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STRATEGIES OF DtV GrInG HUMAN RESOURCES:

An Analysis of Experisnces from Fourteen Crganizations

Abgtract

HRD function has got a good deal of attention in thc recent past and is con-
tinuing to get more. The instruments of HRD are many. The HRD inastruments
should lead to the generation of HRD procosses like role clarity, performance
planning, devalopment climate, risk-taking, dynamism, etc. in employees. Such
HRD process should result in morz compotent, satisfied and committed people
that would make the organization grow by contributing their best to it., Such
HRD outcomes inFluénce the organizational effectiveness. A model explaining.
the linkages betwesen HRD instruments, processes, outcomes and organizational

effectiveness is preosented.

Experiences of seven public sector and seven private sector organizations

(8eM., BHEL, Bank of Baroda, Crompton Greaves, Jyoti, Indian 0il Corporation,
L&T, L&T-ECC, SAIL, State Bank of India, State Bank of Patiala, Sundaram
Fagteners, TVS Iyenger & Sons and Uoléas) were analysed against this model.

The analysis suggests that new HRD departments, psrformance appraisals, role
analysis and 0D exercises havs besn the most frequently used HRD instruments.
UainQ external consultants as well as internal task forces consisting of line
managers, company-wide sducation of line managers and top managements' parti-
cipation in the change process are most commonly observed in these organizations,
However, very little evidence is available about the impact of the HRD
instruments in terms of developing a HRD culturs and HRD outcomes., It is

argued that in the absence of a demonstration of such a linkage HRD bacomes

a matter of philosophy and fatth, HRD departments have a complex role to

play as sven theoreticeally the links between HRD and organizetional effec-
tiveness are not oasily demonstrable, HRD departmenta and top management should

['Ecogniae thie and accordingly plan thair future strategies.



STRATEGIES OF DEVELOPING HUMAN RESOURCES
An Analysis of Experiences froﬁ fourteen

Organizations

HRD has come to stay. Its importance is being recognised every where

for building organizations, institutions as well as the nation.

In the organizational context HRD ",.. is a process by which the

employees of an organization are helped in a continuous, and planned

j
way, to: !

1) acquire or sharpen capabilities required to perform various
functions essociated with their present or expected future

roles;

2) develop their general capabilitiss as individuals and discover
and exploit their own inner potentials for their own and/or

organizational development purposes;

3) develop an organizational culture in which supervisor-subordi-
nate relationships, team work, and collaboration among sub-
units are strong and contribute to the professional well=-being,

motivation, and pride of employeses."

In short, HRD aims at helping people to acquire ;umpctoncics. The
process of acquisitiancan be facilitated by HRD mechanisms (instruments

or eubsystems) like performance appraisal, training, 0D, feedback and



counselling, career development, potential development, job-rotation

and rsuwards,

The development process can also ba facilitated by creating a develop-

ment climate. Such a development olimete can be considered as consisting

of a culture in which:

1)

2)

3)

4)

5)

6)

7)

Employees are action-oriented, willing to take initiative

and show a high degree of proactivity (proactivity).

Em?}oyaas feal frese to express their ideas and the organie
zation is willing to take risks and experiment with new

idees and new ways of doing things (openness and risk=-taking).

Employses collaborate with each other and have a feeling of
belonging to ths same family and working for & common cause

(collaboration),

Employees, departments and groups trust each other (trust)
and can be relied upon to 'do' whatever they say they will

do (authenticity).

Employees face problems and issues squarely without hiding
them or avoiding them for fear of hurting each other (con-

frontation),

Employees hava some freedom to act independently within the

boundaries imposed by their role/job (autonomy}.

Employees are continucusly helped to acquire new competencies

through a process of performance planning, feedback, training,



periodic revisw of performance and asgsassment of the devslop-
mental needs and creation of development opportunities through
training, job-rotation, responsibility redefinition and such

other mechanisms (general development climate),

Any organization thet would like to be dynamic and growth-oriented
can do so only by making its employees competent, dynamic and growthe
oriented. Competence and dynamism of employses results only when

the organization has. a development climata and HRD processes inter-
nalissd. The initiation, development and internalisation of HRD

processses is possible through HRD mechanisms and subsystems.

HRD and Organizational Effectivenaess

The interrelationships between HRD instruments, processes, outcomes
and organizational effectiveness is presented schematically in

Figure 1.

Figure 1 presents illuatrative lists of HRD Mechanisms, Process
Variables, Process Outcomes and Organizational Effectiveness dimen-
sions. As shown in the figure the organizational effectiveness depends
on a number of variables like environment, technology, competitors etc.
However, other things being the same an organization that has competent,
satisfied, committed and dynamic people is likely to do bestter than an
organization that scores low on these HRD outcome variables., Similarly
an erganization that has better HRD climate and processes is likely to

be more effective than an arganization that doos not have them. This is
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because & number of HAD processes simultaneously operating in an organiza-
tion should normally result in the HRD outcomes mentioned in box 3 of

figurs 1.

The HRD processes and outcomes are separated in the figure to bring out

sharply the following:

1. HRD outcomes ars a fow whereas processes arse many (what is

provided in box 2 of Figura 1 is only an illustrative list).
2. HRD processes operating simultaneously effect the cutcomes.

3. HRD outcomes variables are a step closer to organizational
effectiveness than the process variablee. for exampls, better
communication, role clarity, performance planning, trust,
collaboration, openness can be considered as more remotely
related to organization effectiveness than variablaes like hawving

compstent, dybamic, satisfiod and committed employees.

1f the HRD outcomss are not present in an organization at a

4.
satisfactory level, then one needa to gquestion the adequecy
(qualitative and quantitative) of the HRD processes in that
organization,

5. HRD outcomes mentioned in the figure provide the Raison d-stre

for HRD processes.

The linkages between HRD outcomes and organizational effectiveness are
not easily demonstrable due to the influence of several other variables
in determining productivity., for example, researches condueted in the

past studying the rolationships betwsen Jjob-satisfaction and productivity,



organizational health and productivity have not shown any consistant
results. This has an implication for the Chief Exscutives, unit hsads,
line manegers and HRD managers interested in HRD, They have to make
efforts to promote HRD processes eand culture in their organizations as

a matter of "faith" or "philosophy" and not look for demonstrable out-
comes in terms of organizational effectivencss. They should atleaat bs
able to belisve that their organizations are not likely to be effective
for sustained periods without the HAD processes and cutcomes howsoever
facilitating the other factors (environment, technology, market monopoly,

gtc. ) may be.

Anutﬁar set of relaticnships shown in figura 1 deserve attantion., This

is the relationship between boxes 1 and 2 i,c, HRC Mechanisms and HAD
processes. HRD mechanisms liks pirformance appraisal, training, 00
interventions counsclling stc. are ystemic' interventions an organiza-
tion can make to set into motion or to develop the desired HRD processes
and outcomes. Howsver, mers introduction of HRD mechanisms and HRD depart-
ments do not automatically result in thas development of HRD climate or

HRD processes. There are organizations in our country to day that claim
that they have been able to generate a good HRD climate and outcomes with=
out having any formalised HRD mechanisms. It is possible to have a HRD
culturs without having a HRD department or without using any HRD systems.

That requires good leadership at the top, vision and building of HRD

values from the inception of an organization. Such HRD values may have

bsan promoted in the past by visionaires and institution builders.



In this era of Professional Management uwhere Managers as well as Chief
Executives are being professionally developed, systemic interventions

is the only way to develop and institutionalise processss and

a new culture, HRD processes and climate cannot be developcd in any
simple‘may in organizations that aro already in existance and have
already evolved a way of life. Process changes can be brought in through
systemic interventions fagter if the intcrventions are designed properly,
taken seriously and are monitorad constantly. Design of the systems
should be-hased on a clarity of processes. In sum, the following can

be postulated ebout the linkages betwesen HRD mechanisms and processos:

1. HRD departments and HRD mechanisms are uwsaeful instruments for
initiating and strengthening developmcnt processes and culture

and achisving HRD outcomes.

2. HRD mechanisms and subsystems should be designed keeping in view

the HRD process and culture to be achieved,

3. These mechanisms should be periodically revieswed to examine
whether they are facilitating the institution of HRD processes
and culture or not and whether thé mechaniams should suitably

be changed.

4'. Irrespective of how well the mechanisms are designed and imple="
mented, if the top menagement does not have commitment to HRD |
and communicates such commitmant to all employees, the HRD
mechanisms may bacome more rituals resulting in wastage of

managerial time rather thcn lgading to the development of HRD

processes.



5. Even when the HRD mechanisms are well designed, the top manage-
ment is commited and the implementation process is well monitored
generation and internalisation of HRD proccsses and culture is a

slow process and may take some years.

In visw of these the HRD managers have 2 complox role to perform. In

order to make an impact the HRD manager should:

1. be @ person with a high degroe of commitment to HRD and HRD
philosophy;

2. have a high degree of perscvecranceo;

3. bo closer to the chisf executive and be able to get and communi-

cate the top management's commitmant to cmployees;

4, be given enough time (a mirimum of 5 years) to work as HRD

manager without being transferred.

In addition, the top management should be sensitive to the organizational
processes and be able to perceive the incremental changss occuring in the

development climate of ths organization,

HRD Experiences of 14 Organizations

The experiences of 14 different organizations (7 public sector and 7

privats sector) are analysed bulow using the framcwork of HRD linkages

with organizational effectiveness. All thss¢ organizations are large organije
zations and may be considorcd ns orgenizations that are doing regasonably

well in the recent past. The criteria for inclusion of these organizations



here ara:

1. Recognition of the importance of HRD by these organizations as
indicated by (a) the establishment of a HRD Department; or (b)
creation of a new role for managing the HRD function, or (c)
investments made for initiating unconventional HRD mechanisms
{any mechanism other than training)} or (d) adoption of an

integrated HRD system.

2. Availability of published literature and/or involvement of the

author as a HRD consultant.'

A brief description of thz HRD in cach of those companies is presented

below, This is followed by the analysis.

Laraen and Toubro Ltd. (L&T)

L&T is probably the first orgenization in India to introduce an integrated
HRD system. The HRD system was suggested by consultants while they were
looking at the performance appraisal system for officers. The consultants
felt that a developmant orignted performance appraisal system may not
achieve development objectives unless accompanied by other sub-systems like
potential appraisal, employee counselling, carecr planning and development,
training and 0D, HRDS was introduced by L&T in the year 1975 with the
introduction of Performance Appraisal and Feedback and Counsselling sub=-
systems, A high level task force was constituted to implement the HRD systam.
The task force functioned upto the year 1979, L&T had a strong training
department which was conducting a large number of training programmes and

occasional 0D exsrcises prior to this. These were further strengthened with

‘Sge notes and References at the end for sources of data,
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the introduction of HRDS by linking training with performance appraisals
and by stepping up 0D activitics., The starting of the HRDS was also
marked by the bifurcation of the Porsonnsl Dcpartment into Pgersonnel

and HRD Departments. The critical attributes required for various jobs
werae also identified but a potential appraiszl system is yet to be

finalised.

Crompton Greaves Ltd. {CGL)

CGL started thinking about introducing HRD systsms in 1979=-80 when an
ambitious expansion and diversification programme was launched., Through
a series of seminars using external consultants and internal Human
Resources Department, a climate was created where managers started look-
ing forward for HRD interventions, Decision to introduce HRD systems

in a systematic way was taken by the top management after a pregsentation
-to the top management to amdetails of such a system, A high level HRD
task force was constituted to implement the HRD gystem. The task force
identified Role Analysis, Performance Appraisal and Counsslling as
priority areas. By 1986 a number of role anclysis oxorcises wera come
pleted bringing about increesed clerity of roles through the use of role
set groups. The role analysis exercises were extensive and involved
sgveral top management teams. A new performance appraisal system with
considerable emphasis on team work was evolved, Pegrformance counselling
was also introduced indepsndent aof appraisal, Pctential development

exercises using in=-baskot exercises arv also being tried out,



11

L&T Construction Group {ECC)

With phencmenal growth in its business in the scventiks and gtiff com-
petition in the Indian and international market, thc Engineering and
Construction Corporation Ltd. wantud to reorganisc itsclf to meet tho

new challenges and cpportunities. An axturn2l consultant woes usad to

laok into the.organisation and suggest changes. As & part sf his report
he also suggested the use of 0D interventiona to maintain orgzhisatianal
health, aid the proccss of changc snd increcse rolu offectivencss.  The

0D process was started in 1583 pith a diegnestic study with ths help of
an 00 consultant, A group aof seniar  cxccutives was formed inte an 0D
group to design and imploment GG interventions with the help of the 00
consultant. Role analysis excrcleoes Lol conuusicd initially to bring
sbout more role clarity tho neod f r which was indicatod by the diagnastic
study. The role analysis exercisos alsc ruesultod in building the 0D

group as a team. The 00 group idontifisd severel issucs facing tho company,
prioratised them and formed task forcoes to work on thusc issucs. Jne of
the issues identified on a pricrity basis was porformance appraisal.
Another was on roward systems. As a rusult of the 0D imterventicns a

fiew appraisal system called as performance abalysis and dovelopment system

has been doveloped and is being implemcnted.

Jyoti Ltd.

HRD function in Jyoti was started in 1980 in a modest way with the appoint-
ment of a HRD Managur, Tho Function whs started to catalyse and facilitate

the realisation of the bust human potentizl for individuwal joy znd organi-
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sational effectivencss. The HRO offurt in oarly ycers rcasultod in
attempts to redesign the perfurmance appraiscl systums. Thesc efforts

did not result in any changus duc toc proeblems of zcoeptance. It uwas

only in 1983 rcnewed offurts weru madc by the ncw HRD mapager tu intro=-
duce various HRO subsystems and processcs. Londucting in-housc programmes
to develop compotencies of incividuals, instrument bascd focodbeek and
counsalling for exeecutives, organisational diagousis ond GD intsrventicns,
redesigning parformance cppraisal systems using participative pracessis
etc. arc some of the HRD cetivitivs intraduccd.  As thure was a change in
organisational structure of thu compzny in 1983, the Brl depertment used
the opportunity to initiat. 00 2ctivitivs in somc parts of thce organisa-
tion. A serios of 0D excrciscs welo organiscd o improve individuzl,

interpersonal and team cffectivencss.

TVS Iyengar & 5ons

TVS & Suns has a long tradition of being 3N crganization with concern for
its employess. Wwith changing onuironmunt by 12t zoventiss TVS & Sons
startod facing a highly ccempotitive environmunt, Te mest the challenges
af the changing encironment higher level cumpctencics needed to ba dovos
loped in the supcrviscry ~nd munageritl stoff. Recugnising this need the
company took a decision tr divide the p.rscnnel funeticn intu pocrsanncl
administration and HRO and sturted - BRD department in 1983, Tho depart-
ment was charged with the rusponsibility to cnoourdge sxcuplloance, to
create an organisctiocnal climat. wher. eaployews 111 atrive towards better

performance, to maintain fairncss 2nd justice and to dovelop problem
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prevention competenciee. The HRD departmont was given the functions of

manpowar plenning, job=rotation, training, potantial appraisal, career

planning, job anrichment, suggestion schemes, liberal education, perscnncl

research end organisational analysis, attitude surveys and reports, con=
sstablished,

trol and long renge planning. After the dopartment was[g now developmeni~

orientad performance appraisal system was introcduced, training activities

wore systematised and manpower planning is being done to prepare the organie

sation for a better future.

Voltas Limited

The top management of Voltas aluays believad that their people are their
strength. This belief has boen brought to focus in the last few years
through mechanisms like performance appraisal, counselling, management
development, communication policy, potential appraisals, training etc.
Voltas did not have a department separately for HRD apart from their
training 'and manpower development unit which was 2 part of the Personnel
Department. However, HRD culturs was attempted to be brought in the
company in a variety of ways. In 1977 itself whilé reviswing the reasons
for its poor performance the Managing Diroctor identifiod the inadequate
attention paid to the development of human rusources as 0ne of thea raaéOna.
In order to ensure developmentlof human rolations and generate a healthy
srganizational climate a communicatian policy was avolved. This policy
aimed at wider participation in docision=making, cponness and regular flow
of informetion. Voltas have revisad thcir performanca appraisal systems

from time to time, In 1982-83 thay redesigned the managerial appraisal
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system focussing it much more sharply than before on management devclop-
ment. It had multiple objectives of strengthcning managers as individuzls, deve-
loping them fcx higher level positions, strengthening working fulatiun—
ships, providing a basis for OD exercisss and increasing accouwntability.

Voltas alsc have a strong base in training and GD.

Sundaram Fasteners Ltd., (SFL)

SFL is a member of the TVS group of compaonies., Started its manufacturing
operations in 1966 they diversified into Cold Extrusion in 1976. They
opened a second fastener plant in 1981. In 1983 they further diversified
into manufacturing Powder Metal Products with German collaboration,

Their sales turn=over raised from Rs.4 crores in 1977=-78 to Rs.27 crores

in 1984-85, This steep growth in a short period from a single product

in a single location to a multiproduct, multi-location company necessitated
a need for HRD in the company. The multi~location produced a depletion in
trained manpower and consequent problems and gaps ot various levels. The
HRD dspartment is placed in tha Corporats Planning & Duvelopment Wing., The
HRD unit 'started working on orgenisaticnal structure (focussing on clarify-
ing reporting relationships, outlining key responsibility areas), manpwer
planning, recruitment,placemunt, development-orientad parformance

appraisal system, training and development, rewards, and career planning.
For introducing the new appraisal system, oxtensive research was done, a
new system was svolved, experimented and finally adopted after conducting

orientation programmes. Thc Chairmen & Managing Director also participated

in these workshops to communicato the top managementé interest. Training
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nesds wers identified through PAS and the training function was strengthened.

SFL is warking on the other mechanisms simultaneously,

Bharat Earth Movers Limited (BEML)

BE.ML is one of the few public sector undertakings that have shown cone
gistantly steady and fast growth in the last 15 ysars. During 1976~77

the top management decided to reorganisoc PEMO  to grow at a much faster
pace. External comsultants weru engagud to assist the ccmpany in long

term planning and recrganisation, The ccnsultants with the help of a

high level internal task forcae suggested o new urganiéational structure.
Along with the new structuro, they recummunded the introduetion of a HRD
system to devaelop the competencics ~f the BEaL staff.  In 1978 the

Personnel Department wes upgraded with a General Manager in-charge of it

and penamed as Human Resources Department. A Directcr level position was
also creeted. An Advisor at the General Manager level was 2lso hired to
iﬁplement the HRD system in the company, A development-criented Performance
Appraisal, Performance Counselling, training, career development, and
potential appraisal exercises werse initiated in 1978 and 1979. The appraisal
system was modified subsequently over e period of time and the training

function was strengthenad.

0D in BHEL, Bhopal

BHEL, Bhopal maintained a constant upward trend of production from 1972=73
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till 1976=77. In 1977 there was a sudden dip in production which caused
considesrable concern to the management. In September 1976 a Human Resource
Committee (HRC) was formed with the Executive Dirsctor, GMs and Deputy

GMs as members. A problem=identification workshop was held in 1976,

Rn.OD department was also created in 1981. Starting from this a number

of 0D interventions have been made by the 0D department using internal

task forces as well as external consultants. These include: Management
Employee Communication Meetings, Team Building programmes, survey feede-

back on QOrganizational Mealth and Mctivational climate ctc. The company

is in the process of introducing a new performance appraisal system.

Bank of Baroda (BOB)

The HRD Department in Bank of Boruda was established in the year 1978 as
a-pa}t of the Personnel Department. The nsed for a separate HRD depart-
ment to look after manpower planning, training and performance appraisals
was suggested by a consultant appointed by the Bank to suggest mechanisms
to strengthen the Head Office, After its establishment the HRD department
brought about major changes in the appraisal system and developed through
a participative procaess a development-oriented appraisal system for
officers. The Employee Performance Review Systom (EPRS) was finalised
using top level committees and top management support., Self-review,
performance review discussions, identificatiocn of constraints, develop-
mental decisions on the basis of sclf-appraisal and review are some of the
compaonents of the new system. The HRD department also snriched the train-
ing function and prepared eventually a skills inventoury covering about

10,000 employess for uss for various Huma2n Resource Decisions. In the
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first year of implementation of EPRS itself the HRD department made 72
interventions towards development decisions. OUfficers were trained in
the new system through 65 seminars. The EFRS is reviewed periodically

to make further improvements,

State Bank of India (SBI)

‘A decision to intorduce HRD system was taken at a workshop attended by
the Chairman of the SB! and ths Managing Cirectors of SBl and its asso-
ciates., The workshop was addressed by en external consultant who explained
the HRD philosophy. The associate banks appointed HRD managers subsequentl
but could not make much head way except designing a new appraisal format
comman for all associate banks and conducting pericdic surveys of motive-
tionel climate., It was only in 1979 when the SBI appointed a Chief
General Mapager Personnel & HRD and a Chief Officer HRD at the Central
Office, the HAD started gaining momentum in the SBI. Simultaneously HRD
departments were started and HRD managsrs appointed in different circles
of the SBI, The HRD afforts started with introducing a new development-
orintaed performance appraisal system. Given the size of the organization
with about 40,000 officers to be covered, introduction of the new appraisal
system has to be based on adequate experimentation with the new system-and
orientation of all staff to the philosophy and objectives of the new
system. After about 5 years of experimentation and svolution the new
appraisal system was formally introduced by the bank in 1986. The HRD
working
department of the SBI also started/simultaneously from 1979 on other sub-

systems of HRD like, job-rotatiom, training, 0D, carser development, Faed-

back and counselling sub=systems.
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State Bank of Patiala (SBP)

HRD department was started in the State Bank of Patjala in 1976, It had

the objective of developing systems for develcping and harnessing the
talents of people and meet the challenging expectations of the community.
In the early years the HRD activities were limited to training and survey
feedback. In early eightiss the department started playing an importeant
role under the leadarship of an MD who strongly believed in devaloping
human rssources , The training system was streamlined,
a job rotation programme was undertaken, 0D work aiming at team development
was initiated in some branches, and a2 new performance appraisal system

is being evolved. The bank also worked out a human resources information
system which was used for career planning and Janpowsr planning. Periodic

surveys of HRD climate are being ccriucted.

Indian 0il Corporation (I0C)

10C has about 31,000 employees and a fifth of them are officers. Beginning
from 1964 the company bad grown big in size and sterted experisncing
problems like communications and logistics with indications of some degree
of alienation in its employses, As the environment also is fast charglng,
the company felt the nsed for an examination of its organizational health
and self-reneswal, To mest this need the corporation started two new funo-
tions:corporate planning for carrying out snvironment scanning and resource
audit to decide strategic options and HRD to prepars the organization to

implement the strategic pptions. The HRD Departmant was established in June
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1983 with the task of designing @ cohprahensiua HRD systems and implementing
them, The HRD department's work began by the Chiesf HRD Manager conducting a
role analysis exercige in the context of the HRD neads of the divisions. The
department also conducted a series of workshops with the top managoment and
senior executives to evolve and clarify thes role of the HAD Department, Assig=
tance of an external consultant was also taken to facilitate the impiementa-
tion of HRD, 1In 1984 HAD departments were set up in Refineries and Pipelinss
division and Marketing Headquarters and a seminar wes conducted to develeop HRD
personnel to take up HRD tasks, A series of workshops were conducted to
create a positive climete in ths company for implementing HRD, Along with
this surveys wers conducted to measure the organizational climate, FRolse
analysis exercises were conducted to bring about role clearity. The role set
based abproach was used for this purposas., Key Performance areas and critical
attributes associated with each focal role also were worked out., The progress
of implementation of HRD was being fed to the Board periodically and the Board
keeps taking decisions. Ffor example in 1985 on the basis of progress the
Board decided to set up HRD departments in each unit of Refineries and Pipe-
lines division and in each region of marksting division. A 3=-uweek intansive
programme was offered for all HRD staff, About 40 worksheps were conducted

upto mid=1986 to enhance the HRD competencies of HRD and line managers.
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Steel Aythority of India Limited !SAIL!

SAIL is the biggest industrial company with assets worth about Rs.6,000 crores
and employeses numbering to about 250,000, After the new Chairman took over

in 1985, in his diagnostic efforts he found that SAIL's manpowser is its big-
gest strength but it has not been put to use. He got a feeling that SAIL has
become a routine organization and its image could be far better than what it
is and its employees can do a laot mores than what they were doing to havae an
impact on the country's economy. He initiated a sesries of internal discussions
involving a large number of executives to reflect and work out priorities for
actipn. This internal mobilization of human resources led to the identifi-
cation of priorities which included the improvements in work culture, capacity
utiliéation, productivity, control ot cost and customer services. Work culturg
was sought %o be improved through teem work, information sharing, human touch,
job=enrichmen$, discipline, operationeal consistancy and development of emplo-
yges. The 'priorities for Action' became a kind of an 0D intervantion to
bring about a new culture in the organisation, A new performance
appraisal system that has simultaneously development and diféerantiation of
performance as objectives was designed, The new appraisal system is vsry

m%Fh of a HRD oriented system requiring officers to identify tasks and tergets
every year, anticipate constraints, plan actions to overcome them, revieu
performance, identify developmental needs and counssl poor psrformers to help
them develop, Thus without bringing in any structural changes like adding new

departments SAIL is set off to evolve a new culture that values human beings

at work,
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HRD Ingtruments and Subgygtems

GCeneral observations ars made below on the basis of an analyais of HRD

experiences of these 14 companies,

Need for new HRD Ingtrumentg

from an analysis of the HRD experiences of these companies, the source of

ingpiration for introducing new HRD systems seem to come From che or mnré of

the following:

1.

2.

3

be

To support the structural and strategic changes made by the organization

to orchestrate its growth and expansion (3£.., IUC, s8I, L & T - ECC,

Jyoti , CGL, TVS, Voltas SFL,B08)

Recognition by the top management of the importance of HRD and their res-
ponsibility to promote it for the good of the organization (L&T, SBI, S8R,

and Voltas)

To prepars employees to respond to the increasing problems faced by
the organization both internally (dissatisfaction, delays, fall in produce
tivity etec.) and externally (high competition end falling market situation

etc.) (I0C, BHEL, TVS, and SAIL)

To keep the image of the company up by adding such modern instruments to

its structure (nons of the 14)

From this it may be concluded that most companies seam to perceive HRD as an

inatrument to orchestrate the growth of the organization by preparing its

people to work for or facilitate such growth or atleast to maintain internal

Stability-
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Operating Mode

Having decided to strengthen the HRD function, how does one go about doing
it? There sre many ways of doing it. These includa:
(i) Using the existing Personnel Departments (SAIL).

(ii) Strengthening the personnel department by squipping them with new
competencies (Voltas, CGL),

(iii) Training all managers and meking them recognise their role in HRD
without adding any new department or roles,

(iv) Adding the HiD role to the other roles of the Chisf Exscutive or
some top levsl managers.

(v) Using task-forces; (SAIL, partially SBI, BEML, BHEL, L&T, ECC, CGL),

(vi) Setting up HRD departments cr equivalcnts (IOC, SBI, SBP, BEML, BHEL,
L&T, ECC, Jyoti, TVS, BGB, SFL).

(vii) Creating a new role of HRD managers, or

(viii) Combinaticns of the above and more.

The most frequently used mode seems to be by setting wp @ new HRD depart-
ment, Only Voltas, SAIL and CGL seems to be exceptions. These organizations
have not set up any new HRD departments but snriched the existing ones (for
example, in the case of Voltas the manpower devselopment unit was given HRD
rols), All otharg have set up either HRAD departments or 0D units. OF the
fourteen companies, only three choose the opsrating mode of using the
existing personnel departments for HRD work,. The only organization

that did not meke any substantial changes in the sstructure of their

personnel department is SAIL. But by the time SAIL started working
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on the new appraisal system and priorities for action (an OD intervention)
they already had a strong Personnel Department with HRD orientations at
gsvery level. They even had 0D managers and fairly good training centres.
On the top of it the Chairman himself is a person with a HRD philosophy.
It-is only uwhen such favourable conditions exist, using the existing
personnel dspartments seem to be a vizble operating modas for initiating

HAD activities.

Use of task~forces appears to be another effoctive way of implementing HRD
activities., More than 50% of the organizations seems to use task=forces
for implementing HRD., In L&T, ECC, CGL, BEML, BHEL, SAIL implementation
taak=forces have played an important role in designing and monitoring the
implementation. The task-forces consisted mostly of senior level lina

managers.

From the experiences of these organization it may be concluded that having
a new Punction called HRD added to thas company by satting up a new HRD
department, or having a HRD manager in-charge of it and using task-forces

- consisting of line managsrs for implementation appcar to be mcst commonly
used strategies. _It may be noted here that using internal task=-forces has
been found to be a useful strategy for bringing about organisational change

using performance appraisals {See Butler and Yorks, 1984 ).

Integrating Role

The creation of a new HRD department or new function of HRD can be called
as a step in the direction of "differentiation" using the model of Lawrence

and Lorsch (1967). when such diffarentiation of tasks and functions is
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made there is also a need to have integrating mechanisms, An analysis of
the experiences of those organizations that have set up new HRD departments
indicates that a senior corporate level executive dealing with personnel
function of the entire company seems to have been assigned the integrating
role to play. In Voltas, SAIL and CGL, where there is no scparate HRD
department or functionary the need for integration is much less as HRD is

an integral part of the HR function. In other organizations normally a
corporate Director or General Manager seems to play that role, In I0C it

is the Director Personnel who plays the role as both HRD and personnel
departments report to him. In SGI it is the Chief General Manager Personnel
and HRAD as well as the Dwputy Managing Director Personnel who integrate. In
SBP it is the Gencral Managsr Planning and the MD himself. In BEML it is the
GM Human Resources and Dirsctor Psrsonnel. In 4T it is the Vice-President

Paersonnel and 0D,in Jyoti the Exucutive Dirpector himself performs this role.
In Bank of Baroda it is the DOGM Personnel. In L&T ECC the DGM Pgrsonnal
and 0D reports to the MD. Thus the integrating function seems to lig with
a top lovel manager., This could be an advantage as well as a disadvantage
for HHD. The advantage is that the HRD functionecires have access to the

top. The disadvantage is that if the top manager does not undgrstand or

believe in HRD, he may not pay any attention to it and kill the function, .

Facilitation of Change by External Agents

By and large commercial organizations tend to initiate change processes
only if they find the change as necded or useful for achisving their goals,

However, external consultants seems to play an important role in identifying
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the nature of chanéa required and providing directions, Out of the 14
organizations more than 50% had external consultants suggest HRD function

to be initiated. For example in BEML it was recommended as a part of
reorganization for expansion. In Statg Bank of India and its associates it wag a
session on HRD led by an external consultant that stimulated thinking and
subsequently made a part of reorganisation recommended by consultants,

L&T used consultants to revicwy the performance appraisal system but the
consultants felt the need to have in integrated HRD, In ECC the personnel

function was strengthened as suggasted by consultants.

‘Another'interesting point to note is that most of the arganisations have
used or are using external consultants to facilitate the process of imple~-
mentation. The only axceptions seem to bs Hank of Baroda, Voltas and

Sundaram Ffasteners.

The following appears to be thg nature of involvement of external consultantsg

in.implementing HRD:

1. Designing and/or detailing HRD systems or subsystems (10C, 58I,

BEML, L&T, ECC, 808).

-2. Experimental tryout of a system or subsystem in the organization
or a part of it (ICGC, BE4L, SBI and £CC. in I0C role analysisg was
attempted in action ressarch project arcas. In BEML the new appraisal
system was tried out in 1978 experimentally in tuwo departments and
then in the entire company. 5tkl's perforsanco appraisal was experi=

meénted in Ahmedabad circle before it was implemanted).

3, Training of intarnal change agents or resource persons (I0C, SBI,

SBP, BEML, BHEL, L&T, ECC, CGL and SAIL). In large organisations
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involving several hundreds ofofficers to be covered, orientation

of the executives to the new HRD philosophy appears as the most

" important first step. Since every ons cannot be oriented by out-

side consultants training and using internal resources seem to be
useful in implementing, }or example in SAIL, the first phase of

IS
the new eppraisal system required the training of about 8,000
officers and in State Bank of India the system wag to cover nearly
35,000 cfficers spread all over the country, in L&T it was about
1,200, in BtML about 1,500 and ECC about 700. Hence groups of internal

resource persons were trained to implement it, External ccnsultants

ware used to train the internal resuvurces.

Designing systems of monitoring ths implementation (BEML, L&T, ECC,
BHEL, SAIL). Very few organizations seem to have used outside help
for menitoring the implementation, Even in BEML, ECC, L&T and SAIL
the monitoring systems were limited tu task forces. Inh BEML a

series of gquaestionnaires were used to monitor the implementation in
the first year. L&T is the only company that used heavily internal
monitoring systems and occassignally external consuyltants to review
the. implemsntation., In BHEL as the 0D exercises require follouw=up,
monpitoring was better. 1In addition pericdic surveys of organiza-

tional health were used for monitoring.

Periodic Reviews of the Subsytems (L&T). L&T is the only crganisa-
tion that used external consultaents for periodic review of the HRD
System once it wes implemented. Initizlly it wes reviewed by the
vary consultants who designed it and subsequently by another cone

sultant subscribing equally te HRD philosophy and who has besn working
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with the company. 1In no other case was an external consultant

used for a systematic review. Internal task forces, rsview mestings
etc. are ine=built into the system of implementation but a thorough
and systematic review by sxternal agents once in 5 years may facili-

tate sself-renswal of HRD systems.

Initiating Strategies and Emphases

Ag presented in the model earlier HRD aims at bringing a change in the orga~
ﬁizational culture to facilitate the development & utilisation of people.
Such a change is a continuous proccss and may take place incrementally. In-
order to fasten this process and instituticnalise ths new culture it is
important to choose appropriate instruments. A decade ago 'Porformance
Appraisel' was perceived as a potential ingtrument for bringing about such
changes in perceivable megnitude. L&T started their HRD system with this
belief and therefore, focussed on Performance Appraisal subsystem from the
year 1975. BEML, SB81, B08, Jyoti, TVS, CGL, Voltas, SAIL and SFL arc other
examples of initiating the new HRD function with aemphasis on performance
appraisal, However, without exception all thess organizations simultanequsly
started working on other supporting subsystems. Ffor example L&T further
strangthened their training system and linked it up with appraisals and
simultaneously started critical attribute identification, BEML also stren-
gthened their training, initisted soma 0D exercises (which discontinusd later)
and -improved their career planning and development practices. SBI also intro=-
duced 0D exarciscs and trained their staff in some circles as OD facili-
tators, systomatised manpower planning, strengthsned training and also

initiated job-rotation exaercises.
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BOB also started working on manpower planning and skills ipventory and

also linked it up with training to some degree. Jyoti after making a few
abortive attempts to introduce new appraisals quickly switched over to 9D
interventions and training., SAIL started simultaneously working on prio-
rities for action, career planning and promotion systsm and linkad appraisal
with promotion and other reward systams.r CGlL although started with per=
formance appraisal were fast aenough to recognise the complexities involvad
in developing and using appraisals. They shifted their focus simuyltaneously
to role analysis and potential development exercises and also strengthened

the training activities.

I8C is probably an exception, Making a strategic move they did not want to
touch the appraisal system until a climate was crezted for officers. They
wanted the officers to start thinking about appraisalg and wanted tha change
to come from within., So their focus was on devcloping role clarity through
identification of KPAs and critical attributes, In a way CGL's approach
also comes closer to I0C's, Both these organizations probably learnt a feuw
lessons from the experience of others th;t started with intensive work on

Performance Appraisals.

The 0D strategy of brining about change was usecd by BHMEL and ECC. SAIL and
Jyoti come closer to this as both these emphasized 0D type intaruantiqhs
along with or without change in appraisals, The UD strategy also seem to
havs paid some dividends as ECC was able to move on and strengthen several
other subsystems. BHEL brought in change in the problem=golving abilities
of their people through their OD interventicns but have not been able to

move on to use other mechanisms of doveloping their peoople,
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From this analyaié three strategiss of initiating HRD subsystems emerge:

Performance Appraisal based strategy, Role Analysis based stratsgy and OR
approach. Performance appraisal based strategy seem to take time for its
impéct'to be felt, Role Apalydis and 0D interventions may get somewhat

more perceptible results in the short run. Irrespective of the initiating
mechanism the organisation should be able to use other instruments simul-
taneously to have an impact. This may also have some synergistic affects

on tha development of employos capabilities.

Innovations in HRD Subsystems

The experiences of these 14 organisations also indicate some evidsnce of
learning from seach other, making modifications and evolving ones own systems

to suit ones cultyre.

L&T is the first to start an integrated HRDS and L&T's HRD system has
inspired several other organizations. After studying L&T's and other systems
asome of the organizations have evolved their own, For sxample in the
pppraisal systems used by thess 14 organizations some of the development
objectives and components are common, For example most of them havs a
self-appraisal, performance planning through some form of task identifica-
tion and target sstting, managerial qualities, performence review discusgion
or counselling and identification of training needs (e.q. L&T, SAIL, SBI,
BEML, Voltas, ECC, SFL, stc.). ECC which became a part of L&T a few years
ag; developed a system somewhat different from L&T. wWwhile developing ths

new system they learnt from the .experiences of the parent company. The

system is titled as 'Parformance Analysis and Duvelopment System' and not
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an appraisal system. Some of the organizations have preferrad to use the
term performance review discussions rather than calling them "Performance
Counselling" sessions., This is because they found that the term "Coun-
selling" itself had negative connotations in the minds of managers (e.g.
ECC, SFL, SAIL, etc,). SFL has even introduced a third party (a represen-

tative of HRD department) presencec in the review discussions.

Similarly SBI and SBP introduccd many innovations in their 0D efforts,

For example their manager-to-musscunger programme is a step in this dirace
Fiun. In this programmc a higher officor visits a branch and mests all
the staff and spends a full day understonding their probloms, and helping
them to design action plans to solve their branch 's oroblems, This
develops team spirit, branch-level problem solving, upward communication
and a feeling of being cared for by the organisation, Another innovation
made by SBI was to train a group oi branch managers in some of the circles
as 0D facilitators. The assumption was after a group of branch managers
ara trained they can become intermal 0D counsultants and any branch
manager should be able to invite the 0D trained branch managsr to help
improve his branche's effectiveness. In this process both of them learn
and both the branches get benefit, It worked better in one place than in
another. It did not work in those plaeces where it was not pursued well .
by the circle management, Similarly introduction of branch level training

by a mobile team of trainers and training budget preparation &ra two other

interasting innovations introduced by SBI.

'Priorities for Action' is in itself a new model set up by SAIL. CGL

did & thorough analysis of the factors that contribute to team spirit and
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ere in the process of incorparating ths same in thoirp appraisal system,
Using simulation techniques like in-bagket for potuntial dovelopment ig
another contribution by CGL. "Instrumented Fezdback" to develop managerial
tompetencies has besn attempted by L&T zng BEML. Neow forms of roward

management is also being thought of by some of thesc companigs.

Orientation and Involvemant of Ling Managers

HRD systems and HRD culture is new to many organizations, Even if some
organizations have alrwady boen having informal HAD mechanigms, strangthening
the HRD processas requires an understanding and acceptance of HRD philosophy
by the lineg managers. Oneg of the ways of dueveloping such an understanding ig
by letting it percolaty from top managemont to down. This takaes a leng

time. For quicker understanding and accsptince .ine managers nead to beg

criented, Recognising this most org-nisations ggem to organise orgintation

New philosophy. In some cases the orientation training was limited to thse
subsystem they arg introducing and in other casaesg irrespective of the gube
systam introduced a genaral HRD orisntation saems to have been given to

line managers. Ffor example L&T oreinted all thoir officers to ths ney

HRD system and trained them more inteonsely an the now appraisal and coun=
selling systems. BEML also followed the samg strategy, 58I, however,
limited itsg orientation programmosg largely to the new appraisal system they
were introducing although information relating to other systems used to ba
given. SBP evolved annual HRD conference as a method of orienting all senior
staff to all aspects of HRD. ECC went oan orienting their line managers to

8ny new procosses that yag being evolved. The OD group consisting of all



1

senior managers wers being oriented periodically through 0D workshops
organized every quartsr. OFf the 14 organisations there is no organisation
that did not have orientation programmes organised for their line managers.
on some aspect of HRD or the other. This is a very hsalthy trend get by
these organisations. Involvement and participation of line managers is

very much in tune with the HRD philosophy.

Here it may bs approprizte to point out a built in problem experiencad by
organizations. When an orisntation workshop is conducted for line managers
explaining them a new system, instrument or mechanism it raises their
expectations., for example while introducing a ncw performance appraisal
system, thc normal tendency on the pcrt of the organisation is to point

out the disadventages of the old system and the zdvantages of the new systam,
This raises expectations and high standards ara set in the minds of linc
managers - they know ideally what siould happen and keep looking for the
ideal to happen. As a result it has besn found that howsoever well a
system is implemented, line managers are normally dissatisfied with HRD
implementation. Organisations, HRD managers and top management should
recognise this reality and not get too disappointed with the criticism and
lack of appreciation from line managers. This makes the HRD manager's role

complex:and for that reason he needs a lot of support from top managemant,

Top Management's Involvement

The setting up and structuring of the HRD department is itselfan indicator
of the top managements' involvement. Most of the organizations described

here have shown a high degree of involvement of ths top management at one stage
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or the other or atlegagt in one component op the other. 1In SAIL the Chairman
. took pefsonal intaerest and attended most of the top level seminars on
| "Prioritiss for Action.' The Diractor Personnel and the Gengram Managers
of diffarent plants ssrs involved in monitoring thg implementation of the

New appraisal systam,

In L&T all the Vice=Presidents and Guneral Mancgers used to periodically
review thg implementation, [n ECC the 10 himsclf participatea in theg Qo
sessions andg programmes. In CGL th# Managing Dirsctor himsclf chairs the
HRD task force and allocates time for HRD Review in the quarterly performance
revisw meetings held by the top Mmanagement., In I0C the Board koeps rovigy-
ing progress of HRD implementation and keeps giving support to the HRD
department. In Voltas the MD himself attongs Managemant conferences and
ensures the implomentation of the comrmunication policy, 1In sBI periodic
review meetings are held by theg Chairman, MD ang Dy. MD with the HRD astafr,
In SBP the MD himself monitors thg annual HRD Conferencae. Thus it looks
that in almost ail the organisations analysod here thore arg indications of

top menagemsnts’ involvemant ang commi tment,

However, there jg a darker side of the Ppicture. First af all in our culture
if the top management is involvad in implemsnting a systam and the top mangg o=
ment is transforablg or they have time bound appointments the stabilisatiagn

of the syatam becomes difficult, Line managers may appear tc follow the HRD
PTocesses tOlplaase the top Mmanagement rather than oyt of their own conviction,
In suchlcasas 98 soon ag the Chairman or MD changes some HRD practices may
discontinue. Secondly when therg is o change in top managoment, the normal

tendency of Chigf Executives on transferrable Jobs or term appointments jg
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to undo what their predecessor has done by dismantling previous systems and
additing his own, For example BEML started off in a big way but the system
suffered a set back as BEML had itg Chicf Executives change in quick succession
and some of them did not give themselves snough tima to understand what

their predecessors have done. Thoy guickly changed from more development-
orient appraisal sygtem to less development-oriented system, In this

process some timas‘opportunistic line managers may transmit their prejudices

to the new Chief Executive, Continued top management involvement is most
sasential for HRD systems to stabilise. for exampla, for stabilising the new
culturs associated with Parformanco Appraisal itself about 3-S5 years of

time may be required in an organisation with 500-1000 officers.

In this .context training of the top manzgament in the new systems and culture
becﬁmas very important, Only afew of the organizations have bgsen ablse to
Tecognise and implement this, For want of thig, the top management support
may weaken over 2 period of time as top level managers have many other things

thet - can give tangible regults to attend to,

Overview of HRD Instruments and Subsystams

A summary of the significant aspects of HRD implementation is given in
Appendix 1. The appendix shows that the HRD Function itself has been
initiated in most organizations in the lest few years only, Some of them
are yet to make their presence felt. The appendix also reveals that no
organization has yot introduced all tho HRD mechanisms presonted in
figure 1. Several organizations have just a fow of thess and even these

are being evolved. or oxperimented with, Therofore, it is difficult to
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conclude that any organization has a comprfhensive and complete system

of HRD, Probably L&T comes closer to having a comprehensive system‘and

its synergistic effects are yet to be experienced by the company. Among

the others SBI, SAIL, SFL,ECC, 10C, €GL, TvS, Voltas, SBP are on their

way to having such comprehensive systems, There is a danger of these
organisations taking @ long cnough time to dilute the spirit of HRD axisting

today, if they do not act fast. More vision, leadership and dynamism is

required for implementing various subsystems and creating a culture.

HRD Procosses and Outcomas

In the context of the HRD offects model presentod ocarlisr it is appro—l
briate to look for an assessment of the oxtont to which HRD processas and
outcomes have resulted from the HRD practices. As mentioned earlier,

mere institution of HRD mechanisms may not result in HRD processes. A
number of other variables may be affecting the HRD processos. Our analysis
also has shown that some variables like top managoments' commitment'
appears to be fairly good and efforts wsre madc in many cases to involve
line mapagers. Given thase conditions a fairly high degree of HRD culture
and outcomes should be seen., One would look for evidence in terms of

improved HRD climate or improved competencies, satisfaction and dynamism

in employees.

*
In a survey of the HRD practices of 53 organizations the most fregquantly

mentioned strength of the HRD function was found to be the top manage-

ment's support (Rao and Abraham, 1986)}.



35

A.search for any evidcnce on thesc variables indicates that there is very
little evidence of any attantion having bcen pzid gven to the measurement
of these variablaes, Organizations introducing HRD practicos should havg
kept some measure of the HRD procosses at the time of introducing HRAD
mechanismg and keep obtaining data poriodically tc monitor progress. The
‘ only ihstrument devoloped so far is the HRD climate UQuostionnaire by Rao
and Abraham (1986). This Questionnaire measures tha oxtont to which a
development climato (openness, trust, collaboration, autonomy, authentieity,
proactivity, fairness in appraisals, ncud=-based troining, risk=-taking,
guidance, development orientation in managing mistakes, general helpful
naturs of People, investments in cmployce develupment, creation of devee-
lopment opportunities ote. ) exists in an organisation., The first version
of this Questionnaire has 43 itoms moasuring 43 HAD climate dimensions

and a subsequent version roduces th.ss to 38,

Administering this Questionmairc in 1983 Ducember first and 1985 February
later in State Bank of Patiala it was found that in 40 out of 43 dimsnsions
HRD climate improved (Rgarwal, 1986), SBP is probably the only organization

that has collected data on HRD climata at two different points of tima.

However, HRD Climato data are avajilablo for 6 of thc 14 organizations
(Voltas, Jyoti, SBI, L&T, CGL and SBP) from a survey of tha HRD climate c‘un-
ducted by XLRI Centre for HRD in 1984 (Rao and Abraham, 1986, discusses
details of this). An examination of the HAD climate existing in 1984
revealed that L&T and Voltaos have a  HRD Llimate falling in the high

range {around 60% on a 100 point scale) and the remaining four are in the

middle range (around S50%). Botwecn Voltas and L&T, Voltas scored less than
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L&T, Infact L&T is ong among tho top few scorers on HRD Climate in 19684,
All these compenies may have improved much morc in the last 2 years as
their HRD mechanisms got mcro attenticn in the last 2 years. Only a
repeat survey can give more insights. Some of these companies howover
have been collecting process data as z part of the monitoring. Perhaps
L&T is one company that has bucn collecting tho process dovelopment data
systematically from timc to timec. These data do indicate that there has
been a2 substantial strengthening of the HRD processas.' HRD outcome

variables have not been studied.

BHEL, Bhopal also has beun collecting data on organizational health
periadically but the extent to which improvements have taken place is

not known. In BEML periodic surveys wurc conductied at the time of introe
ducing the new system during 1978-79. Ffor oxamplc after the first trial
run of the new appraisal system 63% of tho officers felt that they could
communicate to their appraiscas foelings of disappointments ar happiness
about their performance; 44% discovored areas where thoy can improve theme

salves and so on,

These kinds of evidence available can provide only a weak support to the

fact that HRD mechanisms do lead to improvements in the development climate
and development outcomes. Ong has to fall back on ones own conviction }Dr
supporting HRAD instruments, As top managers of somu organizations may not

- want to continue supporting HRD only on the basis of conviction, it is high

time that the HRD managers and departments start maintaining profiles of

Personal communication with Or. D.Ff., Percira,
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HRD changes that are taking place in their organizations using periodic
surveys and other methods. There is a great need to develop these

indicators.

Organizational Effectiveness

Almost all the 14 organizations have done well in the last few years. A

few of them have gone through or are still going through turbulant snviron-
ment now and then but all of them stood strong, On the whole each organi-
zation has done well although to a varying degres. for example Larsen &
Toubro, BHEL, ECC, BEML, S8I etc. have donc excecdingly well in the last

fow years. The Chairmen of 2ll these companies make it a point to acknow-
ledge the contribution of their human resources. It may be presumptious

to say that HRD has largely contributed to the profits and growth of these
companies. However, contributions of HRD cannot be ignored. Ffor example,
when the Chairman and President of L&T stays that the success of L&T is

dus to the positive attitudes and dedicated offorts of its people, he means
it. The extent to which HRD efforts contributed to such dedication and positive
attitudes is not easily quantifizble but one beliovos that HRD

efforts did play a significant role. To prove or disprove such ralationsi?;a
one has to imagine the organization without HRD department and mechanisms

as well as discount tho tendency of pouple to glorify the past and

ricdizule the present. Wwhat would have happened in SBI if it continued
without introducing HRD (i.e. without the new appraisal system, manpowaer

planning, skills inventory, orientation programmes, 0D excrcises, HRD
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managers and the Chief Officer and CGM (P&HRD)?), Or what happencd

to Voltas if the top management did not have HRD orientation? Or what
would have bean the performance of SBP without all that omphasis on HRD
betwsen 1983 and 19867 How would ECC be if the 0D efforts and other

afforts triggered by it did not toke place?

Answers to such questions cru diffieuit o get scicntificallyand intuitive

replies are roflctions of Ones cwn pygmalion!

futurc Direetions

The most neglected in this arez are the line managers. The HRD effects will
become visible and strongsr only when the line managers start accepting and
internalising their own role, The success of HAD will be the day when every
employes sees himself as a daveloper of hig subordinates. The HAD departments
will not be naede& when such a situation arises. In other words HRD people
should work towards their dispensibility, We have a long way to go in

this direction.

The second neglectad area in HRD is thg unionised categores of employoees.

The HRD for them also need to bo attended fast as they are in large Numbege
and form the foundation of the organization, The natura of HRD instruments
may have to be different. Urganizations have neglected this so far. Part
of the reason may he unions, But in an afea like HRD the union leaders

also have a rolg to play. For thcir members they should prabably play the

role HRD mamagers arg playing today fop supurvisory staff and managers.
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The HRD managers should assist the unions and promcte the spirit

o€ gollaboration,

Thirdly there should be more research in this field tc answer several

of the questions raised earlier in this paper.



Notes and Heferasnces

Notes: The following are the sources from uwhere information on the HRD
practices was obtained in addition to the author's personal experience
of working with eight of the organizationg.

Te BEML : Personal records and experiences of author,

2, BHEL, Bhopal : Jain, VK, 0D Effort in BHEL, Bhapal, in Rao, T,.V. and

Peresira, D,F. (Eds. Recent Experiences in Human Resources Deve-

lopment, New Oelhi: Oxford & 1BH, pp.193-200 .

3. 808 : Nisonko, Sibram, Experience-based lsarning through performance
appraisal . Bank of Baroda Experience in Rao TV and Pereira DF
(1986, cited earlier, pp.387-395).

4. CGL : Varughese, Susan, HRD Experience at Crompton Greaves, in Rao TV
and Peresira, DF (1986, cited earlier, pp.430-444),

5. Jyoti Ltd. : Gupta, RK and Gangotra V. Human Rasource Development at
Jyoti Ltd., end 0D in a Marketing Uffice, in Rao TV and Pareira
DF. (1986, cited earlier, pp.298=328 and 329-361),

Kapoor, Bimal, HRD in IOC in Six Phasges: Progress, Problaems and
Prospects. Lecture delivered in I0C-SPE Conference on HRD, New
Delhi, May, 1986,

6. ioc

7. L&T ECC : Chanderasekar, K. Crgenisation Uevelopment: An Experience in
Rao, TV end Pereira, OF (1986, cited earlier, pp.275-282),

8. L&T : Pereira, O,F. Human Resources Development in L&T Ltd. HRD

Newsletter, 1985, No.1

9. SAIL : (i) Priorities for Action, New Delhi: Steel Authority of India
Ltd., iiij Executive Performance Appraisal, New Dslhi: Stesl
Authority of India, Ltd.

10. SBI : Raman, TP, HRD in State Bank of India, in Rao, TV and Pereira DF
(1986, eited earlier, pp.422-429).

11. SBP : Agarwal, RK, Human Resources Development in State Bank of Patiala,

HRD Newsletter, 1985, No.2.

12. SFL 3 Usha Krishna. Parformance Appraisal System in Sundaram Fastensrs
Ltd., HRD Newsletter, 1986, No.4.

13. TVS s Sundaram, Sudarshan., HRD Activities at Tv Sundaram Iyengar & Sons
Ltd. Madurai, in Kao, TV and Psreira, LF (1986, cited earlier,

PP.362=379).

14. Voltas : (i) Rao, TV, HRD in Voltas. Ahmedabad: Indian Institute of
Management, Case, 1985, (ii)} Rac, TV, Pgpformance Appraisal:
Theory and Practice. New Dalhi: AIMA Vikas, 1984 (Chaptar 12
on Management Appraisal in Voltas). '
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