project Director (PD) for efficient and effective management
of all activities under his/her jurisdiction.
The duties of the Business Manager shall include:
1. Direct management of finances of the Project.
2. Prepare Project's master budget in consultation with PD and other managers for approval by
the Project Management Committee (PMC).
3. Prepare Annual Budgets of the two Programmes in consultation with relevant managers for
approval by the PMC.
4. Exercise supervision of Business and Finance sub-section.
5. Supervise the purchasing, storing and distribution of materials required for the efficient
operation of Project's programme units at the right price, right quality, right quantity and at
right time.
6. Recommend staff under his/her jurisdiction for appointment, training and promotion where
appropriate.
7. Be responsible for welfare of all staff under his/her justification.
8. Chair the meetings of the Head Office unit committee if the Project Director (PD) so desires.
9. Attend meetings of the PMC.
10. Check all purchasing requests approved by other managers and ensure that requests are
within approved guidelines.
11. Serve as secretary to the Project Management Committee.
12. Supervise all Business Office staff, including Project Driver, Peon and Junior office support
staff.
13. Manage and keep effective records of all financial transactions.
14. Prepare monthly financial statements for the PMC.
15. Perform all other bookkeeping and account duties delegated by the Project Director.
16. Supervise the purchasing of tickets for Project personnel.
17. Be responsible for all equipment held in the Business office.
18. Act as the Project Director in the absence for a short time (i.e., one working week or less).

Exhibit 3-8: Administrative Assistant – Secretarial/Public Relations
The person appointed shall be responsible to the Project Director (PD) for efficient and effective
management of secretarial and public-relation sub-unit.
Responsibilities include:
1.
2.
3.
4.
5.
6.
7.
8.
9.

Supervise the secretarial section and staff who may be assigned to the secretarial section.
Act as the secretary to the Project Director.
Assist the PD in the formulation and execution of public relations duties.
Perform such public relations activities as authorized by the PD (i.e., welcoming visitors to
Project, arranging meetings, getting contacts with other projects on other appropriate
issues)
Take care of office and other equipment held in the secretarial and PD's office.
Assist with basic secretarial training of staff and others if requested and appropriate.
Assist the Business Manager in the performance of his/her duties.
Coordinate vehicle movements and requests for transport and supervise use of vehicles.
Perform other duties as delegated by the Project Director.
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C HAPTER F OUR
4 RECRUITMENT AND SELECTION
Recruiting and selecting employees who fit well within the organization are human resource
activities that are vital to the survival and growth of the enterprise. Recruiting involves
locating and attracting potential job applicants. The selection process involves systematically
screening applicants in order to find the potential employees whose skills, abilities, and
interests most closely match the needs of the organization.
Although the decision to recruit new employees is made within the organization, the external
environment contributes a great deal to the mechanics of the recruitment process. The human
resource manager must be able to cope with federal and social standards while ensuring that
department's recruitment and selection procedures contribute toward the achievement of the
organization's goals.
Organizations with demonstrated effectiveness in recruitment and selection generally
attribute their success to the establishment of a mini system, with the human resource
department taking the initiative in developing guidelines and procedures for recruiting. With
such a system, the human resource staff provide recruiting support and counsel to line
managers, who are responsible for making the final employment decision. The extent to
which such traditional line and staff functions are executed depends on many factors, such as
the organization's size, complexity, and structure, and the physical location of the personnel
and line operations. Nevertheless, the wise human resource manager recognizes the
importance of developing and maintaining a recruitment system that provides qualified
candidates, doing the necessary record keeping, and creating an atmosphere of cooperation
and communication with line managers.

4.1 RECRUITING POTENTIAL EMPLOYEES
Attracting qualified job applicants is the first step in the process of acquiring new employees.
Generally, people come from one of two sources:
 Internal – the organization's current employees
 External – those people from outside of the organization
The process of filling job openings from the current employee ranks will be discussed later in
this chapter.
Successful recruiting from outside the organization depends on three major factors: external
influences, organizational requirements, and the candidates' expectations and personal
preferences.
4.1.1 External Factors
Several major external factors that affect the recruiting process are economic conditions,
government regulations, and labor market conditions. Obviously, the prevailing economic
conditions will have a strong effect on the ease or difficulty with which an organization is
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able to attract applicants. Many organizations find that when an area's economy is booming,
attracting semiskilled applicants is usually more difficult than when the area's economy is
depressed. Therefore, the higher the unemployment rate, the more favorable the recruiting
climate for certain types of semiskilled applicants. This phenomenon tends to reflect
industry-wide conditions too. When business in an industry is booming, highly skilled
workers and management candidates for that industry are in demand; and, generally, the
opposite is true when an industry is depressed.
As with most human resources activities, the effect of government regulation on recruiting is
profound. Governmental restrictions may sometimes interfere with free and open recruitment
practices. Any organization benefiting directly or indirectly from the receipt of federal
funding is obligated to follow Equal Employment Opportunity Commission (EEOC)
guidelines. This ensures that recruitment includes positive efforts to reach potential applicants
from legally protected groups. New methods of recruitment and new attitudes toward
employee selection may be required in order to comply with federal standards.
The labor market is a critical factor to consider when recruiting. If the supply of workers in a
particular region (or even nationally) is low for specific categories, then efforts to recruit
within those job categories require creativity, acute marketing skills, and strong
organizational commitment. Conversely, if the supply of workers for specific jobs is high,
recruiting efforts will require minimum marketing and outreach; the focus of recruitment can
then be turned to the internal selection process.
An additional factor that could have an impact on the recruiting process is the availability of
applicants who hold certain required licences. Requirements differ from state to state; but, in
most states, workers such as plumbers, electricians, and some other skilled tradespeople must
be licensed. This requirement serves not only to protect the public from irresponsible
workers' but also to restrict entrance into the craft or profession. Thus, licensing requirement
can limit the number of people qualified to apply for such work.
4.1.2 Internal Factors
Three major internal factors that affect the recruitment process are job specifications, the
organization's human resource policies & practices, and the organization's image. Job
specifications, which were discussed in the previous chapter, are vital tools in the recruitment
and selection processes. They provide blueprints for the recruiter to follow in the effort to
attract and select individuals to fill the organization's available jobs. If job specifications are
written carefully and in compliance with government regulations, it is more likely that the
recruiter will be successful in locating people who are appropriate for the organization.
The organization's human resource policies and practices have an impact on who is recruited
and whether outside recruiting is necessary. For some enterprises, filling vacancies by
promoting or transferring employees is a method of rewarding loyalty and good performance.
A good incentive for an employee who fits well in an organization is to work towards
promotion within that setting. A balance of employees promoted from within is best achieved
with an equal number of new hires from outside the organization. New employee – those
joining the organization at all levels – can bring fresh approaches and new ideas to the
enterprise. Outside recruitment may become necessary because of problems brought about by
rapid technological changes. When new skills are needed, it may be necessary to go outside
the company to find applicants who possess the specialized knowledge or experience needed.
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The organization's image with the public can be an important factor in attracting job
applicants. A favorable image helps to attract candidates, while a poor public image can be a
handicap in the recruiting effort. Also, the image that an organization has with its own
employees is important. Commitments by organizations to their employees are truly tested
and proven when potential candidates for vacant positions learn about the organization by
word of mouth. Strong employee relations promote an organization's public image.
4.1.3 Candidates' Expectations and Personal Preferences
Job specifications describe the attributes of the employee most likely to be successful in
performing the job. The applicant also has a set of specifications for the job he/she is seeking.
It is a less formal system and may not be entirely realistic. It involves at least two personal
considerations: the particular job and related challenges desired, and the kind of organization
preferred. Generally, people seek work that will satisfy their interests and needs. For some
people, job hunting is a matter of finding a job that offers the most money or that is the
closest to home. An organization's image may prevent an applicant from considering a job
with a firm even though the job may fit his/her other specifications. However, an aggressive
recruitment campaign may overcome this problem by revealing the character of the
organization behind the image.

4.2 RESPONSIBILITY FOR RECRUITING
In most organizations, the human resource department is responsible for eliciting adequate
sources of candidates. Contacts with various sources of applicants are coordinated by human
resource department. Line managers and employees in all departments are often asked to
suggest sources for future applicants and individuals for jobs. It benefits the human resource
manager to encourage this cooperative attitude, and she may call for referral if they are not
spontaneously forthcoming. In some companies, the human resource department offers a
monetary reward to employees who refer people who are subsequently hired. While the
human resource department retains the responsibility for recruiting and fostering an attitude
of cooperation throughout the organization, line management usually is responsible for
making the final employment decision.

4.3 SELECTING CANDIDATES
Attracting qualified applicants is just the first step in hiring. The organization must develop
techniques to screen individuals who apply for each position and to select the one among
them who they feel will be most successful in the job. During the selection process, careful
attention must be paid to the legal rights of each applicant. In addition, the selection process
must be efficient, so as to avoid unnecessary costs and wasting excessive time.
4.3.1 Identifying Selection Criteria
The most important issue in the selection process is deciding which personal and workrelated characteristic are valid indicators of successful performance on the job. To a large
degree, the criteria used for selection vary with the demands of each job. The job
specifications should describe the characteristic to be sought in prospective employees and
the selection criteria to be used, to ensure that the newly hired employees possess those
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characteristics, and that the fit between the employee and employer is a good one.
4.3.2 Physical Examination
Many organizations require a candidate to take physical examination before accepting
him/her as an employee. Because physical examinations are time-consuming and expensive,
they should be one of the last steps in the selection process. Often, an employment offer is
extended to a candidate contingent upon the successful completion of a physical examination.

4.4 RECRUITMENT PROCESS - ACTIVITIES AND TIME OVERVIEW
4.4.1 Advertisement Preparation and Administration of Application Package (Week 1)
 Advertisement Text Preparation: Content would include: Organisational
Summary; Position Title of Advertised Post; Specific Responsibilities; Eligibility
Requirements in terms of Knowledge, Skills & Attitude; Earliest projected
appointment date and Contract Duration; Where to get Additional Information;
Application processing information with submission deadline (4 weeks from the
publication of first advert in the paper) and conditions related to application status
enquiry.
 Application Package Preparation: Content would include Cover Letter;
Organisational Profile and Strategy documents (if required); Job Description and
Person Specification; Terms & Conditions of Employment including Benefit
Package; Application Form.
 Printing and Photocopying of Application Package for distribution to interested
people.
 Advertisement Published in four national/regional dailies.
 Advert & Application Package posted in Organisational WebPage (if available).
 Administrative support for taking calls or responding to e-mail & fax
queries/requests from interested people.
4.4.2 Headhunting (Week 1-5 (8))
 Network with people and organisations to create a pool of potential candidates.
 Meet with potential candidates to informally inform them about the vacancy and
learn about their own interests in the job.
 CV solicited from qualified & interested candidates.
4.4.3 Stocktaking of Applications (Week 5)
 Basic Data Entry of all applications that includes important information on all
applicants.
 Basic Data will include: Name, Age, Gender, Educational Qualification,
Specialisation, Primary Skills, Training received and/or given, E-mail, Telephone,
Current Organisation, No. of years of work experience, Current Designation,
Previous Organisations Worked for, etc.
4.4.4 Phase I: Elimination of Unqualified Candidates (Week 5-6)
 Development of Basic Requirements/Elimination Criteria
 Elimination of unqualified applications
 Documentation with justification
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4.4.5 Phase II: Screening of Candidates – CVs Only (Week 5-7)
 Development of Screening Criteria
 Developing a Scoring Matrix with weighted points
 Screening of Applications; long-listing of Candidates
 Documentation with justification
4.4.6 Phase III: Screening of Candidates – Telephone Interview (Week 7-8)
 Development of Telephone Interview Questions and Evaluation Criteria
 Fixing Time for Telephone Interviews
 Telephone interviews with potential candidates
 Documentation with justification
 Invitation extended to candidates for Management Assessment (if required)
4.4.7 Phase IV: Screening of Candidates – Management Assessment (Week 9-10)
 Development of Behavioural & Management Criteria in terms of Skills,
Knowledge & Attitude
 Development of Assessment Materials
 Conducting of Assessment
 Informal reference check
 Documentation with justification
4.4.8 Final Interview – Administrative and Logistical Support (Week 10-11)
 Scheduling of Interviews
 Arrangement of Venue
 Contacting & Extending invitation to shortlisted candidates for Final Interview
 Administrative and Logistical Support on interview day; Receiving Candidates
 Development of Interview Criteria, Preparation of Questionnaires for the
Interview and Development of Scoring Matrix
 Member of Interview Panel; Facilitation of Decision Making process
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4.5 EVALUATION CRITERIA – SAMPLE
Criteria

Weak

Presentation (Case Study I)
Sufficient Good
Very
Comments
Good

Verbal Communication
Explains ideas/opinions to others in clear and
comprehensible language, good vocabulary,
Natural firmness and directness in manner
and expression, unpretentious. Can
understand replies or requests of others to
enable completion of the exchange

Listening Skill
Picks up important information from verbal
messages, reacts to these messages, asks
relevant questions and responds
appropriately.

Articulateness
Thinks quickly, comprehends readily,
analyzes with good reasoning, and uses
good judgement

Persuasiveness
Prompts respect and interest from others,
convincing in content and manner of speech,
makes a personal impact and can influence
others.

Problem Analysis and Solving
Recognizes problems & causes, evaluates
different alternatives and uses good
judgement and commonsense in when and
how the approaches and concepts apply to a
specific situation.
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Criteria

Weak

Role Play (Case Study II)
Sufficient Good
Very
Good

Comments

Pragmatic
Comes up with realistic and practical ideas
and solutions
Evaluating facts and making decisions
Good analysis and evaluation of the
information, facts or opportunity
Application of logic and decision making
principles to the information/opportunity

Conflict Resolution
Recognizes the need for intervention and
mediates in a manner that conflicting parties
come together.

Flexibility
Suits approach to situation needs and setting
The recognition of opportunities as well as
problems in new or different situations.
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Criteria

Weak

Proposal Writing
Sufficient Good
Very
Good

Comments

Communicating in writing
Use of good principles of writing such as
brevity, clarity yet with sufficient details etc.
Expresses information clearly

Command of techniques
Uses appropriate terms and organizes clearly
Knowledge of instructions, procedures,
methodologies and concepts and their
appropriate use, application and purpose
applied to a specific situation in the project
proposal

Pragmatic
Offers realistic and practical ideas and
approach

Analytical
Good assembling of available information,
data or fact.
Good analysis, evaluation and presentation
of those information, facts or opportunity with
suiting approach to situation needs
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C HAPTER F IVE
5 EMPLOYMENT POLICIES AND PROCEDURES - SAMPLE
5.1 INTRODUCTION
All candidates being considered for employment will be governed by the policies and
procedures outlined below. Any exceptions would have to be made with written authorisation
of the Executive Director and the Senior Management Team (SMT).

5.2 POLICY










ABC, in its objective to have a staff body representative of Nepali population gives
preferential recruitment for women, members of ethnic minorities and scheduled caste
persons.
ABC's recruitment policy places priority on hiring of women in all positions. Women
candidates will be given priority. ABC seeks to be a gender sensitive organisation and
thus actively seeks to recruit women for all levels in the organisation.
ABC employees are given priority in recruitment for new or vacant positions, dependent
upon their eligibility and qualifications to the extent that it is possible.
The minimum age of recruitment will be sixteen (16) years and the maximum age will be
sixty (60) years.
Relatives of ABC staff members may be considered for appointment, providing the
vacant post does not happen to be that of the immediate supervisee/supervisor of the
relative already working for ABC.
In recruitment and selection, the principles of merit will apply and thus eligible
candidates will be those with the best demonstrable skills and qualifications. However, in
keeping with our policy to recruit women and ethnic minorities, eligible candidates will
also include those with the greatest potential.

5.3 PROCESS OF CREATING POSITIONS





Positions are created within ABC based on programme need and budgetary availability.
New posts created must be proposed by the relevant Programme Manager or Coordinator
and approved by the SMT.
Job Descriptions are then developed in conjunction with the relevant technical staff
support, and are submitted to the SMT for approval.
Upon approval, the job description can then be given to the Human Resource Manager in
order to start the recruitment process.
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5.4 RECRUITMENT
5.4.1 Selection Panel
Selection Panel will be nominated by the relevant Programme Coordinator or Manager. The
composition of the selection panel will vary according to need.
5.4.2 Recruitment Process
Following approval by the Executive Director, the Human Resource Manager will initiate the
procedure for recruitment, selection and promotion of employee(s) for approved and
budgeted posts in ABC. All positions vacant within ABC must be advertised internally and/or
externally.
Internal Advertisement: All positions in ABC will be first advertised internally via a
general staff memo. This is to provide opportunity for ABC staff to move within the
organisation. For specific positions where staff members within the organisation do not
possess the required skills for the job, advertising internally will not be done. Similarly, if the
position has previously been advertised internally without success, the position will be
advertised externally.
External Advertisement: External advertisements will be placed in 2-3 national dailies
when the position cannot be fulfilled by an internal source, or when the Programme Manager
or Coordinator feel that external competition is required for that position. Internal candidates
can compete for externally advertised positions.
All candidates, whether internal or external will follow the same procedures and will face a
written examination, a formal interview plus other recruitment methods as required for the
position.

5.5 SHORTLISTING
Each position will have a job description that will guide in the development of criteria for
shortlisting candidates. Screening of applications shall be on the basis of some or all of the
following:
 Application details including previous work history, training, experience, personal and
work references, attitude, skill and knowledge tests and interview.
 The selection process shall normally, but not always, include an interview conducted by a
Selection Panel nominated by the relevant Programme Coordinator or Manager. For the
management position, the written assessment will be taken which will consist of case
studies, presentations, short essays, questionnaires or other exercises, which may help
reveal the candidate’s ability to solve and address issues that are relevant to the job under
consideration. During this process all candidates will be allotted specific time for
completion of the assignment.
 The composition of the selection panel will vary according to need. Selection will be on
the basis of pre-determined criteria developed by the Selection Panel as per the job
description requirements. The selection committee will have the prerogative to design the
content for the assignment (written/verbal) depending upon the nature of the job.
After completion of the above process a reference check will be made of the successful
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candidate(s). once the selection panel submits its recommendations and the decision is made
on the choice of candidate for appointment all applicants will be informed through the most
effective means available of the outcome of the application, successful or not. Arrangements
will be made to provide an official appointment for the successful candidate.
ABC reserves the right to make any decision regarding the selection of an employee.
5.5.1 Interview Related Expenses
A candidate coming for interview who is required to travel to the place of interview will be
reimbursed the cheapest possible mode of transport plus a small allowance per day to help
cover miscellaneous expenses (See current rates).
5.5.2 Pre-Requisites of Employment
The contract of employment will be signed only after verification of the following
documents:
 originals of all academic certificates
 citizenship certificate – minimum 18 years of age
 testimonials, and other relevant documents
 references, at least two including from previous employer, if relevant
 membership of organisations – has to be declared in writing (to be kept in the personnel
file) because dual employment of any kind is contrary to ABC’s policy
 evidence of medical fitness
Copies of the above documents will be kept in the personnel file of the employee if they are
appointed.

5.6 APPOINTMENT
5.6.1 Appointment Letter
Following recommendation of the Selection Panel and approval by the Competent Authority,
the job will then be offered to the selected candidate, provided a clear letter of release from
his/her previous employer is submitted to ABC. The Executive Director will sign the
appointment letter. However, in the case of employees in lower levels (A & B), the Human
Resource Manger can also provide the candidate their appointment letter. The selected
candidate should also confirm in writing his/her acceptance of the offer.
5.6.2 Contract of Employment
Both the person being appointed and the Competent Authority should sign the contract of
employment, which clearly indicates the position, duty location, salary and appointment
effective date. A job description with clearly spelt out duties & responsibilities will be
attached to the contract of employment. By signing the contract of employment, the
employee agrees to abide by the rules and regulations of ABC as stated in Terms &
Conditions.
The date of appointment is the date the candidate commences his/her duty in the organization

HRM Manual
by Mohan Das Manandhar/ODC 2003

39

(first day of formally joining the organization after signing the appointment/agreement
paper). Seniority will be determined by the actual date of joining.
The new employee must fill up a personal information form after signing the contract. This
form will then be kept in the personnel file of the employee in the Human Resource
Department. It is the employees responsibility to ensure that information in their personnel
file is kept up-to-date.
5.6.3 Induction and Orientation
ABC provides two types of orientation for each new employee at the commencement of
employment with ABC. Initially an administrative orientation is provided by the Human
Resource Manager to introduce them to ABC staff and systems. After this, a programme
briefing will be provided by the supervisor, which will be job-specific orientation. The length
of orientation will depend on the tasks to be carried out. In cases where an employee requires
more extensive pre-work training, it will be provided as per mutual agreement.
New employees to ABC will be provided an induction package containing:
 Human Resource Policy Manual
 Terms and Conditions
 Operational Guidelines / Emergency Procedures
 Job Description
 Contract letter
5.6.4 Code of Appointment
Getting the right person in the right job at the right time is fundamental to the success of any
organisation. Hence, applicants will be appointed on the basis of knowledge, skill, attitude,
behaviour, commitment and dedication. It will be determined through a process of tests that
all employees will put the interest of the organisation before any other commitment that they
may have.
New appointees will also be required to complete Biographical Data (personal history) form
to be included in personnel file. Staff members shall not engage in any activity that is
incompatible with the proper discharge of their duties with ABC. They shall not engage in
any continuous or recurring outside occupation or employment without prior approval of the
Executive Director.
Employing people who are related in the same office or direct management line can create
problems. Therefore, close relatives will not normally be posted in the same direct line
management. All staff should communicate any changes in their personal history by
providing a revised bio-data.
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5.7 PROBATION
5.7.1 Probation Period
New employees other than casual must complete a six-month probationary period before they
are confirmed as a regular employee. During the probationary period, the staff's performance
will be closely monitored by their supervisor.
The probationary period will be extended if:
 supervisor feels that the employee’s performance does not meet the job standard and/or
 supervisor feels that the employee requires further training to meet the job requirements.
The immediate supervisor will evaluate the performance of the employee and a performance
evaluation report will be submitted to the Human Resource Manager through respective
program managers.
During the probation period employees will be eligible for normal salary and benefits as
stated in the Terms & Conditions.
5.7.2 Termination / Completion of Probationary Period
During the probationary period, either party can terminate the appointment by giving two
week's written notice. Before the completion of the probationary period, his/her supervisor
will assess the employee's performance. If the performance is not found satisfactory, this
period can be extended up to one year. If the employee’s performance has not improved
during the period of one year, the employment contract will be terminated.
5.7.3 Successful Completion of Probationary Period
At the end of six months, upon successful completion of probationary period, the remainder
of the contract will be put into effect. The Competent Authority will formally acknowledge
this in writing stating that a regular appointment has now been made. All entitlements will be
calculated from the date of initial appointment after confirmation.

5.8 RENEWAL OF CONTRACT
In all cases, an employee will be notified three months prior to their end of contract date and
informed whether their contract will be renewed or not.
If the contract is to be extended, it is expected that a performance appraisal will be conducted
prior to renewal of contract. Contracts will not be extended unless a performance appraisal
has been conducted within the last 6 months.
The Human Resource Manager, upon receipt of the employee’s performance appraisal, and
recommendation for extension from the employee's supervisor, can then issue the employee
with a new contract.
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C HAPTER S IX
6 PERFORMANCE APPRAISAL
6.1 INTRODUCTION
Performance measurement is typically the source of many problems in appraisal because it is
seen as subjective. Traditionally, performance evaluation focuses on the consistent use of prespecified traits or behaviors. To improve consistency and validity of measurement,
considerable training is used to help raters (supervisors) to make valid assessments. This
concern for validity stems largely from legal tests of performance appraisal systems and leads
organizations to develop measurement approaches, such as the behaviorally anchored rating
scale (BARS) and its variants. Newer approaches extend the concern for validity to a socially
defined one. Here, validity is not only a legal or methodological issue but also involves all
appropriate participants in negotiating acceptable ways of measuring and assessing
performance. Increased participation in goal setting is a part of this new approach. Rather
than simply training the supervisor, all participants are trained in methods of measuring and
assessing performance. By focusing on both objective and subjective measures of
performance, the appraisal process is more understood, accepted, and accurate.
The timing of performance appraisals is traditionally fixed by managers or staff personnel
and is based on administrative criteria, such as yearly pay decisions. Newer approaches
increase the frequency of feedback. Although it may not be practicable to increase especially
when strategic objectives change or when the technology is highly uncertain. In these
situations, frequent performance feedback is often necessary for appropriate adaptations in
work behaviour. The newer approaches to appraisal increase the timeliness of feedback and
allow employees to have more control over their work.
Performance appraisals are conducted for a variety of purposes, including affirmative action,
pay and promotion decisions, and human resource planning. Because each purpose defines
what performances are relevant and how they should be measured, separate appraisal systems
are traditionally used, for example, appraisal methods for pay purposes are often different
from systems that assess employee development or promotability. Employees also have a
variety of reasons for wanting appraisal, such as gaining career feedback, getting a raise, and
being promoted. Rather than trying to meet these multiple purposes with a few standard
appraisal systems, the new appraisal approaches are more tailored to balance the multiple
organizational and employee needs. This is accomplished by actively involving the appraisee,
co-workers, and managers in assessing the purposes of the appraisal at the time it takes place
and adjusting the process to fit that purpose. Thus, at one time the appraisal process might
focus on pay decisions, another time on employee development, and still another time on
employee promotability. Actively involving all relevant participants can increase the chances
that the purpose of the appraisal will be correctly identified and understood and that the
appropriate appraisal methods will be applied.
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6.2 DESIGNING A PERFORMANCE APPRAISAL PROCESS
The process of designing or changing performance appraisal processes has received
increasing attention. OD practitioners have recommended six steps.
1. Select the right people. For political and legal reasons, the design process needs to
include human resource staff, legal representatives, senior management, and system users.
Failure to recognize performance appraisal as part of a complex performancemanagement system is the single most important reason for design problems. As a result,
members representing a variety of functions need to be involved in the design process so
that the essential strategic and organizational issues are addressed.
2. Diagnose the current situation. A clear picture of the current appraisal process is
essential to designing a new one. Diagnosis involves assessing the contextual factors
(business strategy, employee involvement, and workplace technology), current appraisal
practices, satisfaction with current appraisal processes, work design, and the current goal
setting and reward system practices. This information can be used to determine the
current system's strengths and weaknesses.
3. Establish the system's purposes and objectives. The ultimate purpose of an appraisal
system is to help the organization to achieve better performance. Managers, staff, and
employees can have more specific views about how the appraisal process can be used.
Potential purposes can include serving as a basis for rewards, career planning, human
resource planning, and performance improvement or simply giving performance
feedback.
4. Design the performance appraisal system. Given the agreed-upon purposes of the
system and the contextual factors, the appropriate elements of an appraisal system can be
established. These should include choices about who performs the appraisal, who is
involved in determining performance, how performance is measured, and how often
feedback is given. Criteria for designing an effective performance appraisal system
include: timeliness, accuracy, acceptance, understanding, focus on critical control points,
and economic feasibility.
First, the timeliness criterion recognizes the time value of information. Individuals and
work groups need to get performance information prior to evaluation or review. When the
information precedes performance evaluation, it can be used to engage in problemsolving behaviour that improves performance and satisfaction. Second, the information
contained in performance feedback needs to be accurate. Inaccurate data prevent
employee from determining whether their performance is above or below the goal targets
and discourage problem solving behaviour. Third, the performance feedback must be
accepted and owned by the people who use it. Participation in the goal-setting process can
help to ensure this commitment to the performance appraisal system. Fourth, information
contained in the appraisal system needs to be understood if it is to have problem-solving
value. Many organizations use training to help employees to understand the operating,
financial, and human resource data that will be feedback to them. Fifth, appraisal
information should focus on critical control points. The information received by
employees must be aligned with important elements of the business strategy, employee
performance, and the reward system. For example, if the business strategy requires cost
reduction but workers are measured and rewarded on the basis of quality, the performance
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management system may produce the wrong kinds of behaviour. Finally, the economic
feasibility criterion suggests that an appraisal system should meet a simple cost-benefit
test. If the costs associated with collecting and feeding back performance information
exceed the benefits derived from using the information, then a simpler system should be
installed.
5. Experiment with implementation. The complexity and potential problems associated
with performance appraisal processes strongly suggest using a pilot test of the new
system. The pilot test allows the organization to spot, gauge, and correct any flaws in the
design before it is implemented systemwide.
6. Evaluate and monitor the system. Although the experimentation step may have
uncovered many initial design flaws, ongoing evaluation of the system once it is
implemented is important. User satisfaction, from human resource staff, manager, and
employee viewpoints, is an essential input. In addition, the legal defensibility of the
system should be tracked by noting the distribution of appraisal scores against age, sex,
and ethnic categories.
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C HAPTER S EVEN
7 DEVELOPING PEOPLE
7.1 CONTINUOUS DEVELOPMENT
Development of employees in the organisation is essential for growth and improvement of
managers/staff within an organisation. This is in order that they will work to improve
performance and productivity.
The Institutes of Personal Management (IPM/UK) has defined continuous development as self
directed, lifelong learning. Continuous development policies are policies first to allow and then
to facilitate such learning at work, through work itself.
The continuous development process should serve to:
 Increase the effectiveness and productivity of managers/staff in their current job by
assisting them to master management skills and techniques, develop a higher level of self
confidence and increase their ability to help subordinates advance.
 Encourage managerial self-growth and increase the ability of managers to take on greater
responsibility and achieve their full potential
 Encourage a climate of participative management where the individual and the
organisation can mutually set performance goals and measurement techniques.
The development process involves identifying, defining and assessing the competencies of
individuals, including yourself; providing ways for people and yourself to learn and develop
skills; and reviewing your own and your staff's development needs and career aspiration. It also
involves establishing, defining and reviewing objectives and performance measures, looking at
the advantages and disadvantages of existing development provision and investigating new
approaches.
The areas that has to be looked into for continuous development are:
 Planning self-development
 Appraisal systems
 Giving feedback
 Training and developing staff

7.2 BASIC PRINCIPLES OF MANAGEMENT/STAFF DEVELOPMENT
There are a number of basic principles, which should guide an organization's planning of
management development activities such as:
 Management/staff development must be self-development. The organization can provide
training opportunities, but they will only be effective if the individual manager/staff is
motivated to take advantage of them. No one can motivate a person towards selfdevelopment. Motivation has to come from within. But management can provide an
exposure to the person who needs to gain new experience.
 Training and development programmes should be tailored to the specific needs of the
individual. Activities should be based upon the manager/staff’s background, current
needs, and prospects for future promotions within the organization.
 Development programmes should provide actual practice in applying knowledge and
using the new skills on the job.
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The manager/staff should know what their development priorities are and what
information or skills must be mastered and in what time frame.
The organization's climate and culture must support the newly acquired knowledge or
skills. If not, the training or development will be ineffective, if not counterproductive.
The manager/staff must be totally supportive of the developmental effort, must allow the
individual to experiment on the job with the newly learned skills or knowledge and
should provide counselling to the trainee in mastering these new techniques.
Development is a process of growth and change and takes a fairly long period of time to
be successful. Some experts believe that it takes 3 to 5 years before the effects of training
or development programmes really become apparent.
A key ingredient in any successful development effort is the support of the
organisation’s top management.

7.3 STAFF TRAINING AND DEVELOPMENT
Human Resource Managers work with other managers to find ways of increasing effectiveness
of staff training and development, or can herself/himself be directly involved in preparing and
delivering in-company training. Typically, assignment in this area aim to answer such questions
as:
 How can staff training and development be related to the goals and problems of the
organisation and make it performance-oriented?
 How can training needs of various categories of personnel be identified?
 What should be the content, methodology and organisation of staff development
programme?
 How can the real impact of staff development on organisational performance be
evaluated and the level of investment in human resource development determined?
 How can the training unit be organised and the competence of the training director and
in-company trainers increased?
 What benefits are gained by sending managers and staff specialists to external courses at
business schools, management institutes, productivity centres, and elsewhere? What sort
of relationship should be established with external units offering training programmes,
and should these units be used for mounting tailor-made in-plant programmes?
 How can employees be motivated for training and self-development and effectively use
the results of training in their work? What obstacles are to be removed if training is to
have the desired impact on both individual and organisational performance?
The last question, namely the real motivation for training and applying the result of training, is
a crucial point.

7.4 CAREER DEVELOPMENT
Career development is a significant aspect of human resource development, although its
importance may not be the same in all cultures. The HR manager should understand the
consequences of the absence of career planning. Although in many organisations a detailed
plan of the career path of every individual may be impossible, or undesirable, it should be
possible to establish a career development policy as guidance for staff development and for
motivating individual performance. Without constituting a legal commitment to every
individual concerned, such a policy provides a clear model to which employees can compare
the individual expectations and gear their self-development and work improvement efforts.
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C HAPTER E IGHT
8 MOTIVATION
8.1 INTRODUCTION
Every organisation whose purpose is to achieve certain economic and social objectives, but
which has limited resources at its disposal, tries to motivate its personnel towards the
achievement of a range of goals. These may include societal, organisational, group and
individual goals.
A human resource manager may be requested to assist in determining what motivational tools
and strategies should be used. This may concern, for example:
 Improvement of overall organisational climate (psychological and motivational
environment of the organisation), the underlying assumption being that this climate,
which is determined primarily by the people management practices of top and senior
managerial staff, by the employment and working conditions, and by the
encouragement given to individual and group initiative, innovation, creativity and selfdevelopment, strongly affects the motivation of people at every level in the organisation
to work and to achieve.
 Enrichment of job content, where, by changing the structure of work to be performed,
the manager endeavors to assist in creating intrinsic job interest and increasing job
satisfaction.
 Reward systems, where appropriate behaviour is shaped as a result of certain rewards,
in particular financial and material ones; there should therefore be a feedback system,
so that the incentive used (e.g., pay) is tied as directly as possible to actual performance.
However, the role of non-financial rewards or incentives can be quite important and
must not be underestimated when trying to enhance staff motivation.
These methods do not operate independently, but affect separate components of the
motivational process and call for different levels of intervention on the part of the organisation
and of the manager. A common problem faced is complaints about the lack of motivation for
achieving higher performances in organisations where people are relatively well paid. A
thorough study has to be prepared to determine the weight of various factors affecting staff
motivation. The study may reveal that a good salary is assumed to be a stronger motivational
factor than it really is. It may be that the salary level is taken for granted by the employees
concerned, that the management and the employees differ in their views on what salary level is
adequate, or the certain adverse factors in the working environment negate the effect of good
salaries. For example, young employees often regard interesting job content and real prospects
for future careers as more important for job satisfaction than the level of the starting salary.

8.2 WAGES AND SALARIES
The HR manager will assist in the examination and re-organisation of the wages and salary
system. Logically, the manager approaches such a problem before conducting a job analysis,
followed by job evaluation and the building of job structure so as to develop an equitable salary
structure and plan which will accommodate periodic reviews, supplementary remuneration and
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appropriate fringe benefits. Obviously, the HR manager cannot see wage and salary problems
as purely technical ones and has to be well informed on legislation and industrial relations
practices related to wages, especially on collective bargaining.
The problem most frequently met in this area include:
 Distorted salary systems (e.g., the wage differentials do not reflect the relative difficulty
and importance of particular categories of jobs);
 No relationship, or a very weak one, between salary and real performance at work;
 Obsolete salary and pay structures, which have not been adapted to the requirements of
new technologies and to the changing structure of jobs;
 Absence of flexibility in using bonuses and special rewards for encouraging high
performance and in demonstrating that such performance is important to the
organisation and it therefore is properly remunerated by management;
 Excessive secrecy in matters of salaries and others rewards, giving rise to various
suspicions about the actual pay levels of certain individuals, and reducing confidence in
the objectivity and fairness of management over questions of pay.
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C HAPTER N INE
9 LABOUR-RELATIONS MANAGEMENT
The need to take into account industrial relations practices and implications generally, and
particularly when dealing with responsibilities within the personnel management function has
already been highlighted. In passing it might be mentioned that, while technical advice in this
field may be provided by those who have specialised in labour-relations management,
consultants in personnel management often possess or develop expertise and provide advice in
this area. Needless to say, any consultant called upon should be well informed about the legal,
political, social and economic circumstances of labour-relations management in a given
country, sector and particular organisation.
The consultant may be called in because problems already exist in labour-relations
management, because there are internal or external forces that are likely to lead to problems, or
because advice is needed in the initial formulation or reformulation of labour-relations
management policies. In each case a key issue will be the presence or absence of workers'
representatives, in particular of a trade union in or for the enterprise, and, where trade union or
another form of workers' representation does exist, the nature and role of that representation.
The essential questions in labour-relations management, which the consultant may be called
upon to deal with, could include one or more of the following:
 Advice on dealing with workers' representatives on a day-to-day basis. These may be
trade union representatives, or representatives directly elected by all the workers with
no, or with only indirect, links with a trade union.
 The mechanics of handling workers' grievances, including advice on the setting up of
grievance procedures, together with advice regarding other conflict resolution
procedures.
 Collective bargaining and, in particular, management’s policy for collective bargaining.
The significance of this question will depend to some extent on the level at which
bargaining takes place (for the industry as a whole; for the industry in a particular
region or locality; for a group of enterprises; or at the enterprise level). But in most
cases where there is a trade union presence in the workplace, a certain degree of
collective bargaining, possibly of an informal character, will take place in the enterprise
even if more formal or official bargaining takes place at a higher level. Consultants are
something called upon to participate in the management bargaining team or even to act
as management spokesmen in negotiations.
 Machinery and procedures for management-worker consultation and cooperation on
issues of common interest such as productivity, welfare facilities, etc.(as opposed to
issues of an antagonistic nature such as grievances or bargaining demands)
 Dismissal and redundancy principles and procedures (whether within or outside the
context of collective bargaining).
 The position to be taken by employers' associations in tripartite (government,
employers, trade unions) or bipartite (either with government or with trade unions)
consultation at the national level.
This is not necessarily an exhaustive list of possible areas with which the consultant may have
to deal, but it covers the major areas in which advice will be sought.
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Turning to factors to be considered in providing advice, one could mention in the first place the
relevant legal framework of labour-relations management at the enterprise level. This
framework, which is highly individual to particular countries, might reflect bargaining
procedures; dispute settlement (including work stoppages); forms of workers' participation in
decision within the enterprise; the formation and content of individual contracts of
employment, and so on. In charting courses of action to be recommended to clients, consultants
must mandatorily take account of existing legal rules. It is obvious that individual company
rules on conditions of employment must also be taken into consideration. And where
particularly complex legal problems have to be resolved with the aid of the consultant, he/she
may have to suggest recourse to the services of a qualified lawyer specialising in labour law (if
he/she does not have such training).
There has to be full awareness of provisions of any existing collective agreement that apply to
the enterprise concerned (whether such agreement be for the industry, the region, or the
enterprise itself). And not only of this but also of possible interpretations of those provisions
which may have been subject to scrutiny by labour courts, arbitrators, or other decision-making
bodies.
But rules resulting from legislation or collective agreements are only two of the significant sets
of norms to be considered by the consultant. In virtually all established enterprises,
organisations or industries there will be labour-relations management customs, usages and
practices which often demand the same respect that is accorded to legal regulations. At times
these customs, usages and practices are common to a specific region or locality. It is essential
that the consultant should be fully aware of them. This does not mean that he/she may not be in
a position to influence changes in established industrial relations practices. Indeed this may be a
crucial aspect of his assignment. However, he/she must recognise that in doing so extreme care
should be taken and consideration given to possible unforeseen consequences of breaking with
traditional practices.
It is also very important that the consultant should make himself familiar with the position,
outlook and concerns of the workers' representatives who will be involved in any course of
action that he/she might recommend, since possible reactions from the workers' side must be a
determinant in such recommendations. However, before considering personal contacts with
such representatives, the consultant should, in agreement with the client, consider what contacts
would be appropriate before and during the framing of his recommendations. Dealings with
workers' representatives can be very delicate, and the consultant should discuss with
management just which areas he may touch on in such contacts as well as the limits of his
authority to commit management should the contacts be of a nature where commitments may
be made or inferred.
The consultant would be well advised to recommend that every opportunity for consultations
between management and workers representatives should be seized, particularly when new
labour-relations management policies are being introduced. The cooperation or acquiescence of
trade union or other workers' representatives can often be crucial to the success of the
consultant's efforts. This section is intended only to give an idea of what some of the more
important preoccupations of the labour-relations management consultant should be. It must be
recognised that the innumerable and complex factors impinging upon labour-relations
management make for a situation where each consultancy is highly particular and individual
and where pre-established formulae must yield in most cases to tailor-made specific
approaches.
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C HAPTER T EN
10 PRACTICAL EXPERIENCES IN NEPAL
The presentation below is findings of middle managers after several weeks of training on
management and behaviour.
In one workshop held for middle managers and supervisors of an international development
organisation in Nepal, the participants carried out exercises with the assumption that the
outcome will help them work well with their superiors and subordinates. They began by recollecting their own personalities as follows:
At the workshop they discussed broadly on the important question of Our Personalities: Our
Selves and the Perceived Personality of Our Immediate Supervisors.
They discussed about:
 The problems of working in our organisations
 Problems of non-recognition of our supervisors
 Problems of being undermined by our subordinates because of their direct relations with
our immediate superiors.
They discovered that:
Our supervisors are unable to make firm decisions:
 They are often indecisive in dealing with other colleagues and us.
 Some have little confidence in us and as such they are reluctant to delegate
responsibilities and authorities to us.
 This indecisiveness often causes problems of alienation within us.
Some of our supervisors are aggressive and decide firmly on important issues without consulting
us.
They also discovered that:
We have failed to deal with these important problems adequately. We only respond in the way
that often does not solve these problems permanently. We discovered that we deal with these
issues by:
1. Adjusting to the issues and ensuring that we are not blamed for other problems. So we adopt
various behaviour mechanisms including:
 Denial: denying that these issues are problems or denying that there are problems in the
section/department.
 Projection: projecting our frustrations and anger on others, most especially our weaker
subordinates.
 Escape: either physically or mentally.
 Resignation: feeling that we shall not win whatever the case so we say "yes" to whatever
our supervisors will say.
2. Coping with issues either well or not too well. Coping relates closely to adjusting but the
effect does not show externally on the manager. As such these effects are hardly noticed.
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They also discovered that:
 We project the fear within us on our supervisors.
 We often do not trust our subordinates, colleagues or supervisors.
In their day-to-day work they asked:
 Do we trust each other or do we suspect each other?
 Do we have genuine concern for each other or is it every man for himself?
 Do we communicate openly our true feelings and thoughts or are we guarded and
cautious?
 Do we listen to others or do we act on our own?
 Do we accept conflicts and work them thorough or do we deny, avoid, or suppress
conflicts?
 Does the team utilise the abilities, knowledge, and experience of each member or does
the team ignore the capabilities of some?
 Does everyone understand and feel committed to work towards objectives or do some
fail to understand them or feel negatively toward them?
Effective discipline at the work place is "give and take". We all have a share in making
discipline work in our Organisations.
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C HAPTER E LEVEN
11 EPILOGUE: MANAGING PEOPLE IN THE FUTURE
11.1 THE CHANGING NATURE OF THE WAY PEOPLE ARE MANAGED
The way people are managed has undergone many changes over the last 20 to 30 years and has
to be looked at from a historical perspective. When managers started dealing with the "people
side" of organisations, most of them tended to confine their daily work that dealt with such
problems grouped under the term "personnel administration". In typical cases, a personnel
administration specialist dealt mainly with personnel records, regulations and procedures, and
with questions of job evaluation and remuneration.
The concepts and practices of Managing People in organisations have changed in many aspects.
Some of the reasons for change are the following:
 People have become better educated and better prepared for their jobs,
 People are more aware of their rights,
 People are better informed and more interested in many issues that used to be the
exclusive domain of politicians or government officials,
 Value systems have changed,
 Employment and life aspirations have increased,
 Human relations within organisations have become quite complex, diversified and
difficult to handle.
These changes in organisations reflect not only technological changes but also the significant
trends of social change, such as the democratisation of political and social life in more and
more countries, or the emergence of new social organisations and pressure groups (e.g., the
environmentalists or the consumerists).
Secondly, an increased number of personnel issues, including conditions of employment, work
and remuneration, is regulated by legislation, or has become the subject of collective
agreements between workers' and employers' organisations. When dealing with these questions
the personnel manager must be fully aware of the existing legal and labour-relations
frameworks, of the role of the trade unions, and of the need to inform or consult them (conform
to local practice).
Thirdly, many new approaches to the "human element" in organisations have emerged. People
began to be viewed as the most valuable resource of an organisation. A number of conclusions
were drawn from this basic premise as to ways of treating people and motivating them for
higher performance, the role of leadership, the investment in training and development, or the
choice of staff development systems. This has been linked with advances in behavioural
sciences, in particular in psychology and sociology applied to the functioning of organisations
and to the relations between individuals and groups within organisations. A wide range of
"organisational development" theories and concepts emerged, and began to be applied to the
analysis of human problems in organisations, and to methods likely to increase the
effectiveness of individuals and groups in achieving organisational goals.
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These new approaches gave birth to the global concept of "human resource management and
development", as distinct from the more narrow concept of "personnel administration or
management". This, of course, is only a tendency. It would be an error to think that any "human
resource manager" will by definition apply a more scientific and more comprehensive
approach to managing people than his/her predecessor – the "personnel manager". Yet the
understanding of human aspirations and motives and of interpersonal processes has increased
considerably, and a growing number of personnel specialists, as well as general managers,
make use of this knowledge in their work.
Lastly, it has been increasingly recognised that the management of people is more culturebound and value-laden than any other area of management. Practices regarded as standard in
one country or organisation may be unthinkable in another environment (e.g., flexible working
hours, open-plan offices, dining-rooms common to all staff irrespective of position and grade,
direct access to top managers, or the use of confidential personnel files). Both personnel
practitioners and general managers have become more cautious and more selective in
transferring personnel practices from one environment to another when dealing with people of
different ethnic, social, cultural, religious and educational backgrounds. Sensitivity to these
differences has increased with the growth of international business, the advent of modern
enterprises and organisations in developing countries, the expanding employment of foreign
workers and managers, and the improvements in management education.
Thus, after a period of moderate and even diminishing interest in such issues, we find ourselves
living in an era where the role of personnel management is being reassessed and enhanced, new
demands formulated, and new approaches developed. This creates many fresh opportunities for
managers. Both personnel specialists and general managers face increasingly complex human
problems and find it difficult to keep informed about all conditions and factors to be considered
in personnel decisions. In many cases they will appreciate help from an independent and
objective human resource professional.
The organisational culture and the styles of key people involved in management will have
significant impact on how people are managed. A top-down organisation with a domineering
chairperson and authoritarian director will treat its workers very differently from an involveeveryone-in-everything organisation with a coordinator whose main concern is to be nice and
ensure everyone's needs are met. Neither organisation is likely to get the best from its
workers.
While there is no right approach, in general, people respond well to managers who are clear
about what they are doing, consistent, fair, firm without being rigid, and understanding
without being soft. They work best in environments where expectations are clear but flexible,
and where people are genuinely valued, trusted and treated with respect. But within these
statements a huge variation exists. Some workers learn best if they are told and shown exactly
what to do; others prefer to work it out for themselves. Some want to be left to get on with a
task; others want to discuss every stage with colleagues or the manager.
The secret of being a good (enough) manager lies in getting it more or less right most of the
time for most of the workers, and not expecting to be able to get it right all the time for
everyone.
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11.2 LOOKING AHEAD
A manager today plays different roles, and must manage in a different way. He/she must be a
change leader. Change leadership is not a skill reserved just for the top management. As
organisations struggle to respond to environmental pressures, teams have to learn to move
quickly to attain higher standards and increased productivity. In many organisations it is critical
or the organisation may not survive.
11.2.1 Looking Towards the Millennium
Looking ahead, following are some of the elements you can expect to see in most organisations.
Check any you have already noticed in your organisation.
As observed:
 More employee involvement in all levels of decision making,
 Increased emphasis on "team work",
 More responsibilities for individual employees,
 Workers taking more initiatives at the work place,
 Movement toward ownership and accountability,
 Atmosphere that encourages more mutual respect and trust,
 Increase in protection of employees’ rights,
 Programmes that support balancing work and family,
 Better recognition and reward for superior performance,
 Smaller managerial groups,
 Greater diversity in the workforce with more women and minorities, and
 Continuing need for workers with special talents,
(Add others you have noticed)
11.2.2 Learning How to Learn
In a constantly changing organisation, no set of skills stays useful forever. The technical skills a
person learns in school, or on the job, quickly become obsolete. Today, it is more important for
managers not to know a particular set of skills; but to understand how to learn. To be
successful, people today have to master how to learn a wide range of new skills quickly. They
have to be open to changing old ways, of doing things in order to learn new tasks and adapt new
skills. One cannot stay narrowly specialised but must become generalists. As a manager, your
role will shift away from the traditional role of controlling and move toward keeping your team
trained and flexible in order to accomplish continually changing goals.
11.2.3 How People Change
People change from being led; not from being told. A common fantasy is that if you order
people to change, they will. This belief often leads managers to behave like drill sergeants
ordering employees around. Usually, the response to this approach will be resistance,
defensiveness and/or withdrawal.
People do not normally change their behaviour simply from information. For example, how
many people have quit smoking because of the written warning on the cigarette package? It is
far more common for people to change because of the support, encouragement, caring
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confrontation, and empathy of a relationship. Becoming a leader and forming a supportive
relationship is often a new skill for managers who have taken a more traditional approach to
management.
The more involved you are with your team, and the more involved they are with each other, the
easier change will be. Creating trusting relationship requires skill and can put a manager in a
more exposed situation. However, managers who can create supportive relationships are more
successful during periods of change because their team will trust and follow them.
11.2.4 The Transition
The Manager in the New Millennium is in transition. A transition that will see an increase in
his/her:
 Responsibilities,
 Challenges from superiors and subordinates,
 Demand on his/her time,
 Demand on his/her human, conceptual and analytical skills and experiences,
 Use of endless flow of information, and
 Use of technology.
11.2.5 The Response
Faced with these challenges the manager must remember that HE/SHE must always be in
control of:
 Him/herself: power, fear, trust, confidence
 His/her working environment
 His/her subordinates
 Information and technology
The Manager in the Millennium must use his/her power positively. The power to:
 Support your subordinates
 Assist your superiors
 Trust your colleagues
 Build bridges: confidence, trust and accountability
 Say no
Use your I power wisely and recognize the power of the other I. Remember the synergy of I + I
= EP (effective performance) and most important of all the power to grow into the years ahead.
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