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1 Human Resources Development

Alice: Would you tell me please which way I should go?

Cat: That depends a good deal where you want to go

Alice: I don’t care where

Cat: Then it doesn’t matter which way you go - Lewis Carroll

It is the same with Human Resources Development … first determine the destination,

and then explore how to reach there.

Human Resources Development (HRD) aims at continuous development of people in the

government by equipping them with the requisite knowledge, skills and attitudes to effectively

deliver various services. The services may pertain to a country, state, region or locality; the

services may be in the form of benefits to be provided or avenues of growth and

development to be facilitated.

HRD in government means a number of things. It has many dimensions, which include:

• Equipping the government employees at various levels with competencies

(knowledge, attitudes and skills) required to perform their designated functions well

(Competency Building).

• Equipping the employees who work in the government to develop a culture of

delivering results (Culture Building).

• Equipping the functionaries at various levels (State to Panchayat) and various

sections or departments (police, revenue, law, communications, power, roads,

transports etc. (also the legislative, Executive, Judicial & Regulatory wings) with

the required motivation and commitment to deliver the results or services they are

expected to provide (Commitment Building).

In brief, HRD may be defined as “continuous competency building, commitment building

and culture building that enables the government and its employees to perform their roles

effectively”.
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There are 8 components integral to the above definition:

1. Competency Building

2. Commitment Building

3. Culture Building

4. Enabling Role

5. Performance Focus

6. Continuous Development

7. Role Focus

8. Effectiveness Focus

These explain the scope, meaning and focus of HRD. All these aspects have been duly

elaborated in this manual.

We are all in the business of preserving, helping, supporting, guiding and improving

human life. All these actions must be measured by success in achieving the goals.
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Competency Building:

What is Competence?

Competence is the ability of an individual to perform various tasks

associated with the role in focus. Whether it is a Secretary to a

Department, Secretary of a Panchayat, Mandal Revenue Officer,

District Collector, Police Commissioner, Teacher, Nurse, Health Center

in-charge or Deputy Secretary, a position or post holder has various tasks to perform. To

perform each of these tasks, the person in that role (role player) needs to have necessary

knowledge, attitudes and skills. A few of these are developed in schools and colleges.

However, schools and colleges can only impart basic knowledge and a few attitudes, and

still fewer skills.

Therefore, competencies need to be developed on a continuing basis. Employees need

to acquire new knowledge, attitudes and skills. New technologies like computers require

that new skills be acquired. Thus, acquisition of new knowledge, attitudes and skills on a

continuing basis is the necessity of the day. Change of jobs, change of place, promotions,

changes in government and policies, addition of new tasks, availability of new technologies

like computers, new discoveries, change of expectations of beneficiaries etc. result in

changes in the tasks performed. Hence, the role players need to constantly acquire new

knowledge, attitudes and skills to perform various tasks.

This process of acquisition of new knowledge, attitude and skills is Competency Building.

Competency building is not just acquisition of new knowledge and skills. It also involves

strengthening the existing knowledge and skills or changing and / or strengthening the

attitudes.

Knowledge deals with information. It is only one of the components of competence. For

example, a mathematics teacher should know mathematics, a doctor should know the

symptoms of a given disease, a secretary should know the existing policies of his

department and the nature of impact they have made. But, knowledge itself does not always

ensure that a job is well done.
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In addition to knowledge, the person should also have the necessary skill(s). The teacher

should have communication skills. Sometimes, the teacher is required to have the skill to

motivate a set of indifferent pupils to get interested which is an even higher-order skill. A

surgeon should have the skill perform surgery, a doctor to diagnose a disease, and a

secretary the skill to plan strategies and policies that have maximal impact, or skills, to

monitor the implementation of various schemes. Of course, the skills needed to perform a

task can be simple (communication skills) or complex (policy formulation and monitoring

skills). HRD deals with developing both knowledge and skills required to perform various

roles effectively.

There are also roles that require not only knowledge and skills, but also right attitudes. For

example, we may train a group of people in using computers for recording, analyzing and

using data. They may have both knowledge and skills but may not be interested in using

them because of aversion to new technology due to false beliefs or negative

pre-dispositions. These are called attitudes. HRD deals with developing right attitudes

towards work, technology, people, policies, systems etc. If we do not have right attitudes to

a variety of things, we may not give our best. Thus, competence building is developing

knowledge, attitudes and skills required to perform various roles effectively.

Commitment Building:

“Our commitment must be to continue the vitality of the organization, its growth in physi-

cal terms and also as an institution, so that the organization, the institution will last through

ages”

- CEO, Procter & Gamble

“I have cherished the ideal of a democratic and free society in which all persons live

together in harmony and with equal opportunities. It is an ideal which I hope to live for

and to achieve, but if need be, it is an ideal for which I am prepared to die”

- Nelson Mandela
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Desire to do the job and do it well, interest in and dedication to the organization or agency

for which one is working and an appreciation of the goals and tasks carried out by the

organization, and the resultant beneficiaries are essential for successful working. An

individual with these attitudes or strong commitment to the vision, values and goals of his/

her department, to the people and to the government is likely to do his/ her job well with

devotion.

Creating such devotion or commitment to the role, goal and to the department or agency

where one works is commitment building. This is also an important part of HRD.

The commitment or devotion to any of these may vary (go down or go up) with change of

government, change of supervisors and their styles, which changes in the nature of jobs,

designations, new structures, new client groups, policies, pay etc. Commitment or motivation

can be very volatile. It could sometimes evaporate like water when exposed to stress

(heat). It has to be captured again and again and contained and strengthened, as every

time it evaporates, its quantity is reduced and next time even lesser heat will cause greater

evaporation. So, HRD deals with understanding the factors that cause heat and thereby

reduce commitment to the job, or cause, or clients or department and make plans and

execute them to build commitment. It also deals with building commitment with new

employees, new schemes, new governments, new bosses, policies etc.

Commitment building therefore includes all the interventions made to maintain constant

motivation of employees to perform. It includes cultivating an appreciation or attachment

to the job or role.

Culture Building:

Gandhi’s style of dressing is to identify himself as one among the poor. He is the only

leader who adopted the dress and life style of the poor to show certain degree of

ambivalence towards the life style of those in authority.

“This is one way of building the culture of trust and care”
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Today, we live in a small world. With the availability of television channels, Internet and

easy access to all forms of communications, the world has become a global village.

Information travels fast, people who can not read and write are also wiser than before, as

they watch the television, listen to the radio and have access to global news and events.

With this, their expectations from service providers have gone up and their ability to know,

assert and exercise their rights has also gone up. Government as the Chief Service Provider

of Development is under constant scrutiny by the users as well as all other stakeholders.

They expect speed and quality of service.

In order to meet the changing expectations and deliver quality of service to people who

fund the government, the government and its various agencies are required to be dynamic

and responsive, less bureaucratic and at the same time system-driven, reliable, transparent

etc. Thus, government departments and public service agencies are required to develop

their own culture. The desired culture is often characterized as “professional”, “responsive”,

“quality-focused”, “cost-effective”, “reliable” “transparent”, “customer- driven” “technology-

savvy”. Identifying the changing needs, developing the right culture (values, norms, behaviour

patterns etc.) also constitutes a focal point of HRD. Development thus involves developing

the required culture in the department or section to serve the citizens.

Enabling Role:

HRD’s focus is to enable the people who work in government to perform. The purpose of

HRD is to ‘enable’, ‘empower’ or get them ready to deliver the tasks by equipping them

with knowledge, attitudes and skills.

They are enabled through various methods – appraisals, training, coaching, circulars and

other communications, policies, resources etc. HRD enables employees to perform

individually or in teams.

Performance Focus:

The focus of HRD is getting employees to perform or do their jobs well or provide services

of quality or acceptable standards. The focus may also be on speed of delivery and costs.



Handbook on Human Resources Development in Government

7

Thus, HRD focuses on all parameters of performance that are considered significant at a

given point.

Continuous Development:

HRD is not a one-time activity. Due to constant changes taking place in the world and in

our environment, new technologies, new methods and systems are becoming available.

These changes necessitate continuous development of competencies, culture and

commitment. HRD, therefore, is a continuous activity due to ever-emerging needs for new

competencies, new opportunities and expectations. When technology changes, new

management systems are available, new schemes are available, new policies are made,

new governments take over, new events take place, a need for building  new competencies

or enhancing commitments or examining and developing culture is necessitated. Thus,

HRD is a continuous process.

Role Focus:

HRD’s main focus is roles. Roles consist of various tasks, functions or activities that the

person occupying the job (Secretary, District Collector, Superintendent of Police, Teacher,

Mandal Revenue Officer etc.) is expected to perform. Thus, HRD in Govt. aims at enabling

employees or people employed by the government to perform their role effectively, so that

the objectives or goals set out by the government can be achieved.

While the focus of HRD is the person in a role, it includes development of the individual in

relation to his / her role. HRD also undertakes developing the person in relation to his/her

likely roles in future.

HRD even focuses on developing the roles themselves. As the world changes, the role of

the Police Constable or a MRO or a District Collector also undergoes change. HRD deals

with developing the role (documenting images, identifying Key Performance Areas (KPAs)).

Sometimes, HRD may also focus on developing the individual irrespective of roles. For

example, developing integrity, character, honesty, transparency etc. cuts across roles and

deals with developing the individual.
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Thus, HRD deals with developing:

1. People as people

2. People in relation to their roles

3. Roles in an organization with change

Effectiveness Focus:

The ultimate focus of HRD is achieving goals or meetings standards set by the organization

in delivering results.

The aim of HRD is to facilitate getting best output through best inputs, by having competent

or quality people perform the roles effectively. The quality of people is ensured through

various interventions. Quality of people to put in their effort is also ensured through various

interventions. Thus the focus of HRD is effective performance of individuals as role-holders

as well as teams to get the results.

We may also discuss HRD in specific contexts:

• HRD in an Organizational Context

• HRD in a National Context.

In an organizational context, HRD can be defined as the process of developing capabilities of

a. Individuals

b. Roles

c. Individuals in roles

d. Dyads

e. Teams and Inter-teams

f. Organization as a whole
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to perform to their best at present as well as to prepare to perform in the future. This

approach though used in corporate sector, is equally applicable to government and the

development sector.

The vast scope of HRD can be gleaned from the following:

1. HRD is not  limited only to developing individuals in relation to their current jobs, but

also includes developing their capabilities for future

2. HRD also focuses on defining and redefining roles. It deals with enriching roles or

changing roles as and when needed. Organizational restructuring, job-analysis,

competency mapping are all under the scope of HRD.

3. It could focus on individual personality development irrespective of the role

(preparing as a citizen, personal effectiveness, discovering potential etc.)

4. It could focus on developing mutual (person-person) relations (Secretary-Minister,

Boss-subordinate, role-holder and his/ her internal customer etc.). This is done

through focus on performance coaching, mentoring, negotiation skills, interpersonal

communication, listening skills etc.

5. It could focus on developing teams (departments, cross-functional teams, task forces

etc. and inter-team collaboration (employer-employee relations, union-management

relations) etc.

6. It could focus on developing the organization as a whole through efforts towards

making it a responsive, entrepreneurial, professional, customer-driven and

transparent organization. This is done through various interventions.

“HRD is nothing but building the

capabilities of the individuals to build an

institution”
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As we have seen, HRD includes competency building, commitment building and culture

building. We have also examined the need for continuous building of the three Cs in

consonance with the changing times. Let us now look at the various tools used for

developing the 3 Cs.

In an era of rapid change, we should be conscious about:

• Competencies people require to perform their roles effectively

• The culture in which the roles are performed – for example whether it is nurturant

• The level of commitment

Organizational effectiveness is always a multiplication of the 3Cs. In other words, the

absence of any one of these will lead to an outcome of total zero. So, logically each of the

3Cs is highly important for the success of an organization as well as an individual.

A senior official in charge of the construction project was a qualified engineer with nearly

25 years of experience. As he listed all his activities normally carried out over a one

month time period, he realized that 70% of his time was spent in different kinds of

meetings. His technical skills were very good, but his communication skills were not up

to the mark. Through superior communication skills, if he could enhance making

management efficient and cut down time, he realized that he would release considerable

amount of his own time and also time of others involved in meetings.

But the organization recruited people into positions only on the basis of technical skills

and ignored communication skills. Quite often, organizations do not analyze key

performance areas (KPAs) and activities of managers and competencies required to

discharge responsibilities effectively.

2  HRD Tools for Building Competencies, Culture & Commitment
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Knowledge

Knowledge is awareness and information. A large part of our competencies include

information. A person who has a lot of information on a given subject, theme or aspect of

life is considered knowledgeable. Knowledge is cognitive competency. It deals with what

the person knows. A doctor knows or has a lot of information about medical field, and an IT

specialist has IT knowledge. Knowledge can be acquired by reading books and other

sources, listening to others, and so on. Knowledge is understanding or information of facts,

events, theories etc. Knowledge is relatively easy to acquire because there are several

ways of acquisition. The education systems we normally go through provide a lot of

information and knowledge. These are called cognitive competencies.

However, knowledge by itself is not sufficient to carry out an occupation or carry out most

of the tasks in our lives. While knowledge is an essential part of our competency, knowledge

alone is not sufficient. Knowledge of what causes a migraine can only make you a

knowledgeable person on migraine but not a good doctor. A good doctor has diagnostic

skills, which he acquires with repeated application of knowledge to diagnose the patients.

He looks at various symptoms, reads reports, takes note of the history, asks the right kind

of questions and on the basis of all these comes to a conclusion about the possible reason

for a particular person to have migraine. This is diagnostic skill that he acquires with repeated

application of knowledge and study. Thus, a skill is the ability to carry out a given task or

activity successfully or accurately or proficiently, or speedily, or with quality or with fewer

errors and so on.

Skills

Skills are the ability to actually perform a physical or mental task. The ability to perform an

operation, to prepare a project proposal, to manage a team etc. are examples of specific

skills. Skills normally require knowledge, attitudes and practice. Skills require coordination

of the body and the mind. Skills are of different kinds - the skill to drive a bicycle or a car or

an aircraft, the skill to conduct an operation, the skill to repair an automobile, the skill to

convince another person to buy a new product, the skill to get the price you want from

customer by influencing his thinking, the skill to motivate an audience by a moving speech etc.
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Attitudes

Attitudes are predispositions towards other individuals, groups, objects, situations, events,

issues etc. For example, attitude towards a particular occupation or type of medicine or a

particular technology all influence our behaviour. If a person does not have a positive attitude

to technology, he is not likely to pursue the engineering field. Attitudes determine the kind

of things we choose and whether we are likely to use certain work methods or not or

whether we are likely to approach a particular situation or not or whether we are open to try

out the technology or meet the customer or sell a particular product with high motivation

etc. Attitudes decide our approach or avoidance behaviour. They are normally

conceptualized as positive or negative. A positive attitude makes us to treat that object,

technology, method, situation, person, group or proves more positively use it, appreciate it

and promote the same. As they determine our likelihood of associating with it, the attitude

could form a significant part of our competence. Attitudes are formed with experiences

and can be changed from time to time. Thus, we will use SAP if we have right kind of

information about it, have positive attitude to the same and some skill in using it including

the knowledge of how to use it and benefit from it and the skill of negotiating and getting

the support to use it.

Thus, competencies are complex combinations of Knowledge, Skills and Attitudes (KSAs).

But they are also more than KSAs. While KSAs together largely determine the competency

levels of person, there are other factors too that come into play. They include: values, motives,

traits and self-concept.

Values

Values are more enduring and more generalized beliefs and attitudes in our personality.

They are learnt from family, peers, organizations and society. They are more permanent

than attitudes. Behavioural values like honesty, openness, transparency, occupational values

or work values, security in a job, work conditions etc. also parts of competencies. For

example, if a teacher has academic and theoretical values, he is likely to perform a teaching
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job well. A consultant or a doctor needs to have high scientific values, and an artist needs

to have aesthetic values.

Motives

Motives refer to the things that a person consistently thinks about or wants. Motives drive,

select and direct behaviour towards certain actions or goals and away from others. For

example, an affiliation-oriented person constantly thinks about having friends, and seeks

company of others and values relationships. An achievement-oriented person wants to

accomplish unique things or wants to do better than before or better than some one else or

make a mark or be known for his accomplishments. He is driven most of the time by the

desire to excel. An extension-motivation-driven person is driven by the desire to help others

and be of use to the society and serve larger cause. The motives as drivers of behaviour

form a part of the competencies. For example, achievement-motivation is needed for

entrepreneurs, influence-motivation for teachers and managers and extension-motivation

for social workers.

Traits

Traits include physical qualities. For example, quick reaction time and good eyesight are

required for drivers, hand-steadiness is important for surgeons. These are physical

characteristics that can be considered as traits or qualities. Traits also mean consistent

response patterns to situations. For example: emotional self-control, sociability, activity

level etc. are all traits.

Self Concept

Self-Concept refers to a person’s image of himself including the self-worth, confidence

and attitudes to one’s self, things he values, qualities he possesses, goals he has etc.

constitute self concept.

Of all these competencies, the most important are knowledge, attitudes and skills. For

most jobs or for most people if we are able to profile these it becomes a good starting
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point for competency mapping. The mapping can then go on to indicate other competencies.

Normally, the knowledge, attitude and skills constitute most part of the functional

competencies and other competencies are more needed for managerial tasks. Thus, to

become a successful manager requires certain type of competencies which fall in the

motives, values, traits and self-concept category, while to become a successful production

or materials manager requires a certain amount of functional or technical knowledge,

attitudes and skills besides the soft skills or competencies.

Competency Types

Competencies may be grouped into the following classes:

• Technical or Functional Competencies (knowledge, attitudes, skills etc. associated

with the technology or functional expertise required to perform the role)

• Managerial (knowledge, attitudes, skills etc. required to plan, organize, mobilize

and utilize various resources)

• Human  (knowledge, attitudes and skills required to motivate, utilize and develop

human resources), and

• Conceptual  (abilities to visualize the invisible, think at abstract levels and use the

thinking to plan future business)

This is a convenient scheme of classification and a given competency may fall into one or

more areas and may include more than one form. It is this combination of competencies

that are labeled and promoted by some organizations as competency dictionaries.

A competency dictionary of a organization gives detailed descriptions of the competency

language used by that organization. It contains detailed explanations of the combinations

of competencies (technical, managerial, human and conceptual knowledge, attitudes and

skills) using organization’s own language. For example Team work or Team Management

competency can be defined in terms of organization-specific and level-specific behaviours

for a given organization. At top-levels, it might mean the ability to identify, utilize and synergize

the contributions of a project team, and at another organization it might mean ability to

inspire and carry along the top management team including, diversity management. In
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competency mapping, all details of the behaviours (observable, specific, measurable etc.)

to be shown by the person occupying that role are specified.

Defining Competencies

“Competency” has two relevant meanings: The first addresses the ability of an

individual to perform effectively in a job-relevant area. The second is a definition of

what is required of an individual for effective performance. These two, though closely

related, are yet distinct. The second meaning involves defining what is important to

success on a job, while the first deals with the degree to which an individual does

what is important to a job. Defining job competencies is useful in assisting

individuals develop their competencies for that job.

Competencies are contextual. The context is determined by the organization, the

function, the role, the level and the timing. Normally, when competency mapping is

done; the organizational, the functional and role-related contexts are taken into

consideration. It is because of this, that competencies developed in one context

cannot be generalized from one organization to another and one function to another

and one role to another. Thus, the competencies required to perform the role of the

Secretary, School Education are different from those required to be a good

Secretary for Home or for Power and Energy. Competencies needed for performing

the role of a Secretary differ from that of the Deputy Secretary or Directors of a

School or Forensic Science Laboratory. Thus, it is important that each department

or work unit defines or maps competencies for key-roles, and does not merely copy

from others. However, an organization or function that is similar in nature or shares

the same context could benefit from each other and cut short the elaborate process

of competency mapping.
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Every role will essentially carry some specific set of competencies to make the role effective.

Individuals who pay more attention on these competencies or who strive to develop these

competencies continuously will evolve as more successful persons in their roles. Skills

can also be referred to as competencies.  Some examples of administrative and

organization skills are given in the box below.

Administration and Organization skills – Example

• Administration and paperwork: - Performs day-to-day paperwork in a timely and

accurate manner.  Keeps accurate records; administers policies appropriately.

• Collecting and interpreting data: - Interprets numerical data and other relevant

information to solve problems, thus facilitating correct inferences; effectively organizes

data to help solve problems and make decisions.

• Communicating effectively - Communicates orally and in written form. Obtains and

then passes on information to appropriate individuals.

• Coordinating and controlling resources: - Utilizes, coordinates and balances personnel

and other resources to increase unit and organization effectiveness.  Controls, monitors,

and oversees costs and personnel resources.

• Courtesy/service support: - Demonstrates consideration and cooperation and

generosity in providing service.  Shows sensitivity and mobilizes actions to serve

customers inside and outside the organization effectively.

• Creativity and innovation:-Demonstrates willingness to initiate novel ideas and problem

solutions.  Reinforces others’ ideas.  Consistently looks for better ways of doing things.

• Guiding and motivating: - Provides self-initiative and direction with recognition,

encouragement, constructive criticism and other feedback.  Sets and monitors

performance goals for self and subordinates.

• Handling crisis and stress: - Recognizes and responds effectively to unexpected

situations; handles crises and stress calmly and effectively; responds to tight time

deadlines; addresses conflict appropriately.
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Competency Development Tools

Technical competencies are relatively easier to develop. The groundwork for these is

completed usually in early jobs as well as in schools and colleges. For example, all

IT-related skills are developed in colleges or specialized training centers. However, higher-

level competencies (including managerial and behavioural) take time to develop and need

continuous reinforcement and feedback. For example, the emotional maturity required to

be a good manager, ability to withstand stress, time management, and conceptual

capabilities like developing a vision for a department or ministry or for a region needs to

be developed on a continuous basis. These, in fact, can be best developed on the job in a

supportive and growing environment.

The HRD tools that have been found to facilitate the development of the higher-level

competencies like leadership skills, supervisory behaviour, cost-effectiveness, quality-

orientation, planning and monitoring, project management skills etc include the following:

1. Performance planning and analysis, and development systems including feedback,

coaching and mentoring interventions

2. Training including induction training

3. 360 degree feedback or multi-rater feedback systems

4. Development centers

5. Career planning and development interventions (job rotation etc.)

These are presented in some detail in the subsequent chapters.

Culture:

It may be defined as a “common belief and practice of all the employees of the organization”.

Culture always plays a very significant role in making an organization successful and always

facilitates to get the best out of the employees for the ultimate effectiveness of the

organizations. Hence, building the desired culture is one of the prime challenges of HRD.
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The main objective of the HRD interventions is to create a learning environment and a

development climate in the organization. By learning, environment is meant, a culture where

employees continuously learn from their own experience and from the various learning

opportunities the organization provides. The HRD department should also be sensitive to

the motivational pattern of employees and try to develop motivation. HRD should create

an “enabling” culture where the employees are able to make things happen and in the

process discover and utilize their potential.

The most important objective of HRD is to create a learning environment in the organization,

so that each member of the organization continuously learns and acquires new

competencies (knowledge, attitudes and skills).

In order to achieve HRD objectives, the following roles assume importance:

a. Develop a human resources philosophy for the entire organization and get the top

management committed to it openly and consistently;

b. Keep inspiring the line managers to have a constant desire to learn and develop;

c. Constantly plan and design new methods and systems of developing and

strengthening the HRD climate;

d. Be aware of the business / social / other goals of the organization and direct all

HRD effort to achieve these goals;

e. Monitor effectively the implementation of various HRD sub-systems/ mechanisms;

f. Work with unions and associations and inspire them;

g. Conduct human process research, organizational health surveys and renewal

exercises periodically;

h. Influence personnel policies;

In order to perform these functions and tasks well, the HRD should be run by people with

certain types of spirit and competencies. HRD culture should have the following

characteristics, such as:
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• Culture of performance

• Culture of innovation and creativity

• Culture of learning

• Culture of mutual trust and honesty

• Culture of team building

• Culture of prompt and timely service

• Culture of satisfaction and joy

The culture of an organization has a tremendous impact on its success and therefore to an

appropriate culture, it is very much essential to promote OCTAPACE (Openness,

Collaboration, Trust, Authenticity, Proaction, Autonomy, Confrontation and Experimentation)

across the organization.

What is OCTAPACE culture?

Employees feel free to express ideas, opinions and
feelings

Organization considers the views with a positive
attitude, analyses and takes necessary action

Team work and Team spirit

“We” feeling among employees

Inter- departmental cooperation and cohesiveness
in the organization

Believe in each other
No need for strong commitment

Authentic in approach

Employees are encouraged to take initiatives
Anticipate and act accordingly

Enough freedom to perform one’s role
Practice autonomy in their own sphere of work

Open discussions

Conflict resolution

Healthy discussions in case of inter-departmental
conflicts

Organization encourages risk-taking, systematic
problem solving and tolerance for genuine mistakes
.

Openness

Collaboration

Trust

Authenticity

Proaction

Autonomy

Confrontation

Experimentation
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When these values are practiced in an organization, they become a part of life and are

likely to get the best out of people. Human potential is developed to the maximum extent

and people’s competencies are utilized to the maximum.

The OCTAPACE culture can be built and developed by every employee of the organization

irrespective his/her level in the organization. Typically, this culture is built through the roles

employees perform and the styles with which they perform these roles; their style of

functioning always has a larger impact on culture creation.

Commitment:

“Act with commitment that every problem contains the ingredients of the solution within

itself”      - Swami Sukhbodhananda

Commitment is defined as an individual’s willingness to exert effort and to persist with it  to

attain a goal, or complete a task. Commitment is indicated by work effort, zeal, involvement,

and enjoyment of the work or the job. Commitment building and its management are among

the critical functions of HRD; management of commitment should go beyond incentives

and rewards, commitment should be continuous and become part of life. At the more

visible levels, rewards, recognition and similar interventions can lead to higher levels of

commitment. At less visible levels commitment will be greatly influenced by managerial

styles, work culture, senior employees’ attitude towards juniors and encouragement by

seniors.

In the organizational context, commitment will be characterized by:

• Identification with the beliefs and goals of the organization

• Desire to maintain membership of the organization

• High level involvement

Organization commitment can be classified into various categories such as:
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An orientation of “Want to”. It signifies the emotional

identification of individual with the object of commitment

(E.g. “My job activities have a great deal of personal meaning

to me”)

An orientation of “Ought to”. It signifies internalization of its

salient properties of commitment. (E.g. “I would feel guilty if I

stop doing these activities”)

An orientation of “Need to”. It signifies compliance of

individual with the principle of commitment. (E.g. “Right now,

it is necessary to continue with these activities regardless of

my personal likes and dislikes for them”)

Affective Commitment

Normative Commitment

Continuance Commitment

Typically the people with commitment always prefer and desire to add value in everything

they do. Even if, sometimes, organizations do not recognize them on time and reward

sufficiently, the individuals themselves would enjoy the ultimate factor of self-development

and knowledge-building. Hence, commitment is very essential for each individual and HRD

should play a critical role in building the culture of commitment.

The following interventions are used for developing commitment:

• Rewards and Recognition

• Job Redesign

• Succession and Career Planning

• Employee Satisfaction Surveys and Employee Engagement Surveys

Some of these have been dealt with in one of the subsequent units.
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“My company pays exceedingly well for performance, but unfortunately nobody knows
how to measure it scientifically”

—Anonymous

What you call performance appraisals are no more appraisals. They are Performance

Management Systems (PMS) and Performance Development Programmes. The focus

has shifted in HRD from appraising people to developing people. This is because continuous

development of competencies, culture and commitment is the need of the hour. This unit

explains in detail the performance development systems, called more appropriately as

PMS and the way they are used in employee development.

Introduction:

In a competitive world continuous performance improvements are the order of the day for

the survival of governments and their functionaries. Any one who does not consistently

perform well on the job will have to face the consequences of the same, one way or the

other, and this is some times only a matter of time. Ministries, departments and roles get

eliminated when they are found to be redundant or ineffectively performed. Due to increased

focus on the need for accountability and responsiveness of the government functionaries,

the need to develop competencies on a continuous basis, so as to make a visible difference

has become an imperative for government agents and agencies.

If organizations have to achieve their objectives and goals, individual employees have to

achieve their individual goals. In this context, monitoring, measuring, assessing and

developing the individual success and effectiveness becomes one of the important functions

of HRD. This leads us to the concept of PMS, which includes Performance Planning,

Analysis and Development.

Till recent times, the tool was limited only to appraise the performance after a particular

period, and decisions related to reward and recognition were taken based on the results.

But in modern management, emphasis on appraising results has taken the back seat

3  Performance Planning, Analysis and Development Systems
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whereas clarifying roles, setting standards, planning performance, monitoring the

performance, analyzing it and identifying the competency gaps, minimizing the hindering

factors and strengthening the facilitating factors etc. have become the focal points. Many

organizations have realized this fact and changed the conventional approach towards

appraisals. They view this as a  tool for developmental intervention in the organization.

In some countries like the US, there are specially designated people referred to as

“Performance Managers”. Their main task is to keep finding out the factors that are

preventing employees from doing better and to attempt to remove these constraints and

thus to keep pushing up the performance curve.

A comparison of the differences and similarities between the traditional Performance

Appraisal Systems and the modern Performance Management Systems is presented in

the table below.

PAS

• Emphasis is on evaluation of

individuals

• Annual exercise- through periodic

evaluations

• Ownership with the HR department

• Key Performance Areas and Key

Result Areas are used to bring in

objectivity

• Format driven with emphasis on

process

• Linked to promotions, rewards, and

training and development.

PMS

• Emphasis is on performance
improvements of individuals, teams and
organisation

• Emphasis is on role clarity, and
performance planning  and alignment
with organizational goals

• Continuous process, with quarterly
performance review discussions

• Ownership rests with line managers, HR
facilitates its implementation

• KPAs and KRAs are used as planning
and role clarity mechanisms

• Process driven with format as an aid

• Linked to performance improvements
and through them to other HR decisions
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Objectives of PMS:

A number of important objectives can be achieved simultaneously, with a well-designed

PMS. These objectives include:

1. Role clarity

2. Performance planning (inculcating a discipline of planning, human capacity utilization

and time management)

3. Increased communication (upward and downward).

4. Increased superior-subordinate relations.

5. Competency building through discussion on competencies demonstrated and

competency gaps including the culture variables and commitment

6. Identifying developmental needs

7. Improving effectiveness at work by recognizing and removing bottlenecks in

performance etc.

The objectives of performance can be broadly classified into the following four categories:

• Performance Planning

• Performance Development

• Culture Building

• Performance Monitoring and Control



Handbook on Human Resources Development in Government

25

• Enable managers to develop role clarity continuously and

consequently do the right things and avoid wastage of time

• Reduce duplication of work and enhance human capital

utilization

• Help identify the factors preventing better performance

• Help identify the developmental needs

• Increases communication both upward and downward

• Promotes culture of performance and excellence

• Creates positive problem solving and collaborative culture

• Can be used to control the unwanted behaviours at work

• Can ensure high level of performance from every employee

by linking it with rewards.

Performance
Monitoring and
Control

Performance
Planning

Performance
Development

Culture Building

Components of PMS:

More or less across the globe, the components of PMS are largely similar. Of course, it is

the implementation process, which really makes all the difference. The components are

• Performance Planning

• Performance Analysis

• Performance Review Discussions

• Performance Development

• Performance Assessment & Ratings

Performance Planning

If your priorities are not focused and planned at the beginning of the year, then you will be

evaluated based on the evaluators’ priorities

• Defined as “ a systematic outlining of activities, which an employee is supposed to

undertake during the specified time period”

During performance planning process, individuals:

• Identify key areas of performance /result areas

• Set goals which are :
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- Specific (observable)

- Measurable (quantitative and qualitative)

- Accountable (your own)

- Realistic

- Time-bound

• Assign weightages & time-estimates to all goals and performance areas

Performance Analysis

Performance analysis is defined as the “process of analyzing the factors that facilitate and

prevent better performance”

Here is a performance equation which is very useful and important in analyzing performance

of an individual:

Individual Performance:

Ability x Motivation x Organizational Support (+ or---) Chance and Environmental

Factors

The equation is quite simple and easy to understand and interpret. It indicates that, in

order to perform well the individual needs to have capabilities and internal motivation to

perform, along with organizational support essential to harness the individual ability &

motivation. Chance factors are always out of control like market fluctuations, natural

calamities, political changes etc. As it is a multiplication-based equation, in the absence

of any of the first three components (Ability, Motivation, and Organizational Support) is

equal to zero and the entire output result will be zero. Hence while analyzing the individual

performance, one needs to consider all the components mentioned in the equation.
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Performance Review Discussions (PRD)

Performance review discussion is a formal review discussion between appraiser and

appraisee after a specified period of time. It seeks to identify the factors that positively or

negatively affect individual performance and to draw up the action plans to strengthen the

positives and reduce the negatives to a possible extent. It also seeks to understand the

appraiser’s style of management, support and guidance as it impacts the appriasee’s

performance.

Facilitating Preventing factors Related  to

Effective communication in Poor decision making Individual
English

Sound knowledge of product Arrogant & Short temper - Do-
Networking skills Lack of command over local

language - Do-

High level of patience Family problems - Do-

Presentation skills Personal ill health - Do-

Support from superior(s) Less cooperation from
subordinates Organizational

Good incentive system High level of market competition - Do-

Brand image Relatively a new product to the
market - Do-

Share price increase Price reduction of competitor on
same product Chance factors

The table below illustrates the components of individual performance for a ‘Marketing

Executive’.



Handbook on Human Resources Development in Government

28

There are no hard and fast rules for conducting a PRD, but there are some largely accepted

procedures, which are desirable for an effective and successful PRD.

Sequential process of an effective PRD: -

Rapport Building

Attention & Listening

Acceptance

Exploring

Problem Solving

Action Planning

Performance Development

Appraisals provide a good opportunity to identify the

developmental needs of an employee. Developmental needs

should flow from performance analysis. Performance gaps may

be indicative of developmental needs. It is important to identify

the “Competency” or “Capability” that the appraisee needs to

develop or strengthen in order to perform the role better.

Performance development enables the individuals and teams to

identify factors preventing better performance and develop

capabilities to remove bottlenecks. It also gives insights into their

own strengths and weaknesses. It mainly helps the employees to prepare for higher level

of jobs by continuously reinforcing the development of qualities required to handle higher-

level responsibilities.

Dimension Acceptable Behaviour

Conversation on general happenings (a casual friendly talk);
nothing related to organization or work

Pay attention to appraisee’s comfort level
Listen to problems, feelings and justifications

Accept their feelings with positive gestures and note the genuine
issues and assure that they will be resolved
Share personal experiences and feelings

Encourage careful consideration of issues and understand the
reality

Identify and understand the problem and encourage generation
of useful information

Provide solutions and seek solutions
Diagnose the entire problem from different perspectives.

Find out the solution with a participative style

Take decision with mutual consent

Assure the required support and guidance
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Performance Assessment & Ratings

It is the last stage of the appraisal process where the reporting officer will do the final

assessment of the employees. Most of the times, the final assessment will decide the

rewards, transfers and other personnel functions. This assessment will also pave way for

decisions on future promotions, rewards and career growth. Hence, it is important to assure

an objective assessment of performance.

Performance management system is such a powerful tool that, it can be integrated with a

number of personnel functions and all essential data for the below-mentioned personnel

functions can be generated out of Performance management system.

• Recognition and Reward Management

• Succession Planning and Transfers

• Organizational / Individual Competency Building

• Business Diversity

Common errors in Performance Management Systems

Halo Effect : Generalizing beyond reason e.g. all government

employees are…Using averages to rate

Averaging Effect : Playing safe and nice to all attitude

Leniency Effect : Being more strict

Severity Effect : Negative events remembered more

Recency Effect : Recent failures remembered more

Assimilation Effect : Tendency to like those who like you

Differential Effects : Tendency to like those who are different

Carry down effect : I will rate as I am expected to be rated.

First impression errors : Past experience and first impressions are carried

forward
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PMS in Government

Many attempts have been made in the government to improve the performance appraisal

systems and make them more open, and development-driven. Due to the size of the

government and the nature of the past and over emphasis on the format than the process,

they have largely not yielded the desired results. Due to a large number of employees in

most sectors and over dependence on senior officers to make objective ratings, the

performance appraisals are largely seen as the responsibility of senior officers. The senior

officers, most often, do not have adequate time at their disposal to assess all the employees,

including some of them whom they have not met more than once or twice in a year. This

has resulted in a lot of cynicism and lack of faith on appraisals. Appraisals have most often

lost meaning except for some record of integrity and other confidential issues. What a

waste of a powerful tool! It is like using a powerful weapon to kill a fly. It is important to

realize the potential of this tool and ensure that it is used effectively.

Conclusion

Designed properly and used effectively, PMS becomes an effective tool for employee

development through performance improvements. Employees spend most of their waking

life in the organization and for the organization. Competencies that are developed through

effective performance of given roles and jobs enhance self-confidence and self-respect to

the individuals besides helping them to acquire new capabilities and qualities.
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“The best minute I spend, is the one I invest in people”

- One-Minute Manager, Kenneth Blanchard

Placing an employee on a specific job never ensures effectiveness of the individual on

that role. As the needs and expectations of both internal and external customers are

increasing rapidly, it is very much essential to balance the demands and individual

capabilities to deliver the same. Hence, training the employees on the present needs and

future requirements of the job is an essential sub-system of HRD.

Training may be defined as a learning experience, which seeks a relatively permanent

change in an individual that will improve his/ her ability to perform the job. Training is a

specific action, which increases the knowledge and skill of an employee for performing a

job effectively.

Training needs assessment Model:

4  Training for Competency Building

Present Job Future Job

Actual performance Vs
Required Performance

Performance Capability Vs
Required Competency

Needs Identification by
Performance Review

Needs Identification by
Potential Review?

Organization Training Needs
Individual Training Needs

On-the-Job
Training

Off-the-Job
Training
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Objectives of Training:

“Training always enables individual to reach higher

targets and goals effectively & efficiently”

Never try to fish for somebody’s supper, but teach how to fish so that he will have fish for
every supper.

1. To ensure that technical, managerial, human and conceptual competencies are

developed in the employees on a continuous basis to enable them to perform their

current jobs effectively, and also prepare them to perform the new jobs as they

come

2. To offer the necessary competency-building inputs to all employees in a systematic,

scientific and cost-effective manner

3. To offer the required value and attitude-based training to ensure that a lasting and

self-sustaining culture is built in the organization.

Assessment of Training Needs

Assessing the training needs of individual is one of the critical components of training. The

whole success of the training sub-system lies with this training needs assessment. There

are different methods of identifying the training needs. The broad steps include the following:

1. Specify the organizational goals and objectives (Named as core competency

essential for all. E.g. Customer Service for Hotel Industry)

2. Identify the specific knowledge, skills and attitudes required for an identified role

(E.g. Knowledge of 4-stroke combustion engines for an automobile engineer, Skills

of effective gas-welding for a welder, Attitude of patience for a Teacher)

3. Forecasting the future and determining the training needs of new jobs

4. Performance Management System as a tool for evaluating the individual

performance on the above mentioned criteria
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5. Periodical surveys and individual interviews for understanding the changing needs

Most commonly, organizations design their training programmes based on the output from

different combinations of the abovementioned 5 methods. Once it is decided that training

is needed, training goals have to be established. Management should clearly determine

the results it seeks from each employee in the organization. Normally these goals will be

tangible, verifiable, measurable and clear to both the management and the employee.

The commonly used methods of training in any organization across the globe are:

1. On-the-job training

2. Off-the-job training

On-the-Job Training

On-the-job training is nothing but learning and developing the skills while doing the job.

Though low productivity and errors are the disadvantages of this process, yet cost-effective

and real-time experiences are its potential advantages. This method is particularly useful

where simulation is cost-intensive or impossible and for jobs on which learning is possible

quickly by watching the process.

Induction or Orientation Training

It is the most common training program used to induct a new employee into a new role or

job. The induction training not only helps the employee to know the people, culture, policies

and procedures of the organization, but also provides clear information on his/her role and

the expected outcomes of the role. In most of the organizations it is skill not viewed as an

important component and a powerful tool in promoting an employee’s understanding of

expected output, desired culture and individual discipline.

Job Rotation

Job rotation training is a cross-functional training, which promotes multi-skilled employees

across the organization. A continuous job rotation policy can be used for multi-skilling

development in the organization, where as a partial process helps as a contingent tool in

case of vacations, absences or sudden resignations, downsizing etc.
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Coaching

Coaching is a relatively informal activity, which can be provided when needed. It is a direct

process in which the potential of individual employee is identified, encouraged to be

strengthened which helps them overcome their weaknesses on a continuous basis.

Committees and Assignments

Under this method, a group of employees is given an actual organizational problem and a

a task to solve the problem. This promotes a problem-solving approach and team work  in

the group.

Merits of On-the-Job Training

• Employees learn and develop on actual work than under simulated conditions

• They receive information from experienced persons who perform the tasks

successfully

• It is cost-effective and time-saving

• It encourages teamwork environment between trainees and trainers.

Off-the-Job Training

Off-the-job training refers to training provided away from the employee’s immediate work

place. The employee is separated from the job situation and the attention is focused upon

learning the required content. In this method, the employees are freed from distractions of

their job requirements, so that they are able to concentrate totally on the job content than

on its performance. There are various methods covered under this system.

Classroom Lectures

This is a widely used approach for conveying specific information such as policies, rules,

organizational work procedures and process methods. Formal classroom training provides

an opportunity for the participant to discuss real-life problems and challenges and to evolve

effective solutions for effective functioning in future.

Simulation Exercises

This is the process of placing employees in a simulated environment, which closely

resembles the real-life working conditions. These simulated environments can be in any

form, such as Role Plays, Case Studies, and Experiential Exercises.
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Role Plays

Role Play is a process of enacting a realistic behaviour in an imaginary situation. The

participants are given the role of a different position. It helps the individuals to improve the

decision-making skills, time management skills and interpersonal skills.

Case Studies

In the case study method, participants are given an organizational case which they study

to understand and analyze based on the available facts. Then, alternative actions are

evaluated and the most satisfactory actions are decided upon.

Experiential Learning

This is a process of “learning by doing” in simulation. Participants are given experiential

exercises such as conflict resolution or decision-making on a specific issue. Immediately

after completion of the process, the facilitator gives his views and observations on the

episode and critically interprets the behaviours in order to identify  existing strengths as

well as the need for further development.

Programmed Instruction

This method can be in the form of programmed texts or manuals and the like. The subject

matter to be learnt is presented in a series of carefully planned sequential units, which are

arranged from simple to complex levels of instruction. This requires the participants to

respond at different stages. This format helps in getting instantaneous feedback that helps

the participants to know whether their response is correct or not.



Handbook on Human Resources Development in Government

36

Assessment center is an advanced HRD-process, which progressive organizations use

today for selecting the higher level functionaries. As the individual goes up the organizational

ladder, the need for competencies other than functional competencies will obviously

increase. Most often, that is the reason why many a time people fail at higher levels despite

functional expertise and rich past experience. People highly successful at lower levels

may fail at higher levels, because they are poor in other competencies. For example, a

successful Commissioner may fail as a Principal Secretary because of poor strategic

thinking capabilities. He may have been good in the role of a commissioner, but did not

acquire strategic skills needed to be Principal Secretary. Hence, it is very much important

to check the qualities required for higher levels. The frequently used process to ascertain

the success in higher levels is “Assessment Center”.

With intensifying global competition, continuously increasing employee costs and pressures

for performance, it has become imperative to ensure that competent employees are

engaged to handle higher-level jobs. The higher the level, the more the cost to the company

and more should be the value addition. It has often been the experience that one wrong

person (mismatch) at senior level could do more harm to the organization (often

unknowingly) than add value. It is in this context a good match should be ensured between

the job requirements and employee competencies.

It has been a common practice for organizations to assess the potential of employees on

the basis of past performance. Little do they realize that past performance is not always a

good indicator of the future potential. Any promotion should normally mean a change in job

and handling new responsibilities. Even if the new tasks are only a few more than the old

tasks, the promoted individual’s success in the new job is determined by how well he

performs these new tasks and not how well he has been performing the earlier ones. It is

the performance of these new tasks that make the difference to the company. Potential

appraisal, therefore, deals with the future and what has not been seen, while performance

appraisal deals with the past.  In order to ensure that competent employees are recruited

5  Assessment and Development Centers



Handbook on Human Resources Development in Government

37

for higher-level jobs through an objective assessment of their potential, the concept of

Assessment Centers have come into existence.

• A center that aims at competency testing for development of individuals in relation

to a specific role or a category of roles

• Participants are put through a series of tests to assess their competencies by a

group of observers and are given feedback for development.

Changing Face of Public Sector Undertakings (PSUs) in India

PSUs in India are currently at crossroads. In a competitive world, past successes do not

necessarily guarantee future success. The risks are high, especially to those who have

been operating in a protected environment. Economic reforms are constantly exposing

PSUs to higher and stronger levels of competition and lesser Government support. In order

to meet competition, PSUs are advancing at a high speed in all areas: technology,

processes, management, finance, quality, costs, new market creation and new product

inventions.  There  is an increased focus on efficiency, motivation and productivity on the

part of the employees. Competing organizations from other countries have easy access

to best technologies, easy and unlimited finance, well-established management systems

and practices, high quality-orientation, brand equity and simple flat and cost-effective

structures with fewer but very competent people to handle all these. Under such

circumstances, PSUs have no option but to become more technology-driven, market

sensitive and customer focused, quality centered, cost effective, systems driven and

managerially effective. To achieve these, having competent managers to occupy strategic

roles becomes inevitable. With competent managers, PSUs can retain/gain strategic

advantages; without them, they cannot survive long. Hence, having competent managers

occupying strategic positions and performing their roles very competently is an inescapable

necessity of the day. Thus, the relevance and significance of Assessment & Development

Centre (ADC)
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Methodology and Steps:

“Assessing those competencies, which are critical for
the role to be effective.”

Step 1 : Identify the positions falling vacant and the new positions required for the next

six months to one year at senior managerial levels in advance.

Step 2 : Do a job profiling for these positions to identify the task requirements and com-

petency requirements.

Step 3 : Evolve an appropriate methodology to assess the competencies of all those

who are eligible for promotion on the basis of the organizational requirements.

The methodology will be cost-effective and may not use all the methods normally

used in the Assessment Centres. They will be suitably modified for organiza-

tional needs. They may include besides the interview, In-Basket (simulated de-

cision-making exercises), Vision Sharing Exercises, Presentations and

Behaviour Event Interviews.

Step 4 : Apply this methodology to all the eligible candidates, and make the final selec-

tion taking into consideration the additional data generated through the poten-

tial exercises in the assessment center.

It is estimated that all eligible candidates may be put through a full day exercise

in the Assessment/Development Center. The data from the Center will be made

available to the top management by the outside expert with the help of internal

assessors. The data may then be used to decide the candidates suitable for

promotion.

Step 5 : Give appropriate feedback to develop the competencies of those not ready for

promotions.
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Background to assessment and development centres:

• Assessment and Development Centres are set up by the organization for

mapping, continuous assessment and development of its employee

competencies in critical positions.

• It uses multiple assessment methods like tests, interviews, simulation exercises,

role plays, business games, presentations, group discussions etc. in an effort to

elicit patterns of behaviour previously identified as successful in given

management positions.

Advantages of Assessment and Development Centers

• Competency focused organization

• More professionalism in the organization

•· Better role to individual fitment

• More focused development of people

• Assessment gets extended to individuals, teams and organization, and leads to

continuous

• Development of the organization

• Improves internal communications

• Focuses the attention of people on job-specific behaviour and competencies

Outcomes of Assessment and Development Centre:

• A more objective assessment system for promotions.

• Role clarity for senior level positions

• Shared understanding by every one about the tasks and competency require-
ments of all senior positions

• Enhanced competency levels of senior managers

• Establishing a competency culture in the organization
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• Better management, cost reduction and quality improvements and other gains
attributable to competent organization.

Tools used for individual assessment are

• In-basket Exercises

• Stress Exercises and Interviews

• Presentation of Vision and Strategy Speeches

• Interviews

• Leaderless Group Discussions

• Business Games

• Role Plays

Tools used for an organizational assessment

• Questionnaire surveys for determining employee satisfaction, organizational
culture, HRD climate and so on

• Audits- HRD audit, empowerment audit

• Interviews by external agents

• Observation

• Analysis of secondary data and records

• Bench-marking efforts

• Appraisal data

• Training needs analysis

• Group performance data
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Objectives

In this chapter, we will seek to:

• Understand the concept and process of counseling and mentoring

• Differentiate between listening to and hearing the employees, and between helpful
and unhelpful questions

• Understand how we can set up mentoring system

You should play it without looking at
scoreboard

When a young person joins an organization, he/she needs some senior person (whom he/

she admires for various qualities) in whom he/she can confide and get advice and support.

The person need not be, and preferably should not be, his/her supervisor.  Such relationship

is called mentoring, and the senior person is called mentor.  The word has its origin in

Greek mythology. Odysseus, while going on a long-term voyage, left his house and his son

in the care of an old man named Mentor, who not only helped the boy to become a

competent young man, but also on one occasion saved his life.  This relationship become

a model and came to be known as mentoring.  The concept of mentoring relates to emotional

support and guidance given by usually an older person to a younger one who is called a

protégé.

The young employee also needs to develop trusting and supportive relationship with his/

her immediate supervisor, who can help the former to set challenging tasks, goals, support

him/her to achieve them, help him/her to analyze why he/she could not have higher

6  Counseling and Mentoring for Competence Building



Handbook on Human Resources Development in Government

42

performance, and plan to have higher achievement in future.  This processes called

counseling or coaching or performance review which can be defined as help provided by

a supervisor to the subordinates in analyzing their performance, in order to improve their

performance.  While mentoring is concerned about the general development and

psychological well being of a person, performance review or counseling or coaching (we

shall use the word counseling for this process) focuses on the analysis of performance on

the job, and identification of training needs for further improvement.

Objectives of Mentoring

The main purpose of mentoring is to provide opportunity

to young people to share their concerns and get both

moral support and guidance for their development. It in-

volves the following:

1. Establishing a relationship of trust.

2. Modeling behavioural norms for young person.

3. Listening to the personal and job concerns of the young person.

4. Helping him to search alternative solutions for the problem.

5. Sharing own relevant experiences.

6. Responding to his emotional needs, without making him depend on the mentor.

7. Developing long-lasting personal and informal relationship.

Objectives of Counseling

The main purpose of counseling is to develop the employee.  It involves the following:

1. Helping him to realize his potential as a manager.

2. Helping him to understand himself – his strengths and his weaknesses.

3. Providing him an opportunity to acquire more insight into his behaviour and ana-

lyze the dynamics of such behaviour.

4. Helping him to have better understanding of the environment.
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5. Increasing his personal and inter-personal effectiveness through effective feedback.

6. Encouraging him to set goals for further improvement.

7. Encouraging him to generate alternatives for dealing with problems and evolve

definite action plans.

8. Helping him to review in a non-threatening way his progress in achieving various

objectives.

9. Providing him empathetic atmosphere for his sharing and discussing his tensions,

conflicts, concerns and problems.

Both counseling and mentoring involve help and support by a senior person (in compe-

tence, experience, expertise, and position) to a younger one.  Thus, counseling and

mentoring involve: communication, empowering and helping.

Communication involves both receiving messages (listening), giving messages (respond-

ing), and giving feedback.  The counselor or the mentor does all these. The process of

empowering involves enabling the other person to exercise more autonomy, providing

positive reinforcement so that desirable behaviour is further strengthened and creating

conditions in which the person is able to learn from the behaviour of the mentor. Helping

behaviour is based on concern and empathy of the mentor or the counselor for the em-

ployee.

Listening and Asking

In inter-personal communication, messages are received from (listening) and sent to (re-

sponding or asking questions) the other persons.  Effective listening, empathic response,

and supportive questioning are important both in mentoring and in performance counsel-

ing.  Most examples here will be given from performance counseling.

Listening

Listening is the first effective step in communication.  Listening involves paying attention

to the various messages being sent by the other person.  The obvious message is the
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ideas being communicated (cognitive message).  Listening to feelings and concerns is

very important for effective counseling.

Activity A: Listening to feelings

Given below are statements made by different people.  Identify the feelings behind them

and enter in the space provided. To aid you in this exercise, given below is a list of words

describing feelings, which you may choose from.

A feeling may occur more than once in the 10 statements.  Indicate the feeling against

each item.

1) Happy ………………………………………………………………………………

2) Depressed………………………………………………………………………......

3) Miserable ………………………………………………………………………......

4) Confused ……………………………………………………………………………

5) Discouraged …………………………………………………………………………

6) Relieved …………………………………………………………………………….

7) Uneasy………………………………………………………………………………

8) Pressured ……………………………………………………………………………

9) Despair ……………………………………………………………………………..

11) Anxious ……………………………………………………………………………..

12) Guilty ……………………………………………………………………………….

13) Hostile ……………………………………………………………………………...

1. I work like a donkey does.  Any tough job comes to me.  When it comes to rewards

and promotions, those who butter the boss get it.

2. Every time my superior checks the work I have done, he finds something wrong in

it.  He himself does useless things.  Next time he finds fault with me, I am going to

give him back.

3. While I accept that I have not done as well as I could have, that low rating you gave

bothers me.  It may affect my promotion which is due next year.
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4. I think I am the culprit, I made the mistake of transferring this young man to the other

department and now he is leaving us to join the other company.

5. I have waited all these years having continuous hopes year after year.  Now I think it

is too late for me to aspire for another career.

6. This fellow does not work at all and he is being pampered because he has political

connections.

7. I do not understand what to do.  I am driving myself to death now.  I was told that if

the quality does not improve they may have to abandon this product.

8. I should not have given him so much freedom.  He leaked out everything from the

confidential files.

9. What do I do? The situation has changed overnight, the market has changed com-

pletely.  Now, I do not think we can do anything except to suffer losses.  We may as

well stop trying to do anything.

10.What is the great thing he has done?  He copies and presents the model as his

invention.  That is the way he fools people and bosses fail to recognize it.

(Answers at the end of the chapter)
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Activity B Listening to Concerns

In the following items, identify concerns by completing the statement. Your response should

reflect the personal concern, as far as you can ascertain it from the employee’s statement

provided.

1. I have really made efforts. I have tried to do my best in the

past year. I have worked twice as hard as anyone else in

this office, but I never get a promotion.

2. I do not know why I was transferred to this unit. I was not

given any reason – they just sent me. And I do not like it.

3. This is absolutely ridiculous.  I have only been doing this job

for a short while and my supervisor has decided to move

me out because I am not producing as much as the others.

4. My supervisor obviously does not like me.  No matter what I

do, it is not good enough. I want to change to a different

department.

5. I do not understand my boss.  One day he tells me what a

great worker I am and the next day he says that I am good

for nothing.

You feel angry
because

You feel puzzled and
you resent because

You feel angry
because

You feel trapped
because

You are puzzled
because

Asking questions and Responding

Questions can facilitate or hinder the process of communication.  Questions help gain

more information, establish mutuality, clarify matters, and stimulate thinking. In a counseling

situation, questions play a very important role.  Some questions can shut off the counselee,

or make him depend on the counselor.  Another set of questions can build autonomy of the

counselee.  Obviously the latter will be helpful, and not the former.

Questions that do not help

The following types of questions are not only unhelpful, but also hinder the process of

effective counseling.
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Critical Questions

Questions, which are used to criticize, reprimand or doubt the counselee, create a gap

between two persons.  The way the question is asked (tone or sarcasm) may indicate that

the question is a critical one.  The choice of words may also indicate the critical nature of

the questions.  “Why did you fail to achieve your targets?” is a question that communicates

criticism, whereas “why could you not attain your targets?” would normally communicate

invitation to examine hindering factors.  “How did you again fall short of your target?” is a

reprimanding question.  “How can you achieve this target you failed last time” indicates

doubt is the ability of the counselee.  All such critical questions either shut off the counselee,

or make him diffident.

Testing Questions

Evaluating or testing questions are asked to find whether a person is right or wrong, or

how much he knows. Such questions may tend to make the other person defensive.  In a

testing question, the person who is asking the question takes a superior attitude, and the

other person is put in a kind of witness box.  Such questions may also take the form of

cross-examination. A reporting officer who proposes to find out why his employee was not

able to meet his target can easily slip into a cross-examination, testing or evaluating posture.

Again, the tone of the interviewer may determine whether the question asked is a testing

question.  Such questions are sometimes similar to critical questions.

Resentful Questions

A person may ask questions to indicate his resentment at the behaviour of the other person.

When an employee in a counseling situation asks: “How should I attain higher target?”, it

may indicate his resentment depending on the tone in which such question is asked.

Leading Questions

We may unknowingly ask questions, which indicate what kind of answers we want, and we

may get such answers in turn.  For example, a reporting officer may say to his employee:

“You could not attain the target because Maintenance Department did not cooperate.  “Isn’t

that true?”  Or it may be expressed as follows:  “Were you not able to attain the target
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because the Maintenance Units did not cooperate?”  Both are leading questions.  A leading

question compels the other person to go along with the line of thinking of the one who has

put the questions. This tends to stop further explorations and is not helpful.

Helpful Questions

The following types of questions are generally helpful in developing more healthy

relationships and in increasing the effectiveness of the other person.

Trusting Questions

Questions which are asked to indicate that the questioner is seeking help or suggestions

may indicate the trust he has in other person.  The question: “How do you think I can deal

with this problem that I am facing?” is seeking help from the other person.  Such a question

may be asked both by the employee and the supervisor.

Clarifying Questions

Questions may be asked to collect information, gather facts and figures.  Such questions

are very helpful.  If a counselor asks his employee several questions to help him to get

more information about various aspects, he would help him relate relevant information to

understand his problems. After listening to a person, sometimes the counselor may

paraphrase the statement (also called mirroring), then may ask a question to confirm

whether his understanding is correct.  Example: “You are worried about your lack of

knowledge of the new system.  Is that so”?

Empathic Questions

When questions are asked about the feelings of a person, his concerns, and his problems

not so much for finding solutions as to indicate and express concern of the questioner,

these may be classified as empathic questions.  When a manager asks an employee:

“How is your son feeling now?” he is not so much seeking information, as he is indicating

his personal concern about the health of the employee’s son and thereby he is showing his

sympathy with the employee. Such questions help to generate more trust, and the necessary

rapport with the employee.  Empathic questions create a climate of mutual trust and human

understanding.
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Open-Ended Questions

The most useful questions are those, which stimulate reflection and thinking on the part of

the counselee.  “Why do you think we have not achieved the targets this year while the

other company has done so?”  is an open question inviting the other person to explore

various possible dimensions and to share them with the person who is asking such a

question.  Open questions encourage creativity, a tendency to explore several directions

which might have been neglected so far. Such questions are very useful.

Responding to Questions

Counselors use responses some of which are useful and some other dysfunctional. Some

counselors may be using more often certain types of responses than others.  It is necessary

to become aware of these. Reponses that are critical and alienate the employee are more

likely to be dysfunctional. Empathetic, supportive and exploring responses are more

functional.  Exhibit 1 summarizes helpful and unhelpful responses.

Exhibit 1

Counselor Responses

Unhelpful Effective and helpful

Alienating Empathic

Continuous stress on conformity Rapport building

Not encouraging creative acts;  Passive listening,

Lack of verbal responses Identifying feelings

Critical Supportive

Criticizing Recognizing

Repeated mention of weaknesses Communicating availability

Belittling Trusting

Reprimanding

Directive Exploring

Prescribing Reflecting

Ordering Sharing Probing

Threatening Closing

Giving no options Summarizing

Pointing out only one acceptable way Concluding

Quoting rules and regulations Contracting for follow up and help
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Feedback

Interpersonal feedback is an important input for increasing self-awareness. It helps in

reducing the blind area of a person, helping him to become more aware about his strengths

and weaknesses.  If properly used, it results in higher mutuality between two persons.

Feedback will be effective if the person who gives the feedback (counselor) makes sure

that it:

1. Is descriptive and not evaluative

2. Is focused on the behaviour of the person and not on the person himself

3. Is data based, specific and not impressionistic

4. Reinforces positive new behaviour

5. Is suggestive and not prescriptive

6. Is continuous

7. Is mostly personal, giving data from one’s own experience

8. Is need-based and solicited

9. Is intended to help

10. Is focused on modifiable behaviour

11. Satisfies needs of both the feedback giver and one who received feedback

12. Is checked and verified

13. Is well timed

14.Contributes to mutuality and building up relationship

From the point of view of one who receives feedback it is necessary that reacting to

feedback is more in terms of exploring ways of improving behaviour rather than in terms of

defensive behaviour. Examples of defensive behaviour include:

1. Denying feedback as opposed to owning up responsibility for behaviour.

2. Rationalization (explaining away feedback by giving reasons) as opposed to self

analysis to find why such behaviour was shown.
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3. Projecting (contributing negative feelings to the other person) as opposed to

empathy (trying to understand the point of view of the other person).

4. Displacement (expressing negative feelings to one who may not fight back) as

opposed to exploration (taking help of the other person in knowing more about the

feedback which has been given).

5. Quick acceptance without exploration as opposed to collecting more information

and data to understand the behaviour.

6. Aggression towards the person giving feedback as opposed to concern for

improvement.

7. Humor and wit as opposed to concern for improvement.

8. Counter dependence (rejecting the authority) as opposed to listening carefully to

the person giving feedback.

9. Cynicism (generally strong skepticism that things cannot improve) as opposed to

positive critical attitude to accept some feedback and to question some other.

10.Generalization (explaining things in a general way) as opposed to experimenting.

Empowering

In performance counseling and mentoring, one objective is to increase the employee’s

potential to make impact. One important mechanism in the empowering process, especially

in mentoring relationship, is modeling.  When the mentor, or the supervisor, is seen as a

model, the employee develops identification with the mentor or the supervisor and feels

powerful.

One major influence which empowers an employee is the opportunity for him to identify

with individual having more experience, skill and influence.  This legitimate need should

be fulfilled. Several barriers may come in the way of such legitimate process of identification:

lack of time, intolerance for mistakes, compete rejection of dependency needs, repression

of rivalry, and unexamined relationship.  It is necessary that the manager also examines

his own process and needs of interacting with the subordinates.
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The way the supervisor exercises his/her influence over the employees may either empower

the employee or reduce his capacity. When a person is criticized or punished for some

actions, he/she is likely to feel inhibited and avoid doing them in future.  This restricts his/

her freedom.  On the other hand, if a person is praised or recognized, he/she feels

encouraged to take more initiative in exploring new directions.  This results in an increase

in the field of his autonomy.

Nurturing and Helping

Counseling is essentially helping.  Helping involves several processes.

Without manager’s concern for his employees, effective helping cannot be provided in the

counseling sessions.  Such concern is shown when the counselor is able to feel for his

subordinate and is able to empathize with him.  It is reflected in the kinds of questions

asked and the tone in which conversation takes place.  Managers may constantly ask

themselves how much concern and genuine empathy they have for the employees whom

they are counseling.  Without such genuine concern, counseling may degenerate into a

ritual and would not achieve its goals.

Counseling should not be regarded as merely giving help.  It is also receiving help on

various aspects. Unless such a relationship is established – i.e., both persons involved in

the relation feel free to ask for and provide help to each other – counseling cannot be

effective.  Mutuality is based on trust and genuine perception that each person has enough

to contribute.  Although the counselor is in superior position, he continues to learn and to

receive help from the counselee.

The Process of Counselling

Counseling helps employees to grow and develop in the organisation.  Every manager

counsels his employee knowingly or unknowingly in his day-to-day work life.  An effective

counselor is one who helps his employees to become more aware of their strengths and

weaknesses.  By the process of mutuality and support, he helps the employees to develop

and provide them proper emotional climate.  Mutuality involves working together with the
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employees and developing future plans of action for their growth and contribution to the

organization.  Support involves acceptance of the employee as a total person with his

strengths and weaknesses and encouraging him/her.

Counseling requires certain interpersonal skills which can be acquired easily if a manager

is genuinely interested in developing subordinates. Counseling skills are important for a

manager particularly at the time of performance review.

Good managers counsel their employees regularly in their jobs whenever a necessity

arises.  Annual performance review provides formal opportunities for formal counseling.

Such a formal counseling process passes through certain stages: rapport building,

exploration, and action planning.

In the rapport building phase, a good counselor attempts to establish a climate of

acceptance, warmth, support, and mutuality.  He does this by empathizing with employees

and by listening to his problems and feelings, by communicating his understanding to the

employees, by expressing genuine interest in him.

In the exploration phase the counselor attempts to help the employee to understand himself

and his problem better. He may do this by raising questions to help the employee to explore

his/her problems, and helping him/her to diagnose the problem properly.

In the action planning phase, the counselor and the employee jointly work out specific

actions for the development of the employees.

Exhibit 2 gives the three phases (and the sub-phases) of the counseling process. Against

each sub-phase counselor behaviours which are helpful in the counseling process and

those which are likely to hinder the process have also been indicated.

Rapport Building

Rapport building is essential for any effective counseling outcome.  Rapport building phase

involves generating confidence in the employees to open up and frankly share their

perceptions, problems, concerns, feelings etc.  The counselor should align himself to the

employee and tune himself to employee’s orientations.  This can be done by adopting the

employee’s frame of reference.
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Attending

Opening Phase of counseling is very important in rapport building.  Inviting rituals like

offering the chair, closing the door to indicate privacy, asking the secretary not to disturb or

not to pass on the telephonic calls during the conversation may indicate that the counselor

is attending to the counseled.  However, all such rituals should come out of genuine concern.

Listening

It has already been discussed that listening is important for effective counseling.  As already

stated, it is important to listen to what the employee says, as well as to his feelings and

concerns, physical postures (e.g., leaning forward) and keeping eye contact with the

employee.

Acceptance

Establishing a climate of acceptance is a necessary part of establishing rapport.  The

employee must feel that he is wanted and his counselor is interested in understanding him

as a person.  The counselor can communicate his acceptance by paraphrasing, mirroring

or reflecting what the employee says. Such a reflection or mirroring would assure the

employee that he is being understood and that his counselor is interested in him.  This

builds a climate of acceptance and facilitates the process.

Exploration

Besides accepting the employee, listening to him/her and establishing a climate of

openness, the counselor should attempt to understand as well help the employee understand

his/her own situation, strengths, weakness, problems and needs. Nobody would like to be

directly told his weaknesses.  Counseling skill lies in making the employee discover his

own weaknesses, and identify his problem.  At the most, the counselor may use open and

exploring questions.
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Exhibit 2
Sequential Process of Performance Counseling

Phase Helpful Behaviour Hindering Behaviour

Rapport Building Rituals of welcoming Discussion of
Attuning Conversation on behaviour from the

personal matters start
Smile

Listening (to) Physical attention (posture) Distraction

Feeling Eye contact Attention to other
things, telephones

Concerns Response (verbal & non-verbal)

Problems Keeping out telephones,
noise, disturbances etc.,

Acceptance Communication of feelings Lack of response
Empathy and concerns Passive listening for a

long period
Paraphrasing feelings
sharing own experience

Exploration Mirroring or paraphrasing
Exploring Open questions Criticizing

Avoiding or hedging

Problem identification Encouragement to explore Suggestion of a
Questions to explore possible problem
problems Encouragement to
generate information
Identification of a probable
problem

Diagnosis Exploratory questions Suggesting the cause
Generating several possible
causes

Action Planning

Searching Questions on possible Advising
solutions, generating
alternative solutions

Decision-making Questions on feasibility, Directing
priority, pros and cons
Discussion of one solution
Discussion of an action plan
Contingency plan

Supporting Identification of needed help Promise of general
Monitoring help
Contract on help
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Exploring

Exploring helps an employee to search various dimensions of the problem, or discover

unidentified problem and bring to surface unnoticed issues. Exploring can be done by

using questions and suggesting to the employee to talk more on a problem.  A variety of

questions may be used as already discussed.

Problem Identification

After exploring phase, questions may be asked to help the employee focus on the prob-

lem. It is necessary for the counselor to use questions both to generate information on

some concerns and problems, and to narrow down focus to identify a more probable prob-

lem, For example, if an employee feels that his/her problem is that others do not cooper-

ate with him/her, the counselor may ask questions to narrow down the probe to the

employee’s relationship with a few colleagues; and then questions may be asked to help

the employee see what he/she does that prevents possible cooperation. Identification of a

problem is the necessary step in planning for improvement.

Diagnosis

Diagnosis of the problem is the next step in exploration.  Exploration should lead to diag-

nosis.  Without diagnosis there is little scope for solving any problem.  Open questions

like, “Why do you think people are put off when you talk with them?”  “Can you recall occa-

sions when you got full cooperation?” What do you attribute it to?” “What personal limita-

tions mainly bother you?”, may help the employee move towards a better diagnosis.  The

main attempt should be to generate several alternative causes of a problem.

Action Planning

Managers are expected to guide their employees and contribute to their development.

Counseling interviews should end with specific plans of action for the development of the

employee.  Identifying a training need, job rotation, sponsoring for further training, increased

responsibility, role clarity etc. are some of the likely outcomes in such action plans.  Three

sub-phases can be identified in acting planning.

Searching

The main contribution of the counselor to action planning is the help he provides to the

employee in thinking of alternative ways of dealing with a problem.  In addition to encour-

aging the employee in brain-storming such alternatives, the counselor at a later stage can
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also add to this list of alternatives for further exploration.  This should, however, be done

only after sometime. The employee should primarily take the responsibility of generating

alternatives.

Decision Making

After the alternatives have been generated, the counselor may help the employee assess

advantages and disadvantages of each alternative, raise questions on the feasibility of

the various alternatives and help finalize a plan to be implemented.  This may, however, be

regarded as a contingency plan, to be altered in the light of further experience.

Supporting

The final and the crucial stage of counseling is to communicate support and plan for such

support in implementing the agreed action plan.  Design and monitoring the action plan

and needed follow-up may also be prepared.  This then closes the counseling interaction.

Listening & Asking: Activity A & Activity B: Answers

The correct responses for these activities are as follows.  Please check your

responses on these tests with each of the following.

Activity A

1) Resentment 6) Resentment

2) Hostility 7) Anxiety

3) Guilt 8) Guilt

4) Guilt 9) Despair

5) Despair 10) Hostility

Activity B

1. You feel angry, because your hard work is not being recognized

2. You feel puzzled and you resent, because you were transferred without being

given any explanation.

3. You feel angry, because you were not given adequate opportunity to prove your

worth.

4. You feel trapped, because you don’t feel capable of pleasing him

5. You are puzzled, because your boss is not consistent in what he says about you.
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Organization Development (OD) is an approach to planned change. OD theory has evolved

into an integrated framework of theories and practices that can be used in solving many of

the major problems confronting the human side of organizations. OD deals with the way in

which individuals, teams and organization can perform better. OD suggests improving the

“Fit” between the individual and organization, between the organization and its environment

and between critical components of organization such as Strategy, Structure and

Processes. Implementation of OD is done through interventions, which address specific

problematic conditions.

According to Udai Pareek “OD is a planned effort, initiated by process specialists to help

an organization develop its diagnostic skills, coping capabilities, linkage strategies in the

form of temporary and semi-permanent systems and culture of mutuality”.

According to Richard Beckard “OD is an effort, planned organization wide, and managed

from the top, to increase organizational effectiveness and health through planned

interventions in the organization processes using behavioural sciences knowledge”.

According to French & Bell, OD is “a long-term effort led and supported by top management,

to improve an organization’s visioning, empowerment, learning and problem solving

processes, through an ongoing collaborative management of organization culture - with

special emphasis on the culture of intact work teams and other team configurations- utilizing

the consultant-facilitator role and the theory and technology of applied behavioural sciences,

including action research.”

OD takes a long-range approach to improving organizational performance and efficiency.

It avoids the (usual) “quick-fix”. The following are the characteristics of OD:

• Organization-wide; OD focuses on the total system.

7  Organization Development
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• Managed from the top; To be effective, OD must have the support of top-

management. They have to model it, not just talk about it. The OD process also

needs the buy-in and ownership of employees throughout the organization.

• Increase organization effectiveness and health; OD is tied to the bottom-line. Its

goal is to improve the organization, to make it more efficient and more competitive

by aligning the organization’s systems with its people.

• Planned interventions; After proper preparation, OD uses activities called

interventions to make system wide, permanent changes in the organization.

• Using behavioural-science knowledge; OD is a discipline that combines research

and experience to understanding people, business systems, and their interactions.

OD operates on the basis of the following key assumption:

• People react to how they are treated. (Better treatment results in better productivity.)

• Work must meet the individual’s needs and the organization’s needs.

• Most people are motivated by challenging and meaningful work; not controls, threats

and punishment.

• Basic building blocks of the organization are groups—therefore the units of change

are groups.

• Organizations suppress feelings, but this also suppresses commitment.

• Groups that learn to work using open and constructive feedback become better

able to be productive.

• People work best in supportive and trusting environments.

• Change is best implemented when people are part of the change process.
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Commonly Used Intervention Methods

Methods focused on Group / Organization 

• Survey Feedback  - A widely   used method of intervention, whereby employee

attitudes are solicited by questionnaire and then the feedback is used for planning

appropriate actions

• Management by Objectives - An organization-wide   intervention technique of   joint

goal setting between employees and managers 

• Quality Program – A program that embeds product and service quality excellence

into the organizational culture 

• Team Building – An intervention designed to improve the effectiveness of a work

group 

• Large Group interventions - Events that bring all of the key members of a group

together in one room for an extended period of time to plan the future

• Process Consultation – An OD method that helps managers and employers improve

the processes that are used in organizations 

Methods focussed on Individual

• Skills Training - increasing the job knowledge, skills, and abilities that are necessary

to do a job effectively 

• Sensitivity Training – An intervention designed to help individuals understand how

their behaviour affects others 

• Management Development Training - A host of techniques for enhancing managers’

skills in an organization 

• Role Negotiation - A technique whereby individuals meet and clarify their

psychological contract

• Job Redesign – An OD intervention method that alters jobs to improve the fit between

individual skills and the demands of the job
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Action Research is a process which serves as a model for most OD interventions. French

and Bell describe Action Research as a “process of systematically collecting research

data about an ongoing system relative to some objective, goal, or need of that system;

feeding these data back into the system; taking actions by altering selected variables

within the system based both on the data and on hypotheses; and evaluating the results of

actions by collecting more data.” The steps in Action Research include the following:

1. Entry. This phase consists of marketing, i.e. finding needs for change within an

organization. It is also the time to quickly grasp the nature of the organization, identify

the appropriate decision makers, and build a trusting relationship.

2. Start-up and contracting. This step involves identifying critical success factors and

the real issues, linking into the organization’s culture and processes, and clarifying

roles for the employees. This is also the time to deal with resistance within the

organization. A formal or informal contract will define the change process.

3. Assessment and diagnosis. Here, the process is to collect data in order to find the

opportunities and problems in the organization for suggestions about what to look

for, this is also the time for diagnosis, in order to recommend appropriate

interventions.

4. Feedback. This two-way process serves to share what was found out, based on an

analysis of the data. Everyone who contributed information should have an opportunity

to learn about the findings of the assessment process.  This provides an opportunity

for the organization’s people to become involved in the change process, to learn

about how different parts of the organization affect each other, and to participate in

selecting appropriate change interventions.

5. Action planning. In this step, the process is to distill recommendations from the

assessment and feedback, consider alternative actions and focus our intervention(s)

on activities that have the most leverage to effect positive change in the organization.

An implementation plan will be developed that is based on the assessment data, is

logically organized, results oriented, measurable and rewarded.
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6. Intervention. This step involves actually carrying out the change process. It is

important to follow the action plan, yet remain flexible enough to modify the process

as the organization changes and as new information emerges.

7. Evaluation. Successful OD must have made meaningful changes in the performance

and efficiency of the people and their organization. There is a need to have an

evaluation procedure to verify success, identify needs for new or continuing OD

activities, and improve the OD process itself to help make future interventions more

successful.

8. Adoption. After steps have been taken to change the organization and plans have

been formulated, it needs to be followed-up by implementing processes to insure

that this remains an ongoing activity within the organization, that commitments for

action have been obtained, and that they will be carried out.

Specific OD Approaches

Organization Development (OD) improves organization effectiveness and/or individual

employee effectiveness. The purposes are to increase productivity, work satisfaction and

profit for the client company. Consultants apply organization effectiveness strategies such

as those shown below when there are needs for assessment, planning, growth, quality

improvement, teamwork and other organizational changes.

Action Research  - An assessment and problem solving process aimed at improved

effectiveness for the entire organization or specific work units. The consultant helps the

client organization identify the strengths and weaknesses of organization and management

issues and works with the client in addressing problems and opportunities. Some form of

action research is generally applied as a foundation for other consulting strategies.

Conflict Management  - Bringing conflicts to the surface to discover their roots, developing

a common-ground from which to resolve or better manage conflict. Consultants serve as

facilitators in a conflict situation or train employees to better understand and manage

conflict.
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Executive Development  – One-on-one or group developmental consultation with senior

cadres to improve their effectiveness.

Goal Setting  - Defining and applying concrete goals as a road map to help an organization

to get to where it wants to go. This approach can also be applied to employee development.

Group Facilitation  - Helping people learn to interact more effectively at meetings and to

apply group guidelines that foster open communication, participation and accomplishment.

Managing Resistance to Change  - Helping clients identify, understand, and begin to

manage their resistance to planned organizational change.

Organizational Restructuring  - Changing departmental and/or individual reporting

structures, identifying roles and responsibilities, redesigning job functions to assure that

the way work gets done in the organization produces excellence in production and service.

Project Management  - The general management of specific work, blending diverse

functions and skills usually for a fixed time and aimed at reaching defined outcomes.

Self-Directed Work Teams  - Developing work groups to be fully responsible for creating

a well defined segment of finished work.

Socio-technical Systems Design  - Designing and managing organizations to emphasize

the relationship between people, performance, workplace environment and technology

used to produce goods and services in order to achieve high level productivity.

Strategic Planning  - A dynamic process which defines the organization’s mission and

vision, sets goals and develops action steps to help an organization focus its present and

future resources towards fulfilling its vision.

Teambuilding  - Improving how well organization members help one another in activities

where they must interact.

Total Quality Management  - Through work process analysis, teambuilding, defining quality

and setting measurable standards, the consultant assists the organization in becoming

more cost-effective; approach zero-defects and be more market-driven.
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Employee Effectiveness

Consultants use employee effectiveness strategies such as those below, when there are

needs for employee improvement in skill, commitment and leadership.

Career Counseling  - Focused attention on goal setting, career selection and job seeking

help individuals make career decisions.

Coordination & Management of Multi-Disciplinary Consultants  - One or several

different technical specialists team up with an OD consultant to design and install new

equipment, work processes, work methods, or work procedures.

Creative Problem Solving  - Organization members use practical problem solving models

to address existing problems in a systematic, creative manner.

Customer Service Training  - Creating interpersonal excellence in public contact positions,

where the individual and the organization are expected to meet or exceed customer

expectations.

Developmental Education  - Training in basic math, reading, writing and grammar.

Interpersonal Communication Skills  - Increased skill in exchanging needed information

within the organization and providing feedback in a non-threatening, non-judgmental way.

Human Resource Management  - Managing the function of hiring, compensation, benefits

and employee relations toward systematic goals of the organization’s morale and

productivity.

Labor Relations  - Facilitation of conflict, planning and problem-solving among

management and workforce union representation.

Leadership Development  - Training in select areas which build leadership capabilities.

Includes visioning, change management and creative problem solving.

Management Development  - Training in various management skill-areas, with particular

focus on performance management, communication and problem solving.
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Stress Management  - An individual growth workshop designed to arm and activate healthy

responses to stress. It enables participants to maximize positive stressors and minimize

the negative, both for themselves and others.

Technical Training  - Training in a specific technical area, such as computers.

Time Management  - An opportunity for individuals and organizations to effect higher

levels of productivity within the time they are allotted.

Training Evaluation  - Systematic controlled inquiry grounded in sound statistical practice,

assessing on-line training effectiveness and/or business impact. Assessment focuses on

course relevance, transfer and cost value.

Workforce Diversity  - Facilitating understanding between groups toward the goal where

differences among people in an organization become the strengths for competitive

advantage, productivity and work satisfaction.

What are the tools used in OD diagnostic work?

The effective solution of organizational problems is dependent on a thorough diagnosis.

To collect data for an organizational scan, needs assessment or some form of data

collection, the following tools may be used alone or in combination.

Interviews : One-on-one meetings, where the interviewer follows a structured schedule of

questions or conducts an unstructured dialogue on pre-determined “talking points”. The

advantage is that the intimate setting of an interview can usually establish trust early and

the session can delve deeply into the subject matter. The disadvantage is that it is only one

person’s judgment that can be flawed and/or very narrow.

Focus Groups : Small groups of people are selected and the facilitator asks questions,

again either structured or more free-flowing. The groups consist of 8-12 individuals, who

have been selected on the basis of whatever characteristic is being investigated. (e.g.

middle managers, frequent customers, citizens likely to be affected by a policy etc.) The

advantage of focus groups is that the individuals can be spurred on to think more fully

about an answer by hearing the answers of others—the individual group members build
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on each other. The disadvantage is that a few people may dominate the meeting either by

swaying the others or preventing others from contributing. Again the sample of people is

small, but more people can be “touched” quickly than in the interview process.

Questionnaire : A set of questions is put together. They may be closed questions (answered

by one answer) or more open for comments. The closed question approach allows for

easy scoring but does not allow much depth to answers. The open question allows for

more individual response but is very difficult to score and tabulate. In either case, the

strength of the questionnaire is that many more respondents can be assembled than in

either the interview or the focus group. The disadvantage is that the answers can only be

surface responses and are not enhanced by the non-verbal interaction of the face-to-face

meetings in the above two.

Multi-rater instrument : The purpose of a multi-rater system of feedback, often known as

a 360 degree assessment, is that it allows a number of people to offer feedback to an

individual. For example, your boss, your subordinates, your peers and yourself may rate

you on your job-related behaviour. Their rating is, of course, based on their perception of

their experience with you as a manager/leader/team member. At first, both the ‘rater’ and

‘ratee’ may be uncomfortable, because we have not been asked to give or receive this

type of feedback before. Often, people are reluctant or too polite to tell each other about

performance issues. However, most people want to improve their performance and are

usually open to constructive ways in which they may do so. The multi-rater system has

proved to be an important tool which helps people to see themselves as others do. The

feedback will usually be used for development purposes only and is collected and shared

with the individual being rated in a confidential manner.

Managing Change as a unique OD process:

Organizational Change Managers must be prepared to handle both:

• Planned Change - change resulting from a deliberate decision to alter the organi-

zation

• Unplanned Change - change that is imposed on the organization and is often un-

foreseen
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Change Agent refers to the individual or group who undertakes the task of introducing and

managing change in an organization. The change agent can be internal or external to the

system.

Internal Change Agents:

• Advantages:   know past history, political system, and culture; must live with results

of change so will move carefully

• Disadvantages: May be associated with factions, accused of favoritism; may be

too close to the situation to be objective 

External Change Agents:

• Advantages: Outsider’s objective view, impartiality  

• Disadvantages: limited knowledge of organization’s history may be viewed with

suspicion

Kurt Lewin, considered to be the father of the organizational behaviour field, proposed a

three-step model that forms the basis of most change management approaches. The three

stages are:

1. Unfreezing - involves encouraging individuals to discard old behaviours by

shaking up the  equilibrium state that maintains the status quo

2. Moving - new attitudes, values, and behaviours are substituted for old ones

3. Refreezing - involves the establishment of new attitudes, values, and

behaviours as the new status quo
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The government has a critical role to play in the development of the country.  It acts as a

planner, regulator, catalyst, controller and investor. Its policies and practices directly

determine the nature and direction of HRD activities in institutions and organizations under

the direct control of government, such as the administrative machinery and public sector

organizations.  Indirectly, the government’s polices and practices set the tone and create

an environment which may discourage or encourage the HRD activities of other

organizations in the non-governmental sector. Thus, HRD in government has a strategic

role.  This is especially so in a partially controlled economy like India, where the government

regulates the activities of even private sector organizations.

Contextual Factors

The environment in which the government operates has an important bearing on its HRD

practices. By and large, the government is seen to be conservative and slow in managing

and implementing HRD and its HRD activities are often constrained by red-tape and

bureaucratic delays. The government has been slow to introduce even fairly conventional

HRD systems such as regular training and development of its personnel. There are a

number of reasons which may explain these characteristics of HRD in government.

Government institutions are very large and complex systems.  To cope with the myriad

tasks of administration, government organizations and institutions tend to be very diverse

in nature and are scattered across the length and breadth of the country. The sheer size,

spread, diversity and complexity of the administrative machinery make the HRD function

in government a highly complex one.  A second factor is the historical context of government

institutions. Although in a democratic system, there may be frequent changes in the

legislative branches of the government, the executive branches consisting of the

administrative departments and related organizations, remain more or less stable.

Consequently, there tends to be a historical continuity in the structure, culture, practices

and behaviour of these departments or organizations.

8  Role of HRD in Government
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Thus, for instance, although India has been independent of the British now for about six

decades, very many of our administrative polices and practices continue to be the same

or similar to what they were during the time of British rule. The sheer magnitude and

complexity of bringing about changes has prevented changes from being implemented.

Furthermore, changes in the administrative practices of the government may even cause

considerable disruption and organizational turbulence not only within the government system

but also outside. This is why the introduction of even minor new HRD systems is a slow,

difficult and often hazardous process in governmental systems.  On the other hand, the

social economic and political environment in which governmental institutions function is

often highly turbulent. This is especially so in a democratic society which is open to influences

both from within and outside.  Thus, public administrators frequently find that they have to

cope with changing circumstances, new problems and new tasks, while the human and

organizational resources available to them remain relatively unchanged.  This gives rise to

complaints of bureaucratic delays, red-tapism, apathy, lack of motivation etc. Such difficulties

are the most common cause of frustration and de-motivation among government

functionaries.

A final contextual factor of considerable importance to HRD in Government has been the

sharply increased level of complexity of government administration in modern times. Such

a complexity is related to the sweeping tide of revolutionary changes in different facets of

society. We are witnessing an era of knowledge explosion, social and technological

revolutions, and widespread changes even in political systems. The increasing tendency

toward democratization has made governing systems more visible and accountable to

the common people. Consequently, there are increased expectations and turbulence.

Given the massive social, economic and political changes, there is even greater need for

careful all-round planning and control of resources at all levels. An enlightened

administration, dealing constantly with new situations, needs equally committed, motivated,

dynamic and inventive administrative service personnel to handle various levels of

administration.  The administration has to assume many different roles and responsibilities
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for effective management of various functions.  The importance of manpower planning

and HRD in the above context becomes quite clear.  HRD programmes should be

concerned with training, education and development of all those people who are engaged

in various capacities, in performance of various administrative jobs.

Basic Objectives of HRD in Government Systems

Different authors have outlined the following basic objectives of HRD in government

administration systems:

• To equip the civil servants with precision and clarity in transaction of business;

• To attune civil servants to new tasks which they will be called upon to perform in a

changing world;

• To develop resistance to the danger of getting entrenched in status quo by visualizing

what they are doing in a wider setting and by facilitating education and development;

• To develop capacity for higher work and greater responsibility;

• To develop and maintain staff morale particularly because large number of people

have to deal with tasks of a routine nature;

• To inculcate right attitudes towards the public, never forgetting that civil servants

are service providers and not masters of the community; and

• To sustain the human touch not only in direct personal contacts with the public but

also in handling correspondence which demands a proper sense of urgency and

due consideration of the “man at the other end”.

The aim of HRD is to develop the administrators not just for the needs of tomorrow but

even for those of the days after. The HRD programmes can reduce the consciousness

gap between the leaders and the masses through training and development. Training,

education and development in administration are expected to provide the needed stimulus

to initiate impulses of change in the administrative apparatus and spark off effort for

improved efficiency, productivity and administrative performance.  In fact, there has been
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significant enlargement of the training infrastructure, enhancement of financial outlays and

consequential increase in the number of training opportunities for administrators. What is

required now is to enhance the quality of the offerings of these institutions.

HRD in administration is an important part of macro-level human resource planning.  An

organization that does not plan for its human resources will often find that it is not meeting

either its personnel requirements or its overall goals effectively.  There are four basic steps

in human resource planning:

• Planning for future needs

• Planning for future balance

• Planning for recruiting and selecting

• Planning for development

Planning for development aims at increasing the ability of the individuals and groups to

contribute to organizational effectiveness.  Development programmers are designed to

educate employees beyond the requirements of their present position. They should be

prepared for promotion and be able to take a broader view of their role in the organization.

Only then would the organization be assured of a continuing supply of experienced and

capable personnel.

The central elements in human resource planning are forecasting and the human resource

audit. Forecasting attempts to assess the future personnel needs of the organization.  The

human resource audit assesses the organization’s current human resources. In the human

resource audit, the skills and the performance of each individual in the organization are

appraised. Induction and orientation should be designed to provide a new employee with

the information they need in order to function effectively and comfortably in a given setting.

Induction and orientation would then be supplemented by training programmes aimed to

improve skills, techniques, knowledge and attitude of employees.
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Role Set of Government Administration System

With the introduction of the Five Year Plans after independence, the government of India

took upon itself a developmental role in addition to the conventional regulatory role. The

assumption underlying the new role is that, the Government also needs to pay attention to

resource mobilization and utilization.  A number of departments and agencies were created

on the lines of conventional bureaucratic structures. The Government also gave a lead role

to the public sector in order to provide the major thrust for development. Thus the following

roles emerge as critical.

• To forecast, analyze and advise Ministers on strategies for achieving policy

objectives.

• To help in optimizing goals.

• Approved programs to be implemented on time.

• Programmes to be monitored and suggestions generated for corrective action.

• Performance comparison with other countries.

• To develop innovations in procedures and practices.

• To foster development.

Such a role-set suggests the possibility of conflicting expectations and priorities which

have to be fulfilled.

HRD Developments in Government Systems

Initial attempts were made to improve organization effectiveness in Government.  Paul

Appleby from the US Public Administration came and studied the Indian administration

set-up.  His central recommendation was the need to transform administration from a

‘colonial’ to a ‘development-oriented’ one. However, not much was done to implement the

recommendations.
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The Administrative Reforms Commission of 1967 emphasized the importance of better

systems and training and development.  This led to the setting up of an Administrative

Reforms Cell, within the Home Ministry first.  This later became a Personnel Department.

Three activities were strengthened among others nomination of more officers for training

within and outside the country, computerization of manpower data and more systematic

postings for specialized assignments.

In 1985, a formal Ministry for HRD was set up. With this new emphasis on HRD, ministers

and secretaries of government departments were deputed to attend a variety of training

and development programmes on management and HRD at reputed management

institutes.

Current Systems of HRD in Government

1. Training

The nature, size and variety of the plans and programmes of social and economic

advances that the country has undertaken determine the training of Government

and public systems.  Ten years ago, there were only a few Central and State training

institutions for imparting induction training to their officers. Today, most States have

their own training institutions.

2. Job Rotation

The move away from purely generalist training on history, constitution, procedures

etc. towards specialized training, has also made possible more purposive for

rotations and for transfers. The earlier concept of the jack-of-all-trades generalist,

who can handle any assignment, is undergoing a change.  Officers who have utilized

opportunities to get Master and even Doctoral Degrees in specialized subjects

like Economies, Energy, Population Studies, Trade, etc. are being rotated into

relevant assignments.

3. Data Bank

Increased awareness of HRD and also greater acceptance of computers has
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enabled the computerization of human resource data. The data bank and its use

for drawing up lists for training, rotation and promotion have become the norm in

government. There may be a lack of system discipline, and attempts at manipulation,

but the system is now available.

4. Selection

Even before independence, selection in government was “objective” in the sense

that it was based on competitive examinations.  But there has been very limited

acceptance of mid-career entry from other fields.

5. Manpower Forecasting

This goes mostly by annual manpower budgeting and ad hoc proposals during the

year. But the five year plans have provided an opportunity at least once in five years

for each Ministry to amend manpower forecasts. In the past such forecasts were

mechanistic extrapolations.  Also, recently there have been increased pressures

for efficiency and manpower reduction, in the following ways:

• Voluntary Retirement Schemes have been introduced, giving attractive

benefits at the end of twenty years of service.

• Additional workload is sought to be taken without increasing manpower.

• Information technology is helping to merge and sometimes eliminate routine

jobs.

• More autonomous, “attached” organizations are being formed, to take work

out of the bureaucracy into more flexible work units.

• The thrust towards de-licensing, deregulation and decontrol, the move from

‘physical’ to fiscal control etc. are expected to lessen the administrative

workload further.
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6. Performance Appraisal

Performance Appraisal as HRD tool has not yet been realized in Government

systems. The predominant method of performance appraisal in government has

been the confidential rating systems, used largely for evaluation rather than

development.

A New Approach to Integrated HRD System in Government Administration

Development may be defined as the process of acquisition of competencies. Human

Resource Development is the process of facilitating and ensuring the acquisition of

competencies required by people (employees, their supervisors and leaders or people in

general) to perform certain activities or tasks intended to achieve some desired outcomes.

These outcomes are defined by the organization in an organizational setting or some

public agency, or leader in public settings.

Objectives of a programme in an organization can be achieved only when people do certain

things to achieve them. The people who should do these things are the employees.  What

they do or are expected to do may be called “activities” or” tasks”.  These activities or

tasks are grouped into categories and are sometimes called “functions”. If the tasks or

activities have to be performed well, certain conditions have to be met. The following are

some of the important conditions that need to be fulfilled:

• The goals or objectives should be clearly stated and preferably in observable and

measurable terms.

• The activities or tasks required to be performed for achieving the goals should be

exhaustively identified and listed.

• Employee should have a capacity to perform the activities that they are expected to

perform and should be motivated or committed to perform these activities.

• When employees do not have the capabilities or competencies required to perform

these activities, they should be helped to acquire these competencies.
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• Periodically the list of activities, their appropriateness to achieve the goals, division

or allocation of these activities to different members, competencies needed and

the competencies existing in the employees should be reviewed, and competency

gaps should be identified.

• Competencies should be developed in employees or people on a continuous basis

to perform these activities, tasks and functions.

HRD is a planned way of ensuring that the above conditions are met. In order to ensure

this, a number of instruments or mechanisms can be used.  These instruments include

activity analysis or task analysis or role analysis exercises, critical discussions, potential

development exercises, training, OD, etc. Some of these mechanisms are briefly described

below:

1. Activity Analysis/ Task analysis/ Role Analysis

These activities aim at examining and organizing the various tasks to be accomplished in

order to achieve organizational objectives. In activity analysis, all the activities required to

accomplish the final or intermediate goals of the organization are identified.  Task analysis

is concerned with identifying the functions or categories of tasks. Role analysis is concerned

with the role and role clarity of job incumbents.

The above-mentioned activities are necessary for individuals to be able to perform well in

organizations. Unfortunately, they are often neglected especially in public service

organizations resulting in ambiguity of roles and tasks and overlapping functions.

The following steps are followed in carrying out activity/task/role analysis:

• A workshop is held in which the entire department or unit, or a group of a maximum

of fifteen to twenty people, get-together under the leadership of an external expert.

• The workshop begins with an identification of the mission of the departments or

organizations.

• The mission statement is translated into measurable objectives to serve as

indicators of mission achievement.
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• The group then identifies the specific objective of their unit or department which

can contribute to the overall mission.

• Every individual in the group examines how his or her job can contribute to the

objectives of the department and specifies goals and activities which he or she has

to fulfill.

• Each individual then presents his or her job objectives to the entire group and makes

necessary modifications after discussions.

• Following this, each individual prepares an exhaustive list of activities which he or

she has to perform, estimates the importance of and time required for these

activities, identifies the competencies that are needed to carry them out and finally,

arrives at the competencies which he or she needs to develop.

• The individual discusses the list with his or her supervisors, and a final activity list is

arrived at with the approval of the supervisor.

2.   Identification of Critical Attributes

Critical attributes are the important qualities the job holder is required to posses in order

to perform the functions associated with his job. In the activity/task/ role analysis stated

above, competency requirements are identified for job holders by themselves in consultation

with their supervisors. The critical competencies required to perform the job are critical

attributes. In case an activity task/ role analysis is not being done by the unit, it could

undertake the identification of critical attributes with the help of specialists. Such an exercise

should result in the identification or listing of critical competencies required for a job to

perform it well. Indicators of these competencies are also identified. When specialists

undertake such work, they normally start with some form of job analysis (somewhat similar

to role analysis, the major difference being a relatively greater focus on the job and its

components and less on the job holders and their expectations and experience) to derive

critical attributes or competencies.
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The same could be done by the department itself in a similar way as role analysis.  The

only additional step is to identify critical competencies from the list of competencies

identified.  For each competency, indicators of the competency (e.g., a degree, diploma,

evidence of handling the function well in the past, behaviours on his job, performance

appraisal reports, test data etc.) should also be stated.

3. Performance Appraisal

Performance Appraisal systems as instruments of HRD have not yet been realized in

government systems.  A performance appraisal system can be powerful tool of HRD when

it is used to help  employees understand their tasks and the means of achieving them,

identify the strengths and weaknesses that they have relevant to the job, and acquire new

competencies  for self development on the job.

It is possible to design appraisal systems to achieve these objectives.  Irrespective of, or

in addition to. the performance appraisal (or confidential reporting followed by the

Government), it is possible and even desirable for every administrative head to design

and follow a performance review process in the unit or department. The following

components could be used for such a process:

• Periodically, about once every six months or a year, every appraiser meets with

appraise for a formal discussion regarding the appraisee’s work and performance.

• The appraiser and appraisee jointly review the latter’s past performance and decide

on specific objectives to be achieved in the next year.

• An analysis is also carried out of the factors which inhibited or contributed to past

performance and those which are expected to inhibit or contribute to future

performance.

• Based on the above analysis, the appraiser identifies the development needs of

the individual as well as those of the organization.  These needs serve as the basis

for planning the organization’s training and development and organization

development activities for the coming year.
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The performance appraisal system described above serves the purpose not only of

individual evaluation but also of providing important input data for an organization’s training

programmes, counseling plans, organization development activities etc.

4.  Potential Development

Every individual has some competency or the other. An organization interested in HRD

needs to provide opportunities for identifying and developing such competencies so as to

enable the future growth of people. The objective of potential appraisal system is to identify

the potential of an employee to occupy higher positions in the organization hierarchy and

undertake higher responsibilities. Based on the assessment of potential, an organization

can design appropriate training, career development, counseling and organization

development programmers.

A good potential appraisal system would include the following features:

• Preparation of proper role descriptions for various job positions.

• Identification of the critical attributes requirements for effective role performance in

the future roles.

• Assessment mechanisms by which individuals can be evaluated with respect to

the critical attributes.  Psychological tests, simulation games and exercises,

performance analysis, are some such mechanisms which can be used.

• Feedback mechanisms by which individuals are kept informed about their potential

and the steps they need to take in order to improve.

5. Training

Most of the training in government today is institution-dependent. If training has to serve a

useful purpose, the individual should feel a need for training. They should be sponsored for

training at a suitable time and they should be provided the opportunities or facilities to use

their learning. It is useful for every department or organization to set apart an appropriate

training budget. Training need not be viewed as classroom training alone. It is possible to

have monthly meetings of all staff of a department in which information issued by the
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department, and/or training inputs are imparted by an internal or external expert. Training

can also be imparted by sponsoring field-visits to study the functioning of other effective

departments or organizations.

6. Organization Development

One of the most important, but also most neglected, aspects of HRD in government system

is Organization Development (OD). Given the traditional rigid and bureaucratic structures

and cultures which tend to prevail in large organizations like government systems, many

HRD activities and systems cannot be successful unless planned changes are made in

existing organizational structure and cultures.

One approach to OD involves the administration of a questionnaire to assess the

attitudes of people and the climate prevailing in a department.  The questions

may include the following:

• What is the work we are doing, but which we should not do?

• What is it that we must be doing, but are not doing?

• What are your individual problems and what solutions do you suggest?

• What are the major problems facing the department and what are your ideas to

overcome them?

• What are your objectives?  Are we taking actions to achieve them? How successful

are we in this?

• What are we doing to reach our goals?

If the data from such a questionnaire survey are shared with members of the department

and used as a basis for planning and implementing change, it would act much like the

survey research method in OD.

Another intervention is the suggestion scheme. In this scheme, suggestions are periodi-

cally collected from department members about medications or improvements which can

be made in the department. The best suggestions accepted for implementation are dis-

played in a roll of honour and the winners are given cash awards.
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An OD intervention which may be especially useful in government systems is Manage-

ment by Objectives (MBO)  In this method, people at all levels are involved in identifying

organizational goals and specific individual strategies for achieving these goals through

their respective tasks.

To sum up, HRD has a strategic role to play in government.  The contextual and historical

conditions affecting government systems give the HRD function in government a difficult

and complex role to play. HRD has to provide for the development of administrators and

personnel who in turn have to look after key developmental activities in the country.  Hith-

erto, HRD in government has been confined to limited training activities, job rotation, se-

lection, manpower forecasting, and maintaining of a personnel data bank. A new approach

towards developing an integrated HRD system in government, administration is called for.

The main components of such a system could include: activity, task or role analysis, iden-

tification of critical job attributes, performance appraisal, potential development, training

and organization development.
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9  HRD & You

This book has so far introduced you to HRD concepts and tools. You may be asking a

question:

“Why should I know all this?”

“What should I do with this knowledge?”

“How does this help me?”

Individuals want to grow and develop only if the growth or development helps them achieve

what they want to achieve. You should first ask yourself what you want to achieve. What do

you aspire?

Please write below or on a separate paper your goals or aspirations in life. If you don’t

have general aspirations, do write your career-related aspirations or short-term aspirations

or goals.

1.

2.

3.

4.

5.

You should then ask yourself the question:

“How am I going to achieve my goals? Or realize my aspirations?” You have three

alternatives – by being a good employee/officer or by being a bad employee/officer or by

being an indifferent employee/officer. It goes without saying that if you are a successful

employee or good employee, it enhances your chances of achieving your goals or realizing

your dreams. There is enough research evidence to show that good and competent

employees are more likely to achieve their goals and aspirations.
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If you don’t do well in your job, it affects your self-concept, self-esteem and self-confidence.

In addition, people don’t respect you, or respect you (or tolerate you) mostly because of

your position.

Dishonest employees or officers tend to get dishonesty from colleagues, subordinates,

bosses and others. If you want to lead an honest life and be a successful person, you need

to do your job well.

If you have to do your job well, you need to constantly build your talent. You should be

receptive to new ideas. You should look for new opportunities to make an impact. You

should experiment. You should encourage others to come up with ideas and try new things.

You should empower your juniors. You should learn from others- your juniors, colleagues,

seniors, visitors, and from experiences and events. You should try to perform a variety of

jobs. You should use your talent. You should discover and overcome your weaknesses.

Check Your Own HRD Quotient

Please rate your self on each of the following items:

1. Not at all true

2. A little true

3. Somewhat true

4. Mostly true

5. Extremely true

Role Clarity:

1.[ ___ ] I am very clear about my job.

2.[ ___ ] I make effort to understand from my seniors (reporting officers) to know

their expectations from me.

3.[ ___ ] I get the work I like to do.

4.[ ___ ] I plan my work in such a way that I end up finding time for what I like to do.

5.[ ___ ] My seniors take pains to clarify my roles.

6.[ ___ ] I use all opportunities to get clarity about the important and less important

tasks in my job.
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7.[ ___ ] We have a development-oriented appraisal system.

8.[ ___ ] I use our appraisal process to facilitate my own development.

9.[ ___ ] Our appraisal systems encourage me to help plan my subordinates’ work.

10.[ ___ ] I take time to help my juniors plan their work.

11.[ ___ ] Our performance appraisal system facilitates building competencies.

12.[ ___ ] I use appraisal time to get insights into my strengths and weaknesses.

13.[ ___ ] Our appraisal system helps employees to identify developmental needs

14.[ ___ ] I use our appraisal to identify developmental needs of myself or my juniors.

15.[ ___ ] Our training programs are need-based

16.[ ___ ] I sponsor my employees only after systematic assessment of their

competencies that need to be developed.

17.[ ___ ] The training offered most often is impractical or irrelevant.

18.[ ___ ] I try to get the maximum from any training program I attend.

19.[ ___ ] Our job-rotations/ transfers help development of new competencies.

20.[ ___ ] I look for job-rotation and transfer to try myself out in new areas.

21.[ ___ ] Our organization/ my job – offers little or no scope nothing to attend training

and review and reflection

22.[ ___ ] I enjoy attend training or taking time off to review and reflect.

23.[ ___ ] My seniors devote adequate time to give me feedback to help me build

my capabilities.

24.[ ___ ] I take pains to seek feedback and coaching help from my seniors

25.[ ___ ] My juniors show adequate interest in receiving feedback and coaching

from me.

26.[ ___ ] I give adequate time to give feedback and coaching help to my juniors.

27.[ ___ ] Most training programs require us to make action plans to use our

learnings.

28.[ ___ ] I make my own action plans to put my learning to use after every trainings

that I attend.
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29.[ ___ ] My juniors give feedback to me to enable me to see the impact of my

work.

30.[ ___ ] I seek feedback from my juniors on the impact of my work.

31.[ ___ ] There are many development opportunities provided in my organization.

32.[ ___ ] I make use of all possible opportunities to develop.

1. Add your scores on all the odd items 1,3,5 etc.

2. Add your scores on all even items.

3. Compute the difference between each pair of even and odd and add the difference

including the direction (- or +).

• First score will give you your organization’s HRD Quotient

• Second score will give you your own HRD Quotient

• Third score will give you the extent to which there is self-organizational

alignment. (Lower the score higher the alignment.)

If the score is in +ve direction your development effort is in positive direction. If it is in –ve

direction, there is organizational depreciation for HRD.
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The last millennium was marked by IT revolution and the new millennium has probably

begun as knowledge millennium. The first decade of the new millennium is likely to carry

forward the trends of the last decade. The trends include globalization of economies,

breaking of trade barriers, respect for technological superiority of nations and recognition

of the value of knowledge and information. The last few decades of developments have

also demonstrated the vulnerability of the poor, linkages of population with development

and the need to align and orchestrate economic development with Human Development

so that poor nations do not remain poor forever. The South Asian economies have a few

advantages of the past and many disadvantages also of the past. The main among the

advantages seems to be people (Human Resources) and the main disadvantage seems

to be people. While the advantage is the quality of people the disadvantage seems to be

the number of people who cannot yet be used as resources for these nations.

People can give a lot of strategic advantage to countries, just as they could be for

organizations. People advantage has to be first recognized if any economy or an

organization has to develop. Experience of the last few decades with respect to the world

economies and world leaders in the corporate sector indicates that those who recognized

people advantage have made remarkable strides.  South Asian Economies have not used

people advantage to their best advantage. They are still struggling with people

disadvantages. It is high time that Human Resources are developed to get strategic

advantage both at the corporate and at the country level. In this chapter, an attempt is

made to outline the HRD challenges both at the national and at the organizational levels.

Human Development Indicators of South Asian Economies: Current Status

UNDP has been bringing out indicators of human development for all the countries in the

world through its Human Development Reports. The Human Development Index (HDI) is

based on the assumption that if people in any country have the capability to live longer,

have good skill-base and have a good quality of life, then they may be considered to be

well developed. The HDI uses inputs like the life expectancy at birth, literacy and schooling

10  HRD at National level: The Asian Challenge
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rates (skill-base), and per capita GDP (purchasing power to maintain a quality of life) and

ranks all nations on the basis of their HDI.  The South Asian nations, which account for

over a fourth of the world’s population, have always fared poorly on the Human Development

Indicators. It looks as though all the poverty in the world exists in South Asia and the Human

resources development is the least in these countries. The table below indicates the pathetic

performance of the South Asian nations.  The table also presents data about some of the

neighboring Asian Countries who seem to have done well at the turn of the millennium.

Table 1 indicates a pathetic situation in South Asian economies. We cannot let this situation

go on. Experiences of other countries that have done well indicate that they have used

human resources development as a strategy to manage their economic development.

Table 1: Human Development Indicators of South Asian Nations at the turn of the

Millennium  (Source: Human Development Report, 1999; UNDP, Oxford University Press)

Country Population HDI Rank Literacy % Life Per Capita
 (in millions) Expectancy GDP(PPP$)

at Birth (Yrs)

Bangladesh 118.0 150 38.9 58.1 1,050

Bhutan 1.8 145 44.2 60.7 1,467

India 929.0 132 53.5 62.6 1,670

Maldives 0.3 93 95.7 64.5 3,690

Nepal 21.5 144 38.1 57.3 1,090

Pakistan 136.3 138 40.9 64.0 1,560

Sri Lanka 17.9 90 90.7 73.1 2,490

              Other Select Asian and South East Asian Countries

China 1,220.0 98 82.9 69.8 3,130

Thailand 58.2 67 94.7 68.8 6,690

Malaysia 20.1 56 85.7 72.0 8,140

Singapore 3.3 22 91.4 77.1 28,460

Indonesia 197.5 105 85.0 65.1 3,490

World 78.0 66.7 6,332

Industrial 98.7 77.7 23,741
Countries
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How do we compare with others in terms of means of HRD?

Access to education, knowledge and information give strategic advantage to any nation

just as they do to an organization. These are going to be the future strategies that are

needed. For that purposes, physical infrastructure needed for orchestrating Human

Resources Development needs to be focussed.  The most critical elements for this purpose

are access to information and knowledge. This would mean access to education and skill

development. The new millennium has brought with it new technologies for gaining access

to education and information. These include the Radio, Television and other

Communications. Table 2 below indicates how the South Asian Economies fare in relation

to the means for knowledge acquisition.

Table 2: Means to Human Development: How do South Asian Economies compare
with others? (Source: Human development Report, 1998, UNDP)

Country Radios per Televisions T elephone Internet Personal
1000 per 1000 lines per Users per Computers
population population 1000 1000

Bangladesh 47 7 2 - -

Bhutan 17 - 9 - -

India 81 61 13 - 1.2

Maldives 118 40 57 - 12.3

Nepal 36 3 4 - -

Pakistan 92 22 16 - 1.2

Sri Lanka 206 66 11 - 1.1

                Other Countries neighboring South Asian Countries

China 185 247 34 2.1

Thailand 189 227 59 0.7 13.6

Malaysia 432 231 166 2.0 37.3

Singapore 601 362 479 30.1 180.8

Indonesia

Industrial 1,005 524 414 17.9 156.3
Countries

World 364 228 122 4.8 43.6



Handbook on Human Resources Development in Government

89

Policy Guidelines for HRD in South Asian Countries

The above data makes it clear that South Asian countries have a long way to go for their

own development. They need to use people for their strategic advantage. It is possible

only when all aspects of HRD are attended to. The following guidelines have been developed

on the basis of a review of experiences across various countries keeping in mind the

strategic considerations outlined above. To be able to follow these guidelines is a major

HRD challenge.

1. Invest in education

Education seems to have the capability to influence many other variables. Orchestrating

the investments in education in such a way that it can yield the maximum possible returns

is an issue that deserves considerable attention.

Investments in primary education have several benefits. It makes people more productive;

improves rural and urban self-employment; helps enhance agriculture production through

better quality decisions; increases the propensity to participate in urban informal sector;

facilitates entrepreneurship; facilitates demographic transition from very high to moderate

rates of population growth and improves health and life expectancy.

2. Target on Educating Girls and Developing Women

Several studies have indicated that women play a strategic role in developing human

resources. As mothers, they are the primary agents of human resources development.

Children learn from mothers. Mothers lay the foundations for their later development. Children

of better-educated women tend to be better nourished and healthier suggesting a strong

relation between mother and general health and well being of the family. Higher levels of

female education also results in increased adoption of family planning methods. In many

countries women contribute a good deal to the economic activity of the family either through

household activities or through other direct income-generating activities. Women account

for at least half the food produced in the developing world, and one-third of the wage

labour force. Investing on women and their development by giving them access to education,

training and credit for employment generation activities is therefore is likely to raise

productivity in all sectors.

3. Provide Basic Health Services including Nutrition, Safe Drinking Water and step

up Population Control Programmes

Productivity is determined by the number of hours of work and its intensity. An

undernourished or sick person cannot work long or properly. Absence of medical facilities

further reduces productivity. Increased expenditures on food to the extent it raises

productivity can be termed as investment.
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Better diets, housing, and control of communicable diseases have raised the quality of life

everywhere. By reducing illness, these improvements have increased people’s alertness,

capacity for learning, and the ability to cope with and enjoy life. By prolonging life they have

made investments in knowledge and skills even more worthwhile. The benefits of good

health also flow well into the future: a mother’s health has influence on her children.

4. Invest in Science and Technology to build Technological Capability and lay

Foundations for Economic Growth and Improved Standards of Living

On Science and Technology depend the standards of living of a nation. The widening gaps

in economies and influence between the nations of the South and the North are essentially

the Science and Technology gaps.

5. Use Entrepreneurial Skills Development as a Strategy for Income and

employment generation

There is a linkage between absence of HRD focus and poverty. This vicious linkage can

be broken by appropriate government interventions. These interventions can again use

HRD strategies to improve the income generating capabilities of the poor. Poverty is also

linked to environmental degradation that threatens the current and future generations.

Developing self-employment and entrepreneurial capabilities through appropriate

entrepreneurship skills development programmes and strategies, self-help programmes,

providing credit opportunities for the poor, encouraging NGOs to come up with new models

and methods of improving the economic welfare of the poor are the most important.

The accomplishments of the Grameen Bank in Bangladesh in terms of developing self-

employment activities of the poor through simple group based credit programmes is

illustrative of the kind of strategies required to reduce poverty and improve the well-being

of the poor.

6. Encourage Community Participation and Local Involvement through

Decentralisation and other Processes

Community involvement in Human Resources is both a necessity and a strategy. It is a

necessity because of resource crunch.  Given the stark reality of resource crunch and at

the same time the inevitability of investments in developing human resources, the

governments are required to draw increasingly greater resources from other sources. These

other sources are people themselves.

When local participation is mobilised, people are likely to take charge of things, monitor

effectively even the government-funded development programmes, reduce wastage and

increase effectiveness and address their requirements on a priority basis. Such local

participation, however, becomes less effective and unrealistic if it is designed completely
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from above. Therefore, decentralisation of planning, programme formulation, resource

allocation, mobilisation and monitoring of programme implementation is useful strategy to

achieve the desired outcomes through participation.

7. Recognise the Facilitating role the Private and the Non-Governmental Agencies

can play in Human Resources Development and Support their Participation

Non-Governmental Organisations have become important agents of change and

development in many developing countries. In major donor countries, voluntary assistance

has come to represent a very significant proportion of the total bilateral flow. The scale and

density of the national NGOs is remarkable. Their role is changing and they need all possible

help in managing themselves better. Institution building and HRD skills are the need of the

day.  Appropriate institution and human development strategies need to be worked out.

8. Mobilise the Resources needed for the HRD programmes by using a variety of

unconventional Methods

Charging users wherever appropriate after providing safety nets adequately for the poor

and involving private sector may ensure efficient provision of services. Some of the

alternative financing schemes may include: cost sharing by beneficiaries; health insurance;

community support; increasing taxes; re-allocating revenues; reducing costs and using

resources other than those from national taxes and duties. In Colombia, a share of the

beer tax is reserved for public hospitals. Many Latin American countries finance the health

and social security from the pay roll tax. Costs can be kept down by using less expensive

service agents who can take care of the needed services. For instance, the bare-foot

doctors in China. Other sources may include the private sector or the rich who can be

charged for the services and the poor could be subsidised. Self- help groups like those

mentioned are another source.

9. Improve the Efficiency and Effectiveness of Various Government Agencies and

Institutions through Development of Professionalism, Cost-Effectiveness,

Improvements in Inter-Departmental Co-ordination and other Measures

The benefits of co-ordination include the following: it averts overlapping and duplication of

functions and roles; reduces costs; facilitates accurate identification of crucial human

resource issues for action as well as the disadvantaged groups for whom such action has

to be taken and prevents scarce resources from being thinly spread out; enables

government to design programmes for concerted action; and ensures that the activities of

different organisations reinforce than conflict with each other.
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10. Improve the Effectiveness of Population Policies and Programmes to Ensure

the Practice of Small Family Norm and Population Control

The world population today is 5.3 billion and it is growing at the rate of 93 million every

year. Over 3.1 billion live in low-income countries; 1.2 billion in South Asia and 0.5 billion in

Sub -Saharan Africa. The population is expected to rise up to 6.2 billion by the end of the

century and reach nearly 8.9 billion by 2030. Most of the growth is likely to occur in the

developing countries and 95 percent of population growth would take place in developing

countries. The population growth puts increasing strains on the economy. It strains health

services, education, water, employment and also puts pressure on natural resources

leading to their depletion.

11. Invest on Environmental Education to Create a Healthy Environment for

Sustainable Growth

Environmental deterioration has brought to surface its impact on human resources

development directly or indirectly.  Environment cuts across the boundaries of nations.

The most immediate problems facing the developing countries include: unsafe water,

inadequate sanitation, soil depletion, indoor smoke from cooking fires, and outdoor smoke

from coal burning, ecological changes due to deforestation and loss of natural habitats

and biodiversity. Those that are associated with the affluent countries include carbondioxide

emissions, depletion of stratospheric ozone, photochemical smog, acid rains and

hazardous wastes.

12. Strengthen Agriculture, Industry, other Infrastructure and Institutional Base

through HRD Improvements

Industry including manufacturing has come to constitute an important component of a

country’s wealth, which is essential for facilitating investments in HRD. In low-income

countries, they account for about 36% of the GDP. To be able to compete in international

markets quality becomes very essential. Quality improvements can take place through

localised and industry based HRD programmes and interventions.  The critical contributions

industry-based HRD policies and programmes can make to improve the efficiency and

productivity of industrial sector has been amply demonstrated in the past. The Japanese

management style, which is considered as a HRD style, provides a good illustration of the

role it can play. Improving leadership and teamwork capabilities, installing cost-effective,

productivity improving and quality-oriented systems and practices are needed. Plant based

HRD interventions can do a good deal.

Another important focal point for HRD interventions is the institutions that exist in every

country to provide services and implement public policy programmes. These include

educational institutions, hospitals, corporations, banks, insurance and security agencies,
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law enforcing institutions, and the like. The effectiveness and efficiency of these institutions

plays a very crucial role in the health of any state. Any decline in these institutions is the

beginning of decline of any country.

Future HRD Managers in Service of the Nation

In the light of this discussion, HRD seems to have a great future at the national level. The

Human Development Index of India (India ranked 124 among 174 Nations in the 2002

Human development Report) requires considerable improvement. This requires a number

of useful roles in facilitating the real human resources development in the country. The

work has to be with the following type of agencies:

• Schools, Colleges, Universities and other educational institutions

• Hospitals,  Nursing Schools and  State Departments of Health, Education, and

Nutrition

Environmental agencies

• Infrastructure and all other service departments that deal directly and indirectly with

economic development and regulatory bodies

• Municipal Corporations and Panchayati Raj Institutions

• Political parties and other agencies that lead the nation and that formulate policies

• R&D Institutions

• Women’s groups

• NGOs

• Police and other regulatory and social security bodies

The target groups of HRD should include the following:

• Individuals in different age groups (children, adolescents, youth, adults, elders and

old people)

• Different roles (parents, families, working women, single parent homes, widows

etc.)

• Occupational groups (teachers, doctors, nurses, counselors, psychologists, social

workers, shop-keepers, repairmen, small traders, potters, weavers, dhobis, tailors,

etc.)

• Communities (colonies, villages, cooperative societies, housing colonies,

rehabilitation centers etc.)
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The objectives of HRD should include the following:

1. Competence building for improving the quality of life (education and training activities,

communication, counseling services of a variety of kinds etc.)

2. Culture building to enhance the quality of life of people living in different settings.

For example, is it possible to develop the office-bearers and other members of

cooperative housing societies so that they could enhance their quality of life? This

may require a new breed of HRD Managers who may be well-versed with the

cooperative housing society laws etc. and living and at the same time have core

competence of influencing the thinking of the members and office-bearers.

Alternately, they may start a series of programmes that would have an impact on

improving the quality of life. The HRD interventions may focus on quality of living,

cooperation, cleanliness, health and hygiene etc. For example, when there is one

HRD manager for each 100 employees in a company, is it useful and necessary to

have HRD Manager for every colony of 1,000 inhabitants to look after their education

and training needs?

Considering these opportunities for HRD managers, the following are the future roles that

could be envisaged. These are a few illustrative roles. Many forms can be thought of.

1. Family Counselors : Their main role is to promote cohesiveness, learning

atmosphere, and potential development and utilization in families. They could

experiment with 360 Degree feedback in families. They could be used to bring

back the lost values of the family where the family served the purpose of a primary

socializing unit and where the individual felt secure and built the self. Where learning

from each other and learning from experiences of elders used to be the tradition

and growth and development took place. The family counselors can play great role.

The skills of counseling needs to be taught in the schools that prepares HRD

specialists. They need to learn child psychology, adult psychology, family coaching,

team work, conflict management, dealing with abnormal children, dealing with gifted

children, talent management, youth and adolescence management etc.

2. Social Change Agents :  This group of agents should be used by the government

and the societies. They should be agents of change in the society and may take

care of prevention of crime, counseling centers, initiating change, using media to

bring change etc. They could also be researchers and should find the reasons being

increasing crime rates, pathology etc. in the society and suggest methods of

containing the same. They should be able to work with Newspapers and Media

and influence the society. They should perhaps be attached to the media and other

agencies. Research and campaign designing etc. will become their core

competencies.
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3. Change Managers in Government Systems :  Many government departments

need to be assisted in terms of increasing their efficiency and effectiveness. The

HRD managers should aim at improving the quality of functioning of the government

departments. A lot needs to be done to clarify roles, inculcate extension motivation,

achievement motivation, reduce bureaucracy, enhance service quality in Municipal

Corporation, establish score cards to assess their performance, build their

competencies through training and other skill-building exercises. Government

agencies and departments are the most HRD-starved agencies. Small

improvements in the functionaries of the agencies can contribute immensely to the

quality of life of citizens and to the government agents themselves. Hence the Change

Managers in Government should be capable of undertaking structural improvements,

training, skill building, OD and other interventions. The HRD managers that work

with Government systems need to be trained in different ways. The Academic

preparation will be some what similar to that of HRD Managers of the corporate

sector and at the same time somewhat different also to focus on the unique needs,

problems and culture of government systems.

4. OD specialists for schools and colleges : There are over a 222 Universities,

10,000 colleges and 8,00,000 schools in India. There are also 7,350 hospitals.

The schools and colleges need a lot of self renewal and OD help. There are no

agencies dedicated to the development of the competencies of the school principals

and teachers. The teacher training institutions that are supposed to do HRD for

them have become defunct and inefficient. In view of the paucity of talent a new

breed of HRD managers can do a lot to uplift the competencies of the schools

systems including principals and teachers. The HRD or OD specialist’s role would

be to build competencies and commitment of the Principals, teachers and learning

attitudes of the students. The OD specialists should aim also at self renewal of

these institutions and build a new culture in these schools that prepare future citizens

of a nation. The specialists can clarify and help the institution to develop new vision,

focus attention of faculty development, examine the institutional processes and value

systems, and examine the functionalities and dysfunctional ties in the school

processes and systems. They also could help them to work as a team and build the

student personality and skills. They may assist in establishing linkages with the

community and the school. They can also make the school a more relevant institution.

Adult Learning Managers to promote Adult Learning and Skill Building : In this role,

the HRD Manager could work in a rural or urban setting to promote literacy among adults

to provide continuing education and rehabilitation assistance to a group of those who

have taken voluntary retirement, provide entrepreneurship etc. He could work with old age

homes, destitute homes, and with all other forms of adults in non-formal education and
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quality of living. He could also participate in movements to uplift the quality of life including

interventions like Vipasana, The Art of Living, Yoga and Meditation etc.  Conduct general

personality development courses and adult learning exercises. There is no limit for the

possibilities.

1. Renewal Specialists for NGOs :  This breed of HRD specialists already exist.

NGOs need a lot of renewal assistance. Assisting NGOs to have a re-look and

review of themselves can go a long way in helping them to achieve their objectives.

Here the HRD Facilitator works as a process specialist or a renewal expert. There

is a body of knowledge available on renewal mechanisms.

2. Facilitators for women’s Development :  It is said that the mother is the first HRD

manager. All of us learn the most from our mothers. Studies have shown that

investment in the growth and development of women have very high returns. Nations

that have developed well have invested on women.  Women need agents of

development who are sensitive to their needs and context. The HRD Managers

working on women need not be women. However, they need to be working at various

levels. They may need to work at individual-level, group-level and also at the

community-level. They need special training on women’s issues and also on

communication skills besides facilitation skills. The future HRD facilitators need to

be trained specially on this. Some of them are already conducting special

empowerment laboratories for women.

3. HRD Specialists for Higher Education :  Higher education needs special

treatment. Institutional climate plays an important role in adoption of innovations

which in turn influences student learning and capacity utilization. The HRD specialist

here needs to be an institution specialist. Specialized training is needed in managing

these institutions. HRD specialist should help those who run these institutions to

run them better.

4. Institution Builders : HRD specialists also have a lot of scope to build new

institutions and demonstrate their utility for the society. As the nature of economy

changes and as we face new problems, there is a need for specialized institutions

to come into existence and serve the society. For example, new institutions to

improve the efficiency and effectiveness of government, municipal corporations

etc, may be needed. Agencies for evaluating, performance and giving feedback

may be required.

5. Promoters of Entrepreneurship and Culture Building : The country also needs

those who promote entrepreneurial spirit. Promoting entrepreneurship and

entrepreneurial spirit is essentially a HRD intervention. A new breed of professionals

needs to be developed for promoting entrepreneurial spirit. At present, there is no

educational programme that can promote such skills and hence the need.
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