
management
MEDIAHEALTH

law
D

ESIG
N

ED
U

C
AT

IO
N

M
U

SICagriculture

L
A

N
G

U
A

G
EM E C H A N I C S

psychology

BIOTECHNOLOGY

GEOGRAPHY

ART
PHYSICS

history

E
C
O
L
O
G
Y

CHEMISTRY

m
ath

em
aticsENGINEERING

Managing Human Resource Issues



 

 

Subject: MANAGING HUMAN RESOURCE ISSUES                                                                    Credits: 4 

 

 

SYLLABUS 

 

 

Differing Perspectives of Human Resource Management 

Different Perspectives of Human Resource Management (HRM): ‘Soft’ and ‘Hard’ Human Resource 

Management, ‘Loose’ and ‘Tight’ Human Resource Management (Guest); Storey’s Definitions between HRM 

and IR; Personnel Practices: Treating Employees as an Asset Rather than a Cost, Emphasis on Training and 

Development; HRM as a Strategic form of Management (Devolution of Function to Line Managers, Employee 

Empowerment) 

 

Flexibility within the Workplace 

Flexible Working Methods: the Core and Periphery Workforce Model, Employment of Part-time and 

Temporary Staff, Tele-working, Home–working; Job Sharing Functional Flexibility: Multiskilling, Job 

Enrichment, Job Enlargement, Flexible Working Groups, Training Needs; Changing Role of Supervisor 

Temporal Flexibility: Overtime, Flexi-Time, Annual Hours Contracts, Zero Hours Contracts, Shift Patterns 

Labor Market: Labour Market Demographics, Employment Statistics, Local, Regional and National Labour 

Markets. 

 

Equal Opportunities within the Workplace 

Discrimination in Employment: Forms of Discrimination, e.g. Gender, Ethnicity, Religion, Disability, Age, 

Sexual Orientation, Education; The Legislative Framework: Direct and Indirect Discrimination; Legislation 

Equal Opportunities in Employment: Codes of Practice, Implementing Policy, Training Requirements, Equal 

Opportunities Practices and Initiatives in the Workplace; Monitoring Equal Opportunity Initiatives: Opportunity 

2000, Positive Action Approaches e.g. Recruitment and Selection Policies, Managing the Diverse Workforce. 

 

Welfare Provision 

The Traditional Welfare Function: Occupational Health Practices and Policies, the Management of Ill Health at 

Work, Bereavement, Costs and Absenteeism, Accidents at Work (Statistics); Health and Safety Legislation: 

Welfare Benefits and Services, the Role of the Health and Safety Commission, European Community 

Directives; New Models of Welfare: Ergonomics, Passive Smoking, Sick Building Syndrome, Alcohol and 

Drug Abuse, Stress Management, Private Health Care, Employee Assistance Programmes, HIV and AIDS, 

Workplace Counseling, Recognition of Religious Practices. 

 

Human Resource Practices 

Human Resource Practices: Recruitment, Selection, Welfare Provision, Training, Reward, Human Resource 

Management in the United Kingdom: Consider different Human Resource Practices in the United Kingdom, 

E.g. Case Study Examples of Recruitment and Selection; Human Resource Management in the European 

Union: Comparison of Human Resource Policies and Practices across different European Countries, European 

Commission Directives, European Social Charter/Chapter, Harmonization, European Employment Treaty, 

Aeria for Jobs; International Comparisons in Human Resource Management Practices: Comparison of Human 

Resource Policies and Practices in the United Kingdom, USA and Far East. 

 

Suggested Reading: 

 

1. A Handbook of Personnel Management in Practice, 6th Edition, Armstrong M, Kogan 

     Page. 

2. HRM A Contemporary Perspective, Beardwell I and Holden L, Pitman. 



3. Human Resource Management, Bratton J and Gold J, Macmillan. 

4. Employees Resourcing, Johns T and Taylor S, IPD. 

5. Core Personnel and Development, Marchington and Wilkinson, IPD. 

6. Personnel Management: HRM in Action, 3rd Edition, Torrington D and Hall L, Prentice 



ii

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Accurate and updated information is the primary need of any
management practice. Study offers one such means of gathering
realistic information. A detail study of such information and its
accuracy presents the usefulness of the information. The study
of human resource issues is one singular most important
subject of study for all managers. It also develops an under-
standing of the built-in errors of common practice.

The aim of this subject is to develop students’ understanding
of the concepts of human resource management and practice.
In particular the subject is designed to develop the underpin-
ning knowledge and skills required to perform complex
management functions and the roles. This subject introduces
the student to the basics of human resource management. It
familiarizes the students with the practice of various manage-
ment issues and it’s expected results. The learner is apprised
about the broader and wider perspective of human relation to
the management of  the employment relationship. Human
resource management strategies and issues are considered. Also
a study of the comparative approach is undertaken in relation to
human resource practices in other countries.

The students on completion of the course shall develop the
following skills and competencies:

a. Should know the nature and scope of human resource
management.

b. Knowledge about practices and issues related to human
resource.

c. Criticality of the human resource function.
d. A comparative study of the human resource function at the

International level.

MANAGING HUMAN RESOURCE ISSUES

COURSE OVERVIEW
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UNIT I

 DIFFERING PERSPECTIVES OF HUMAN

RESOURCE MANAGEMENT
LESSON 1:

SOFT AND HARD LOOSE’ AND TIGHT

H R M

Learning Outcomes

After reading this lesson you should
• Understand what HRM is about
• Know meaning of Soft and Hard HRM
• Different perspective of HRM

Defining HRM
Human Resource Management encompasses those activities
designed to provide for and co-ordinate the human resources
of  an organization. Traditionally know as ”personnel adminis-
tration” or ”personnel management”. The Map of HRM
(Human Resource Management) is the part of management
concerned with an organization’s employees. HRM allows for
the management of employees in a strategic way to ensure
continuous organizational success.
Employees are beginning to work in cluster organizations
where people are not tied to a management level by traditional
hierarchical lines. Obviously, the organizations of  the future will
be built around people. There will be much less emphasis on
jobs as the building blocks of organizations. This means that
increased attention will be focused on people’s competence. If
we are using people as the building blocks of the organization
then their competence becomes crucial. To benefit fully from the
opportunities the new types of organization provide, a more
integrated form of human resource management (HRM), based
on a clear notion of required competence in roles (rather than
jobs), is needed.
This will require a much sharper image of the real strengths and
weaknesses of people against the background of these insights.
Thus, efficient and effective management of these employees
whom are viewed as the major asset of the organization is vital
in helping the organization to achieve its corporate goals. In this
regard, effective HRM does not exist in a vacuum but must be
related to the overall strategy of the organization.
Strategically, HRM therefore, should aim to enable management
to achieve organizational objectives through its workforce and
to utilize people to their full capacity and potential. In a
nutshell, HRM should aim to develop a coherent set of
personnel and employment policies which jointly reinforce the
organization’s strategies for matching resources to business
needs and improving performance. Overall, HRM helps to
create conditions in which innovation; team working and total
quality can flourish and encourage willingness to operate
flexibility in the interests of the “adaptive organization” and the
pursuit of excellence.
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The different perspective of human resource management
(HRM):

Perspectives on HRM

Working with People

• Motivation
• Approaches to Understanding Behavior
• Models of Motivation useful to help understand individual

behavior
• Rational Economic View
• Social View
• Self-actualizing Views
• Expectancy Theory
• Equity Theory

Strategies

• Work groups—quality circles
• Festivals or celebrations
• Social clubs or activities
Porter and Lawler (Interactive Views)
Equity Theory
Equity Theory Examples
Equal Employment Opportunity
State and Local Laws
Sex Discrimination
Discrimination based on religion, sex, national origin race or
color age.
Promotions
Business Necessity Standard must be related to job performance
Employment Tests and Selection Procedure, Attendance records
Job Characteristics
Job Design
Human Resource Recruitment
Internal Recruiting
External Recruiting
Environment
Interviews - continued
Employee Evaluation
Punitive or Progressive Discipline
Just Cause -
Basic Steps of Progressive Discipline
Insubordination-persistent, willful violation
Incompetence
Important Legislation Dealing with Unions
Right to work provision

Case Study

HR automation streamlines processes and
procedures
Issue: How to handle HR requests and their disposition
efficiently at an 8,000-employee financial services company in
Georgia.
Response: Automation made it possible for HR to streamline
processes and procedures and eliminate virtually all paper-based
transactions, reports the company’s vice president of  compensa-
tion and benefits. Internal IT staff developed an HR workflow
system through which HR requests are processed and tracked
electronically. This allows both central and line staff  and
managers to focus on projects and other major assignments
and handle additional work rather than monitoring and tracking
pending HR requests. The system also provides ad hoc
reporting, which can be used for various managerial reviews and
decision-making functions. HR implemented the system after
months of testing and processing requests—from clerical to
administrative levels— and incorporating staff comments and
suggestions into the system. HR and IT Collaboration
provides continued rapid response to line managers.
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Result: While no time and money savings have been calculated
as yet, “all staff involved has reported great satisfaction with the
system such that additional forms and requests are being
converted ahead of schedule.” The company expects its HR
budget next year to reflect zero or negative growth.

Activities
Automation and outsourcing allows HR to cut its budget by
2.5% for 2004
Issue: How to comply with management’s mandate to reduce
HR costs by 2.5% for the current year and 5% for the upcoming
year (July fiscal year) at a 135-employee manufacturing company
in Idaho.
Response: The HR department used a multi-pronged ap-
proach, relying chiefly on reducing clerical staff by outsourcing
HR functions to a central agency  (automation reduced the need
for clerical staff); cutting back on staff travel and training
conferences; and reducing attrition (with existing staff picking
up the slack when people leave).
Result: To date, the HR department is on track with its cost-
reduction initiatives.

Internet Recruiting Cuts Recruitment
Costs in Half
Issue: A fractured and expensive recruiting process at a 25-
employee New York City financial firm.
Response: The company-conducted training on Internet
recruiting for internal staff.
Result: Recruiting costs were cut in half. The company was also
able to bring the entire recruiting process under the control of
HR, which now manages the process and the costs.

Soft” and ”Hard” HRM
There are many different approaches a business can take to
HRM. Guest (1999) identified two perspectives of HRM, ‘soft’
and ‘hard’, these perspectives are similar to the ‘tight’ and
‘loose’ perspectives identified by Handy. The ‘soft’ version of
HRM considers employees to be a valuable asset to the
company. It takes a unitarist perspective that the managers and
employees can work together to achieve organizational goals. In
contrast, the ‘hard’ version of HRM emphasizes that employees
are a resource to be managed effectively to achieve business
objectives. The pluralist viewpoint taken by the ‘hard’ approach
to HRM indicates that the interests of managers and employees
will be separate and completely different. ‘Hard’ and ‘soft’ HRM
can also be viewed as ‘tight’ and ‘loose’ HRM, which are
systems based on compliance and commitment. Systems of
control based on compliance, expect employees to respond to
set rules and regulations, according to company policy. Compli-
ance based systems are likely to be used by businesses that
require little creativity from employees, as employees are only
expected to do their set job, no more and no less.

Tension Resolution: Soft HRM ‘Soft’ HRM is the notion that
workers respond better when an organization recognizes their
individual needs, and addresses them, as well as focusing on the
overall business objectives. All of this soft HRM can of course,
be balanced by ‘hard HRM’; the notion that successful organiza-
tions are those that best deploy their human resources, in the
same way that they would deploy any other resource.  Soft
human resource management endeavors to treat employees as
valuable resources whilst “hard” emphasizes on quantitative,
calculate and strategic aspects of a corporation. ‘Soft’ HRM is all
about the employers seeing their employees as human re-
sources, they are not calculated for and treated, as company
assets like with ‘hard’ HRM. The emphasis is on humans as
individuals with feelings and emotions. The company will
recognize this and therefore cater for their employees every need.
The employees are any company’s best assets.
Soft HRM emphasizes the importance of high commitment,
learning, enlightened leadership; human resources are valuable
assets, not variable costs. Models and theories focus on tapping
the human potential, based on organizational behavior theories
(e.g. Maslow, 1954; Herzberg, 1966; McGregor, 1960) • Hard
HRM emphasizes the calculative, quantitative and strategic
management aspects of managing the workforce in a rational
way (Storey, 1989).
A harder approach - people as human resources: A different
view is associated with the Michigan Business School. The
Michigan model has a harder, less humanistic edge, holding that
employees are resources in the same way as any other business
resource. They must be: - obtained as cheaply as possible - used
sparingly - developed and  xploited as much as possible

Point to Ponder

1. Examine the differing perspectives of human resource
management

2. Explain model of hard-soft, loose-tight dimensions of
HRM.

3. Give a brief note of HRM.



4

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes

After reading this lesson you should
• To know the difference between HRM and Industrial

Relations
• Reasons for IR conflicts
• Learn types of IR disputes

Descriptions of HRM and Industrial
Relations
The term ‘industrial relations’ refers to relationships between
management and labor among employees and their organiza-
tions that characterize or grow on employment. Theoretically
speaking, there are two parties in the ‘employment relationship-
labor and management. Both parties need to work in a spirit
cooperation, adjustment and accommodation. In their own
mutual interest and rules for co-existence are formed and
adhered to. Involves attempts to have workable solutions
between conflicting objectives and values, between incentive and
economic security, between discipline and industrial democracy,
between authority and freedom and between bargaining and
cooperation”.
It involves attempts to have workable solutions between
conflicting objectives and values, between incentive and
economic security, between discipline and industrial democracy,
between authority and freedom and between bargaining and
cooperation”. Industrial relations are influenced by various
factors viz., institutional factors, economic factors and techno-
logical factors. The fundamental objective of industrial relations
is, to maintain sound relations between employees and
employers, to enhance the economic status of the worker;
minimizing industrial conflicts socialize industries, opportunity
for workers in the management and decision-making: improve
workers’ strength encourage and develop trade unions, and
extend and maintain industrial democracy.

Essential Conditions for Sound Industrial
Relations
Existence of a strong, well organized and democratic employ-
ees’ unions. Spirit of collective bargaining and willingness to
resort to voluntary negotiations. Maintenance of industrial
peace. Establish machinery for prevention and settlement of
industrial disputes. This includes legislative and non-legislative
measures Government should be provided with requisite
authority for settling the industrial disputes wherever necessary.
Significance of Industrial Relations: Industrial peace,
Industrial democracy, Improved productivity and Benefits to
workers
Forms of  Industrial Disputes Sympathetic strike, General
Strike, Unofficial strike, Sectional strike, Bumper strike, Sit down
strike (also called stay-in, tool down, pen down strike): Slow-
down strike, Lightning strike, Hunger strike.

Lock-out is the counterpart of strike. It is the weapon available
to the employees to close down the factory till the workers agree
to resume work on the conditions laid I down by the employer.
Causes of Industrial Disputes:  Employment, Nationaliza-
tion, Administration-related causes, Recognition, Sympathetic
strikes; Psychological/social causes, Institutional causes and.
Political causes.
Figures Relating to Strikes (Source: Ministry of Labor
Statistics)

Year  No. of Strikes  
1992  1714  

1993  1393  
1994  1201  

1995  1110  
1 996 (6 months)  252  

Percentage Distribution of Industrial 
Disputes by Causes 

1975  1985  1986 
(Provisional)  

1. Personnel and retrenchment  29.8  23.1  19.8  

2. Wages and allowances  32.0  22.5  25.0  

3. Bonus  8.0  7.3  3.6  
4. Indiscipline and violence  8.9  16.1  21.6  

5. Others  14.0  29.2  27.8  

Industrial Tribunal: This is also a one-man adhoc body
(presiding officer) appointed by the Government It has a wider
jurisdiction than the labor court. The Government’s concerned
man appoints two assessors to advise the presiding officer in
the proceedings. An industrial Tribunal can adjudicate on the
following matters: (a) wages including the period and mode of
payment; (b) compensatory and other allowances; (c) hours of
work and no. Periods; (d) leave with wages and holidays; (e)
bonus, profit sharing, provident fu«B and gratuity; (f) shift
working, otherwise than in accordance with the standing orders
(g) classification by grades; (h) rules of discipline; (i) rationaliza-
tion; (j) retrenchment* and closure of establishments; and (k)
any other matter that may be prescribed.

LESSON 2:

DEFINITIONS BETWEEN HRM IR AND PERSONNEL
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Industrial Relations and HRD Compared

Industrial Relations Bridge HRD 

Employee-employer 
relations are 
contractual and

Philosophy  Employer-employee 
relations should be based 
on trust understanding

The emphasis is on 
extrinsic rewards  

Rewards  Intrinsic rewards spur 
people to superior 

 
The focus is not on 
developing the 

Focus  Develop the employee 
through HRD initiatives: 
caring, counseling, 

Follow the code book 
and put out the fires as 

i kl

Orientation  Preventive, collaborative 
approach where relations 

tt t & t lPluralist Natu
re of 
Relati

Unitarist 

Managerial task vis-à-vis 
l b

Monitoring  Nurturing, caring, helpful  

Institutionalized, 
unhealthy and is at the 
core of industrial relations, 
reach temporary truces 

Conflict  Conflict could be 
functional, stimulating 
& healthy if used 
properly; manage 

Restricted flow  Communica
tion  

Increased flow  

Division of labor  Job design  Teamwork  

Negotiation  Manag
erial 
skills  

Facilitation  

Descriptions of HRM and Industrial

Case Study: Workmen’s Compensation
Mr Nandkishore is a workman employed in the despatch
department of  a cement factory. The factory is located in one of
the towns of a politically sensitive state. It employs about 1,500
employees besides the managerial staff. The annual turnover of
the company is around Rs 150 crores and its capacity utilisation,
is 75 percent.The factory has three unions besides a security staff
association and a management association. For eight years, only
one union has been recognized, on the basis of its “claim” that
it has the largest following of workmen. Continued recognition
of a single union led to strained relations between the two
unrecognized unions and the management and also among the
unions themselves.Mr Nandkishore is an office bearer of one
of the unrecognized unions. The industrial relations situation
in the factory has been fluctuating from periods of harmony to
periods of disturbances.On December 10, 1 988, Mr
Nandkishore fell down from the ladder, while working during
the second shift. The accident resulted in serious injury to his
right arm. He was admitted ino government hospital for
treatment. An accident report was sent to the commissioner
under Workmen’s Compensation Act, to determine the amount
of  compensation, if  any, to be paid to Mr Nandkishore for the
loss of any advance to the injured workman for covering
medical expenses. It also stated that the above amount may be
deducted from the compensation which Mr Nandkishore may
get, according too the commissioner’s decision.
 The management paid Rs 3,000 as advance, after obtaining a
written undertaking from the union that this amount will be
deducted from the compensation payable. The union also
agreed to this condition. It also arranged for the release of Rs
2,000 from the Labour Welfare Fund.The medical officer
treating the workman submitted a report in February, 1 989.
The medical report did not mention any kind of disablement
(Full/partial, temporary/permanent) to the workman. The
commissioner, after processing the case and studying the report,
ruled that the. workman, Mr Nandkishhore shall be paid only
half-monthly wages for these two months against his request
for compensation as there was no permanent or partial
disablement.On receipt of this report from the commissioner,
the management asked the workman to repay Rs 3,000 given as
an advance and requested the union to do the needful in this
regard. The union, however, contended that since the accident
occurred during and in the course of employment, the manage-
ment must treat it as ex-gratia payment and that it should not
demand its repayment as the money was used for treatment.
The management, however pointed out that at the time of

HRM/Industrial 
Relations variable name 

Dummy Variable description 

1. Incentive Pay and 
Appraisal 
a. Profit sharing and 
share ownership 
b. Individual pay/Line 
incentives 
c. Job appraisals 
 

Whether all manual and non-manual employees are 
eligible to participate in share ownership/ profit-
sharing / value added schemes? 
Pay by result (PBR)? Merit pay or pay related to 
individual performance? 
Employees are covered by individual performance 
appraisals. 

2. Teamwork 
a. High participation 
b. Low participation 

Are the majority of manual employees involved 
with formal or informal work teams/quality circles? 
Minimal/no use of work teams/quality circles. 

3. Employment security 
a. 
b. 

Management does not view redundancies or layoffs 
as a first response to a drop in demand; 
Compulsory redundancies in the past year. 

4. Flexible job 
assignment 
a. 
b. 

Whether management has promoted greater 
flexibility of working or reduced job demarcation? 
Redistribution of tasks amongst manual employees? 

5. Communication2 
a. Information sharing 
b. Influence of 
consultation 
c. Meet union 
d. Consultation about 
change 
 

Whether management consults with employees? 
(Response of worker representative). 
Whether any Joint Consultative Committees 
(JCCs)? Is the JCC provided with financial 
information and development plans on a regular 
basis? (Response of worker representative). 
Influence of JCC on management’s decisions 
affecting the manual workforce? (Response of 
worker representative). Do union representatives 
and managers meet often to discuss concerns and 
co-operate in finding solutions to issues (Response 
of worker representative). Whether employee 
representatives were consulted about introduction 
of new plant/equipment or changes to work  
organization? (Response of worker representative). 

HRM/Industrial 
Relations variable name 

Dummy Variable description 

6. Employment 
Flexibility 
a. 
b. 
 

Number of employees on seasonal, temporary, 
casual, or fixed term contracts as a percentage of 
total employees; 
Number of part-time employees as a percentage of 
total employees. 

7. Industrial relations 
 

a. Unions 
b. Low grievance 
c. Industrial action 
Trade union recognition? 
Whether less than five employees filed a formal 
grievance in past year? 
Whether any industrial action in past five years? 
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taking advance, both the union and workman had agreed that
this amount will be recovered from the compensation payable
and since no compensation is payable, the workman should pay
back the advance. The management, further pointed out that it
cannot waive the recovery of the above advance as it is bound
by the rules.The union however insisted that management
should not proceed on the recovery of advance from the
workman. The management also heard rumours that the said
union may stage a “show down” over this issue.

Questions

1. What is the problem in the case?
2. Analyse the causes which led to the problem.
3. How should one deal with such a situation?

Points to Ponder

• Discuss the definitions of HRM and Personnel and IR
practices.

• What are various types of IR disputes?
• On what matter can industrial Tribunal adjudicate?
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Learning Outcomes

After reading this lesson you should
• Find out the importance of manpower in an organization
• Decide whether employees are asset or an expense
• What ways to make employees the stay and make them asset
Valuing People: People will contribute more and co-operate
more wholeheartedly if they feel that they are valued. This
happens when they are recognized for what they are and what
they do, and are rewarded according to their contribution.
Rewards are provided by both financial and non-financial
means.

Employees: The Greatest Asset or
Greatest Expense?
In short, HR and employee benefit programs suffer from a lack
of respect. Employees can make or break a business. Good
employees can produce extraordinary results while marginal
employees can drag and keep a business down. When doing a
business analysis one of the areas of primary focus are employ-
ees. Yet many employers vastly underrate the importance of
employees. Looking at employee basics can help the business
focus on what it needs and what the employee needs.

Employees: The Greatest Asset or
Greatest Expense?
In short, HR and employee benefit programs suffer from a lack
of respect. Employees can make or break a business. Good
employees can produce extraordinary results while marginal
employees can drag and keep a business down. When doing a
business analysis one of the areas of primary focus are employ-
ees. Yet many employers vastly underrate the importance of
employees. Looking at employee basics can help the business
focus on what it needs and what the employee needs. Em-
ployee benefits are valuable. Human resource professionals
know this, and employees certainly know it, too. But too many
senior managers focus only on their cost as they enter them into
the debit column. They have yet to recognize these benefits as
assets that are integral to their company’s success.
But that’s changing. A growing number of  forward-thinking
executives recognize that competitive packages attract the best
and the brightest to their companies-and keep them there.
David Ellender explains why this recognition is moving
employee benefits from the “fringe” to the hub of organization
al strategy. First-class employee benefits package are a prerequi-
site for companies that want to attract and retain high-caliber,
skilled employees. They help to ensure the health, well-being,
financial security, growth, and development of  employees-and
to keep them happy and productive. Yet when many senior
executives sit down to develop business strategies, employee
benefits and other human resources (HR) activities are seldom
part of the mix. And despite a certain amount of rhetoric to the

contrary, these executives tend to view such programs as an
extra—something ancillary to the company’s core strategy,
values, and business objectives.
In short, HR and employee benefit programs suffer from a
lack of respect.

Why Employee Benefits Are Overlooked:
Difficult to measure: Perhaps the primary reason for this is
that while the cost of employee benefit programs is easy to
measure, their value to an organization is not. One reason it has
been difficult to measure the value of benefit programs, beyond
their ability to attract and retain employees, is that a traditional,
linear approach has been used to quantify and manage their
cost. In other words, employee benefits are considered an
expense, rather than an investment in employees that could
yield a better, healthier, more productive workforce—and thus,
an increase in shareholder value.
This is compounded by the fact that there has been no system-
atic way to measure the return on the investment that
companies make in employees and their support systems.
While most organizations attempt to maximize the return on
the funds invested to buy raw materials and move a product to
market, they view the money invested in their employees and
benefit programs quite differently. To the HR professional, this
kind of  thinking doesn’t make sense in today’s business
environment, where the source of value creation has shifted
from products to people. What is lacking is an integrated,
enterprise-wide management system that aligns HR operations
and processes with an organization’s strategy—a “performance
management” approach.
A language barrier: Another complicating factor is that HR
professionals are told they speak a different language (one of
tactics and content) than the language of business (normally
defined as the language of finance). HR talks about intangibles,
subjectivity, and quality of  life, while the language of  business
measures tangibles with strict objectivity. Neither language
stands alone. Both HR and line professionals must begin a
dialogue that is related to process, and not just outcomes. In
fact, traditional financial reporting is just starting to explore the
process of causal relationships and how they drive cost within
the organization.
Mere dissatisfaction: One viewpoint that stifles a value-based
approach to employee benefits holds that benefits—along with
other factors such as administrative policies and practices, daily
working conditions, and interpersonal relations—are merely
“dissatisfies”” In other words, their existence does not create a
positive condition, but their absence creates employee dissatis-
faction.
A remote connection: There is also the lingering belief that HR
and employee benefit programs are peripheral to running a
successful business. Many decision-makers recognize employee

LESSON 3:

TREATING EMPLOYEE AS AN ASSET RATHER THAN COST
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benefits as a competitive necessity, but think that benefits have
only a remote connection to increases in production and sales.
Even though the money spent on employee benefits can add a
whopping 30% to 50% of payroll costs to SG&A, benefits
remains on the fringe of  our strategy and our thinking. In fact,
the term “fringe benefits” reinforces the attitude that benefits
lack real consequence, except as a line item on the income
statement.
The Value of  HR Remains Undefined: The notion that
people are creators of organizational value gained acceptance in
the 1990s, along with the emergence a new, less structured
workplace. Yet the new century started without a clear vision of
how people and the programs that support them provide value
to an organization. To remedy this, HR must open a dialogue
with senior managers, to guide them to a better knowledge of
the growing importance of human capital in this new environ-
ment.
Without this dialogue, a company cannot consistently measure
or value its people and the programs that support them.
Despite good intentions and some Luke-warm attempts at
defining the value of employee benefits, many organizations
have yet to focus on an enterprise-wide dialogue that would
systematically measure, and subsequently optimize, the value of
the company’s human resources and related support systems.
More often, in fact, it appears that the status quo discourages
this dialogue, dismissing those with creative ideas, as well as
those who don’t speak the mainstream language—thus
effectively stifling organizational dialogue.

Do Employee Benefits Belong on the
Balance Sheet?
The challenge to human resource and benefit professionals lies
in demonstrating that investments in employees and the
programs that support them (e.g., health care benefit programs)
bring a positive return. That challenge goes beyond simply
managing the programs’ costs and measuring the satisfaction
of the employees who use them. The challenge is also to
demonstrate that these investments can improve the
organization’s  overall condition and help make it more
successful—and that includes increasing productivity and
increasing profit margins.
Here’s how to do it: Redefine and align your HR strategy:
Define employee benefit programs according to the events and
procedures that drive success, such as a healthy workforce and
getting top value for benefit dollars. Align benefit programs
with your company’s objectives of  workforce productivity and
satisfaction in order to increase employee retention, maximize
revenue per employee, and spend the right amount for benefit
programs.
Employ performance management techniques: Use
performance management techniques to both create and
measure the value provided by employee benefit programs.
Performance Management is a well-defined discipline for
creating value, and HR can take a cue from this approach to
understand its own “language of process.” That language of
process articulates the ways in which the design and administra-
tion of employee benefit programs produce results for the
organization.

Rather than measuring what HR has historically treasured, or
what can readily be calculated, a performance management
approach ensures that we measure those factors that drive value
for an organization —and that we measure them within the
context of  an enterprise-wide strategy. The “right things”
include a balance of financial and operational measures that can
be combined to help HR contribute to organization’s goals.
Performance management provides the tools for blending
financial and non-financial (e.g., HR) languages into a single,
strategic language—thus advancing the possibilities of internal
dialogue. It also provides the mechanism for HR and employee
benefits professionals to move from a linear, task-oriented
focus to a non-linear and causal view of their sphere of
influence and impact on the organization.
Recognize employees as investments: Demonstrate that
investments in employees and the programs that support them
can improve your organization’s overall condition and help
make it more successful.
Bolster your balance sheet: Some companies are considering
putting human assets on the balance sheet. The challenge
remains just how to quantify the value of  your company’s
human assets and the benefit programs that support them.
Here are several approaches:
• Link the value of the rupee invested in people and benefits

to business performance.
• Gauge future investments in employees with well-defined

measurements of previous returns on investment.
• Define the process that drives the value of employee benefits

for your company.
• Optimize currently available benefit plan cost containment

techniques and the results of  employee surveys.
• Integrate an effective process to reduce absenteeism,

turnover, and health and disability costs for your company.
• Explore options for evaluating and improving the health of

the employee population.
• Determine how health care benefit funding and employee

cost sharing drives or reduces value within your company.
• Eliminate the “hassles” and inefficiencies in benefit plan

administration that can reduce value for your employees and
your company.

Point to Ponder

• How are the managers of today treating employees as?
• Why are employee benefits overlooked?
• Are the employee’s greatest assets or expense justify.

Notes
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Learning Outcomes

After reading this lesson you should
• Understand the importance of  Training and Development.
• What is Training and Development
• Purpose to Training and Development
• Training needs

Introduction to Training & Development
Developing and maintaining a successful business organization
is accomplished through trained, competent and confident
people, doing what they are best at.  Effective training and
assessments an investment in continued growth, provided it
results in measurable returns on investment through correct
skill application within the organizational structure. Training
without measurement of effectiveness is a waste of valuable
time and money. That’s why the training programs always have
follow-up sessions (most more than one) which emphasize
self-study and include written testing to measure results. The
line management training and  HR management training
should go hand in hand to meet the needs, believing that, in
most cases, “one size” does not fit all. They should have hands-
on, real world experience in applying what they teach and
should be dynamic, personable instructors.
Planning and developing the organization’s structure is also
critical to growth.  The organizational structure should be such
that can maximize profit and assist in planning for continued
organizational development.  Most importantly, human capital
assets should be developed within the organization to maxi-
mize that structure’s

Training
This term is often interpreted as the activity when an expert and
learner work together to effectively transfer information from
the expert to the learner (to enhance a learner’s knowledge,
attitudes or skills) so the learner can better perform a current
task or job.

Training Defined
Before trying to understand system type training, we must first
understand what training is. We need to clarify the definition of
training and then do the same for human resource develop-
ment. Training is defined as learning that is provided in order to
improve performance on the present job. A person’s perfor-
mance is improved by showing her how to master a new or
established technology. The technology may be a piece of  heavy
machinery, a computer, a procedure for creating a product, or a
method of  providing a service. Notice that the last part of  the
definition states that training is provided for the present job.
This includes training new personnel to perform their job,
introducing a new technology, or bringing an employee up to
standards. Earlier it was stated that there are four inputs to a
system: people, material, technology, and time. Training is

mainly concerned with the meeting of two of these inputs —
people and technology. That is, having people learn to master a
given technology.

Development
Development is training people to acquire new horizons,
technologies, or viewpoints. It enables leaders to guide their
organizations onto new expectations by being proactive rather
than reactive. It enables workers to create better products, faster
services, and more competitive organizations. It is learning for
growth of the individual, but not related to a specific present or
future job. Unlike training and education, which can be com-
pletely evaluated, development cannot always be fully evaluated.
This does not mean that we should abandon development
programs, as helping people to grow and develop is what keeps
an organization in the cutting edge of competitive environ-
ments. Development can be considered the forefront of what
many now call the Learning Organization.
Development involves changes in an organism that are
systematic, organized, and successive…and are thought to serve
an adaptive function. Training could be compared this meta-
phor - if  I miss one meal in a day, then I will not be able to
work as effectively due to a lack of nutrition. While develop-
ment would be compared to this metaphor - if I do not eat,
then I will starve to death. The survival of  the organization
requires development throughout the ranks in order to survive,
while training makes the organization more effective and
efficient in its day-to-day operations. Also, do not confuse
development with change. Change refers to alterations that
occur over time in the learners’ internal cogitative or affective
characteristics. This change may be quantitative or qualitative and
it implies no directionality, encompassing both regression and
progression. Development is always progressive. Using a
systems approach to design training, education, and develop-
ment programs ensure that an organization gets the most from
its resources. Although this guide mainly discusses the creation
of training programs, development and education programs
can also be built by using a Systems Approach to Training with
little or no modifications.

The Training System
When some people see or hear the word system, they think of
mega-methodologies that require several bookcases and intense
training to use. A System Approach to Training is not that
difficult or complicated. The Instructional System Development
(ISD) Model was designed to solve training problems. Figure 2
shows the ISD model. It was first established by the Depart-
ment of Defense, but can now be found in almost any type of
organization. It grew out of the “systems analysis” concepts
that became popular after World War II. It is probably the most
extensively used instructional design model in use today.

LESSON 4:

EMPHASIS ON TRAINING AND DEVELOPMENT



1 0

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

ISD is concerned with the identification of training require-
ments based on the analysis of job performance requirements
data obtained from experts in the job to be performed. Training
objectives are formulated as a result of the job analysis process
and tests are developed to be used to assess the learner’s
progress toward meeting the training objectives. ISD or SAT
also attempts to bring structure to the instructional design
process when determining the optimal instructional strategies,
instructional sequencing, and instructional delivery media for
the types of training objectives involved.
Although there are minor differences, most development
systems follow an approach similar to this:
• Analyze the system in order to completely understand it, and

then describe the goals you wish to achieve in order to correct
any shortcomings or faults within the system.

• Design a method or model to achieve your goals.
• Develop the model into a product (in training, this product

is called courseware).
• Implement the courseware.
•  Evaluate the courseware and audit-trail throughout the four

phases and in the field to ensure it is heading in the right
direction and achieving the desired results.

As a brief review of terms, training involves an expert working
with learners to transfer to them certain areas of knowledge or
skills to improve in their current jobs. Development is a broad,
ongoing multi-faceted set of activities (training activities among
them) to bring someone or an organization up to another
threshold of performance, often to perform some job or new
role in the future.

Reasons for Employee Training and
Development:
Training and development can be initiated for a variety of
reasons for an employee or group of employees:
a. When a performance appraisal indicates performance

improvement is needed
b. To “benchmark” the status of  improvement so far in a

performance improvement effort
c. As part of an overall professional development program
d. As part of succession planning to help an employee be

eligible for a planned change in role in the organization
e. To “pilot”, or test, the operation of  a new performance

management system
f. To train about a specific topic (see below)
Typical Topics of  Employee Training:-

1. Communications
The increasing diversity of  today’s workforce brings a wide
variety of languages and customs.

2. Computer Skills
Computer skills are becoming a necessity for conducting
administrative and office tasks.

3. Customer Service
Increased competition in today’s global marketplace makes it
critical that employees understand and meet the needs of
customers.

4. Diversity
Diversity training usually includes explanation about how
people have different perspectives and views, and includes
techniques to value diversity

5. Ethics
Today’s society has increasing expectations about corporate
social responsibility. Also, today’s diverse workforce brings a
wide variety of values and morals to the workplace.

6. Human Relations
The increased stresses of  today’s workplace can include misun-
derstandings and conflict. Training can people to get along in
the workplace.

7. Quality Initiatives
Initiatives such as Total Quality Management, Quality Circles,
benchmarking, etc., require basic training about quality concepts,
guidelines and standards for quality.

8. Safety

Safety training is critical where working with heavy equipment,
hazardous chemicals, repetitive activities, etc., but can also be
useful with practical advice for avoiding assaults, etc.

Overall Purpose of Training Analysis
A training analysis is conducted ultimately to identify training
goals, that is, what areas of knowledge or skills that training
needs to accomplish with learners in order that learners can meet
organizational goals (usually in terms of a performance
standard).
Usually this phase also includes identifying when training
should occur and who should attend as learners. Ideally, criteria
are established for the final evaluation of training to conclude if
training goals were met or not.
Note that employees can require training for a variety of
reasons, which usually fall into two categories:
1. Training to fill a “performance gap” as identified during the

performance management  process
2. Training to fill a “growth gap”, that is, to be promoted or be

able to fill another open position in the organization

Training Needs

Conducting a Training Needs Assessment:
Why Conduct a Training Needs Assessment?
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• To determine what training is relevant to your employees’
jobs,

• To determine what training will improve performance,
• To determine if  training will make a difference,
• To distinguish training needs from organizational problems,

and
• To link improved job performance with the organization’s

goals and bottom line.
The needs assessment process is an important first step in the
development of a training program or performance improve-
ment initiatives. A needs assessment provides an opportunity
to consult with a variety of people in the organization. The
information collected, ideas generated, and the conversations
that take place when people discuss their work lives lend
enthusiasm to the process. The data collected - whether
obtained through interviews, observations, focus groups,
performance data, questionnaires or tests - can clarify issues and
provide a focus on performance.
Needs Assessment Methods: Scenarios
Scenario One - Surveying Needs
Please answer each question below:
1. Do you feel the vision of where the company is going over

the next several years has been communicated to the
management team?   Yes    No

2a.If yes, describe in a few words what your understanding is
of that vision.

2b.By what means was the message communicated?
3. Identify the three most important strengths the company

brings to its customers?
4. What three things must the company do better to be a leader

among its competition in the marketplace?
5. To become the most valuable supplier to our customers, we

must?
6. In your opinion, who are the company’s three main

competitors?
7. From a customer perspective, what do you think are the

most important measures of  the company’s success?
8. From an internal perspective, what do you think are the

most important measures of  the company’s success?
9. If you were going to start-up a national competitor, what are

the three most significant things you would do differently?
10.Rank the following strategic issues from 1 (most important)

to 7 (least important):
1 2 3 4 5 6 7 Improved information system
1 2 3 4 5 6 7 Improved product/service pricing
1 2 3 4 5 6 7 Customer service effectiveness
1 2 3 4 5 6 7 Explicit corporate vision
1 2 3 4 5 6 7 Defined goals and objectives
1 2 3 4 5 6 7 Improved process performance measurement
1 2 3 4 5 6 7 Total Quality Management

11.When was your last personal performance evaluation?

12.If  you have had a performance review, do you recall whether
you were able to discuss needs and issues at that review?

13.What should an orientation program for new managers
include?

14.What three key activities should we work to improve over
the next 2-3 years?

15.Can you identify any training needs that would help you in
meeting the operational goals of your unit?

Point to Ponder

• Why do organizations need Training & Development
• What are the typical types of  Training
• How is the Training & Development designed

Notes
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Learning Outcomes

After reading this lesson you should
• Visualize the scope of  the strategic management
• Get familiar with the strategic management
• Know the various types of the strategic management
• HMR is the strategic management now
Strategies that will optimize the fit between the organization
and its environment in an effort to achieve organizational
objectives, a continuous, iterative, cross-functional process
aimed at keeping an organization as a whole appropriately
matched to its environment. After analyzing of these two
definitions reveal that, strategic management is: Cross func-
tional process to view the organization as a single system, match
the organization to its environment i.e., matching the strengths
with the opportunities, and set of decisions and actions to
achieve organizational objectives.
The basic steps of the strategic management process include:
• Vision, Mission and Objectives of the company
• External Environmental Analysis
• Internal Environmental Analysis
• Revise Organizational Direction, if necessary
• Formulation of alternative strategies
• Selecting the best strategy

Strategic Planning

How Should the HR Dept. of 2004 Be Structured?
The state of  the industry. The practice of  HR “really hasn’t
changed that much in the past 40 years, especially in the past 15
years. It has not developed the way it needs to if  it’s going to be
a key contributor in the area of  strategy.

What would the new HR look like?
Envisions of HR as a business with three product lines:

Is HR Strategic?

% of Respondents
HR plays no strategic role 32%
HR is involved in implementing business strategy 17%
HR provides input to business strategy and helps Implement
43%
HR is a full partner 8 %
(Source: LRP Publications, 2003 HR Technology Conference
onsite poll)

Assuming a Strategic Role
The more time HR  devotes to partnering with other organiza-
tion leaders, organizational development and design, and
employee and manager development, the more effective the HR
department is perceived. HR time dedicated to traditional HR

activities, such as employee “care,” union   relations, perfor-
mance appraisals, and HR information systems, reduces its
perception of effectiveness.
“If you want to be a more effective HR organization, shift your
time allocation away from traditional employee ‘care’ activities to
more strategic applications.  How technology can help. Critical
to this strategic transformation is technology. “eHR will free up
HR to be a strategic partner by removing the burden of day-to-
day  administration. eHR increases effectiveness ratings. The
CEO study found that the more integrated the HR information
system, the higher the average HR department performance
rating.

Net-enabled HR
It is a strategic future for HR departments where the company
intranet becomes the locus for managing all aspects of the firm-
employee relationship.
Extent to HR is IT-based:
Fully integrated HRMS 14%
Most processes are IT-based 33%
Some are IT-based 40%
Few are IT-based 12%
None are IT-based 1%

e-HR
HR combines HR data with business data.
The State of  e-HR, . Sixty-one percent of  HR Technology
conference attendees said they are planning to or currently
upgrading their HRMS. Just over half of attendees report
purchasing a new HRMS in the last three years (53%), compared
to 91% in 2002, according to a survey of  all attendees.

HR Directors are Near the Top of Hot Jobs of 2004
HR director for technology or health-care industry organizations
was in the number-two slot on Christian & Timbers’ (New
York City) list of  hot and not-hot jobs for 2004, topped only
by board director at a public company.

Why 2004 will be a Good Year for Work-life
Many employees are unhappy and ready to job switch the
opportunity presents itself  Worker stress and depression are
having a major negative impact and an aging workforce is ill-
prepared retirement. Work-life professionals, forced to tighten
up their offerings and work harder to show the relationship
between their products and increased productivity, lower
turnover and deepened commitment, are ready to come to the
rescue.  Solutions: Informal flexibility and flexible work
arrangements; telecommuting; and mental health counseling;
financial assistance and counseling programs.

Your HR Department In 2004: Frog in a Blender or
Smoothie?
The HR manager and their staff:

LESSON 5:

STRATEGIC FORM OF MANAGEMENT -I
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• Spend more time on strategic activities and less lime on
administration;

• Use technology more effectively;
• Have greater control over budget and resource allocation;
• Use metrics to manage HR operations and influence business

decisions throughout the organization; and
• Are considered business partners by management.

Quick Fix or Fixture. What Does the Future Hold?
A tidal wave, it is expected a “tidal wave of HR outsourcing in
the next three years.” “What you outsource and the skill you
exhibit in managing it” will represent competitive advantage for
HR managers,
Why do organizations outsource? To reduce costs, plain and
simple, researcher asserted. “At the end of  the day, outsourcing
is about money and cost containment. It will be the same
decision that technology people made in the mid-90s.”
Containing costs is a different matter from cutting costs-an
option that most organizations have pretty much exhausted by
now.
Organizations are moving to outsource infrastructure-intensive
processes, people-intensive processes, variable employee
demand (any function that suffers from peaks and valleys of
corporate demand is ripe for outsourcing), and using technol-
ogy to take advantage of the changes. Many organizations are
outsourcing for the wrong reason (to reduce costs). It is at least
a five-year process to show a cost savings from outsourcing.

HMR as strategic form of management

An Outline for Setting Strategic Direction below is a brief
outline of the steps needed to set a strategic direction.
1. Organize and mobilize strategic partners: Locate and enlist

key players within the organization and among customers.
2. Set vision, mission, value, and objectives: Compose vision,

mission, values, and objective statements that provide a
foundation for defining and implementing strategic plans.

3. Review organizational structure: Examine current workforce
demographics, competencies, and workload.

4. Conduct business process reengineering: Analyze and
redesign processes across the organization.

5. Set measures for organizational performance: Define how
the organization will know when and if it has succeeded.

6. Position HR to be an Active Partner: Put HR leaders in the
front of the strategic planning effort.

When setting a strategic direction, it is important that:
• Clear milestones are set with associated time periods for their

completion in order to reach the planned future state.
• Targets are realistic, objective and attainable.
Performance audits are taken to determine the organization’s
progress in meeting the strategic plan. If there is a gap between
the plan and reality, additional steps are taken to ensure that the
strategic plan will be implemented or the plan is revised.

Questions Your Strategic Plan Needs to Answer: Upon
completion of your strategic plan, make sure it answers the
following questions:

• Where are we today?
• How do our customers/clients see us?
• How do we see the business environment and ourselves?
• How do we see the future?
• What are we going to do about it?
• Where are we going?
• How do we get there?

Future Issues of Human Resource Department
Management

1. How do you manage expectations?
2. How do you set the stage for the transition?
3. What about HR staff ?
4. Will the current crop of HR staff be able to make the leap?
5. What will your HR department look like, post outsourcing?
The Michigan theorists highlighted the following as being the
most important HR issues to achieve such a match:
Selection of the most suitable people to meet business needs
Performance in the pursuit of  business objectives
Appraisal, monitoring performance and providing feedback to
the organization and its employees
Rewards for appropriate performance
Development of the skills and knowledge required to meet
business  objectives.
Mind the gap between HR spending and priorities: HR’s
allocation of staff time and resources is inconsistent with the
priorities of both senior line managers and HR professionals,
only one-third (34%) of line managers and less than half (46%)
of HR professionals themselves rate their organizations’ HR
performance as good. People are still in good with senior
management, however: fully 83% of senior line managers, on
average, consider HR’s major functions critical to their compa-
nies’ business success, according to the survey. Nevertheless,
there appears to be little correlation between how resources are
allocated and the perceived value of various HR activities.
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Points to Ponder

• Define Strategic Management
• Illustrate the steps involved in having Strategic Management

in an organization
• Give a brief note on strategic planning
• What are the basic steps in Strategic Management

Notes
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Learning Outcomes

After reading this lesson you should
• Know the reason for giving employees more power
• Decentralization the need for it
• Know the process of delegation
• Process of empowerment
Devolution of  function to line manager’s employee empower-
ment:  devolution of  power. You can’t do everything yourself,
so you have to delegate.  Delegation is difficult. It is perhaps the
hardest task that managers have to do. The problem is achieving
the right balance between delegating too much or too little and
between over- or under-supervision.  Encouraging and
allowing individuals to take personal responsibility or improv-
ing the way they do their jobs and contribute to the
organization’s goals. It requires the creation of  a culture which
both encourages people at all levels to feel they can make a
difference, and helps them to acquire the confidence and skills to
do so”. Finding new ways to concentrate power in the hands of
the people who need it most to get the job done - putting
authority, responsibility, resources and rights at the most
appropriate level for each task.  The delegation of responsibility
for decision -making as far down the management line as
possible.  The controlled transfer of power from management
to employee in the interest of the business as a whole.  Creating
the circumstances where people can use their faculties and
abilities at the maximum level in pursuit of common goals,
both human and profit-oriented.  The psychological energy that
activates us.

Empowerment is Needed in Order to

• Make organizations more responsive to the market-place
• De-layer organizations in order to make them more

responsive and cost-effective
• Get employees of various disciplines to collaborate with

minimal supervision, by communicating horizontally, rather
than vertically up and down the hierarchy

• Get CEOs and top management to step back and do more
strategic work

•  Tap all resources that can help maintain and improve
competitiveness

•  Fulfill the higher expectations of an increasingly well-
educated workforce

The Bottom-line Gains Possible from Empowering
Service Employees

• Quicker responses to customer needs during service delivery.
• Quicker responses to dissatisfied customers during service

recovery.

• Empowered employees can be a great source of  service ideas,
word-of mouth advertising and customer retention.

• Employees feel better about their jobs and themselves.

There are, However, a Number of Costs to
Empowering Service Employees

• Empowered staff generally needs more training than those
who follow strict procedures.

• Empowered staff  cost more to employ.
• Empowered staff  may provide slow or inconsistent service

delivery.
• Empowered staff may violate customers’ perceptions of fair

play.
• Empowered person has lots of  energy, and a desire to excel.
• Is totally willing to commit themselves emotionally.
• Has the ability to take delight from the successes of others.
• Has a genuine liking for people.
• Has a positive self image.
• Appreciates, but is not dominated by, the need for analysis.
• Believes in the ultimate business efficacy of probity - that

being truthful pays off.
• Has a usually alert and curious mind with a fair degree of

common sense.
• Well trained and confident.
• Enthusiastic, motivated and committed.
• Able to use their natural creativity.
• Able to take responsibility.
• Able to communicate needs, successes, problems and ideas.
• Able to work on their own or in a team.
• Flexible, both in what they do and how they tackle new

situations.
• Able to make decisions when needed, but know when to

involve others.
• Proud of  their work, they’re team and the organization.
• Trusting of  and trusted by colleagues.
• Comfortable about questioning the status quo.
• Able to understand the context and consequences of their

work.
• Able to set their own priorities and manage themselves.
• Able to make process improvements at their own initiative.
• Knowledgeable about how well they are performing.
• Clear about who their customers (internal or external) are,

and what they require.
• Empowered outside the workplace as well.

LESSON 6:

STRATEGIC FORM OF MANAGEMENT -II



1 6

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

• Still learning and developing.

Devolution is at the Heart of the Current Discussion
Regarding Organizations
It is argued that it makes the public services speedier, more
efficient and responsive to the needs of citizens. It improves
economy by delay ring of  the bureaucracy. It makes the staff
contented and stimulated by offering more room for maneuver
and added responsibility. There are many ways in which formal
authority can be decentralized but three formal distinctions can
be drawn. The first distinction is between political and adminis-
trative devolution of power. The second distinction is between
competitive and non-competitive devolution of power.
Competitive devolution of power takes place when competitive
tendering is used for contracting out service delivery. This has
been used extensively in the UK housing sector and to some
extent in the NHS.  Devolution of power is called non-
competitive when, for example, a school is given greater
authority to manage its own budget. The third important
distinction in the act of devolution of power is whether it is
internal to the legal form of the organization concerned or
entails transfer of authority to a different organization alto-
gether. The most commonly cited argument in favor of
decentralization is that it improves the efficiency of resource
allocation Accountability Decentralization is believed to foster
accountability and reduce corruption in the organization as
people are closer and so more aware of what the organizations
are doing. It leads to Transparency & Employee Participation.

The Process of Delegation
Delegation is a process, which can follow a sequence from total
control (no freedom of action for the individual to whom work
has been allocated) to full devolution (the individual is com-
pletely empowered to carry out the work).

The Delegation Sequence
Empowerment is the process of giving people more scope or
‘power’ to exercise control over, and take responsibility for, their
work. It means getting people to use their own judgment in the
interests of the organization and its customers. The purpose of
empowerment is to free someone from rigorous control by
instructions and orders and give them freedom to take respon-
sibility for their ideas and actions, to release hidden resources
which would otherwise remain inaccessible. Empowerment
provides greater ‘space’ for individuals to use their abilities by
enabling and encouraging them to take decisions close to the
point of impact.

Delegation Depicted in form of a Graph

Empowerment: Employee empowerment relating to the job
makes the employee to exploit his potentialities and make use
of them. This technique reduces the problems in placement.
Empowerment also provides challenging work and helps to
minimize boredom. Empowerments are appropriate HR
practice to motivate the frustrated employees.
Demerits: Managing people is difficult due to high empower-
ment Employee empowerment in team leads to employee
involvement in decision making.

What is Empowerment?
Empowerment is the process of giving people more scope or
‘power’ to exercise control over, and take responsibility for, their
work. It means getting people to use their own judgment in the
interests of the organization and its customers. The purpose of
empowerment is to free someone from rigorous control by
instructions and orders and give them freedom to take respon-
sibility for their ideas and actions, to release hidden resources
which would otherwise remain inaccessible. Empowerment
provides greater ‘space’ for individuals to use their abilities by
enabling and encouraging them to take decisions close to the
point of impact.
Basis: The basis for the belief that empowerment is a valid
approach to improving organizational effectiveness is that
people who are nearest to the problem are best able to judge its
solution, provided they have a framework within which to
make their decisions.
Assumptions about the empowered organization, the assump-
tions behind the concept of the empowered organization are:
Competence - the belief that individual employees can be
expected to perform to the limit of their competence with the
minimum of  supervision.
Trust - it is necessary not only to believe in people’s competence
but also to trust them to get on with the job.
Teamwork - One person acting alone can solve few organiza-
tional problems. The sheer rate of change and turbulence
means that as new challenges and problems appear, people
must naturally group together in flexible teams   without
barriers of  status or hierarchy, to solve the problems within the
framework of  the organization’s goals and values. The organi-
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zation is held together by these beliefs and values - by people
who are committed to one another and to common goals.

Reasons for Empowerment
• Can speed up decision-making processes and reaction times;
• Releases the creative and innovative capacities of employees;
• Provides for greater job satisfaction, motivation and

commitment;
• Gives people more responsibility;
• Enables employees to gain a greater sense of achievement

from their work;
• Reduces operational costs by eliminating unnecessary layers

of management, staff functions and quality control and
checking operations.

Replacing the command organization: A ‘command’
organization is one in which decision-making is centralized,
reliance is placed on the authority of managers to ‘get things
done’, management believes it always knows best (however far
away it is from the scene of action - the client or the customer),
and the contributions of staff are taken for granted rather than
welcomed. In contrast, the empowered organization makes
much better use of the ability and enthusiasm of its employ-
ees- It has the potential to improve continuously by a series of
small and large steps, day after day, and at all levels, feeding the
learning from its experience back, to make it work better. The
command organization can be likened to a dinosaur with its
tiny brain impotently issuing instructions to its massive body.
The empowered organization is more like a shoal of fish,
moving rapidly and consistently and adjusting through
instantly understood signals.

The Process of Empowerment
Empowerment can be achieved through:
• Structural means - organizational and work grouping;
• The behavior or style of individual managers;
• Enlisting the support of employees in tackling immediate

organizational issues;
• Gaining the ‘hearts and minds’ of people.

Structural Empowerment – Organizational
An empowered organization is likely to have a flat structure
with the minimum number of management layers. A multi-
layered structure filters the two-way flow of information and
hinders decision-making from penetrating as far down the
organization as it should.

Structural Empowerment - Work Group

Small is Beautiful fame; empowerment can be achieved at
the work group level by applying the following principles

1. Work should be organized around basic operations to form
‘whole tasks’.

2. The basic organizational unit should be the primary
workgroup (i.e. 4-20 people).

3. Each work group should include a designated leader.
4. Each work group and its leader should, as far as possible,

plan and organize its own work.

5. Each work group should be able fully to evaluate its
performance against agreed standards of excellence.

6. Jobs should be structured so that work group members can
personally plan, execute and evaluate at least one operation in
the process.

7. All work group members should have the opportunity to
participate in the group’s processes of

    planning, problem- solving and evaluation.

Management Style
Managers empower the members of their teams, not by giving
up control but by changing the way control is exercised. They
have to learn to delegate more and to allow individuals and
teams more scope to plan, act and monitor their own perfor-
mance. But they still have the responsibility to provide guidance
and support to their staff as required. They must also help
them to develop the skills and competences they need to
function effectively in an empowered organization.
Involvement in issues: Empowerment can be achieved by
involving people in developing their own solutions to specific
issues. Expecting teams not simply to propose ways forward or
to hope that someone else will do something, but actually to
solve the problem in their part of the organization, in accor-
dance with the resources they have and the constraints within
which they work can do this. Ultimately, we’re talking about
redefining the relationship between boss and subordinate. I
want to get to the point where people challenge their bosses
every day: ‘Why do you require me to do wasteful things? Why
don’t you let me do things you shouldn’t be doing so you can
move on and create? That’s the job of  the leader - to create, not
to control. Trust me to do my job and don’t make me waste all
my time trying to deal with you on control issues’ .
Hearts and minds:  Empowerment is about engaging both the
hearts and minds of people so that they can take the opportu-
nities made available to them for increased responsibility. At
management level sharing strategic vision and corporate values
throughout the organization, creating the assumption of
competence and furthering the trust without which an empow-
ered organization cannot operate achieve this.

Ten Ways of Empowering People
1. Delegate more.
2. Involve people in setting their targets and standards of

performance and in deciding on performance measures.
3. Allow individuals and teams more scope to plan, act and

monitor their own performance.
4. Involve people in developing their own solutions to

problems.
5. Create self-managed teams - ones that set their own

objectives and standards and manage their own performance.
6. Give peoples a voice in deciding what needs to be done.
7. Help people to learn from their mistakes.
8. Encourage continuous development so that people can

grow in their roles and grow their roles.
9. Share your vision and plans with the members of your team.
10.Trust people and treat them as adults.
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Point to Ponder

• Why is there any need to for devolution of power?
• State the advantages of empowering employees
• Is the technique having any drawbacks
• How can we empower employees
• State the process of empowering employees

Notes
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Learning Outcomes
After reading this lesson you should
• Know the meaning of flexibility in working methods
• Understanding the term equal opportunities
• Work force model understanding
• Different ways of working
The flexibility debate emerged as a result of the changes, which
were experienced by Western European economies during the
1970s and 1980s.
Labor market flexibility: At one level the flexibility debate has
been about the reasons for unemployment and low rates of job
creation. Advocates of the free market have blamed rigidities
within labor markets in Western Europe. Legally enforceable
employment rights for workers and trade union bargaining
power have been presented as obstacles, which prevent the labor
market from adjusting to the changes that have taken, place in
product markets and technology.
Organizational flexibility: Increased market volatility and
uncertainty require that organizations should improve their
ability to adapt to changes in markets. The implications for the
management of labor are that organizations should be freer to
vary the size and composition of their workforces in line with
changes in demand.

What is Equal Opportunites?

Equal Opportunities is not Concerned with
Providing certain groups with preferential treatment, pretending
everyone is the same, lowering standards, Equal opportunities
means: treating people fairly, with dignity and respect, making
decisions or judgments about people based on individual
merit, not as a result of bias, prejudice, assumptions or
stereotyping, creating a climate where everyone has fair access to
employment opportunities, recognizing the benefits of a more
diverse workforce, that everyone is different and that those
differences can add value, developing a work environment
which is free from discrimination, harassment victimization and
bullying.

Why is it Important?
In a changing and competitive business environment, our
success as a Company is achieved through the skills and talents
of our people. Developing a culture where people are treated
according to their ability and where an equal opportunity
becomes a reality is an important part of this. Equal opportuni-
ties makes real business sense and it is in the best interests of
our staff, job applicants and customers. Organizations believe
in a successful equal opportunities program can lead to the
following business benefits: improved individual performance
and motivation better team working and  communications
recruitment and retention of quality staff severe absenteeism
and sickness better customer service and public image.

Your Responsibility
We all have the right to be treated with dignity and respect and
we also share a responsibility to treat colleagues and customers
in the same way.
We can all work to achieve equal opportunities by questioning
our assumptions and stereotypes about people. We can also
accept, respect and value people who are different from us and
judge people on merit. Each of us have a responsibility for
setting a good example and ensuring that equal opportunities
are available for everyone.

How will We Achieve it

It is important that equal opportunities become a reality in
Organization. We have introduced some ‘minimum standards’
to support equal opportunities, such as standards in recruit-
ment, selection, training and development. The policy will be
reinforced by regular reviews of employment practices and
through appropriate equal opportunities and recruitment and
selection training courses.

Work Force Model
The first step in the Workforce Planning model is to set a
strategic direction. This is the process of preparing a model for
your organization’s long term success. “...a continuous and
systematic process where the guiding members of an organiza-
tion make decisions about its future, develop the necessary
procedures and operations to achieve that future, and determine
how success is to be defined.” Throughout this process keep in
mind that Strategic Planning:
• Must be an ongoing process.
• Must be a structured and deliberate effort.
• Recognizes thinking strategically about the future and how

to get there.
• Includes not only senior managers, but all employees in the

effort.
• Includes the full spectrum of actions and activities from

aligning the organization behind clear long-term goals to
putting in place organizational and personal incentives,
allocating resources, and developing the workforce to achieve
the desired outcomes.

• Includes the voice of the customer, which drives the
operations and charts the course for the future.

• Includes methods for measuring success in meeting the
mission objectives.

The Emerging Global Labor Market
The global economy is a very hot topic these days. Everyone
seems to be talking about globalization and it’s impact on the
world’s different economies. With increases in technology,
globalization has become an important issue. According to the
International Monetary Fund, economic “globalization” is a
historical process, the result of human innovation and techno-

UNIT II
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logical progress. It refers to the increasing integration of
economies around the world, particularly through trade and
financial streams. The term sometimes also refers to the
movement of people (labor) and knowledge (technology)
across international borders.
Despite its recent growth, the service-providing cluster is not
immune to the affects of  globalization. Many services provided
by this cluster are now being performed elsewhere. For example,
call centers have been relocated overseas, as well as accounting
services and engineering services. India has an astonishing
520,000 IT engineers with starting salaries around $5000 per
year. U.S. schools produce only 35,000 mechanical engineers a
year. It is predicted that by 2008 in India, information technol-
ogy (IT) work and other service exports will generate $57 billion
in revenues, employ over 4 million people, and account for over
7 percent of Gross Domestic Product. It is predicted that the
main offshore push will not occur until 2010 or so.

Survey of the Market
Texas Industry Composition in 2010 (SIC Based)
Service-Producing 82%
Goods-Producing 18%

White Collar Globalization

Job Title Country Wages

Accountant India, Ireland $5000+ $300
Aerospace Engineer U.S.  Philippines $6,000 $650
Architect Hungary, Chile $3,000 $250
Chip Designer India, China $7,000 $1,000
Financial Analyst India $7,000 $1,000

Tele-working from Home
Tele-working involves working at a distance from a usual place
of work, often passing work between locations through the
Internet. Work may be sent from one office building to
another, from a worker’s home to a central location, from a tele-
cottage, or from a mobile location such as a salesman’s car.
Home working is working from one’s own home, and can
involve anything from hand-knitting jumpers to installing a
high technology workshop in your garage. The number of
people involved in this section of the workforce is growing,
with an estimated 563,000 tele-workers in the UK in 1994,
making up 1.21% of the workforce. Several associations, both
national and international, have been formed to represent the
sector and various awareness programs have been produced .
One key aim of these is to reduce pollution by reducing
commuting. The advantages of  tele-working to employers are
well known. Employers save on space, heating and lighting and
there is a significant improvement in overall productivity. Skilled
employees can be retained by offering them more flexible
working conditions, including tele-working. The disadvantages
to employers can include difficulties in installing and maintain-
ing appropriate equipment in diverse locations, and the
potential for poor communications between employers and
tele-workers. Existing managers may resist moves towards tele-
working because of the fear that their positions will become
redundant.

The advantages to tele-workers themselves include avoiding
travelling to work every day. People can live where they choose,
without the worry of having to move towns and break up
social and family networks in order to find suitable employ-
ment. It allows people with disabilities or care responsibilities
to work when they would otherwise be unable to. Where tele
working is combined with the freedom to choose ones own
work schedule it has the additional advantage that work can be
fitted around other activities. Tele-workers can find it useful to
spend some time at a central base. This is useful for getting to
know colleagues and feeling involved. It also provides an
opportunity to make informal suggestions and bounce ideas
off people. Potential problems tele-workers experience can
include not having the appropriate facilities available to allow
the work to be done. There is also the risk that isolated
employees may be exploited in an environment where they can’t
easily get support from co-workers or unions. Self-employed
tele-workers are obviously much more vulnerable than those
who are employees. A code of practice for companies using tele-
workers has been suggested.
Tele working does not suit everyone. Tele-workers have to be
able to motivate themselves to work without supervision. It is
necessary to have space available at home to set up computers
and other equipment. Also, anyone working at home may need
to have some ability to deal with equipment faults without the
back up which would be available in an office. However, there
are drawbacks as well as advantages, which need to be evaluated
in individual situations.

Pros of Home-working
• Be your own boss. Independence.
• You can be flexible with your working hours. Fit your work

around the family routine.
• No more commuting to work every day, saving on time and

money.
• You could earn more money (after a while!).
• More variety of work.
• Quality of life.

Cons of Home-working
• Possibly more isolated with less human contact.
• You cannot escape ‘work’ and will find yourself  having to

work every hour you possibly can.
• If  you are not working, because you are ill or on holiday,

then you may not have any money coming in.
• Work and income is not guaranteed

Top Ten Tips from Home-working.com

1. Becoming a home-worker is something to be planned rather
than a knee-jerk reaction to problems such as debt.

2. You should never pay to do home working, e.g. craft
assembly. It is usually a scam.

3. Get rich quick schemes do not work. You are kidding
yourself if you send off your £5+ to join.

4. Home-workers work very hard indeed and you should expect
to as well.
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5. If you are a new mother do not overload yourself with
trying to find work at home. Small children and work do not
mix very well ~ and you work hard enough as it is!

6. It takes time to secure a steady income as a home-worker,
unless of course you have an employer and do your job via
telecommuting.

7. Piecework and other such work can be found (from
companies local to you) but they are usually badly paid.

8. Most successful home-workers create their own work, based
on their interest or skills.

9. Do your homework first before trying to become a home-
worker! Check out what regulations there are concerning your
chosen field of work and whether there is a market for your
work.

10.When the going gets tough setting up as a home-worker,
remember that it will eventually be an extremely convenient
and satisfying way to work!

Case Study
Ian Jones is Director of  Tolson Messenger Insurance Brokers
and now lives in Cumbria with his family. There was an acute
irony in commuting. I am a Director of  Tolson Messenger , a
firm of insurance brokers who for a number of years have
specialized in providing tailor-made insurance for people who
worked from home. So there was I, battling into and across
London everyday, often arriving to find faxes and messages
from clients who had already started a productive day’s work no
doubt after a leisurely breakfast and time with the family. (or so
they told me!). I convinced myself that our clients could enjoy
this way of life because they were independent and running
their own business, free of  the restrictions of  company policy.
For me, and many others in my position, working from home
was impossible; how could you remain involved with the
running of the company when you are sat at home - out of
sight, out of mind and out of touch?. At the back of my mind
though, I knew that many companies across the UK both large
and small, were passionately embracing tele working and the
substantial business benefits it brought with it.
Surely some of  these could be realized by Tolson Messenger?
But many of  the old fears of  Tele-working reared their heads.
Surely the office wouldn’t cope without me for 2 or 3 days a
week, that staff would run riot, clients would wonder who was
in charge, colleagues would believe that I had “lost touch” and
that in a very short space of time I would either find myself
back in the office full-time or that there wouldn’t be an office to
go back to. These were all great excuses for me not to take the
plunge into some level of tele-working, and I suspected that
this was the sort of thing that happens in many companies
who are afraid or unwilling to change their culture.
Then, in November 1997 my youngest daughter was diagnosed
as having a potentially fatal genetic condition known as Severe
Combined Immune Deficiency (SCID) which affects only 40
babies in the UK each year. What was I suppose, a normal
family life became one interrupted by a series of visits to
hospital , all part of the “build-up” for what was the only cure
for the condition - a Bone Marrow Transplant. Work suffered
too - not only were there the regular visits to hospital, but

looking after our seriously ill daughter and two other children
was extremely demanding - the 6.25 am train into London and
the late train back was no longer possible. Thankfully, my fellow
directors were very understanding and for the majority of June
and July I was “commuting” to and from hospital and with the
assistance of  an ISDN line and a laptop, continued with some
work (the financial year end was fast approaching!) and kept in
touch with the office. Now, with the transplant over and my
daughter returning home there is a temptation to slip back into
old ways and return to a life of commuting, to forget the
benefits that tele-working brought in such a difficult situation.
But I was beginning to realize and appreciate the benefits that
tele-working brought both to myself and to the business; that
it could work in normal as well as adverse circumstances. I was
surprised at how easy it was to overcome the possible disadvan-
tages of tele-working - distractions, lack of motivation, and
feelings of isolation and how quickly I realized the personal
advantages - the reduced commuting, increased leisure and
family time.  From a business point of  view, I have found that
my time is better managed with the split between home and
office being an advantage rather than a hindrance. As a result I
believe I have been more productive as an individual and I am
pleased to say that working from home has not undermined
me as an individual or indeed the effective management of the
company. Quite simply, Tele-working has worked. Comment.

Point to Ponder

• Define what is flexibility
• What do you mean by flexible working methods
• Give a note on tele working
• Give a note on home working

Notes
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Learning Outcomes
After reading this lesson you should
• Understanding Job enrichment
• Understanding Job enlargement
• Ways of  flexible working
• Meaning of Job design

Multi-Skilling And European
Developments
Organizations seeking to introduce HRM strategies and policies
would begin placing considerable emphasis on the develop-
ment of and investment in employees’ skills.

Job Design
Towards a HRM convergence of  organizational and individual
‘needs’.

Job Enrichment
It is the addition to a job of tasks that increase the amount of
employee control or responsibility. It is a vertical expansion of
the job as opposed to the horizontal expansion of  a job, which
is called job enlargement. Job enrichment loads the job
vertically. Job enrichment means adding duties and responsibili-
ties that will provide for skill variety, task identity, task
significance, autonomy and feedback on job performance. It
tries to deal with dissatisfaction by increasing job depth as work
activities from a vertical slice of the organizational unit are
combined in one job.

Steps in Job Enrichment
The following steps may be followed in enriching jobs:
• Selecting those jobs which permit close relation between

motivation and job performance,
• Introducing on pilot scheme basis,
• Starting with the assumption that these jobs can be changed,
• Brainstorming a list of changes that may enrich the jobs,
• Concentration on motivational factors such as achievement,

responsibility, self-control etc.,
• Trying to change the content of  the job rather than changing

the employees from their jobs,
• Providing adequate training, guidance, encouragement and

help,
• Introduce with care as job enrichment programs may be

restricted,
• Preparing the specific program for each project and ensuring

to control the information to monitor the performance.

Techniques of Job Enrichment

• One or the combinations of the following techniques can be
used for designing enriched jobs.

• Increasing the responsibility of  the activity,

• Providing wider scope, more sequence and increased pace of
the work,

• Giving a natural unit of work either to an employee or
group of employees,

• Providing the freedom of work by minimizing controls
when the employees are clearly

• Accountable for attaining defined goals,
• Allowing the employees to set their own standards or

targets,
• Providing the employees the control of information and

allowing them to monitor their own performance,
• Encouraging employee participation in planning,

innovations and creations,
• Introducing new, difficult, creative tasks to the employees

and
• Assigning specific projects to the individuals or groups that

will enhance their expertise.

Merits and Demerits of Job Enrichment

Merits Demerits 
• Individuals and organizations will be • The process may initially reduces 
   more flexible.                                         productivity. 
• Individuals will be more committed • Employer may not involve in support 
   to the organization .                               functions. 
• Checks companies from overstaffing. • Attrition rates are higher. 
• Company will have competitive • Requires high investment in terms of time 
   advantage.                                             and money. 

  • Can be a powerful tool to create a • Managing people is difficult due to  
      learning  high organization.                  empowerment. 

Job Enrichment is Possible if we can do the
following

i. Creation of natural or logical work units,
ii. Combining several duties, requiring various skills into each

job,
iii. The employee should have direct contact (if possible) and

knowledge about the people for whom his product is meant,
iv. Vertical job loading is to incorporate some planning and

controlling duties into the job and
v. Feedback information should be provided to employees to

correct and improve their performance.

Case Study: The Paradox of Job
Enrichment
Azriel Winnett Ellen was a clerk working for a large insurance
company. One day, she spotted a glaring discrepancy in a form
she was typing. Through a simple error, two figures had been
transposed in a storeowner’s policy. In consequence, his store
was insured for $165,000 against vandalism but only for $5 000
against fire. Her first instinct was to reach for the phone to
inform her supervisor of  the error, for the sake of  the unfortu-
nate store owner.” But wait a minute,” she then thought to

LESSON 8:

FUNCTIONAL FLEXIBILITY
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herself. “I’m not supposed to read these forms. I’m just
supposed to check one column against another...If  they’re gone
give me a robot’s job to do, I’m gone do it like a robot.”
Author Barbara Garson describes this incident in a book called
All the Livelong Day: The Meaning and Demeaning of Routine
Work. The kind of  phenomenon illustrated by this story is also
vividly depicted by Chicago folklorist Studs Terkel in his book
about work life in contemporary America Working After
interviewing 133 people about their jobs and their feelings
about work, Terkel reported: The blue-collar blues is no more
bitterly sung than the white-collar moan.
“The blue-collar blues is no more bitterly sung than the white-
collar moan. ‘I’m a machine,’ says the spot-welder. ‘I’m caged,’
says the bank teller, and echoes the hotel clerk. ‘I’m a mule, says
the steelworker. ‘A monkey can do what I do,’ says the recep-
tionist. ‘I’m less than a farm implement,’ says the migrant
worker. “I’m an object,’ says the high-fashion model. Blue-
collar and white call upon the identical phrase: ‘I’m a robot.’
“Labor reporter Robert Levering cites these two authors in his
A Great Place To Work. The president of  a large industrial
corporation summed up the problem well when he confessed
in a radio interview: “Most companies assume you should
check your brains every morning at the factory door.” Inciden-
tally, when people feel stifled by this “robot” syndrome, their
health often suffers. The National Institute of Occupational
Safety and Health in the US has cited lack of  control over one’s
work as a major factor in work-related stress, which contributes
to hypertension, heart disease and ulcers. And one researcher
has put a price tag to American industry of $150 billion in
annual losses because of stress-related absenteeism, reduced
productivity, and medical fees. But we have not finished Ellen’s
story. When author Garson checked later with Ellen, she
discovered that the young clerk had told her supervisor about
the error after all. This highlights one undeniable fact, says the
author. “For most people, it is hard and uncomfortable to do a
bad job. “For Garson, work itself  is a human need, “following
right after the need for food and the need for love.” Similarly,
Henri de Man, who interviewed countless industrial workers in
pre-Nazi Germany, concluded that despite the monotony of
their working lives,” every worker aims at joy in work, just as
every human being aims at happiness.” Whether all this is true
or not, people have a sense of dignity that often refuses to let
them play the roles they are given. Leaving brains at the factory
door is hardly physically feasible.
Leaving brains at the factory door is hardly a physically feasible
operation in any case. Since a worker has to bring them inside
anyhow, he’ll put them to use in one way or another. De Man
cites a woman who wrapped an average of thirteen thousand
filament lamps in paper every day. Yet even she could find
meaning in her work by frequently changing the way in which
she wrapped them. Other workers are not so fortunate. Try as
they may, they just cannot find constructive outlets for their
creative and intellectual energies. They may feel compelled to
channel their talents along destructive paths. At worst, they are
perpetually on the lookout for “creative” ways to cheat the boss
- or the system. At best, they daydream on the job or indulge in
all sorts of pastimes to take their minds off their frustration.
They’ll do anything to maintain some semblance of self-worth.

But if you are an employer of labor, what do you do to give
such workers the self-respect and job satisfaction they need so
badly? Let’s say you are an entrepreneur, or a manager, with
hundreds of factory workers or office clerks under your control.
You would like to think of  yourself  as a benevolent boss.
What can you do to make your employees’ association with you
a happier experience, to ensure that their days will be more
fulfilling? The truth is this is an area dotted with more
minefields than you would ever imagine. In his book, Robert
Levering talks about a Chicago-based insurance company,
considered an enlightened employer, which in the 1970s
embarked upon what was called in those days a “job-enrich-
ment program.” Frederick Herzberg, a management consultant
who believed that things that make a job satisfying are the
biggest “motivators”, popularized this technique. Herzberg
urged managers to concentrate on “enriching” workers’ jobs,
rather than on factors - like pay and working conditions - that
don’t have much impact on motivating people. The insurance
company’s job-enrichment program was aimed at making
people’s jobs more “interesting and challenging”. It was based
on three principles: that workers “want to do a complete job
and not an isolated task,” that they need “regular feedback on
their performance,” and that “they want more control over their
work. instead of simply being ordered from above.”
A key objective of the enrichment program was “to increase
worker happiness.” But one wonders whether the company
confided in its workers that the project had three other goals as
well: to “reduce absenteeism, decrease turnover, and increase
productivity.” At any rate, the personnel officer in charge of  the
project later conceded that it had not succeeded in any of these
four areas. The question is: why? Levering compares the
Chicago company’s experiment with another reorganization of
human resources that took place about the same time - in the
corridors of  another Midwestern insurance company. In 1979,
company executives at Northwestern Mutual Life Insurance
Company noticed an increase in complaints from both agents
and policy owners about the quality of  service rendered by the
Milwaukee head office. A consulting firm called in to study the
problem recommended that the work flow should be reorga-
nized, rather than more staff added, as had been done in the
past. Northwestern management then made a crucial decision -
to include the workers in all the decisions about reorganization.
Executives set about convening meetings with all the clerical
workers. They discussed the consultant’s findings and outlined
a mechanism for change. A number of task forces - which
included members from upper management, middle manage-
ment and the clerical workers - were set up to look at every
aspect of  the work flow. From the outset, company officials
emphasized that the goals of the reorganization were to
improve service and increase productivity. But they explicitly
assured everyone that productivity improvements would not
result in anyone’s being laid off  or fired. The management took
pains to show how they valued the input of each and very
employee. The result of the exercise? Complaints were sharply
reduced while productivity improved dramatically. The value of
Northwester’s insurance policies shot up, while it only had to
increase its staff  minimally. But the process also had an
interesting spin-off: a happier band of workers, who generally
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felt much better about their jobs. The irony is that Northwest-
ern Mutual was more successful at achieving worker happiness
than was the Chicago insurance company, whose specific aim
was to make the workers happy. At Northwestern, worker
happiness was not even on the agenda. How do we explain this
paradox? Workers at the Chicago company were neither naive
nor fools. Would a big company spend thousands of  dollars to
help workers feel better about their jobs?
Job Enlargement: It is the horizontal expansion of  a job. It
involves the addition of tasks at the same level of skill and
responsibility. It is done to keep workers from getting bored. It
is different than job enrichment. Job enlargement means
adding more and different tasks to a specialized job to provide
greater variety. This process is called horizontal job hading or
horizontal job enlargement. Job enlargement is a horizontal
slice of the organization. It tackles dissatisfaction and reduces
monotony by increasing the variety and scope of tasks. This
technique leads to specialization, it improves worker satisfac-
tion, quality of production and overall efficiency of the
organization.
Case Study: ( Is this due to Job Enlargement or job enrich-
ment)
Mr.Bharat, Human Resources Manager of BPL says, his sales
executives not only sell the TVs, they make the decisions
regarding discounts product replacements, changes in product
de signs, diversion of orders to other zones, changes of the
dealers, train the dealers etc. They have the autonomy in their
operations and decision-making. He says, this helped the
company in keeping the sales executives satisfied and increasing
the sales. This, he says, is due to this job enrichment.

Comment
The tabular form presents the strengths and weaknesses of job
design options.

STRENGTH AND WEAKNESSES 
OF JOB DESIGN OPTIONS 

Job Design 
Approach  

Positive Outcome  Negative Outcome  

• Work 
simplificati
on 

• Job 
Rotation. 

3. Job 
Enlargement.  
4. Job 
Enrichment. 
5.Autonomou
s work  
6. Broad job 
width.  

Job is highly specialized, many 
people do the job. 
 Inter departmental 
cooperation increases. 
Employee motivation. 
Employee empowerment. 

mployee involvement in 
decision making. High 
productivity due to teamwork.  

Results in boredom 
due to over 
simplification. 
Workers feel alienated. 
Adding one zero to 
other zero. Employees 
resist new 
responsibilities. 
Employers resist. 
Employees’ resist.  

Flexible Offices, Why do we have Offices?
UK investment in offices
Number of office workers 10 million
Capital investment £120 billion
Occupancy costs £30 billion per annum

Average occupancy per desk Less than 30% per working day
Cost per worker per year £1,500 to £15,000
Cost per hour of occupied desk £2.50 to £25 per hour

Four Main Kinds of Flexible Working

Flexible contract:

• Workers are employed and/or rewarded in non-standard
ways.

Flexible time:

• Work is performed at times that better suit the employer
and/or employee.

Flexible place:

• Work is carried out wherever is most appropriate and
effective for the employer and/or employee.

Flexible tasks:

• Multi-skilled workers are able to undertake a variety of tasks
according to need.

Role of Supervisors (Future Roles)
Role of  Supervisors e are the most productive assets of  an
organization. Organizations prosper. The people will work
sincerely and whole-heartedly. People spell the difference
between •success or failure of  a company. If  people policies are
good and the organization recognizes and rewards the contribu-
tions of  employee^ appropriately, the organization will succeed.
It is the primary duty of HR managers to design and imple-
ment proper ‘personnel policies at all levels fairly and equitably.
The main purpose should be to ‘optimize the productivity of
all employees in the organization. To this end, they should
focus attention on the following:
• Policies: HR policies based on trust, openness, equity,

consent and consensus.
• Motivation: Create conditions in which people are willing to

work with zeal, initiative, interest and enthusiasm; make
your people feel like winners, reward good performance,
involve people in all important activities, treat employees
with respect and enrich their jobs to the extent possible.

• Relations: Fair treatment of people, prompt re-dress of
grievances would pave the way for healthy work-place
relations.

• Change agent: Prepare workers to accept technological
changes by clarifying doubts and rooting out any misgivings
about the likely impact on their survival.

• Quality consciousness: Commitment to quality in all
aspects of personnel administration will ensure success,
while integrating the efforts of people working at various
levels.

• Specific Roles: In a nut shell, the HR Supervisors should
treat people as resources; encourage them to give their best,
attract and retain talent; reward them equitably; integrate their
aspirations with corporate goals through suitable HR
policies.

Safety Measures
Supervisors have a great role to play in reducing unsafe condi-
tions and unsafe acts. Reminding an employee to wear safety
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guard, checking on the cleanliness of  the work spot, observing
employees to see if any of them have alcohol, drug or emo-
tional problems that may affect their work behavior and
suggesting equipment changes (such as screens, railings or other
safety devices) to safety experts in the factory. He can reduce
unsafe acts by screening out accident-prone persons before they
are selected. Safety training, propaganda through posters,
framing safety rules, regular inspections may also help supervi-
sors in making employees more safety - conscious. Where
employees carry out repetitive operations, they are likely to pay
less attention to their tasks or they develop bad work habits
that can cause accidents and injuries. One way to deal with
worker’s boredom and monotony is to redesign the job.
Studies could also be undertaken to look into fatigue factors,
lighting, tools, equipment layout, etc., so as to improve the
work environment and climate of employees.

Point to Ponder

• Why we need job design
• What do you mean by Job Enrichment.
• What do you mean by Job Enlargement.
• Show the process of Job Enrichment.
• What is the role of  supervisor
• Briefly describe about steps and techniques of Job

Enrichment

Notes



2 6

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes
After reading this lesson you should
• Understanding Temporal Flexibility.
• Symptoms of flexibility
• Know model of flexible firm

Temporal Flexibility

Most employees who work more than 40 hours per week are
entitled to overtime pay. Overtime pay is one and one-half  (1
and 1/2) times the regular rate of  pay. Typical violations:
Employers pay a salary instead of  hourly pay. Employers give
comp. time instead of  paying overtime in cash. Employers
refuse to pay for more than 40 hours per week. Employers do
not allow employees to report more than 40 hours per week.
Employers require employees to work “off  the clock.”o. Just a
few examples of employees who may be entitled to overtime
pay: service industry workers; clerical workers; administrative
related staff; public school support staff  (custodian, teacher’s
aide, bus driver); front line managers; most computer and
technical support positions; cleaning crews Very few employees
qualify as exempt from overtime. Typical exemptions include:
doctors, lawyers, accountants, engineers, architects and teachers;
executives; outside sales people; high-level managers but not
front-line supervisors; highly skilled computer programmers or
analysts.  Employers who violate the laws can be required to pay
double or even triple the amount owed to employees and
former employees for overtime’s Examples of  recent successful
overtime and wage violations cases: A court approved an $18
million settlement in a lawsuit by managers at UPS who should
have been paid overtime rather than salaries. A court approved a
settlement of $10 million in a case brought by chicken process-
ing workers who were not paid for time to put on, take off and
clean their equipment. Pepsi Bottling Company was ordered to
pay back wages and overtime to their delivery drivers. Pacific Bell
agreed to pay $35 million to settle claims made by its engineers.
Flexible Time One of the most common forms of flexible
working is varying the hours of work from the “standard” 9-5,
five days per week model. The most commonly found forms
of non-standard or flexible hours arrangements are:· flexible
hours or “flextime” schemes · part-time working · term time
working · job share · compressed working weeks ·annualized
hours · zero hours Whose flexibility? Both can feel primarily by
the employer, the employee, or the benefits of  time flexibility.
And you have to clarify what is meant by flexibility. Does it
mean primarily  · that the employee can “flex” their hours to fit
in with their other life commitments, or · that the employer can
manage better the peaks and troughs in demand by flexible
shift patterns, and by having “just-in-time” labor on tap? Plenty
of people are happy to work to non-standard work times which
are determined by their employer - especially if they have some
choice about which shifts or days to work. What are the

benefits? For the employee, the major benefits can be: better
work-life balance ability to avoid stressful commute times for
journeys to workability to have more control over time off  (e.g.
in compressed working week, term-time working, part-time
working and job share) For the employer, benefits include
ability to meet fluctuations in demand ability to provide round-
the-clock cover ability to retain valued staff when other
demands on their time may be high ability to make more
efficient use of facilities. What are the issues? Key issues revolve
around trust and supervision.
Communication between staff who work at varying times, and
who may meet less frequently optimizing use of the buildings
(and car parks)·integrating non-core staff  (e.g. those on all with
zero-hours contracts achieving fairness in benefits for all staff
 Resources in Flexibility relating to Flexible Time Flexible time
options - an overview Flexi-time, annualized hours, com-
pressed working weeks, part-time, zero hours, time accounts,
9/80 schedules, leave options, term-time working.

The ‘Flexible Firm’ Model
Numerical flexibility, Functional flexibility, Distancing, Pay
flexibility

Get a broad view of what kinds of flexible working options are
available. Could it be time for a change? Transforming the way
your organization works. Working hours can be arranged in a
number of ways to suit you and your employer. One of the
most familiar arrangements is part-time working. At present,
about five million women in the UK (roughly half of whom
have dependent children) have taken up this option. Part-time
is defined as anything less than the regular number of hours
worked in a week. It might be a good solution to the problem
of managing work and home, but be careful that you are not
looked on as a less-than-regular.

LESSON 9:

TEMPORAL FLEXIBILITY
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The idea of  flexi time was developed in Germany and spread
to the UK in the early 1970s. We agree to work at certain hours,
known as core time (for example, 10am-12pm and 2pm-4pm).
Outside of these hours, one can arrange starting and finishing
times and lunch hour. We agree to work between a minimum
and maximum number of hours each month. This means, if
you work up to the maximum hours, you can carry them over
as time off the following month; but, if you only work the
minimum number of hours, you owe your employer for the
next month.
Another way to arrange working hours is to agree with your
employer that you will work for a set number of hours over a
year. This is known as the annual hours system. For example, a
37.5-hour week works out at 1,702.5 hours over the year (taking
into account 5 weeks’ paid holiday and 1.6 weeks of bank
holidays). You agree to work this number of  hours altogether,
but it may be that, in some weeks, you will work for 60 hours
and some weeks only for 20. Working annual hours can be a
useful way of arranging work that has seasonal variations. There
are many ways to work flexibly. You can go part-time, job share,
compress your hours into a shorter week with longer days, use
flexi-time, cut your hours (if  you’re prepared to also cut your
salary), or work from home.

Some of the Symptoms of not having Flexibility

• Large offices, with many desks unoccupied for most of the
day.

• Miles of cabinets and shelving for paper storage. Staff
spending too much time traveling.

• A workforce struggling to balance the demands of  home
and work.

The Issues – and Facing up to them
The Opportunities: Flexible working is about using the new
information and communications technologies to break free
from the traditional shackles.
The Benefits: Properly implemented, flexible working can
bring far-reaching benefits across the board.
The Challenge: Simply investing in new technology or
introducing a new practice like “hot desking” will not deliver the
benefits.
Shaking off  the shackles: Yesterday’s buildings and yesterday’s
office environments are increasingly difficult to use effectively.
Not only are they expensive to run, they also lock-in inefficient
working practices. Staff work where the office happens to be,
not where the work is best done. Time and productivity are
squandered through unnecessary traveling.
Turn ideas into action, Focus on the business benefits,
rolling out the flexible organization.

Number of persons in the labor force as a percentage of
population (15 to 64 years)
F 43.6 % M 87.6 %  MF 66.4 %  1995 1996 (ILO)
Symbols MF Male and female, M Male, F Female
Typical office hours are today extending beyond the 9 to 5
working day When we join an organization, we buy into a
whole set of familiar expectations – the where, when, how and

on what terms the job should be done. In fact, over the past
150 years or so, certain norms have emerged regarding the
nature and location of most kinds of jobs. Although it may
vary from sector to sector, work is generally performed on the
employer’s premises, between 9.00am and 5.30pm, on a full-
time, permanent, employed basis – and so forth. Security,
stability and predictability may be the advantages of such
employment practices. But in a fast changing world, with new
technologies, a competitive global economy and higher
expectations from employees, the disadvantages clearly out-
weigh the advantages of traditional methods.
86 million migrant workers active in global economy, says
new ILO report

Case Study

Ferodo deal on Changes in Working Practices
Management and unions at Ferodo, the brake lining maker,
have reached agreement in principle on widespread changes in
working practices at the company’s Derbyshire plant.
The changes are likely to include multi-skilling, the elimination
of demarcation between grades, a job evaluation system, and
site performance related pay. A series of  joint working parties,
with representatives from management and the trade unions,
have been set up to make specific proposals for change at the
Chapel-en-le-Frith plant. They are expected to take some
months to prepare their proposals, and the changes will come
into effect gradually.The negotiations have been going on since
last November and have encountered stumbling I blocks. In
December, shop stewards representing the 1,600 workers were
told that the company would consider closing the plant and
moving operations to a green field site in the j north-east if they
did not accept more flexible; practices. Ferodo said yesterday the
objective of the plan was to optimize the use of expensive
capital-intensive equipment by learning new skills j and
becoming more flexible. At the moment, the company has
many types of machines and numerous job levels for each
machine. The company wants to both reduce the number of
operating levels and eliminate the; present system whereby a
man operating a grinding machine, for example, would never
operate a drilling machine. There will be a review .of working
practices j in all departments. Present job definitions, grading,
pay structures and production agreements / would all have to
be changed.

Exercises

1. What are the main forms of labor flexibility?
2. What different forms of flexibility are illustrated in each case?
3. How might you explain the differences in the approach of

the two companies to the question of flexibility?

Point to Ponder

• Define the model of flexible firm
• What is Temporal Flexibility.
• State the issues involved in confirming the Symptoms of

flexibility in an organization.



2 8

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes
After reading this lesson you should
• Understanding the model of labor market
• Knowing demographic changes
• Analyze the labor market on basis of statistics

The Various Definitions of Labor Market
An area large or small in which people are selling their skills
and/or knowledge (seller) to employers who are purchasing
skills and/or knowledge (buyer) in exchange for wages and
other benefits. Through this exchange, employers are able to
purchase the labor they need to transfer raw materials onto
foods and services and workers can earn income to support
themselves and others. Those organizations performing related
types of work, in related industries and/or locations that
compete for employees with similar knowledge, skills, abilities,
and other characteristics. For example, the labor market for FAA
includes those contractors who hire similar types of employees
to perform similar types of work. The geographical area that
normally encompasses the claimant’s normal occupation. This
area varies, depending on the type of employment. A person
who works as a cashier may have a labor market of a section of
a city, while a person who normally works as a seafaring
merchant marine may have a labor market which is world-wide.
The labor market refers to the area from where a replacement
worker for a given job would generally originate. It can vary for
each job in the organization based on where a replacement
worker would likely be found. For instance, the labor market for
a CEO will likely be defined as average rate paid for CEO’s at
similarly sized organizations nation-wide. Since it could very
well take a nation-wide search to fill a position like this, it is
important to be competitive at a nation-wide level. For a
position like Secretary or Customer Service Representative the
labor market will generally be defined as local to the organiza-
tion but may not vary by size of organization as a qualified
pool of candidates could very well exist in the local area. The
market in which workers compete for jobs and employers
compete for workers

Human Resource Management and the
Labor Market
The basic competitive model of the labor market.
In analyzing the real world, economics, like other sciences,
makes use of models. These are simplified versions of the real
world. They are not meant to be realistic descriptions of it,
rather they identify its key aspects in such a way as to enable us
to make statements about how the real world works which can
be tested against evidence. The starting point for the competi-
tive analysis of the labor market is to build a model in which
labor markets are perfectly competitive.

The characteristics of a perfectly competitive, and by definition, a
perfectly efficient labor market are as follows.
• There is a large number of small, independent employers

competing for labor in the
market and also a large number of workers competing for
jobs.

•  New firms and new workers can enter the labor market at
any time.

• All jobs within the same labor market require the same skills
and all workers are equally productive in that they possess the
same skills and ability. Any worker can do any job within that
labor market. Furthermore, the only benefit to the worker
from the job is the wage. There are non-wage benefits, which
attach to specific jobs, which might lead workers to prefer
them to other jobs available in the market.

• As well as being able to move freely between jobs workers
are also perfectly mobile geographically; there is no advantage
in working in one place as opposed to any other and there
are no obstacles to movement from one place to another.

• The only cost to the employer of hiring labor is the wage.
There are no ‘fixed’ costs of employment that may lead
employers to prefer to retain existing workers rather than
replace them with new ones.

• There is perfect information. All workers and all firms know
the state of the market and are instantly aware of any
changes in the market.

Predictions of the Competitive Model
This model generates a number of statements or predictions
about how real-world labor markets operate. The most
important of these are as follows.
• The marginal product of labor determines the wage.
• The number of workers employed will vary inversely with

the wage, i.e. as wages rise the quantity of labor employed
will fall and vice versa.

Workers acquire their skills outside the firm and the wage rate is
determined externally to the firm, this type of labor market is
known as external labor market. But, many organizations
operate differently with labor force. Rather than relying on the
external labor market to supply skills at an externally determined
market rate of  pay, many employers develop their own struc-
tured internal labor markets.

Demographic Changes
Towards the end of  the 1980s many personnel departments
began to express concern over the demographic changes in the
British economy, which projected that the number of  young
people coming on to the labor market was going to decline
significantly. It is clear that in a mature industrialized economy
like the UK the average age of the working population is likely
to increase as the number of births and deaths decreases.

LESSON 10:

LABOR MARKET
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Eurostat figures forecast a decline of 1.7% per annum in the
supply of  labor in the age group 20-30 throughout Western
Europe. The median age of the UK population was 34.6 in
1980 compared with 35.9 in 1990 and a projected 37.7 for the
year 2000.
Unemployment rates and earnings movements, 1998-2002
(Approximately), Seasonally unemployment, annual average in
OOO’s. Average earnings index (1998 =100)
Average weekly earnings, adult male workers (£)
Year Seasonally Average Average
Adjusted unemployment, earnings weekly

annual average index earnings,
in OOOs adult male workers (£)

1998 2425.7 126.4 200.6
1999 1841.3 137.9 217.8
2000 1664.5 151.3 237.2
2001 2291.9 163.4 253.1
2002 2774.01 173.4 268.3
Labor market deals with: Which jobs are in demand?  What
do they pay?  How many workers are unemployed?
United Nations publication:

Female economic activity: 42.1%
Definition: Female economic activity rate

(aged 15 and above) in 2000.
Labor force: 406 million (1999)
(per capita): 386.77 per 1000 people
Definition: The total labor force figure Per

capita figures expressed per 1000
population

Labor force - by occupation: agriculture 60%, services 23%,
industry 17% (1999)

Total work time (females): 457 minutes Definition: Total
work time (minutes per day)

Total work time (males): 391 minutes Definition: Total
work time (minutes per day)

Unemployment rate: 8.8% (2002) Definition: The
percent of the labor force that is
without jobs. Substantial
underemployment might be
noted.

Well...they might - if  they believed that self-actualized workers
would be more highly motivated and would work harder. The
Chicago people did not take long to see through the rhetoric
and understand the real goals of job enrichment. A company
that uses subterfuge to get people to work harder won’t retain
its credibility for long. Northwestern Mutual, on the other
hand, told people honestly from the outset what it intended to
do - and why. It wanted people to work smarter, if  not harder.
It wanted them to share their knowledge and experience to help
improve service. As part of  the process, employees could help
to redesign their jobs to make optimum uses of their talents
and their interests. This straightforward approach enabled
employees to concentrate on their jobs without having to worry

about the machinations of  the company’s top brass. Honesty
and trust, it seems, go a long way. Obviously, trust is not a cure-
all for every organizational ill. Even a well-coordinated company
couldn’t survive selling obsolete or inferior products. But as
one top executive has said, “trust is the real grease that makes an
organization run.”  Give your comments.

Points to Ponder

• What are the predictions of the competitive model.
• Describe the characteristics of a perfectly competitive, by

definition, a perfectly efficient labor market
• Write a note on Demographic changes.

Notes



3 0

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes
After reading this lesson you should
• Know discrimination in employment
• Under equal opportunities
• Equal opportunities policy
• Types of  discriminations
According to the U.S. Equal Employment Opportunity
Commission (EEOC), employers can’t discriminate against you
in any aspect of employment, such as:
Hiring and firing
Compensation, assignment, or classification of employees
Transfer, promotion, layoff, or recall
Job advertisements
Recruitment
Testing
Use of company facilities
Training and apprenticeship programs
Fringe benefits
Pay, retirement plans, and disability leave
But to be “illegal” discrimination, your employer must be in
violation of  a specific state or Federal law (statute), regulation or
constitutional provision. Otherwise, you are not generally
protected from discrimination, however unfair or unethical it
may seem.

What is Equal Opportunites?
Equal opportunities is not concerned with:

• Providing certain groups with preferential treatment
• Pretending everyone is the same
• Lowering standards
Equal opportunities in organizations should mean:

• Treating people fairly, with dignity and respect
• Making decisions or judgments about people based on

individual merit, not as a result of bias, prejudice,
assumptions or stereotyping

• Creating a climate where everyone has fair access to
employment opportunities

• Recognizing the benefits of a more diverse workforce, that
everyone is different and that   those differences  can add
value developing a work environment which is free from
discrimination, harassment, victimization and bullying

Why is it Important?
In a changing and competitive business environment, our
success as a Company is achieved through the skills and talents
of our people. Developing a culture where people are treated
according to their ability and where equal opportunities become

a reality is an important part of this. Equal opportunities makes
real business sense and it is in the best interests of our staff, job
applicants and customers.
Organizations believes that a successful equal opportuni-
ties program can lead to the following business benefits:

• Improved individual performance and motivation
• Better team working and communications
• Recruitment and retention of quality staff
• Lower absenteeism and sickness
• Better customer service and public image
Annual Report 2002-2003: Handling Complaints Enquiries

By 2002/2003

Types No %

Sex (includes sexual harassment and pregnancy) 2,296 17

Disability 2,016 15

Race 1,618 12

Carers’ responsibilities 765 6

Age 700 5

Homosexuality 197 1

Racial vilification 165 1

Marital Status 164 1

Victimisation 81 <1

Transgender 68 <1

HIV/AIDS 28 <1

Homosexual vilification 29 <1

HIV/AIDS vilification 13 <1

Transgender vilification 4 <1

All grounds 664 5

Not covered by ADA — other problems 4,077 31

Not covered by ADA — work not harassment 708 5

Total 13,593 100

In relation to time taken to finalize the files closed in this
financial year from date of receipt:

• 12% of complaints were finalized in one month from date
of receipt;

• 17 % of complaints were finalized in two months from date
of receipt;

• 23% of complaints were finalized in three months from date
of receipt;

UNIT III

EQUAL OPPORTUNITIES WITHIN THE

WORKPLACE: (EQUAL OPPORTUNITIES

AT WORK)

LESSON 11:

DISCRIMINATION IN EMPLOYMENT



3 1

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

• 41% of complaints were finalized in six months from date
of receipt; and

• 62% of complaints were finalized in 12 months from date
of receipt

• 38% of complaints were finalized more than 12 months
from date of receipt.

Equal Opportunities Policy

Aim and Scope
An organization is committed to equality of opportunity for all
learners and employees of the College.  An organization aims
to ensure that the environment is supportive, where all
individuals are treated with courtesy and respect and their
contribution to the learning process is valued. An organization
aims to create and maintain the conditions whereby learners and
staff are treated solely on the basis of their merits, abilities and
potential, regardless of  ethnic or national origin, disability,
gender, age or other distinction. An organization will work
towards ensuring that this commitment applies to all areas of
its provision including where its collaborative partners deliver
learning on behalf of the organization. The organization will
ensure that any partners we work with meet or are working
towards relevant legislation. An organization will take all
reasonable steps to prevent discrimination from occurring
including raising awareness in learners and staff of the signifi-
cance of the policy and what is expected of them while they
study or work at the organization.
This policy should be read in conjunction with the Code of
Practice on Equal Opportunities, which gives details about how
the policy will be implemented.

Case Study (Employment Discrimination)
Mr Daniels, who was employed at the Hunter Water Board,
alleged that he was treated unfairly by some of his colleagues
over a number of years because they thought he was homo-
sexual. He said that the treatment got more and more serious
over this time, but management took no action to prevent it.
He said that he had been called names such as ‘poof ’ and
‘faggot’, offensive graffiti about him had appeared in the male
toilets, his car tyres were slashed and he had been physically
assaulted. Mr Daniels’ complaint went to the Tribunal because it
could not be resolved at the Board. The Tribunal decided that
he had been discriminated against on the basis of presumed
homosexuality and ordered the employer to pay him $12,500
compensation and run anti-discrimination training for all its
staff. (10.4%).  In some cases a complaint may be made against
both an individual and their employer. These are counted
separately.

Successful Conciliations

Sex (pregnancy) Discrimination in Employment
A woman alleged that her employer discriminated against her
because of  her pregnancy after she notified Work cover about
safety concerns in the workplace and was subsequently pre-
vented from entering her work site on the grounds that it was
‘too dangerous’ for her. She alleged that when a Work cover
inspector asked the employer why she was sitting outside the
workshop, the manager said that it was because she was

pregnant. This was despite the fact that the safety issues were of
a minor nature, and other workers who she was required to
supervise were allowed to continue working. She also said that
she was victimized when she complained to her employer that
she had nothing to do. The matter was resolved when the
employer agreed to provide the complainant with a written
apology, a reference and an ex-gratia payment of  $5,000. The
complainant also provided the employer with her written
resignation.

Disability Discrimination in Service Provision
A woman alleged that she was discriminated against because of
her psychiatric disability when the Disability Support Unit of
her tertiary institution did not provide her with an adequate
level of  service to enable her to continue her studies.  The
complainant was enrolled in two courses at separate campuses.
She alleged that she was provided with an adequate level of
support at one campus, but not at the other.  The respondent
asserted that they had tried to implement an appropriate level
of support, but miscommunication between the parties had
meant that consultation was delayed and the complainant
discontinued the course at that campus before this was
finalized. The matter was resolved when the respondent agreed
to review their procedures for  providing disability support, and
provide the complainant with a statement of regret and an ex-
gratia payment of $2,000.

Age Discrimination in Employment
The complainant had worked for his employer for many years.
He alleged that he was repeatedly asked about his plans for
retirement, and that he was made redundant when he made it
clear that he was not intending to retire in the near future.
The company denied that pressure had been put on him to
retire and said that the redundancy was genuine and based on a
general restructure to define the future direction of the busi-
ness. The matter was resolved by the respondent paying the
complainant’s legal costs relating to an industrial claim about
the terms of the redundancy itself.

Homosexual Discrimination in Employment
The complainant worked in the recruitment industry. He alleged
that he was treated less favorably because of his homosexuality
by many staff  at the company, including his managers. When he
complained about this, his complaints were dismissed or were
not followed up appropriately by management. He also alleged
that he was victimized by being dismissed from his employ-
ment. The matter settled by a payment of $9,000 – $6,000 of
which was paid to a charity where the complainant was as a
volunteer. The employer also agreed to provide training for all
its staff on discrimination and harassment issues.

Disability Discrimination in Service Provision
The complainant has paraplegia and uses a wheelchair. She
alleged that when she rang to book a taxi, she was advised that
people who require wheelchair-accessible cabs must make
advance bookings. The complaint was conciliated on the basis
of an apology from the manager and the distribution of a new
policy to all bookings operators. Careers’ responsibilities
discrimination and victimization in employment The complain-
ant is employed with the respondent in the health services
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industry. He alleged that his employer discriminated against him
on the basis of  his career’s responsibilities when they rejected
his application to work part-time in order care for his aged
grandfather, whose health was in decline. He also alleged that
after he lodged a complaint with the Board, the employer
victimized him by refusing him employment until he produced
a clearance certificate indicating that he was fit to work after
taking sick leave. The complaint was resolved when the parties
agreed to mutually specified hours of part-time work. The
respondent also undertook to instruct its managers on
managerial requirements in regards to careers’ responsibilities.

Sex (Pregnancy) Discrimination in Employment
The complainant was employed by the respondent as legal
secretary. Shortly after she began working she discovered she was
pregnant and advised her employer. She alleged that her
employer refused her request to take three months leave of
absence to give birth to her child. (She was not entitled to pay
maternity leave because she had been employed for less than
twelve months.) . The complainant also alleged that a male
employee’s request to take leave of  absence was granted in
circumstances, which were not materially different to hers, and
she was forced to resign due to her employer’s refusal to grant
her leave. The complainant had been employed for a period of
almost ten months at the time of her resignation. The com-
plaint was resolved when the complainant accepted $8,000, a
statement of  service, and a statement of  regret.

Sexual Harassment in Employment
The complainant alleged that she was sexually harassed when
her manager approached her sexually and touched her. She
believed that after she approached him about this, certain work
opportunities were not given to her, but were given to other
employees.
She alleged that after she raised the matter with the company,
her work performance was questioned, although it had never
been an issue before, and that she was victimized and dismissed
because of her complaint. The company argued that they had
responded adequately to the allegations of sexual harassment
by instituting their grievance procedure. The complaint was
resolved by the respondent agreeing to pay the complainant
$4,000 plus her legal costs.

Points to Ponder

• What is equal opportunities in employment
• Explain equal opportunities policy
• Types discrimination in employment

Notes



3 3

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes
After reading this lesson you should
• Scope of the legislative Framework
• Know the policy Labor Law
• Find out the ILO actions
• Employment Discrimination Laws explained
The legislative Framework: The Social Charter speaks about
Free movement Employment and remuneration Improvement
of living and working conditions, Social protection, Freedom
of association and collective bargaining, Equal treatment for
men and women, Information, consultation and participation
of workers Health protection and safety in the workplace
Protection of children and adolescents in employment
Policy: Organizations should be committed to making equal
opportunities a reality. The aim is to promote equality of
opportunity and fair treatment for all staff, job applicants,
customers and those people with whom our staff come into
contact in the course of their day-to-day business. Organization
should seek to ensure that no unlawful or unfair discrimination
takes place on the basis of conditions not relevant to the
performance of  the job, such as gender, sexual orientation,
marital status, race, color, ethnic origin, nationality, religion, age
or disability.
The policy has been written with regard to the Sex Discrimina-
tion Act 1986, the Race Relations Act 1976, the Disability
Discrimination Act 1995, their relevant Codes of Practice and
amendments to these acts – the Duty to Promote Racial
Equality 2002 and the Special Educational Needs and Disability
Act 2001.

Policy

The Organization
Ensure the requirements of relevant legislation related to race
relations; sex discrimination and disability discrimination are
met through regular monitoring.
1. Not discriminate against any individual in its publicity,

recruitment, application process or offer of a course or
employment.

2. Be proactive in promoting and maintaining a conducive
learning environment for all and in raising awareness among
all staff and learners of what is expected of them whilst they
study or work at the organization.

3. Implement effective policies and procedures throughout the
organization for dealing with harassment of learners and
staff.

4. Implement effective processes for monitoring the
harassment of learners and staff via the complaints and
disciplinary procedures.

5. Implement effective processes for monitoring and evaluating
equal opportunities data in relation to ethnic origin,
disability, gender and age for both learners and staff.

6. Implement effective monitoring procedures for other aspects
of  this policy.

7. Annually publish an Equal Opportunities Report on the
findings of its monitoring processes, its promotion of equal
opportunities through its work with staff and the delivery
of learning informed with appropriate statistics on staff and
learners. This report will be available in hardcopy and on the
College’s intranet for all staff, partner organizations and
potential and actual learners.

8. Amend this policy and associated documentation in the light
of further legislation and other requirements.

Disability in this policy refers to the Disability Discrimination
Act’s definition of  people with disabilities that is a person who
has a physical or mental impairment, which has an effect on his
or her ability to carry out normal day-to-day activities. The effect
must be substantial (that is, more than minor or trivial) or
adverse. long-term (that is, has lasted or is likely to last for at
least 12 months or for the  rest of the life of the person
affected).

Labor Law

A Major means of ILO Action
The adoption of labor laws and regulations is an excellent
means of implementing ILO standards, promoting the ILO
Declaration and the Fundamental Principles and Rights at
Work, and putting the concept of  Decent Work into practice.
Under the ILO Constitution, the Office is committed to
assisting member States to assess and, where necessary, frame or
revise their labor laws.

The Challenges
The changing economic and technological patterns of the last
decade as well as the globalization of the economy have lead to
an increase in international trade between countries with
different levels of social and labor protection. Furthermore,
many countries in Africa, Asia, Latin America and Central and
Eastern Europe have undergone far-reaching political and
economic changes in the form of shifts from one-party political
systems and very substantial State intervention in the economy
(sometimes with central planning) to multi-party democracy,
with a larger share of the economy being run by the private
sector. It is against this changing background that the role of
labor law has been called in question, especially from the
standpoint of the relationship between workers protection and
international cooperation. It is now increasingly accepted that a
regulatory framework is essential if globalization is to be both
socially and economically sustainable in the long term. Such a
framework must include, as a minimum, all the rights and

LESSON 12:

THE LEGISLATIVE FRAMEWORK
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principles laid out in the ILO fundamental Conventions but
the content and scope of the other work-related rules remain
open to question. The Office is frequently called upon to
provide advice on the basis of international and comparative
labor law in order to help to cast light on the debate at the
national level.

Policy Guidance on Labor Law Issues

• Expertise for assessing the labor law framework in a given
country, or, as the case may be, sub-region;

• Advice on the revision of labor law;
• The drafting of laws or regulations;
• Technical comments on draft labor legislation, including

comments in the light of ILO standards; this may include
proposals for alternative wording;

• Assessment of the existing law enforcement machinery and
procedures, including recommendations for improvements;

• Technical information on a wide variety of  labor law subjects;
• Participation in national discussion for a on the assessment

and revision of  labor law.

Employment Discrimination Laws

Age Discrimination in Employment Act of 1967
Prohibits employment age discrimination against individuals
who are at least forty, but less than sixty-five years old.

Disabilities Act of 1990
Title I and V prohibits employment discrimination against
qualified individuals who have disabilities, because of their
disabilities.

Civil Rights Act of 1964
Title VII prohibits discrimination in compensation, terms,
conditions, or privileges of employment, because of race, color,
religion, sex, or national origin.

Civil Rights Act of 1991
Amends the Civil Rights Act of 1964, to strengthen and
improve Federal civil rights laws, provide monetary damages in
cases of intentional employment discrimination, and for a
variety of other reasons.

Equal Pay Act of 1963
Prohibits wage discrimination between men and women who
work jobs that require equal skill, effort, and responsibility, in
the same establishment and under similar working conditions.

Rehabilitation Act of 1973
Sections 501 and 505 prohibit discrimination against qualified
individuals with disabilities who work in the Federal govern-
ment.
Other Federal laws, not enforced by the EEOC, also prohibit
employment discrimination or “discriminatory” reprisal. For
example are:

Bankruptcy Act

An employer can’t discriminate against you because a credit
background check revealed that you sought protection under the
Bankruptcy Act. In other words, an employer can’t deny you
employment or job promotion or reassignment, solely because

of bankruptcy or the bad debts you had before you claimed
bankruptcy.

Civil Service Reform Act

Prohibits Federal employers from discriminating on the basis
of  race, color, national origin, religion, sex, age, disability,
marital status, political affiliation and sexual orientation. It also
prohibits reprisal against employees who exercise their appeal,
complaint or grievance rights.

Whistleblower Protection Act

An amendment to the Civil Service Reform Act, it protects an
employee from retaliation for reporting an employer’s illegal
actions to the proper authorities. (A variety of other laws help
to enforce protection.) The Discrimination Attorney Web site,
owned by a California attorney specializing in these matters,
offers a “friendly” explanation of whistle blowing in the private
sector. Some of  his opinions might apply to California only,
but might also apply to some degree in your state, too.

Points to Ponder

• What are the policies of Labor Law
• Write a note on the ILO actions
• State the Employment Discrimination Laws.
• What is the Scope of the legislative Framework

Notes
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Learning Outcomes
After reading this lesson you should
• Identifying Barriers in employment
• Understanding the emergence of the equal opportunities in

employment
• Know the existing policy framework
• Identify your business needs

Barriers to the Emergence of the Equal
Opportunities in Employment New
European Labor Markets
There is an important set of remaining barriers inhibiting
mobility of workers within the Internal Market and inhibiting
the effective and rapid development of the emerging new
European labor markets. The conventional wisdom is that, due
to linguistic differences, the EU cannot expect to have increased
levels of  mobility. But survey and other evidence demonstrate
that there is a wide range of other barriers, in addition to
language, inhibiting mobility in the EU, which can be tackled.

Social, Cultural and Linguistic
Language barriers remain even if they may be declining in
importance with improved language skills (particularly among
younger generations) and with growing dual language regimes
at work, (commonly English and the national language), but
other barriers are increasing.

Economic (Pensions, Tax and Benefit
Systems - Portability and Accumulation
of Rights – Wages)
Tax and benefits systems do not need to be either integrated or
harmonized to ensure effective mobility, but they do need to be
compatible and well co coordinated. Complexity, lack of
compatibility and lack of transparency can create both adminis-
trative hurdles and financial concerns and costs, which inhibit
mobility.

Skills and Qualifications
The gaps in the recognition of professional, academic and
vocational qualifications from another Member State is a
particular obstacle to people working in Europe. This is also the
case with respect to qualifications obtained outside the EU.
Guarantees limited to general principles, insufficient flexibility
for temporary service provision, lack of  transparency, and
sometimes prolonged procedures for professional recognition
mean that processes are dissuasive in character and can block or
delay free movement in practice.

Accessibility and Transparency of
Economic and Social Information
Informational barriers are widespread and important. They
include: lack of adequate information on European labor
markets and the European jobs pool (for both job seekers and

businesses); lack of transparency in comparing wages and
conditions (a situation which will be helped by the complete
transfer from national currencies to the euro in 2002); lack of
information on skills and learning opportunities; difficulties in
accessing information on legal rights; and difficulties in locating
comprehensive and accessible information in key non-work
areas (housing, education, etc.).

Remove barriers within the Internal
Market
There are also other, more subtle and indirect, barriers to
mobility and free movement that arise from barriers and
fragmentation in product and service markets. Existing barriers
discourage innovation, reduce consumer choices and slow down
overall economic growth..

The Existing Policy Framework
The Amsterdam Treaty committed the Member States, in its
Employment Title, to develop a skilled and adaptable
workforce. To implement this commitment the European
Employment Strategy lays down the framework within which
the labor markets should be reformed Union-wide to promote
more and better jobs, tackle labor shortages and skills gaps, and
provide access for all to the world of work. The EU has
successfully achieved good levels of economic growth over
recent years and the benefits of the impact of the Internal
Market are undeniable.

Assessment of Training Needs
Making a decision about the right training for your organization
depends on a number of factors – identifying business needs,
the needs of your employees and a recognition of existing skill
levels. This is explained below:-

Identify your Business Needs
An assessment of your training needs will help you identify the
gaps in skills and knowledge that are vital for your business.
Your analysis can be in the form of  questionnaires, interviews,
observation or any type of  available research.
To assess your business needs consider the following questions:
• Where do you want your business to go?
• What potential business areas can benefit from training?
• What does the business want to achieve from investing in

training?
• How much time, equipment, money and other resources do

you want or need to allocate to training?
• What do you expect will be the level of staff involvement in

training?
Ask key leaders or managers in your organization what goals
and objectives they must accomplish this year and how training
could assist to accomplish them. For example, if you need to
reduce production costs, targeted training can improve

LESSON 13:
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our production processes by decreasing re-work or rejection of
defective products.

Get Feedback from Your Employees. Ask
them

• What areas of the business could be improved, for example,
processes, customer relations or technology?

• To identify areas where individual supervisors could improve
performance

• Where and with whom are the specific skills vital to the
output of your business located?

Research your Industry
If you can, find out what other organizations are doing with
training and then benchmark your training plan against their
experiences. Also, find out benchmark statistics, such as the cost
of production for a similar product. These statistics can form
targets for your business to meet or exceed as a result of
training. Formal records of  previous training your business has
conducted, including induction programs, are also useful. They
can make it easier to review your training needs and ensure that
future training is relevant.

Where to get More Information and
Assistance
Contact the training authority in your State or Territory - they
will be able to suggest a training provider or specialist consult-
ant who can carry out a training analysis.
Training organizations can offer advice on courses that are
relevant to your business and will inform you of the costs
involved. Industry training advisory bodies can also provide
training advice relevant to your industry.

Identify Employee Needs
When evaluating the training that’s required to achieve your
business goals, you should also identify the training needs of
your employees. There are training options for all staff - from
entry level workers to board level executives - and training needs
vary based upon how your business is structured, and how
responsibilities are shared and distributed. First you should
assess the nature of your employees’ work and the competen-
cies that your business requires to run efficiently.

Consider the following Questions

• What skills and knowledge are required to perform the work
of  your staff ?

• What are the measures of successful performance of their
work?

• Are your employees reaching these levels?
Your employees will be the best resource for this information.
They will be able to tell you what is and isn’t working. You
should ensure that your employees have a job description,
where the skills and knowledge required to do the job are clearly
outlined. This will also facilitate the assessment of your training
needs.

Choosing the Right Training
To choose the right training for your business you should
understand the numerous options available. These include
apprenticeships and traineeships, vocational education and

training in schools and the availability of training for specific
needs employees. There are also numerous options of training
delivery that include becoming a registered training organiza-
tion, conducting your own in-house training, creating a tailored
course and recognizing informal training. Evaluation becomes
more important when one considers that while American
industries, for example, annually spend up to $100 billion on
training and development, not more than “10 per cent of these
expenditures actually result in transfer to the job”.

Points to Ponder

• What are barriers in employment?
• How to assess the business needs?
• What you get from feedback from your employees
• What is choosing the right training?
• Write a note on existing policy framework

Notes
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Learning Outcomes
After reading this lesson you should
• Get to know the European Community Directives
• Knowing the New Emerging European Labor markets
• Find what is Employee Safety
• Realize that Recruitment is Distinct from Employment and

Selection

European Community Directives

New European Labor Markets, Open to All, with
Access for All

• Open to All, with Access for All
• New emerging European Labor Markets: drivers and

characteristics
• Mobility and Skills across Europe
• Barriers to the Emergence of the New European Labor

Markets
• No Social, Cultural and Linguistic barriers
• Economic benefit systems - portability and accumulation of

rights Wages
• Skills and Qualifications
• Accessibility and transparency of economic and social

information
• Remove barriers within the Internal Market
• The Existing Policy Framework
• Stage One: The Setting of Policy Actions
• Skills Barriers and Tackling the Skills Gap
• Removing Barriers to Mobility
• Improving Information and Transparency
• Stage Two: High-level Skills and Mobility Taskforce and 2002

Action Plan

New Emerging European Labor markets: Drivers And
Characteristics
During the 1990s there was an increase in the number of highly
qualified scientists and engineers of EU origin employed in the
US, which reached 83.000 in 1997. The outflow of highly skilled
people mostly affects middle-career staff (35 % in the 35 to 44
age range). So, the drivers and characteristics of  both occupa-
tional and geographical mobility are changing. 20 to 30 years ago,
the structural shifts in the EU economy were from agriculture to
industry, and from rural to industrial and urban locations.

Employee Safety
• Most industrial countries have formal agencies for the

purpose of planning, monitoring, evaluating, and ensuring
employee safety.

• Safety most often measured by  accident frequency and
severity.

• Organizational safety programs emphasize accident
prevention, from standardizing  operating procedures to
redesigning work to establishing “contests”, holding
periodic safety workshops, seminars, etc., clearly posting
safety rules for employee health

• Occupational diseases may cost industry as much or more
than occupational accidents.

• Number of job-related accidents has decreased; number of
job-related illnesses is up.

• Many diseases and health-related problems that are not
necessarily job-related may affect job performance (alcohol &
drug abuse, AIDS).

• Many companies now offer wellness programs, including
fitness centers.

Recruitment is Distinct from Employment and
Selection
Once the required number and the kind of human resources are
determined, the management has to find the places where
required human resources are/will be available and also work
out strategies  for attracting them towards the organization
before selecting suitable candidates for jobs. This process is
generally known as recruitment. Some people use the term
‘recruitment’ for employment. These two are not one and the
same. Recruitment is only one of the steps in the entire
employment process. Some others use the term recruitment for
selection. These two terms are different. Technically speaking the
function of recruitment precedes the selection function and it
includes only finding, developing the sources of prospective
employees and attracting them to apply for jobs in an organiza-
tion, whereas the selection is the process of finding out the
most suitable candidate to the job out of the candidates
attracted (i.e., recruited). Formal definition of recruitment
would give clear-cut idea about the function I of recruitment.
Now, we shall study recruitment in the following lives.

Definitions and Objectives
Recruitment is defined as “a process to discover the sources of
manpower to meet the requirements of the staffing schedule
and to employ effective measures for attracting that manpower
in adequate numbers to facilitate effective selection of an
efficient workforce.” Edwin B. Flippo defined recruitment as
“the process of searching for prospective employees and
stimulating them to apply for jobs in the organization.” These
definitions can be analyzed by discussing the processes of
recruitment through systems approach.

Objectives of Recruitment
The objectives of recruitment are:

LESSON 14:
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i. To attract people with multi-dimensional skills and
experiences that suit the present and future organizational
strategies,

ii. To induct outsiders with a new perspective to lead the
company,

iii. To infuse fresh blood at all levels of  the organization,
iv. To develop an organizational culture that attracts competent

people to the company,
v. To search or head hunt/head pouch people whose skills fit

the company’s values,
vi. To devise methodologies for assessing psychological traits,
vii.To seek out non-conventional development grounds of

talent,
viii.To search for talent globally and not just within the

company,
ix. To design entry pay that competes on quality but not on

quantum,
x. To anticipate and find people for positions that does not

exist yet.

Recruitment Process
Having discussed the meaning and objectives of recruitment,
now we shall discuss the recruitment process.

Strategic Management and Recruitment
As indicated in the earlier chapters, company strategies are the
bases for various functions of HRM. In addition, job analysis
and HRP also form the basis for recruitment as indicated.

Company Strategies and Recruitment Strategies
Corporations have started linking their strategic planning with
Recruitment Policy. Infact, the strategies of  the company are the
bases for the selection of recruitment sources and techniques.
The strategy of market expansion of Hewlett Packard resulted
in the selection of  decentralized recruitment. Similarly, the
strategy of  low cost leadership of  Dr. Reddy’s Labs resulted in
highly skilled candidates whose productivity is very high. The
strategy of  superior customer service of  Lufthansa made them
to search for smart candidates.

Recruitment Strategies
Globalization and consequent competition through quality and
service necessitated the companies to search for and attract the
candidates with positive attitude, emotional feelings, entrepre-
neurial qualities etc. Companies with growth alliances should
search the candidates with multi skills and multicultural
background. The corporate strategies and relevant recruitment
strategies.
The recruitment strategies formulated by the companies include:
(i) In sourcing or Outsourcing: Companies recruit the
candidates, employ them, train and develop them and utilize
the human resources of these candidates. This strategy is called
‘in-sourcing’. Companies formulate and implement this
strategy when the corporate strategy is stable growth.

Recruitment is Distinct from Employment and
Selection
Once the required number and the kind of human resources are
determined, the management I has to find the places where
required human resources are/will be available and also work
out strategies I for attracting them towards the organization
before selecting suitable candidates for jobs. This process is
generally known as recruitment. Some people use the term
‘recruitment’ for employment. These two are not one and the
same. Recruitment is only one of the steps in the entire
employment process. Some others use the term recruitment for
selection. These two terms are different. Technically speaking the
function of recruitment precedes the selection function and it
includes only finding, developing the sources of prospective
employees and attracting them to apply for jobs in an organiza-
tion, whereas the selection is the process of finding out the
most suitable candidate to the job out of the candidates
attracted (i.e., recruited). Formal definition of recruitment
would give clear-cut idea about the function of recruitment.

Meaning and Definition of Selecting
After identifying the sources of human resources, searching for
prospective employees and stimulating them to apply for jobs
in an organization, the management has to perform the
function of selecting the right employees at the right time. The
obvious guiding policy in selection is the intention to choose
the best-qualified and suitable job candidate for each unfilled
job. The objective of  the selection decision is to choose the
individual who can most successfully perform the job from the
pool of qualified candidates. The selection procedure is the
system of functions and devices adopted in a given company to
ascertain whether the candidates’ specifications are matched with
the job specifications and requirements or not. The selection
procedure cannot be effective until and unless:
i. Requirements of the job to be filled have been clearly

specified (Job analysis etc.).
ii. Employee specifications (physical, mental, social, behavioural

etc.) have been clearly specified.
iii. Candidates for screening have been attracted.
Thus, the development of job analyses, human resources
planning and recruitment are necessary I prerequisites to the
selection process. A breakdown in any of these processes can
make even the best of selection system ineffective.

Essentials of Selection Procedure
The selection process can be successful if the following require-
ments are satisfied: (i) Someone should have the authority to
select.. (ii) There must be some standard of personnel with
which a prospective employee may be compared, i.e. a compre-
hensive job description and job specification should be available
beforehand. (Hi) There must be a sufficient number of
applicants from whom the required number of employees may
be selected.
Significance of Selection Process: Selection of personnel to man
the organization is a crucial, complex and continuing function.
The ability of an organization to attain its goals effectively and
to develop in a dynamic environment largely depends upon the
effectiveness of its selection program
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Role of Selection in Organizational Efficiency
Employee selection plays a vital role in achieving organizational
efficiency due to the following reasons:
i. Organizational efficiency is mostly determined by the

productivity.
ii. Globalization and international competitiveness led to the

customization in production and distribution.
Customization can be possible only with the commitment
and multi-skills of human resources.

iii. Human resources is the knowledge, machine, technology,
marketing, finance etc. in the software industry.

Organization for Selection
Before designing a selection procedure, the manner in which
tasks and responsibilities for accepting or rejecting candidates
should be shared by line and staff executives must be laid
down. The personnel department should eliminate all unsuc-
cessful candidates, so that the time of the line executives need
not be spent on such people. Secondly, candidates who can
meet job requirements should be made available promptly. Line
executive is ultimately vested with the authority either to accept
or to reject a candidate. However, the personnel officer has a
duty to see that the right type of personnel are selected and
placement is done wisely. If  he is not satisfied in this regard, he
should give his views to the superior and should avoid
involving himself in argument with the departmental head on
the methods of selection.

Selection Procedure
Selection procedure employs several methods of collecting
information about the candidate’s qualifications, experience,
physical and mental ability, nature and behaviour, knowledge,
aptitude and the like for judging whether a given applicant is
suitable or not for the job. Therefore, the selection procedure is
not a single act but is essentially a series of methods or stages
by which different types of information can be secured through
various selection techniques. At each step, facts may come to
light which are useful for comparison with the job requirement
and employee specifications.

Steps in Scientific Selection Process:
(i) Job Analysis, (ii) Recruitment, (in) Application Form, (iv)
Written Examination, (v) Preliminary Interview, (vi) Business
Games, (vii) Tests, (viii) Final Interview, (ix) Medical Examina-
tion. (x) Reference Checks, (xi) Line Manager’s Decision, (xii)
Job offer (xiii) Employment.

Scientific Selection Process
Job Analysis
Development Bases for Selection
Application / Resume /CV/ Bio-data
Human Resources Plan
Written Examination
Preliminary Interview
Recruitment
Business Games
Tests

Final Interview
Medical Examination
Assess the Fit between the Job and the Candidate
Reference Checks
Line Manager’s Decision
Job Offer
Employment

Business Games and their Utility in the Selection
Process
Utility, Case Study, Role Play, In-basket method, Sensitivity,
Simulations, Analytical, Judgmental and decision-making skills,
Human relations skills, Situational judgment, social relations,
decision-making skills, problem-solving skills. Degree of
openness, concern for others, tolerance for individual differ-
ences. Encountering skills solutions and select the sound
solution.
Psychological tests play a vital role in employee selection. A
psychological test is essentially an objective and standardized
measure of sample of behavior from which inferences about
future behavior and performance of the candidate can be drawn.
Types of  Test: Tests are classified into five types. They are:(i)
Aptitude tests; (ii) Achievement tests; (iii) Situational tests; (iv)
Interest tests; (v) Personality tests and             (vi) Multidimen-
sional Testing. (vii) Intelligence Tests (IQ)

Types of Test

Aptitude Tests

• Intelligence Test (IQ)
• Emotional Quotient
• Skill Tests
• Mechanical Aptitude
• Psychomotor Tests
• Clerical Aptitude Tests

Achievement Test

• Job Knowledge Test
• Work Sample Test

Situational Tests

• Group Discussion
• In Basket

Interest Test

Personality Tests

• Objective Tests
• Projective Tests
• Multi-Dimensional Testing

Interview
Testing usually follows final interview. This is the most
essential step in the process of  selection. In this step, the
interviewer matches the information obtained about the
candidate through various means to the job requirements and
to the information obtained through his own observation
during the interview.
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Types of  Interviews: The types of  interviews are: (i) Informal
Interview (ii) Formal Interview (iii) Planned Interview (iv)
Patterned Interview (v) Non-directive Interview (vi) Depth
Interview (vii) Stress Interview (viii) Group Interview and (ix)
Panel Interview.

Points to Ponder

• Define Strategic management and recruitment
• Explain the process of Selecting
• What are the Company Strategies and Recruitment Strategies
• Write a note on Business Games And Their Utility In The

Selection Process
• What is Employee Safety
• Write a note on trends in emerging European labor markets.

Notes
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Learning Outcomes
After reading this lesson you should
• Know Employee Welfare
• The steps to be taken by organizations for employee welfare
• Due attention should be given to the factor relating

Employee Welfare
• To understand that Industrial heath essential.

Employee Welfare
Labor welfare work is undertaken by various groups within and
outside an organization to improve the living conditions of
workers. The objective is to make the worker happy, healthy,
committed and loyal. Not surprisingly, employers with a
progressive outlook have always invested heavy amounts in
enriching the life of workers and have always gone beyond what
has been said in the rule book.

Types of Welfare Facilities
Welfare services may broadly be classified into two categories: (i)
Intramural activities which are provided within the establish-
ment such as latrines and urinals, crèches, rest centers, canteens,
uniforms, library, medical aid, subsidized food, shift allowance
etc; (ii) Extramural activities which are undertaken outside the
establishment such as family planning, child welfare, cooperative
stores, credit societies, vocational guidance, holiday homes, leave
travel facilities, transport to and from the place of work etc.
Labor welfare work may also be divided into two categories: (i)
statutory welfare work comprisirig the legal provisions in
various, pieces of  labor legislation (ii) Voluntary welfare work
includes those activities which are undertaken by employers for
their workers voluntarily.

Employee Counseling, Support and
Welfare
There are many ways that Human Resource Professionals
support the well being of employees at work, examine the
organizational and individual sources of stress at work, and
explores how employees can be supported, and counseled. The
aim should be to explore the management of employee welfare,
and how appropriate and effective mechanisms and procedures
can be established and considers the ethics, and the moral
dimension of Human Resource Management.

Steps to be taken by organizations for employee
welfare

• To help employees to appreciate the responsibilities of
management for welfare, support and the counseling of
employees, in the context of  today’s complex and
competitive organization s.

• To equip employees with the skills and knowledge necessary
to develop an effective and appropriate provision within

their organizations for employee welfare, counseling and
support.

• To enable employees to critically appraise current provisions
for employee counseling, support and welfare, and to make
appropriate recommendations to senior management.

• To instill an appreciation and ability to evaluate of  the nature
and operation of occupational stress.

• To enable employees in their role as managers to measure
and identify accurately sources of occupational stress.

• To enable employees to recognize and appreciate their own
needs for continuing professional development in this field.

The Results will be

• Assess provision for occupational health within the
organization, in relation to corporate and individual needs
and in relation to wider personnel and HR policies.

• Initiate a policy for employee counseling, support and
welfare, or appraise and upgrade an existing policy to meet
changing corporate and /or employee needs.

• Appreciate the role of the line manager in the provision and
implementation of a successful employee counseling,
support and welfare policy.

• Assess provision for appropriate training, development and
support for line managers.

• Organize the provision of a program of positive health
promotion among organizational members

• Conduct research in order to identify main sources and
incidence of job and occupational stress

• Conduct attitude surveys and/or other appropriate
measures.

• Develop appropriate links with external professional, for
support, and information purposes.

• Appreciate the ethics of providing, monitoring and
evaluating provision.

• Appreciate the legal requirements on management, and all
employees within the organization with respect to the
provisions.

Due Attention should be given to the Following
Factors

1. Organizations And Occupational Stress

Differing models and conceptualizations of stress. Sources of
stress; coping and coping mechanisms. Problems and issues
surrounding the ascertainment and measurement of stress. The
relation between stress and life events; occupational and
organizational stress.

2. Counseling

Counseling in organizations; main theoretical approaches and
traditions in counseling: for example: psychoanalytic, behavioral,

UNIT IV

WELFARE PROVISIONLESSON 15:

THE TRADITIONAL WELFARE FUNCTION



4 2

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

cognitive. The counseling process, professional relationships;
ethics and counseling. Training in counseling, levels and sources
of training and information. The role of professional bodies in
promoting good practice.

3. Framework of Welfare

Historical survey of  ranges and varieties of  provision in
organizations; economic substitute employee benefits, qualita-
tive benefits; History of personnel practice, from welfare
workers to HR professionals. Development of changing
attitudes towards employees and ideologies of management
and management practice: e.g.: “Scientific Management”,
“Human Relations” school, “Quality of  Working Life”
movement, post-fordist approaches, Total Quality Manage-
ment.
Working conditions: the Impact of  technological change;
ergonomics and responsible job and system design. Health &
Safety, the development of  the current framework. Employee
Welfare in social & political context: Changing role of  welfare
policies - models of  welfare; impact of  legislation’s and
approaches; the impact and involvement of the trade union
movement.

4. Assessing Provision and Need

Social survey methods as a technique for monitoring various
issues concerning the organization
The welfare audit, social audit and stress audit. Behavioral and
unobtrusive measures and indicators of stress. Problems of
inference in analyzing survey data.

5. Current Issues And Developments

The changing legal and organizational climate; the impact of
“flexibility”, new working patterns and new organizational
forms: outplacement, redundancy, retraining, teleworking and
deskilling and multiskilling. Occupational health and medicine:
changing organization al roles and provisions. Employee
assistance programs, corporate policy and strategy; the contribu-
tion of considerations of ethical practice; codes of conduct;
Business in the community; environmental and social responsi-
bilities of business.

Teaching and Learning Methods
Lectures, workshops, student led seminars and case analyses.
Small group tutorials will be used for  role play and video.
Statutory provisions: the factories act, 1948, the plantation
labor act, 1951, the mines act, 1951, the motor transport
workers act, 1961 the contract labor (regulation and abolition)
act, 1970 labor welfare officer, the factories act.  Despite the
significance of their presence, employees sometime fail to report
at the work place during the scheduled time, which is known as
‘absenteeism’, absenteeism is the total man-shifts lost because
of absence as a percentage of the total number of man-shifts
scheduled to work, absenteeism is the practice or habit of being
an ‘absence’ and an absentee is one who habitually stays away”.

Number of Man-days lost
Absenteeism Rate  = ———————————— x  100

Number of Man days scheduled to work

        Total number of  times in which the leave was availed
Frequency Rate = ———————————–—— x  100

Total number of  man days scheduled to work
Total number of  days absent during a period

3.  Severity Rate = ———————————–—— x  100
Total number of  times absent during that period

Case Study Sarvodaya Structurals
Limited
Sarvodaya Structural Limited was engaged in the fabrication of
heavy structural. The company had six shops besides engineer-
ing, accounts, personnel, sales and administrative departments.
It employed 7000 men. The chief executive of the company was
the general manager.In one of the shops employing 1000 men,
900 tons of structurals were fabricated every month. The day-
to-day management of the shop was entrusted to the Manager,
who was assisted by the Senior Foreman. The three main
sections of  the shop were Preparation, Marking and Finishing.
In the Marking and Finishing Sections, two foremen each
supervised the work. The preparation section was under the
direct supervision of  the senior foreman, who, in addition,
planned and coordinated the work of all the three sections. The
preparation section was responsible for the collection and
classification of work orders, for reading intricate machine and
structural drawings, determination of priorities of execution
orders, checking bills of materials and processing raw materials
for fabrication. This section had 200 men on the rolls. In 1991,
the shop started receiving heavy orders and as the workload
increased considerably, the Senior Foreman was unable to cope
with it. On the manager’s recommendation, the general
manager sanctioned two new posts of foremen for the
preparation section. Two progress in charges attached to the
senior foreman were thus rendered surplus and their principal
work, namely, reporting progress of  work in the shop, was
transferred to the Production Planning Department. This action
of the general manager had the concurrence of the manager.
The in charges themselves were not transferred to the produc-
tion planning department, as this had its own departmental
men to take care of this work. They continued on the rolls of
the shop, awaiting orders for transfer to vacancies of  equivalent
grade in other shops.
The minimum qualifications for the recently created posts of
foremen, prescribed by a joint committee, were a diploma in
engineering and five years’ experience in structural shop. The
posts were advertised for in the organization but none of the
applicants was found suitable for appointment. The in charges
concerned, who were non-matriculates, did not apply, as they
did not possess the prescribed qualifications. The posts were
therefore advertised in the press. Three outside candidates
applied. Only one appeared for the interview and he was found
not suitable for appointment. The case of the two surpluses in
charges did not come within the purview of  the grievance
procedure in operation, in the company, as it involved a change
in the minimum qualifications prescribed for the post of
foreman. As, however, they were powerful members of the
union executive, the secretary of the recognized trade union
took up their case for appointment as | foreman with the
general manager. The union secretary argued that they had been
doing p of  the foremen’s job before the posts were created and
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in the absence of suitable Candidate they should be preferred
for promotion.
The general manager maintained that the men concerned were
not qualified for the posts and did not possess the technical
background required to perform the foreman’s duties. The
written job-descriptions of the posts of progress in charge and
foreman prepared by the joint committee indicated that the job
content of the former was only about 25% of that of a
foreman and only, on the administrative side. They did not
supervise the work of  the preparation section in any way, where
there were miseries in line for promotion. The latter, though
good in their own area, could not be promoted, as they were
not technically qualified to hold the higher position. After
prolonged discussion, the general manager conceded that in the
circumstances, the in charges would be given an opportunity to
prove their fitness for the job. It was also agreed that in the first
place, test specifications for the posts of foreman would be
worked out by a joint committee and given to the men
concerned. If they wished, they would also be given guidance
for a period of  three months, to learn the job. They would then
be subjected to a test by the training officer and if they passed
the tt ‘, they would be promoted as foremen. The manager
communicated this decision to the senior foreman in the
presence of the two men. He readily agreed to give them the
necessary guidance whenever they requested it. However, they
maintained that the decision was not only to give them
guidance when asked for, but full-time training and guidance in
order to enable them to pass the test. On hearing this, the
senior foreman remarked: ‘I have no one to spare primarily for
the purpose of  training them. To pass the test.

Questions

1. What is the main problem in the case?
2. If you were the manager of the ‘shop’, how would you

handle the problem, after the senior foreman’s remark about
sparing the ‘in charges’ for three months?

Industrial Heath is Essential to

• Promote and maintain the highest degree of physical, social
and mental well being of workers.

• Improve productivity and quality of work.
• Reduce accidents, injuries, and absenteeism and labor

turnover.
• Protect workers against any health hazard arising out of

work or conditions in which it is carried on.
Each year, an estimated two million women and men die as a
result of occupational accidents and work-related diseases.
Across the globe, there are some 270 million occupational
accidents and 160 million work-related diseases each year. 2004 is
the twentieth anniversary of one of the worst chemical disasters
ever. In a gas leak from a pesticides factory in Bhopal, central
India, 2,500 people were killed and over 200,000 injured in the
space of a few hours. Not only were the workers at the factory
affected, but also they’re families, their neighbors, and whole
communities. Each day, an average of  5,000 people die as a
result of work-related accidents or diseases, according to ILO
estimates.

“Workers suffer approximately 270 million occupational
accidents each year (fatal and non-fatal), 160 million incidents of
work-related diseases. In one third of these cases, the illness
causes the toss of four or more working days,
• Four per cent of  the world’s gross domestic product (US$

1,251,353 million) is toast with the cost of  Injury, death and
disease. “ The loss in GDP resulting from the cost of death
and illness in the workforce is 20 times greater than all official
development assistance”.
Close to 350,000 people lose their lives in accidents on the
job each year. Half these deaths occur in agriculture, the
sector with half  the world’s workforce.

• Each year, 22,000 children are killed by work accidents.
• Hazardous substances kill 440,000 workers annually,

Asbestos atone claims about 100,000 lives,
• Ten per cent of  all skin cancers are estimated to be attractable

to workplace exposure to hazardous substances, in India,
54.6% of slate pencil workers.

Points to Ponder

• What is Employee Welfare?
• Describe the steps to be taken by organizations for employee

welfare
• Name the factor relating Employee Welfare.
• Why is Industrial heath essential?

Notes
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Learning Outcomes
After reading this lesson you should
• Legal provisions regarding health of employees:
• Know the meaning of drug misuse?
• Taking Drugs - What Are The Signs?
• Suspecting an Employee

Legal Provisions Regarding Health Of
Employees
Cleanliness, Nuclear Wastes, There must be effective arrange-
ments for the disposal and/ or treatment of waste and
effluents. Ventilation and Temperature, Dust and Fumes
Artificial humidification Overcrowding Lighting Drinking water
Latrines and urinals and Spittoons.

Employee Safety
The main purpose of effective safety programs in an organiza-
tion is to prevent work - related injuries and accidents like the
following: Slipping, tripping, or falling on the floor hazards,
Obstruction and collision hazards Equipment hazards, Hazards
from falling objects, Fire hazards, Chemical substances, Gases,
Fumes, Biological hazards, Environmental Hazards,
The area of safety and accident prevention is of great concern to
managers, at least partly because of the increasing number of
deaths and accidents at work. Supervisors play a key role in
monitoring workers for safety. Workers must develop safety
consciousness through observance of  rules. The law enforcing
authorities must take all steps to bring the violators to the book
and impose severe penalties so as to bring about a radical
change in the outlook of managers who take safety matters
lightly.

Accidents in the Factory: Causes and
Prevention
There are two basic causes of workplace accidents, apart from
chance occurrences, which are beyond management’s control:
unsafe conditions (improperly guarded equipment, defective
equipment) and unsafe acts (throwing materials, operating
machines at unsafe speeds).

What is Drug Misuse?
The ‘drug misuse’ refers to the use of illegal drugs and the
misuse, whether deliberate or unintentional, of prescribed
drugs and substances such as solvents. Drug misuse can harm
the misuser physically and mentally and, through the misuse’s
actions, other people and the environment. Historically, society
regards alcohol, tobacco and caffeine differently from other
drugs and the problems associated with their use are well
documented. However, remember that simultaneous use of
alcohol and drugs is particularly dangerous.

Is it My Concern?
Yes. Drug misuse can be a serious problem not only for the
misuser but also for the business where they work and,
sometimes, for their co-workers. The possession of some
drugs is illegal, exposing the misuser to the risk of criminal
charges as well as causing harmful effects to their health. You
could be breaking the law if you knowingly allow drug-related
activities in your workplace and you fail to act. It is just as
important to know the implications to both your employees
and business of not tackling drug misuse, particularly where
safety is involved.
Successfully tackling drug misuse can benefit both one’s
business and  employees. For example by:
• Saving on the cost of recruiting and training new employees

to replace those whose employment might be terminated
because of untreated drug misuse;

• Reducing the cost of absenteeism or impaired productivity;
creating a more productive environment by offering support
to those employees who declare a drug-related problem,
improving employee morale;

• Reducing the risk of accidents caused by impaired judgment;
• Enhancing the public perception of your organization as a

responsible employer;
• Contributing to society’s efforts to combat drug misuse.

Who is at Risk?
All kinds of people are involved in drug misuse - they do not
conform to any stereotype. A lot of people who are involved in
drug misuse are in work.

Taking Drugs - What are the Signs?
If  you are going to tackle drug misuse at work effectively, you
may want to start by examining your own knowledge about the
types of drugs available and the harmful effects they can have
on the misuser and your business. So your first task will
probably be to gather information to raise your awareness and
that of  your managers or supervisors. Drugs can affect the brain
and the body in a number of ways. They can alter the way a
person thinks, perceives and feels, and this can lead to either
impaired judgment or concentration. Drug misuse can also
bring about the neglect of  general health and well being. This

LESSON 16:

HEALTH AND SAFETY LEGISLATION
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may adversely influence performance at work, even when the
misuse takes place outside the workplace.

Signs of Drug Misuse which you might look for
include
 Sudden mood changes;
 Unusual irritability or aggression;
 A tendency to become confused;
 Abnormal fluctuations in concentration and energy;
 Impaired job performance;
 Poor time keeping;
 Increased short-term sickness absence;
A deterioration in relationships with colleagues, customers  or
management;
Dishonesty and theft (arising from the need to maintain an
expensive habit).
Remember: all the signs shown above may be caused by other
factors, such as stress, and should be regarded only as indica-
tions that an employee may be misusing drugs.

What can I Do?

A Policy on Drug Misuse
All organizations - large and small - can benefit from an agreed
policy, applying to all staff, on drug misuse. As with alcohol,
such a policy should form part of  your organization’s overall
health and safety policy. Many large organizations have policies
that describe their position on drug misuse. A written drugs
policy has many advantages, for example leaving less room for
misunderstanding than an informal ‘understanding’.
The analysis of following steps will confirm whether the
employee is affected by drug misuse:
1. Sickness record - are there any periods of unexplained or
2. Frequently taken absence?
3. Behavioral changes - what behavioral changes have you
4. Noticed in any employee ?
5. Productivity - are there any unexplained dips in productivity?
6. Accident records/near misses - have the number of accidents

or
7. Near misses increased or involved particular employees?
8. Disciplinary problems - have you noticed particular

performance
9. Or conduct problems with any employees?
10.These may help you to find out if drug misuse is harming

your business.

What can I do if I suspect an Employee has a Drug
Problem?
Employees with a drug problem should have the same rights
to confidentiality and  support as they would if they had any
other medical or psychological condition.

What if they won’t Admit that they have a Problem?
It may be very difficult for people to admit to themselves or
others that they have a drug problem. They may feel there is a
stigma attached to drug misuse and they may well fear reprisals

if they admit to taking illegal drugs. Whilst your freedom to act
may be limited if it becomes clear that an employee has broken
the law at work, you should let staff know that  you will, as far
as possible, treat drug misuse as a health issue rather than an
immediate cause for dismissal or disciplinary action.

Should I Dismiss them? Disciplinary Action may be
Taken as a Last Resort
You could be judged (by an industrial tribunal) to have unfairly
dismissed employees whose work problems are related to drug
misuse if you have made no attempt to help them. However,
you may need to temporarily move them to another job if their
normal work is safety-critical.

Should I allow them Time off to Get Help
The cost of recruiting and training a replacement may be greater
than the cost of  allowing someone time off  to get expert help.

Who Else can help Them
If one of your employees is misusing drugs, you should
encourage them to seek help from your organization’s occupa-
tional physician or nurse (if you have one), their GP or a
specialist drug agency. In taking action, you need to ensure that
you have the support of other managers and gain the support
of your employees. When you have gathered together your
information and consulted relevant people you will be ready to
take action.

Most Commonly Misused Substances in
the UK

Heroin (smack, horse, gear, H, junk, brown, stag, scag, jack)
Cocaine (coke, charlie, snow, C)
Crack (freebase, rock, wash, stone)
Ecstacy (E, XTC, doves, disco bisuits,echoes, scooby doos)
Chemical name: MDMA
LSD (acid, trips, tabs, dots, blotters, microdots)
Magic mushrooms (shrooms, mushies)
Cannabis (hash, dope, grass, blow, ganja, weed, shit, puff,
marijuana)

How Usually Taken
Injected, snorted or smoked.
Snorted in powder form, injected.
Smoke able  form of cocaine.
Swallowed, usually in tablet form.

Effects Sought
Drowsiness, sense of  warmth and well-being.
Sense of well being, alertness and confidence.
Similar to those of snorted cocaine but initial feelings are much
more intense.
Alert and energetic but with calmness and a sense of well being
towards others.
Heightened sense of sound and color.
Hallucinations, including distorted or mixed-up sense of
vision, hearing and time.
An LSD trip can last as long as 8-12 hours.
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Relaxed, talkative state, heightened sense of sound and color.

Measures to ensure Industrial Safety
Safety policy Top management support Safety committee Safety
discipline motivation Safety engineering Safety training and
communications and Governmental support.

Legal Provisions Regarding Safety
(Sec. 24 To 40)
Fencing of  Machinery, Work on or near machinery in motion,
Employment of young persons Striking gear and devices for
cutting off power, Self acting machines Casing of new machin-
ery Employment of women, children near cotton openers
Hoists and lifts Lifting machines, chains and ropes Revolving
machinery Pressure plant Floors, stairs and means of access Pits,
sumps, openings in floors Excessive weights Protection of eyes
Dangerous fumes and gases Precautions with regard to portable
electrical light Explosive or inflammable gas or dust Precautions
in case of fire Safety of building and machinery Safety officers.
Industrial health refers to a system of public health and
preventive medicine which is applicable to industrial concerns,
industrial health is: (i) the prevention and maintenance of
physical, mental and social well-being of workers in all occupa-
tions; (ii) prevention among workers of ill-health caused by the
working conditions; (iii) protection of workers in their employ-
ment from risks resulting from factors adverse to health and
(iv) placing and maintenance of the worker in an occupational
environment adapted to his physical and psychological equip-
ment.
The basic objective of industrial health is the prevention of
disease and injury rather than the cure of disease. It involves a
program of  health conservation and prevention of  occupa-
tional disease.

Points to Ponder

• What are the steps that confirm whether the employee is
affected by drug misuse

• State the Legal provisions regarding health of employees
• Explain the meaning of drug misuse?
• What are the signs taking Drugs ?
• Suspecting an Employee for drug misuse what should the

manager do?

Notes
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Learning Outcomes
After reading this lesson you should
• Understand the term Ergonomics
• Understand the term Sick building Syndrome
• AIDS at work place, the response of an organization
• Learn Work place counseling:

Ergonomics
Ergonomics is the application of scientific information
concerning humans to the design of objects, systems and
environment for human use. Ergonomics comes into every-
thing which involves people. Work systems, sports and leisure,
health and safety should all embody ergonomics principles if
well designed. Work-related Musculoskeletal disorders (MSDs)
result when there is a mismatch between the physical capacity of
workers and the demands of  the job. Musculoskeletal disorders
are the leading cause of disability of people in their working
years, afflicting over 19 million workers. One-half of the
nation’s work force is affected at some time during their
working lives. Statistics show a steady increase in musculoskel-
etal disorders. Each year thousands of workers in the United
States report work related MSDs such as tendinitis, epicondyli-
tis, carpal tunnel syndrome, and back injuries. Many of these are
caused or aggravated by work related stressors such as lifting,
reaching, pulling, pushing, and bending.
About one-third of all occupational injuries and illnesses stem
from over exertion and/or repetitive motion. Cost to the
nation in direct work’s comp costs exceed $20 billion..
Ergonomics why is the video recorder one of the most
frustrating domestic items to operate? Why do some car seats
leave you aching after a long journey? Why do some computer
workstations confer eyestrain and muscle fatigue? Such human
irritations and inconveniences are not inevitable - ergonomics is
an approach, which puts human needs and capabilities at the
focus of designing technological systems. The aim is to ensure
that humans and technology work in complete harmony, with
the equipment and tasks aligned to human characteristics.
Ergonomics has a wide application to everyday domestic
situations, but there are even more significant implications for
efficiency, productivity, safety and health in work settings. In
developing countries, the acceptability and effectiveness of even
fairly basic technology can be significantly enhanced. The multi-
disciplinary nature of ergonomics (sometimes called ‘Human
Factors’) is immediately obvious. The ergonomist works in
teams, which may involve a variety of other professions: design
engineers, production engineers, industrial designers, computer
specialists, industrial physicians, health and safety practitioners,
and specialists in human resources. The overall aim is to ensure
that our knowledge of human characteristics is brought to bear
on practical problems of people at work and in leisure.

The origins of ergonomics is a relatively new branch of science
which celebrated its 50th anniversary in 1999, but relies on
research carried out in many other older, established scientific
areas, such as engineering, physiology and psychology. It
originated in World War 2, when scientists designed advanced
new and potentially improved systems without fully consider-
ing the people who would be using them. It gradually became
clear that systems and products would have to be designed to
take account of many human and environmental factors if they
are to be used safely and effectively. This awareness of  people’s
requirements resulted in the discipline of ergonomics.

Sick building Syndrome
The term “sick building syndrome” (SBS) is used to describe
situations in which building occupants experience acute health
and comfort effects that appear to be linked to time spent in a
building, but no specific illness or cause can be identified. The
complaints may be localized in a particular room or zone, or
may be widespread throughout the building. In contrast, the
term “building related illness” (BRI) is used when symptoms
of diagnosable illness are identified and can be attributed
directly to airborne building contaminants.
A 1984 World Health Organization Committee report sug-
gested that up to 30 percent of new and remodeled buildings
worldwide may be the subject of excessive complaints related to
indoor air quality (IAQ). Sometimes indoor air problems are a
result of poor building design or occupant activities.

Indicators of SBS include

• Building occupants complain of symptoms associated with
acute discomfort, e.g., headache; eye, nose, or throat
irritation; dry cough; dry or itchy skin; dizziness and nausea;
difficulty in concentrating; fatigue; and sensitivity to odors.

• The cause of the symptoms is not known.
• Most of the complainants report relief soon after leaving the

building.

Indicators of BRI Include

• Building occupants complain of symptoms such as cough;
chest tightness; fever, chills; and muscle aches

• The symptoms can be clinically defined and have clearly
identifiable causes.

Causes of Sick Building Syndrome
The following have been cited causes of or contributing factors
to sick building syndrome:
Inadequate ventilation: In the early and mid 1900’s, building
ventilation standards called for approximately 15 cubic feet per
minute (cfm) of outside air for each building occupant,
primarily to dilute and remove body odors.
Chemical contaminants from outdoor sources: The outdoor air
that enters a building can be a source of indoor air pollution..

LESSON 17:

NEW MODELS OF WELFARE
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Biological contaminants: Bacteria, molds, pollen, and viruses are
types of biological contaminants.

AIDS and the Place of Work Place: (Policy
to be followed)
Encourage firms to introduce education on AIDS and to
promote humane treatment of employees infected by the HIV
virus or suffering from AIDS. There is a need to avoid the
problems, which could arise from a reaction of fear to the
presence of AIDS at work. Even though, if hygiene require-
ments are adhered to, there is no risk of  catching AIDS at work,
and this is also true of work in the field of health care and body
treatments, such reactions may occur nevertheless. Firms should
therefore, with the help of those who usually have a preventive
role within the firm (company doctors, occupational health
experts, etc.) set about developing an effective AIDS education
policy suited to their particular work environment, and they
should do so even before cases actually occur. The policy should
take account of  the role of  managers, supervisors and employ-
ers’ representatives, while paying due regard to the principle of
medical confidentiality. It might also prove necessary to target
other groups of staff, such as members of first-aid teams, in
order to allay unjustified fears.

AIDS: a common approach in the fight
The fight against AIDS represents a priority “international
course” in the field of public health, and the Community plans
to act against this disease.
The principles governing the action undertaken are as follows:
• Absolute priority is to be given to prevention through health

information and education,
• In terms of prevention, any policy of systematic and

compulsory screening is ineffective,
• Any discrimination against, or stigmatization of, persons

affected by AIDS, particularly as regards employment, must
be avoided.

• Programs based on one-to-one counseling and support
measures among drug addicts, such measures including
education and information campaigns, health and advisory
services, and easy access to sterile injecting materials;

Preparing firms to deal with the problem of AIDS in a manner
which takes account of the fact that, in working relations and
working contacts, there is no risk of infection with AIDS;

Work Place Counseling

First Aid
Signs showing the location of first-aid facilities will be needed.
Advice on the action to take in the case of electric shock is no
longer a legal requirement but is recommended.

Gas Pipes and LPG Cylinder Stores
Pipes carrying dangerous substances such as flammable gas
should be labeled, e.g.:  (black on yellow background) Main gas
isolation valves should be similarly labeled and there ‘on’ and
‘off ’ positions should also be indicated. LPG cylinder stores
should have the following signs:

(No smoking - black symbol on white background inside a red
circle with a red diagonal line) (LPG - black symbol on yellow
background)

Fragile Roofs

Signs should be erected at roof access points and at the top of
outside walls where ladders may be placed. (Black on yellow
background)

Other Signs and Posters

• Health and safety law - What you should know (there is a
legal requirement to display this poster or  distribute
equivalent leaflet)

• Certificate of  Employer’s Liability Insurance (there is a legal
requirement to display this)

• Scalds and burns are common in kitchens. A poster showing
recommended action is advisable, e.g.  ‘First Aid for Burns’ _
No smoking signs

Design of Signs
Commercially bought (and self-made) signs should comply
with the Regulations. They generally fall into six categories:
• Prohibition signs - black symbol on a white background

inside a red circle with a red diagonal line across the circle
• Warning signs - black symbol on a yellow background inside

a black triangle
• Mandatory signs - white symbol on a blue circular

background
• Emergency escapes - white symbol on a green rectangular or

square background
• Fire-fighting signs - white symbol on a red rectangular or

square background
• Obstacles or dangerous locations (e.g. low head height

tripping hazard etc) - alternating yellow and black stripes

Religious Practices: Recognition of
Religious Beliefs and Customs
General Principles: The following generally accepted legal
principles that can be followed in an organization, which deal
with recognition of religious beliefs or customs or activities:
• Playing, singing, and presenting music that is religious in its

content;
• Performing drama that deals with religious history or is

religious in its content;
• Producing or exhibiting art work dealing with religious

themes;
• Recognition of significant religious holidays by sponsoring

activities that acknowledge the importance of these holidays
in our cultural life;

The several holidays throughout the year (including Christmas,
Easter, Dipavali Ramadan etc), which have a religious and a
secular basis, may be observed in the organization  provided the
materials, activities, decorations, or programs used for such
observances are not designed to promote any religion.
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Industry News Updates

Ruling in Australia regarding Recognition of
Religious Practices
Mosques, temples and other all-Australian icons ‘Cultural
diversity sounds fine in principle but does it actually mean
anything out on the streets, in the neighborhoods and in the
council chambers where many decisions touching people’s daily
lives are made? For 95% of local councils I would suspect the
answer sadly is, no.’ said President of  the New South Wales
Anti-Discrimination Board [from September 1994 - May 2003],
Chris Puplick, at today’s Multicultural Forum for Local Govern-
ment.’
‘As President of  the Anti-Discrimination Board, I welcome
moves to incorporate the reality of cultural difference and
diversity into the fabric of  Australian society. The State Govern-
ment should be congratulated for its initiative in amending the
Local Government Act to require Councils to give effect to the
principles of  cultural diversity. Today’s Multicultural Forum to
assist local Councils in making cultural diversity a reality in
Council chambers as well as at a street and neighborhood level
is a step forward which has been long overdue.’
‘The Anti-Discrimination Board over the years has seen far too
many examples of Hansonite decision- making at local level by
unrepresentative bodies which still do not reflect adequately the
multicultural reality of the constituencies they are supposed to
serve. The number of  complaints the Board receives from
aggrieved minorities - including people from non-English
speaking backgrounds as well as women, gays and lesbians,
indigenous Australians and people with disabilities - indicates
this last bastion of  1950’s attitudes has more than done its
dash. It is time to adapt or die.’
‘I find it remarkable that it is still much more difficult to get a
mosque or a temple approved by Councils than a Church.
These places of worship which give a focus to emerging
communities are as vital to those new communities as churches
were to our first European settlers.’
‘Australia today is a place of  temples and mosques as well as
cathedrals and village churches. It is a community of many races,
religions, countries of origin and religious and cultural practices.
Local government has a duty to reflect this reality and not throw
obstacles in the way as has too often been the case in the past.
The days of being captive to the interests of just one dominant
language and cultural group - Anglo-Australians - has gone.
How many councils or their staff for that matter, have can yet
say they do fully acknowledge that reality?’

Points to Ponder

• Understand the term Ergonomics
• Understand the term Sick building Syndrome
• AIDS at work place, what should be the response of an

organization
• What is Work place counseling:
• Explain the General principles of allowing Religious practices

Notes



5 0

M
A
N
A
G
I
N
G
 
H
U
M
A
N
 
R
E
S
O
U
R
C
E
 
I
S
S
U
E
S

Learning Outcomes
After reading this lesson you should
• Know Stress Management
• Be able to Eliminate Stress
• Learn essential skill to manage Stress

Stress Management (What is Stress)?
Stress is the “wear and tear” our bodies experience as we adjust
to our continually changing environment; it has physical and
emotional effects on us and can create positive or negative
feelings. As a positive influence, stress can help compel us to
action; it can result in a new awareness and an exciting new
perspective. As a negative influence, it can result in feelings of
distrust, rejection, anger, and depression, which in turn can lead
to health problems such as headaches, upset stomach, rashes,
insomnia, ulcers, high blood pressure, heart disease, and stroke.
With the death of a loved one, the birth of a child, a job
promotion, or a new relationship, we experience stress as we
readjust our lives. In so adjusting to different circumstances,
stress will help or hinder us depending on how we react to it.

How Can I Eliminate Stress from My Life?

How Can I Tell What is Optimal Stress for
M e ?
There is no single level of stress that is optimal for all people.
We are all individual creatures with unique requirements. As
such, what is distressing to one may be a joy to another. And
even when we agree that a particular event is distressing, we are
likely to differ in our physiological and psychological responses
to it.

How Can I Manage Stress Better?
Identifying unrelieved stress and being aware of its effect on
our lives is not sufficient for reducing its harmful effects. Just as
there are many sources of stress, there are many possibilities for
its management. However, all require work toward change:
changing the source of stress and/or changing your reaction to
it. How do you proceed?
1. Become aware of your stressors and your emotional and

physical reactions.
2. Recognize what you can change.
3. Reduce the intensity of your emotional reactions to stress.
4. Learn to moderate your physical reactions to stress.
5. Build your physical reserves.
6. Maintain your emotional reserves.
Skills are organized into the 12 essential skill areas below:
Understanding Stress & Stress Management
Identify and Target Sources of  Stress
Cope with the Stress of  Work Overload

Survive the Stress of  Problem Jobs
Work Harmoniously With Powerful People
Overcome Co-Worker and Team Stress
Manage Environmental Stress
Manage Performance Stress
Reducing Stress With Rational Thinking
Building Defenses Against Stress
Avoiding Burnout
Useful Relaxation Techniques

Organizational Coping Strategies
Stress management includes stress prevention also. This is best
achieved through certain organizational coping strategies. These
include:
1. Role clarity: Define employee roles clearly. Employees must

have a clear understanding of  the job. They must know what
the company expects and be confident that they can meet
these expectations. Stress, most often, occurs when
employees are not very sure about their work roles or fear
they cannot do their jobs. When excessive stress is present in
a role, management can initiate steps such as:
• Redefining the person’s role
• Reduce overload by redistributing the work
• Set up procedures to prevent hindrances to work
• Arrange for a meeting of all those involved in a messy

situation and try to find a way out
• Make the job intrinsically meaningful, challenging and

rewarding.
2. Supportive climate: Factors such as freedom to think and

act independently, a certain amount of  informality with key
employees, clear communications, participative decision
making, friendly conversations - all help in reducing stress
levels in an organization . If  practiced regularly, they also
reveal a supportive organization al climate where everybody is

LESSON 18:

STRESS MANAGEMENT
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willing to contribute his best and share the rewards
thereafter. There is very little room for disruptive political
games, and conflicts to occur - vitiating the whole
atmosphere. A friendly, supportive climate builds trust and
confidence among employees and they will be quite happy to
extend a helping hand to management, whenever required.

3. Clear career paths: To reduce uncertainty, each employee
must be sure of where he is heading for, say after 5 years
within the same organization. A clear career path and the job
rewards and benefits that follow committed service would
go a long way in preventing or reducing stress levels greatly.

4. Company-wide programs: A variety of programs can be
used to manage work stress. These include:
• Company-wide Program to Manage Stress
• Job enrichment
• Employee counseling
• Training and development program
• Establishing autonomous work groups
• Establishing variable work schedules
• Setting up health clubs and offering health facilities
• Service benefits including marriage gifts, birthday bonus,

transport subsidy, long service bonus (NUT for example,
offers this to those employees who stay with the
company for more than 5 years. Infosys Technologies
offers the stock option plan to all employees who remain
committed and loyal etc) family planning gifts, health
club memberships, credit cards, housing/car loans etc.

Stress Interview: This interview aims at testing the candidate’s
job behavior and level of withstanding during the period of
stress and strain. The Interviewer tests the candidate by putting
him under stress and strain by interrupting the applicant from
answering, criticizing his opinions, asking questions pertaining
to unrelated areas, keeping silent for unduly long periods after
he has finished speaking etc. Stress during the middle portion
of  the interview gives effective results. Stress interview must be
handled with utmost care and skill. This type of  interview is
often invalid, as the interviewee’s need for a job and his
previous experience in such type of  interviews may inhibit his
actual behavior under such situations.

Case Studies

A Small Clothing Firm with a Manufacturing Arm
and a Distribution Arm.

Problem

Poor co-operation and understanding between machinists on
the factory floor and staff in the sales and distribution office.
Assessing the risks and finding solutions: To address the
business difficulties caused by the lack of co-operation and
general ’them-and-us‘ atmosphere, two steps were taken:
Staff forum - Senior staff from the factory floor and the sales
and distribution office meet together once a week to discuss
problems that have come up during the previous week,
potential strategies to sort them out, and to plan ahead for the
next week. This has allowed the two staff units to co-ordinate

their workloads to complement each other’s needs and de-
mands.
Teambuilding sessions - A (different) group of  staff  from the
two units meets monthly to discuss work processes. Some-
times there is a clear project to be planned, which enables the
two types of employees to appreciate that they are best working
together towards the common goal. All staff are involved in
these teambuilding sessions, and generally, they will have the
opportunity to attend three meetings a year. Minutes are taken
and distributed to all staff; to keep them informed of plans
made and issues rose at meetings they have not attended. One
suggestion arising from the teambuilding sessions was for as
many staff as possible to undergo a short-term stay in  other
section - spending half a day or a day in the other department
to give them a better understanding of their colleagues’ work.
Results: An evaluation involving senior managers, machinists
and sales staff found that communication problems between
staff on the factory floor and staff in the sales and distribution
office had been all but eliminated. There has also been a
business benefit, as co-operation has enabled a much more
fluent processing of projects. Staff with very different career
backgrounds and expertise can find it difficult to empathies
with each other.  This can inhibit their ability to work together
effectively, which can harm productivity.  Encouraging different
groups of staff to communicate with each other can help
overcome this. Care giving in old people’s homes involves
providing assistance with activities of daily living (walking,
bathing, feeding, etc) and emotional support (companionship)
for residents who often have reduced physical or mental capacity.
Problem: Physical and mental demands on staff are high. The
home in question was originally designed for residents who
were relatively independent, however as residents have aged,
their dependency levels have naturally increased and some now
require much greater support. As a result, staffs have reported
considerable physical and mental strain and there has been a
marked increase in the rate of sickness absence from stress-
related illnesses, such as depression and anxiety. Assessing the
risks and finding solutions Workers, managers, safety represen-
tatives and specialist staff discussed the issue through the
home’s health and safety committee. It was found that there
were predictable patterns in demands on caregivers, which
allowed the following measures to be brought in.  Work
schedules were adjusted to increase staff numbers during hours
of peak demand. The roles of auxiliary nursing staff were
clarified to ensure that both they and specialist staff knew their
responsibilities and needs regarding support. Greater power to
make decisions was given to certain groups of workers.
Results: Care staff reported a more manageable workload, an
increase in perceived support from management and other
caregivers, and greater ownership of their work. Although some
had greater responsibilities this was welcomed as a positive
development. The success of  these interventions has also
contributed to a substantial reduction in stress-related sickness
absence. Targeting resources at particularly busy areas or times
can reduce problems of work overload and constrained
resources. Consulting with and involving staff and their
representatives ‘on the ground’ is a simple way of ensuring that
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this is done effectively and fairly. A large high street bank
introduced a systematic series of  interventions to help employ-
ees deal with conflicting roles.
Problem: Following a risk assessment, the organization
identified a lack of clarity in employee role. This mainly arose
due to employees: working to targets (i.e. number of calls to
take/make) with penalties for not meeting them;  there were
time limits on calls, but employees needed to deal with calls in a
thorough, helpful, way: assuring quality often meant compro-
mising quantity;  the availability of support facilities after
difficult, time-consuming situations (e.g. after dealing with a
hostile  customer).
Assessing the risks and finding solutions: The bank consid-
ered that role conflict was contributing to its high levels of staff
turnover. It decided to apply the following interventions after
discussion with staff:
Targets - Internal guidance detailing the length of  time
employees had to deal with calls was removed. This gave
employees the discretion to spend more time dealing with
contacts, which helped to reduce pressure of difficult calls and
helped staff  provide a better quality service.
Respite rooms - Rooms were allocated to enable employees to
leave the office environment and compose themselves after
tackling a particularly difficult call. When staff  use this facility,
their line manager is informed so that support can be offered to
the employee if needed.
Results: Staff and management report that the relaxation of
rules and protocols has helped to clarify job role and reduce the
degree of demand placed upon employees. The introduction of
respite rooms has contributed to increased job satisfaction and
staff  retention. Finally, the actions have been good for business,
as evidenced by improved customer service.
The process of identifying hazards must be followed up with
appropriate action to tackle them. Measures that allow employ-
ees discretion in the us of their skills, or in their ability to take a
break without fear of reprisals are very effective stress manage-
ment interventions.

Points to Ponder

• What is Stress Management?
• Illustrate the steps to Eliminate Stress
• Learn essential skill to manage Stress
• Give examples of Stress Management

Notes
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Learning Outcomes
After reading this lesson you should
• Know various types of welfare facilities
• Have information of prominent welfare schemes
• Be aware of statutory provisions welfare
• Understand Maslow’s hierarchy of  needs
• Visualize intrinsic and extrinsic rewards
Labor welfare work is undertaken by various groups within and
outside an organization to improve the living conditions of
workers. The objective is to make the worker happy, healthy,
committed and loyal the provision of canteens improves the
physique; entertainment reduces the incidence of vices; medical
aid, maternity and child welfare services improve the health of
the workers and bring down the rates of general, maternal and
infantile morality; and educational facilities increase their mental
efficiency and economic productivity.

Labor Welfare Work, the Following Purposes

• Enables workers to have a richer and more satisfactory life
• Raises the standard of living of the workers by indirectly

reducing the burden on their pocket.
• Welfare measures will improve the physical and psychological

health of employees, which in turn, will enhance their
efficiency and productivity.

• Absorbs the shocks injected by industrialization and
urbanization on workers.

• Promotes a sense of belonging among workers, preventing
them from resorting to unhealthy practices like absenteeism,
labor turnover, strike, etc.

• Welfare work makes the service in mills more attractive to
workers. It improves the relations between employers and
employees.

• “It promotes a real change of heart and a change of outlook
on the part of both the employers and employees”.

• Prevents social evils like drinking, gambling, prostitution,
etc., by improving the material, social and cultural conditions
of work.

• Congenial environment as a result of welfare measures will
act as a deterrent against such social evils.

Types of Welfare Facilities
Welfare services may broadly be classified into two categories: (i)
Intramural activities which are provided within the establish-
ment such as latrines and urinals, crèches, rest centers, canteens,
uniforms, library, medical aid, subsidized food, shift allowance
etc; (ii) Extramural activities which are undertaken outside the
establishment such as family planning, child welfare, cooperative
stores, credit  societies, vocational guidance, holiday homes,

leave travel facilities, transport to and from the place of work
etc.

Labor Welfare Work may also be Divided into Two
Categories

i. statutory welfare work comprising the legal provisions in
various, pieces of labor legislation

ii. Voluntary welfare work includes those activities which are
undertaken by employers for their workers voluntarily. Many
employers, nowadays, offer the following welfare amenities
voluntarily:

Education: the Government of India envisaged A scheme of
workers’ education on an all India basis, way back in 1957.

The Scheme had Four Main Objectives

• To develop strong unions through trained officials and more
enlightened
members

• To develop leadership from the rank and file
• To equip organized labor to take its place in a democratic

society and discharge its social and economic functions.
• To promote, among workers, a greater understanding of  the

problems of their economic environment and their
privileges and obligations as union members and officials
and as citizens.

After assessing the scheme, the National Commission on
Labor, 1969 (NCL), felt that the scheme is not perfect and
requires improvement. The Committee on Labor Welfare, 1969,
recommended that trade unions should assume an active role in
educating workers and run schools for promoting literacy
among the children of  workers. To be effective, the program of
workers’ education should be formulated, administered and
implemented by the trade unions themselves.
Housing: Housing is the primary need of a workers’ family in
civilized life. Without a roof to cover his head, the worker
naturally feels frustrated about his poor standard of living in
big cities. Good houses mean possibility of home life, happi-
ness and health; bad houses spell squalor, drink, diseases,
immorality, crime, etc. Overcrowding of  people in dark quarters
in slum areas is mainly responsible for the outbreak of
tuberculosis. According to Radha Kamal Mukerjee “In the
thousand slums of the industrial centers, manhood is unques-
tionably brutalized, womanhood dishonored and childhood
poisoned at its very source”. Recognizing the need for housing
accommodation, an Industrial Housing Scheme was introduced
in 1952. Under this scheme the Central Government offers
loans to industrial workers for constructing houses at
concessional rates. The low-income group housing scheme
(1954), subsidized housing scheme for economically weaker
sections of society (1952), Rural House-sites-cum-hut construc-

UNIT V
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tion scheme for landless workers (1971) has also been intro-
duced to reduce the housing shortage to workers. The
government has also introduced housing schemes for miners
and plantation workers in early 50s. Housing schemes for dock
workers was drawn up in 1964.
To reduce shortage of  housing units in major industrial
centers, the Central Government must extend its helping hand
in a big way. Employers and Housing Finance Institutions
must also join hands to improve the lot of workers. The
problem of housing in India is of such a vast dimension that
no single agency can reasonably be expected to solve it.
Transportation: The Committee on Labor Welfare, 1969,
recommended the provision of transport facilities to workers
so that they can reach the workplace punctually and comfortably.
Most employers have, however, recognized the workers need for
transport services and therefore responded favorably by
providing company owned/leased vehicles to workers in major
industrial center - especially in the private sector. They have also
come out with innovative I financing schemes in recent times
enabling workers to buy their own bicycle scooter, motorcycle,
etc.
Other facilities: Other amenities such as washing facilities,
drinking water,« provision of first aid box, rest rooms,
canteens, recreation centers, have, more or less, become statutory
obligations of employers nowadays. Consumer cooperative I
societies have also been floated in various units to meet the
credit needs oil industrial workers.

Statutory Provisions
Employers are required to offer welfare facilities to workers
under different labour I laws. These are discussed below:

The Factories Act, 1948

The Act provides the following services to workers:
Washing facilities to male and female workers separately
Facilities for storing and drying clothes
Facilities for occasional rest for workers who work in a standing
position for long hours
First aid boxes or cupboards - one for every 150 workers and
the ambulance facility if there are more than 500 workers
Canteens, where there are more than 250 workers
Shelters rest rooms and lunchrooms where over 150 workers are
employed.
Crèche, if 30 or more workers are employed
Welfare officer, if  500 or more workers are employed.

The Plantation Labor Act, 1951
The Act provides for the following:
A canteen if 150 or more workers are employed
Crèche if 50 or more women workers are employed
Recreational facilities for workers and their children
Educational arrangements in there estate if the are 25 children
of workers between the age of 6 and 12
Housing facilities for every worker and his family residing in the
estate

Medical aid to workers and their families; sickness and maternity
allowance
Providing umbrellas, blanket^, raincoats to workers as a
protection against rain or cold - as prescribed by the State
government Welfare officer, if  300 or more workers are
employed.

The Mines Act, 1951
The Act provides for the following:
Shelters for taking food and rest if 50 or more workers are
employed
•First aid boxes and first-aid rooms if 150 or more workers are
employed
A canteen if employing 250 or more workers
A crèche if employing 50 or more females
Pithead baths equipped with showers, sanitary latrines
Everyone’s needs, Maslow believed, were arranged in a hierarchy
as illustrated in figure below:
• Physiological needs are basic biological needs essential for

survival. They include food,
drink, shelter, rest, sleep, sex, oxygen.

• Safety and security needs include protection from physical
and psychological threats in the
environment such as freedom from fear, and a wish for
certainty.

• Social and belonging needs include a need for love, affection,
friendship, social interaction and acceptance of  others.

• Ego and esteem needs include a need for self-respect,
confidence, recognition, respect from others, status, power
and competence.

• Self-actualization includes self-fulfillment, achievement,
individual growth, and the realization of potential.

Maslow’s hierarchy of needs

Intrinsic And Extrinsic Rewards
Intrinsic rewards are less tangible, originate from the person or
job itself and reflect variety in job content, sense of being part
of the whole ‘value adding’ process; belief that they are a
valuable member of a team; increased responsibility and
autonomy; sense of accomplishment; participation in setting
targets and opportunities to achieve them;
• Feedback of  information;
• Recognition;
• Opportunities to learn and grow.
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Extrinsic: Rewards result from the actions of others such as
supervisors and are more easily controlled by managers.
Examples include pay, fringe benefits, praise and promotion.
he characteristics of salary systems as such:
• A hierarchy of pay levels.
• A hierarchy of jobs.
• A set of rules and procedures that define: a relation between

1 and 2;
• What qualities are necessary for movement from one level to

another; who makes choices, or by what process they are
made, when there is competition for promotion.

Motivational issues in the design of salary systems
Stick and carrot - ‘those rewards which are paid when and if
staff behave in a particular
way. This method of  reward is based on the achievement of
predetermined targets or standards of performance.
Deferred gratification - ‘promise of high future rewards in
return for present efforts and
achievement’ ( Prerogatives - ‘those rewards or salary increments
which are paid to an employee as of right, and which do not
depend upon any appraisal of his (her) work
Payment By Time Systems: An amount of money is paid to
the employee at intervals of  a month, week or in some cases
each day as specified in the employment contract or other
agreement. Payment is determined by the number of hours in
attendance at the place of work and in most cases is determined
by cyclical individual or collective bargaining and agreement

Case Study

Bos worth Theatre Company
The Bos worth Theatre Company comprises twelve actors and
actresses who also perform various rotes in connection with the
management and administration of  the group. These addi-
tional roles include stage management, advertising and publicity,
box office and set design. There is also a manager, Karen Day,
who oversees the whole operation. The company is based in a
medium-sized historic town which during the summer months
is very popular with tourists. In winter, however, the popula-
tion of the town decreases and demand for productions falls.
Although the summer productions were critically acclaimed and
everyone in the company was pleased at the outcome of their
considerable efforts, audience figures were relatively low
compared to last year. Furthermore, Karen Day has just been
notified that the company’s arts grant will be cut this year. Karen
Day has noticed that the members of the company are begin-
ning to get de motivated. Furthermore, one of the hardest
working and most talented actors, Leslie Axford, has Com-
plained to Karen that other members of the company who do
not “pull their weight’ still receive the same basic wage as
everyone else.

Exercises

1. Analyze the situation in terms of motivation theories.
2. Advise Karen on appropriate action regarding Leslie Axford’s

complaints.

3. Devise a strategy for the Bosworth Theatre Company to
increase the motivation of its
members.

Case Study : Sarvodaya Structural
Limited
Sarvodaya Structural Limited was engaged in the fabrication of
heavy structural. The company had six shops besides engineer-
ing, accounts, personnel, sales and administrative departments.
It employed 7000 men. The chief executive of the company was
the general manager.
In one of the shops employing 1000 men, 900 tons of
structural were fabricated every month. The day-to-day manage-
ment of the shop was entrusted to the Manager, who was
assisted by the Senior Foreman. The three main sections of the
shop were Preparation, Marking and Finishing.
In the Marking and Finishing Sections, two foremen each
supervised the work. The preparation section was under the
direct supervision of  the senior foreman, who, in addition,
planned and coordinated the work of all the three sections. The
preparation section was responsible for the collection and
classification of work orders, for reading intricate machine and
structural drawings, determination of priorities of execution
orders, checking bills of materials and processing raw materials
for fabrication. This section had 200 men on the rolls.
In 1991, the shop started receiving heavy orders and as the
work-load increased considerably, the Senior Foreman was
unable to cope with it. On the manager’s recommendation, the
general manager sanctioned two new posts of foremen for the
preparation section. Two progress in charges attached to the
senior foreman were thus rendered surplus and their principal
work, namely, reporting progress of  work in the shop, was
transferred to the Production Planning Department. This action
of the general manager had the concurrence of the manager.
The in charges themselves were not transferred to the produc-
tion-planning department, as this had its own departmental
men to take care of this work. They continued on the rolls of
the shop, awaiting orders for transfer to vacancies of  equivalent
grade in other shops.
The minimum qualifications for the recently created posts of
foremen, prescribed by a joint committee, were a diploma in
engineering and five years’ experience in structural shop. The
posts were advertised for in the organization but none of the
applicants was found suitable for appointment. The in charges
concerned, who were non-matriculates, did not apply, as they
did not possess the prescribed qualifications. The posts were
therefore advertised in the press. Three outside candidates
applied. Only one appeared for the interview and he was found
not suitable for appointment. The case of the two surplus in
charges did not come within the purview of  the grievance
procedure in operation, in the company, as it involved a change
in the minimum qualifications prescribed for the post of
foreman. As, however, they were powerful members of the
union executive, the secretary to the recognized trade union
took up their case for appointment as | foreman with the
general manager. The union secretary argued that they had been
doing p of  the foremen’s job before the posts were created and
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in the absence of suitable Candidate they should be preferred
for promotion.
The general manager maintained that the men concerned were
not qualified for the posts and did not possess the technical
background required to perform the foreman’s duties. The
written job-descriptions of the posts of progress in charge and
foreman prepared by the joint committee indicated that the job
content of the former was only about 25% of that of a
foreman and only, on the administrative side. They did not
supervise the work of  the preparation section in any way, where
there were mysteries in line for promotion. The latter, though
good in their own area, could not be promoted as they were not
technically qualified to hold the higher position. After pro-
longed discussion, the general manager conceded that in the
circumstances, the in charges would be given an opportunity to
prove their fitness for the job. It was also agreed that in the first
place, test specifications for the posts of foreman would be
worked out by a joint committee and given to the men
concerned. If they wished, they would also be given guidance
for a period of  three months, to learn the job. They would then
be subjected to a test by the training officer and if they passed
the test’, they would be promoted as foremen. The manager
communicated this decision to the senior foreman in the
presence of the two men. He readily agreed to give them the
necessary guidance whenever they requested it. However, they
maintained that the decision was not only to give them
guidance when asked for, but full-time training and guidance in
order to enable them to pass the test. On hearing this, the
senior foreman remarked: ‘I have no one to spare primarily for
the purpose of  training them. to pass the test.’

Questions

1. What is the main problem in the case?
2. Identify and discuss the stage and action required to tackle

the problem before it became a grievance. Comment on the
role of management.

4. Critically evaluate the grievance and the follow-up action.
Evaluate the union-management compromise and its
possible consequences with your own point of  view, in
detail.

5. If you were the manager of the ‘shop’, how would you
handle the problem, after the senior foreman’s remark about
sparing the ‘in charges’ for three months?

Points to Ponder

• Define various types of welfare facilities
• State the prominent schemes
• What are the statutory provisions welfare
• Explain the Maslow’s hierarchy of  needs
• Define intrinsic and extrinsic rewards

Notes
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Learning Outcomes
After reading this lesson you should
• Know the Staffing policies
• Know the Expatriate policies
• Know the Repatriation
• Understand HRM in a Changing World

Staffing Policies
Regarding the staff policies used in the UK MNCs, Scullion
(1991) claimed that the use of parent-country nationals
expatriates to run foreign subsidiaries is still growing. It is
believed that British MNCs prefer to use expatriates rather than
locals.
In his research, two-thirds of the companies used expatriates to
run their overseas operations.
The principal reason of using expatriates was management
development, while the second major reason cited was the
objective of control of local operations.
Another trend found by his research was the tendency for
companies to offer younger managers international experience
much earlier in their career than previously (Scullion, 1991).
By contrast, in an earlier research, Tung (1988b) reveals that UK
MNCs would reduce the number of expatriates employed for
their overseas subsidiaries.
The reasons were three-fold: the high cost of expatriates, MNCs
desire to offer greater autonomy to its local subsidiaries and the
localization policies of host governments.
The research data illustrated that UK MNCs have the intention
to employ more third-country nationals (TCNs), for example,
ICI is one of  the surveyed companies, and it employed 250
TCNs out of 550 expatriates. Even though the ultimate goal is
localization, it is necessary to employ more parent-country
nationals in the start-up phase of an overseas operation and the
research findings have supported this view. For instance,
NatWest transferred 90 percent of  expatriates from the UK,
when it first established operation in the US (Tung, 1988a).
However, findings have been found slightly different from
Hamill (1989). He discovered that the practices of staffing policy
depend on industry. In his research, the banking industry has a
strong preference for employing British nationals in overseas
management positions, particularly in less developed countries.
Whereas, in other industries, employing local nationals was the
preferred policy. For instances, Food, Engineering, Chemicals
and Oil industries. He also realized that British MNCs are
continuing to employ a large number of expatriates. Similar to
Scullion’s research, international assignment as part of  manage-
ment development was one of the main reasons for using
expatriates. Other reasons include to retain overall control from
the headquarters, the required technical expertise is not available

in the host country, and to provide training for locals (Hamill,
1989).

Expatriate Policies
Selection According to Forster and Johnsen (1996), the most
common selection procedure in British MNCs is informal
interviews, but half  of  the companies involved in the research
employed formal interviews, the method least used is the
psychometric testing. The most important criteria regard
technical skills, adaptability and previous domestic work record
(Brewster, 1988; Hamill, 1989; Tung, 1988;). However, cited
from a bank HR manager, there is no standard way of selecting
people for international assignments and the bottom line is
that if  the people are told to go, they go By contrast, Hamill
(1989) stated two banks in his research considered a wider range
of  personal characteristics, including cultural empathy, family
stability, and previous experience abroad, etc. Therefore, the
selection criteria and procedures could differ from company to
company.

1. Training: The most significant method of  training for
expatriates in the UK MNCs is informal briefings and some
MNCs provided language training. Whereas, banks provided
shadowing opportunities for their expatriates (Brewster,
1988). Tung has found out that 3 out of  4 MNCs surveyed

LESSON 20:

HUMAN RESOURCE MANAGEMENT IN THE UNITED KINGDOM
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provided technical and management development training,
language training, and 2 MNCs offered cultural orientation
(1988b). However, all the training was provided for
expatriates, but did not include their families.

2. Repatriation Hamill (1989) states that few of the
companies studied had formal repatriation policies. Similarly,
research also indicated UK MNCs intended to adopt an ad
hoc sink and swim attitude towards repatriate employees and
their families (Johnston 1991). Even though they do not
employ any formal repatriation policies, Johnston discovered
that British MNCs were making good use of repatriates’
skills. 65 percent of respondents indicated that the
repatriates’ work performance in the UK was improved as a
result of using skills and experiences gained overseas
(Johnston, 1991). Another common shared finding is that
many companies have experienced difficulty in placing
repatriates in the UK MNC and the returnees are also having
problems with fitting into their parent companies (Forster
and Johnsen, 1996; Johnston, 1991; Hamill, 1989). An
inappropriate and incomprehensive planning on repatriation
may be the cause of these problems.

3. Failure rates: Research indicated that the failure rate
amongst British expatriates is low. According to Hamill
(1989) and Scullion (1991), they discovered that most of the
UK MNCs had less than 5 percent failure. The failure rate is
lower than the American expatriates for four reasons. First,
the British expatriates were more internationally mobile than
US expatriates. Second, the UK MNCs had developed more
effective expatriate policies covering international transfers.
Thirdly, international experience was highly valued, and
overseas assignments were regarded as being a crucial part of
the individual’s career development. A further and potentially
controversial reason was due to lower performance standards
in the UK MNC’s.

Case Study

Motorola and Strategic HRM; October 2003, An
Overview
In the many debates about poor British productivity, there is a
tendency to lose sight of  the obvious. But a visit to Motorola’s
electronics plant near Glasgow would bring even the most lofty
blue-sky thinker down to earth. Whoever you talk to at this 19-
acre site in East Kilbride, the message clear. It is that, given
good pay and conditions, a fair appraisal process, involvement
in decisions and a means of self-improvement, British workers
can compete with the best. And to achieve that, the HR
function needs to be fully integrated with the business. The site

is home to a high-precision process whereby layers of micro-
scopic circuitry are built up on a six-inch blank disk, known as a
“wafer”, to form the basis of what will become a set of about
350 microchips. The chips end up in a variety of products from
walkie-talkies to Mercedes car brakes.

The Strategic Context
East Kilbride is one of  the oldest and biggest of  Motorola’s
manufacturing plants in its semiconductor products sector
(SPS), with a highly skilled and stable workforce of 1,550. But
three years ago it faced an ultimatum. Motorola, like the rest of
the electronics industry, had hit hard times and decided to
reduce its worldwide SPS operations from 28 sites of varying
sizes to eight large ones. Bill Walker, senior vice-president and
general manager of SPS, told the East Kilbride workforce that
the site was no longer cost-competitive, further investment was
unlikely and manufacturing would be phased out – unless
productivity could be turned round. In effect, the 28 sites were
being made to compete for survival. In response, East Kilbride
embarked on a series of changes to the management of people
and processes.

The HRM Role
HR director says: “Initially, we looked at obvious cost reduction
opportunities and one was to change shift patterns.” Fewer
shifts meant less time wasted on shift changes. Other ensuing
changes included a new appraisal system, the extension of
performance pay to the shop floor and improvements to
benefits. However, Barrie’s approach was not simply to wade in
and hit line managers with a solution. She and her 14-strong in-
business HR department (IBHR) embarked on a strategy of
integrating HR and business policies and working in partner-
ship with managers and their own HR colleagues in “shared
services” or transactional functions. Gerry Travers, who, as HR
operations manager, liaises between IBHR and shared services,
says: “What really kicked off the transformation here was the
recognition that this was a joint HR and business problem.”
The other critical ingredient seems to have been the effort to
involve employees, with the company adopting a new policy of
collective consultation. Barrie says: “Motorola has a tradition of
dealing directly with individuals and we had to convince the
senior management in the US that our approach was not in
conflict with this. But it has worked. During the past three
years, we have done six or seven consultation exercises and
found them to be very, very successful.” Shift changes created
resistance, partly because it meant abandoning the twilight shift,
which many women liked, and moving to four 12-hour shifts a
week. Job-sharing was offered to allow people to do two shifts
a week, but some people still left.
The second major change was to adopt Motorola’s new group-
wide appraisal process, provided by the Personal Commitment
IT package, which sites could adapt to their needs. East Kilbride
introduced it to the whole workforce, including operators. The
process, which replaced traditional annual appraisals, is a
quarterly review focused on personal development planning and
driven by the individual, who has to recommend at least two
work colleagues to provide comments. Because the dialogue is
quarterly and covers external barriers to performance, while goals
are based on a balanced score card system, Barrie believes that
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the operation is now more responsive to change. The introduc-
tion of the new system was supported by training for the entire
workforce, with regular briefings for managers, and followed by
the extension of performance-related pay to operators. Pay is
now a complex system based on a mix of market-related
increases and corporate, sectoral and personal performance,
drawing on the results of  the Personal Commitment review. So
everyone’s pay partly depends on their colleagues’ reports, while
at the same time everyone is ranked in comparison with their
colleagues.  It would not work everywhere – and, even in East
Kilbride, operators’ line managers admit that people tend to
avoid criticising each other. But they are still convinced that it
has helped to push up productivity.

Conclusion
Archie MacNair, who is responsible for 52 shift-workers, says
people take more initiative: “We have more people doing more
than the minimum and doing it more often,” he says. “If you
can get people a bit of recognition and communicate that, it
motivates other people.” Barrie comments: “Sometimes I think
that HR go looking for the answer. But many, many different
things affect people’s performance and you have to hit it from a
number of  angles. “To me, strategic HR is working on what the
business is going for and sometimes it’s very grandiose things
and sometimes very small things.” Although Motorola is still
suffering – the chief executive resigned in September – East
Kilbride is one of the eight “winners” among the 28 SPS
plants. Last year, work was moved there from three other sites.
Finally, the workforce feels confident of  a future.

Reflections and Analysis in the Strategic HRM
Context

What is the strategy of the organization ? Its mission and
goals?
Who determined this strategy;
What kinds of HRM practices are there ?
What do you conclude about these choices that have been
made?
The key policies here represent the areas of  Work systems and
productivity; change shift patterns  Individual performance and
development; new group-wide appraisal process  Employee
voice; new policy of collective consultation and integrating HR
and business policies and working in partnership with manag-
ers

Note
There is an explicit link between the strategy and HRM, though
this is driven by a
need for change. Maybe in the past HRM was just a combina-
tion of things cobbled
together over time and changed in an ad hoc as needed. Not
now. This is not apparently a universalistic set of  ‘best practice’
HRM policies as integral to its success. They are picking and
mixes HRM practices to ‘best fit’ the strategy; for example
including collective consultation rather than the individualistic
approach as this fits with achieving change in the UK context.
These HRM contributions to achieving strategy have been
successful, and Motorola has not only become one of the eight

sites kept open it has won recognition for them. The case
illustrates this, but the continuing uncertainty facing the site and
the company suggest that even the best integration of  HRM
with strategy is no magic recipe for success. As one person
comments “ strategic HR is working on what the business is
going for and sometimes it’s very grandiose things and
sometimes very small things.”

HRM in a Changing World: Balancing Effectiveness
and Equity in People Management Practices, UK

• Effectiveness and Equity in People Management Practices
• Mainstream HRM- Core Beliefs the effective deployment and

management of people to achieve organizational goals and
competitive advantage.

• Stakeholder-Accountable Organizations in the Twenty-first
Century

• Stakeholder-Accountable Organizations in the Twenty-first
Century there are significant limitations in the research
studies on which mainstream HRM is based.

• Mainstream HRM- the Effectiveness Critique Ethical
critiques of mainstream HRM will have limited impact
unless those involved convince practitioners there are practical
methods of identifying and resolving ethical issues that do
not prejudice organization objectives

• HR Systems and Organizational Justice
• Organizational justice subsumes members’ view of equity in

the distribution of organization resources -
• Distributive justice- and perceived fairness of organizational

decision making processes- procedural justice

Points to Ponder

• Define the Staffing policies of UK
• Define the Expatriate policies of UK
• Define the Repatriation of UK
• Is HRM in a Changing World support your answer?

Notes
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Learning Outcomes
After reading this lesson you should
• Know the HRM developments in the UK & Europe
• Understand the European Social Charter
• Know what is stated in the various Articles

Union towards Human Resource Planning
-Developments In The UK And Europe:
Steps Taken

• ‘Concentration’ - the active and procedurals involvement of
unions in state policy;

• ‘Isolation’ - the rejection of a legitimate and active role for
unions at the level of the state;

• ‘Pluralistic separation’ - ‘free collective bargaining’ between
employers and employees and the separation of politics
from industrial relations.

2003 HR Staffing Ratios ( HR Staff Per 100 Employees)

Case Study
Imagine that you are a regional personnel manager responsible
for food retail stores in a growing regional economy. You have
36 stores in your area, ranging in size from small local grocery
style stores in which there are typically only about seven people
employed: to large city centre superstores usually employing a
store manager, two assistant managers, twelve line supervisors,
24 full-time employees working as check-out specialists, 45 full-
time warehouse and stores staff, and 35 shop floor assistants.
Over the last six months you have noticed a steadily increasing
demand for your products within the region as a whole. Your
chain is not renowned for paying particularly high wages relative
to other employers in the area. Imagine now that you have been
given the responsibility for designing an alternative method of
planning and utilizing labor. European Social Charter

Preamble
The governments signatory hereto, being members of  the
Council of Europe, Considering that the aim of the Council of
Europe is the achievement of greater unity between its mem-
bers for the purpose of safeguarding and realizing the ideals
and principles which are their common heritage and of
facilitating their economic and social progress, in particular by

the maintenance and further realization of human rights and
fundamental freedoms. Considering that the enjoyment of
social rights should be secured without discrimination on
grounds of race, color, sex, religion, political opinion, national
extraction or social origin;

Have Agreed as Follows

Part I

The Contracting Parties accept as the aim of  their policy, to be
pursued by all appropriate means, both national and interna-
tional in character, the attainment of conditions in which the
following rights and principles may be effectively realised:
1. Everyone shall have the opportunity to earn his living in an

occupation freely entered upon.
2. All workers have the right to just conditions of work.
3. All workers have the right to safe and healthy working

conditions.
4. All workers have the right to a fair remuneration sufficient

for a decent standard of living for themselves and their
families.

5. All workers and employers have the right to freedom of
association in national or international organizations for the
protection of their economic and social interests.

6. All workers and employers have the right to bargain
collectively.

7. Children and young persons have the right to a special
protection against the physical and moral hazards to which
they are exposed.

8. Employed women, in case of  maternity, and other employed
women as appropriate, have the right to a special protection
in their work.

9. Everyone has the right to appropriate facilities for vocational
guidance with a view to helping him choose an occupation
suited to his personal aptitude and interests.

10.Everyone has the right to appropriate facilities for vocational
training.

11.Everyone has the right to benefit from any measures
enabling him to enjoy the highest possible standard of
health attainable.

12.All workers and their dependents have the right to social
security.

13.Anyone without adequate resources has the right to social
and medical assistance.

14.Everyone has the right to benefit from social welfare services.
15.Disabled persons have the right to vocational training,

rehabilitation and resettlement, whatever the origin and
nature of  their disability.

LESSON 21:

HUMAN RESOURCE MANAGEMENT IN THE EUROPEAN
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16.The family as a fundamental unit of society has the right to
appropriate social, legal and economic protection to ensure
its full development.

17.Mothers and children, irrespective of marital status and
family relations, have the right to appropriate social and
economic protection.

18.The nationals of any one of the Contracting Parties have the
right to engage in any gainful occupation in the territory of
any one of the others on a footing of equality with the
nationals of the latter, subject to restrictions based on cogent
economic or social reasons.

19.Migrant workers who are nationals of a Contracting Party
and their families have the right to protection and assistance
in the territory of  any other Contracting Party.

Part II

The Contracting Parties undertake, as provided for in Part III,
to consider themselves bound by the obligations laid down in
the following articles and paragraphs.
Article 1 – The right to work
Article 2 – The right to just conditions of work
Article 3 – The right to safe and healthy working conditions
Article 4 – The right to a fair remuneration
Article 5 – The right to organize
Article 6 – The right to bargain collectively
Article 7 – The right of children and young persons to

protection
Article 8 – The right of employed women to protection
Article 9 – The right to vocational guidance
Article 10 – The right to vocational training
Article 11 – The right to protection of health
Article 12 – The right to social security
Article 13 – The right to social and medical assistance
Article 14 – The right to benefit from social welfare services
Article 15 – The right of physically or mentally disabled

persons to vocational training, rehabilitation and
social resettlement

Article 16 – The right of the family to social, legal and
economic protection

Article 17 – The right of mothers and children to social and
economic protection

Article 18 – The right to engage in a gainful occupation in the
territory of other Contracting Parties

Article 19 – The right of migrant workers and their families to
protection and assistance

Euro Votes Count for Safety
Councils must protect shop workers Local councils must play a
central role in reducing violent attacks and abuse aim Councils
must protect shop workers Local councils must play a central
role in reducing violent attacks and abuse aimed at shop
workers across the UK ed at shop workers across the UK

Australia: Serial Killer Escapes with Fine
A fine of just Aus$60,000 (£24,500) following the death of a
construction worker has sparked renewed calls for harsher
penalties for Australia’s killer employers.

Canada: Industrial Workers Face a “Slow-motion
Bhopal”
Former workers in Canada’s industrial heartland are enduring a
slow motion Bhopal, rates of rare cancers in Sarnia, at the hub
of  Canada’s chemical industry, are occurring at a rate nearly 35
per cent higher than the Ontario average.
The USA’s asbestos disaster: The effects of  the USA’s
asbestos disaster, which recent reports say claims 10,000 US lives
a year.

USA: American Workplaces Kill One Mexican a Day
Over 3,500 deaths; not one jail term: Wembley Stadium
construction site no construction employer has been jailed since
the introduction of  the Health and Safety at Work Act.“Thirty
years, 3,500 deaths and not one employer sentenced.”
Call centre “Big Brother” health warning: Call centre
workers are suffering anxiety and depression as a result of “Big
Brother” type monitoring of telephone calls and emails. Call
center union UNISON said its survey of  workers in Scotland
suggested 67 per cent had had their calls monitored by employ-
ers, 82 per cent had emails studied and 62 per cent their PCs
monitored. . More than 70 per cent of respondents suffered
from anxiety, 17 per cent from depression and 52 per cent of  call
centre staff  stated that they had considered resigning.
Europe: European Union work accidents update Serious
and fatal accidents at work have decreased steadily in the
European Union but there is still one work accident every five
seconds.

Points to Ponder

• How are the HRM developments in the UK & Europe
getting united

• Explain the Preamble of European Social Charter
• Give the essence of the Articles with regard to employee

work.
Notes
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LESSON 22:

INTERNATIONAL COMPARISONS IN HUMAN RESOURCE MANAGEMENT PRACTICES

Learning Outcomes
After reading this lesson you should
• Know to compare the HRM Practices
• Understand the employment relations in the Asia Pacific
• Learn the key elements of various employee managements
• The American approach to HRM

International Comparison in Human
Resources Management Practices:
Labor legislation is vital to the economy of any country and to
the achievement of balanced development, which emphasizes
both economic efficiency, and the well-being of  the population
as a whole. This is a delicate balance to achieve. The purpose of
these Guidelines is therefore to equip those involved in the
process of formulating and reviewing labor legislation, as
representatives of governments, employers, workers and other
interests, with tools to make social dialogue on labor legislation
more effective.
The Work and Family Test Case application to the Australian
Industrial Relations Commission seeks amendment of
industrial awards to:
• Give full-time employees returning from parental leave a

right to part- time  work;
• Give employees the right to request more flexible hours;
• Give employees the right to emergency family leave;
• Allow employees to ‘buy’ up to 6 weeks extra leave through

salary adjustment;
• Extend the current UNPAID parental leave period from 12

months to 24 months.

Employment Relations in the Asia Pacific
The analyses work and employment relations in seven coun-
tries: Australia; Indonesia; Japan; New Zealand; the People’s
Republic of  China (PRC); South Korea; and Taiwan: points out
that by the year 2020 eight of the 12 largest economies in the
world will be from the Asia Pacific region. book reviews recent
developments in that region: first, in three advanced market
economies - Australia, New Zealand and Japan; second, in two
of the dynamic ‘tigers’ - the newly industrializing economies
South Korea and Taiwan; and third, from the next group of
Asian industrializes - Indonesia and the People’s Republic of
China. This third group is in danger of being caught in a
‘sandwich trap’ of cheap labor competition from below and
exclusion from higher value-added markets above. In earlier
years, the ‘tigers’ faced the same trap.” Some consumers in
Britain and other industrialized countries may express concern
that children make shoes and clothes or other forms of
‘sweated labor’ in say Indonesia or China. Yet these consumers
know very little about working conditions in these countries.”

Australia and New Zealand Since 1993, legislation in Australia
has encouraged employers and workers to negotiate individual
or collective industrial agreements at the workplace. There is not
much evidence that many employing organizations have
adopted sophisticated Human Resource Management (HRM)
policies.
Japan Japanese employment relations and personnel practices
have long been of  interest to observers from other countries,
particularly during the 1980s when they helped to explain the
superior competitive performance of Japanese products on
world markets. Since the early 1990s, however, the Japanese
economy has been sluggish and some stereotyped-Japanese
phenomena like lifetime employment have come under
pressure. This is against the background of the adoption by
Japanese firms of cost-cutting measures like downsizing and re-
engineering that are given the credit for resuscitating
competitiveness in American industry in the 1990s. In spite of
such pressure, most core employees in blue-chip Japanese
companies still enjoy a form of lifetime employment. Unlike
many of their counterparts in western countries, such compa-
nies have been reluctant to lose their investment in human
capital and have continued to invest in training and develop-
ment. There have been remarkably few compulsory
redundancies in blue-chip Japanese companies.

Key Elements of Japanese Employee
Management

• Lifetime Employment
• The Seniority Image System
• Quality And Flexibility
• The Absorption Of Japanese Management Culture
 South Korea and Taiwan Achieving high levels of  employ-
ment early along their paths to industrialization led newly
industrialized economies (NIEs) to take an interest in HRM as
a means of obtaining workforce commitment to increasing
productivity. In Hong Kong, South Korea and Taiwan, moves
towards democratization since the late 1980s and a growing
dependence on foreign labor alerted public policymakers and
corporate managers to the importance of HRM policies and
practices.
Indonesia and the People’s Republic of China In terms of
their large size and stage of economic development, Indonesia
and the PRC are awakening giants. Both countries have had
strong authoritarian governments and relatively low-cost labor.
But in recent years, Indonesia has experienced more political
instability and it suffered much more from the Asian financial
crisis. Indonesia is the fourth most populous country in the
world.
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Workers enjoy higher wages : The monthly minimum wage
in East Kalimantan province has been increased 6.03 percent
from Rs. 540,000 (US$ 60) last year to Rs. 572.562 this year.
HR competencies in Malaysia : NOWADAYS, firms are
facing increasing complexity and fast changing environments all
around the world. In addition, the basis of the economy is
shifting as we’re moving from an industrial economy to a
knowledge and information one.
The most common change processes undertaken recently
include:
• How to make the best use of information technology (IT),
• The introduction of total quality management,
• Business process redesign,
• Radical changes to the entire organization (business re-

engineering), or
Conclusions Although government intervention is no longer
public policy in the main English-speaking countries and union
memberships have been in decline — in the USA, Australia and
the UK, for example - this has not been the case in some Asia-
Pacific countries — notably Taiwan and South Korea. Further,
some Asian governments are still interventionists in their labor
markets, playing an important role in determining the legal
framework of employment relations as well as in defining the
role of unions. But there are significant differences between
countries. For example, the survival and militancy of  opposi-
tional union leaders in South Korea has not been matched in
Malaysia, and the gains of  Taiwan’s trade unionists have no
parallel in Singapore. And, while the enterprise union structure
in Korea is a cause of  tension in that country’s employment
relations, it has been a contributor to industrial harmony in
Japan. Those with operations in these countries would be well
advised to keep an eye on such developments

The American Approach to HRM
An emphasis on the importance of strategy in the management
of organizations and the desirability of linking strategies for the
product market to internal strategies for the management of
organizational resources. An insistence that basic conflicts of
interest are not an inevitable feature of the employment
relationship, and that effective management can ‘integrate the
goals of employees with those of the firm’ In this HRM has
not incorporated the explicitly pluralist focus on management’s
role in ‘balancing and rebalancing the multiple interests served
by the company’ which was a feature of some of the writing of
the Harvard. A focus on developing individual workers’
commitment to the organization, i.e. loyalty and willingness to
remain with the organization, and strong motivation to deliver
high levels of performance. The importance of developing a
strong organizational culture which,  is supportive of HRM
policies aimed at developing employee commitment. The values
of the founders of companies have been seen as one of the
most important factors in developing such cultures.

The roots of American HRM
The concerns of HRM outlined above can be seen to have their
antecedents in earlier strands of management and social
scientific thought. The first of these is, paradoxically perhaps,

scientific management, behavioral and humanistic psychology,
organic theories of management, the appeal of HRM in the
USA (‘American dream’ of  individual progress, classlessness,
and the opening up of new frontiers its primary status is that
of myth), the wider impact of HRM, encouragement of union
avoidance, transforming unionized industrial relations
The practice of HRM in American organizations:
• Health and safety committees with joint management-

worker representation;
• Employee briefing groups;
• Problem solving groups, e.g. Quality circles; Strong training

provision for employees;

Case Study

Which is Imortant - Recruiting ir Retaining?
Uptron Electronics Ltd. is a pioneering and internationally
reputed firm in the Electronics industry. It is one of  the largest
firms in the country. It attracted employees from internationally
reputed institutes and industries by offering high salaries, perks
etc. It had advertised for the position of an Electronics
Engineer recently. Nearly 150 candidates working in various
electronics firms applied for the job. Mr. Sashidhar, an Electron-
ics Engineering Graduate from Indian Institute of  Technology
with 5 years working experience in a small electronics firm was
selected from among the 130 candidates who took the tests and
interview. The interview board recommended an enhancement
in his salary by Rs. 500 more than his present salary at his
request. Mr. Sashidhar was very happy to achieve this and he
was congratulated by a number of people including his
previous employer for his brilliant interview performance and
good luck.
Mr. Sashidhar joined Uptron Electronics Ltd. on 21st January
1996 with great enthusiasm. He also found his job to be quite
comfortable and a challenging one and he felt it was highly
prestigious to work with this company during the formative
years of his career. He found his superiors as well as subordi-
nates to be friendly and cooperative. But this climate did not
live long. After one year of  his service, he slowly learnt about a
number of  unpleasant stories about the company, manage-
ment, the superior-subordinate relations, rate of employee
turnover, especially at higher level. But he decided to stay on as
he promised several things to the management in the interview.
He wanted to please and change the attitude of the manage-
ment through his diligent performance, firm commitment and
dedication. He started maximizing his contributions and the
management got the impression that Mr. Sashidhar has settled
down and will remain in the company. After some time, the
superiors started riding over Mr. Sashidhar. He was over-loaded
with multifarious jobs. His freedom in deciding and executing
was cut down to size. He was ill-treated on a number of
occasions before his subordinates. His colleagues also started
assigning their responsibilities to him. Consequently, there were
imbalances in his family life, social life and organization life. But
he seemed to be calm and contented. The management felt that
Mr. Sashidhar had the potential to bear many more organiza-
tional responsibilities. Human Resources and Personnel
Management
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It was quite surprising for the General Manager to see the
resignation letter of Mr. Sashidhar along with a cheque equiva-
lent to a month’s salary one fine morning on 18th January 1998.
The General Manager failed to convince Mr. Sashidhar to
withdraw his resignation. The General Manager relieved him on
25th January, 1998. The General Manager wanted to appoint a
committee to go into the matter immediately, but dropped the
idea later.
1. What prevented the General Manager from appointing a

Committee?
2. What is wrong with the recruitment policy of the Company?
3. Why did Mr. Sashidhar’s resignation surprise the General

Manager?

Case Study

How to Select a New Employee?
Ramoji Rao is in charge of a bindery in Vijayawada, which
employs fifteen people, five of  whom work in the factory. Three
of  these employees run machines, one supervises, and the fifth
moves the blank paper and finished print by handcar. This fifth
position, which demands no skill other than driving a handcar,
needs to be filled and three applicants have responded. The first
is Mr. Matti Anjaiah who is thirty-five, unmarried, and a Navy
veteran. Anjaiah has a poor work record. During his five years in
Vijayawada he has worked only seasonal labor and occasional
odd jobs. He drove a forklift in the Navy, while working at
Visakhapatnam. He has a strong built, which could help,
although the work is generally light. Mr. Nehal Singh, age
twenty two, came to Vijayawada two years back from Punjab. He
has done farm labor for many years and assembly-line work for
one year. His command of English is poor (but can speak the
regional language, Telugu, fluently). He resides with his mother
and seems certain to remain in the area for some time. After
having run farm equipment, he should have no trouble steering
a handcar.
Mr. Vangaveeti Raja is a local boy who finished high school two
years ago. Subsequently, he got a diploma from a local III and is
currently employed as an assistant in Savani Transport Com-
pany, Vijayawada. His character references are excellent. Mr. Raja
is small, but he seems quick and was a track star in high school.

Questions

1. How much consideration should be given to Mr. Anjaiah’s
poor work record. Should Mr. Ramoji Rao check to verify it.

2. How important is command of  English to the job. How
quickly could Mr. Nehal Singh assimilate enough English to
be effective.

3. Should Mr. Nehal Singh be passed over because of his status
as a recent migrant?

4. Should Mr. Raja get the job. How heavily should his
references be weighed against his inexperience.

5. Who should be hired? Why.

Points to Ponder

• Compare the HRM Practices around the world
• State the employment relations in the Asia Pacific

• Define the key elements of various employee managements
• Give a brief note on the American approach to HRM

Notes
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