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PRINCIPLES UNDERLYING
DESIGNING OF
HUMAN RESOURCES SYSTEM

Chapter 3.

- Very httle systemanc attention has been given to the designing of human

resources system (HRS). In the absence of systematic attention to various
aspects. HRS may not be able to serve effectively the various purposes
tor which 1t 1s set up. So far, the urgent but not necessanly the most
important problems have been attended to in HRS viz. statutory
requirements of mndustnial relations and appointments, promotions and

- salary adminysiration etc. of the varieus personnel in the company. The

designing of HRS would require attention to various aspects. We propose
15 principles which should be followed while designing HRS 1 any
company.

Focus on enabling capability: The main focus of HRS should be to
help the Compz!ny increase what may be called its “enabling” capabilities.
These capabilities would include development of Human Resources in
the company, development of total organisational health, improvement
of the problem solving capability, developing diagnosuc abslity so that
the problems in the organisation can be quickly, timely, and effectively
located and solutions attempted without dependence, and deyeloping a
healthy open system so that maxamum commitment of the employees can
be obtained. HRS, in this sense, becomes an important system
underpinning various other functions and strengthentng them through its
programine.

Integrating the Development of people with Organisation Develo-



Fropcering M Resources Develepment The LET Systenn z 75

HRS should provide enough opportunity for cach individual o become
aware of s potential and thus make maximum possible contribution in
his various organisational roles. It certainly not possible for any
organisation 1o provide scope for complete exploration of individuals’
talents and potential. However, HRS should offer maximum opportunity
through appraisals, feedback. counselling and experimentation in various
roles. An organisation hike L&T offers enormeous such opportunitics.

Maximising Individual Autonomy and Growth through Increased
Responsibility: Learning cxpcricnces- vet maximised when individuals
have opportunities to experiment and also hold the responsibility for
outcomes. Such learning experiences on the job have a great value for
the individual and the organisation. Employees start enjoying their jobs
more and develop themselves betterif their jobs offer them some tlexibility
and autonomy to innovate. HRS should attempt to help employces assume
more responsibility through autonomy in decision making and
experimentation. o -

Decentralisation through Delegation and Shared Responsibility:
People who work together or close to each other know cach other better
than those who do not have such opportunities to be together. HRS should
be based in such a context. Identification and,development of human
resources becomes an integral part of every manager’s job. The system
can only maximise opportunities for managers to take this responsibiity.
In fact, the central office can only perform monitoring and service
tunctions, and tdentification and development functions should be shared
by every employce/officer in the organisation. The umits/regions should
increasingly take the imtiative 1n these matters, with the central office
providing necessary monitoring, policy making, and system development
facilities.

Participative Decision-making: Dealing with human teings 1s a
sensitive area for any organisation to handle No matter what innavatinne
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participation or representation of people who are likely to bemvolvedin
its tmplementation or are affected by it.

Balancing adaptation to and changing organisational culture: HRS
docs not have any standard form and has to be evolved for each
organisation according to 1ts nature, recruttment and 1ts culture. While
designing HRS, 1018 necessary to take into consideration the nature and
culture of organisation tor which it is being designed and at the same
time 1t should be designed o suitthe prevalent cujture of the orgamisation
and the intended direction of change. The role of HRS 1s not only to
perpetuate such culture but to modity 1t forincreased effectiveness. There
has always been a controversy between those who believe that HRS or
any parts of HRS like appraisal system, should be designed to suit the
culture and those who beheve that such systems should be able to change
the culture. Both extreme positions seem to be less functional. HRS should
not make the company stay where it 1s; 1t should take 1t forward. However,
this can done only 1f1ts design does notseverely conflict with the prevalent
culture, but at the same time has elements of change and evolution towards
the future.

Balancing differentiation and integration: With.increase in expertise
in HRS, the three distinct functions need clearer identity. These functions
are: personnel admimstrgtion, orgamsation development and traming,
and industrial relations. Putting these three functions under one person
may not do justice to them since there is a distinct identity of these three

functions. Time has come that this differentiation 1s not only recognised
but s built into the design of HRS. However, integration of these three
functions 1s also necessary because they have interlinkages and may
require mutual support. This can be done, as we state 1n another principle,
at a fairly high level. Such an integration along with necessary
differentiation would be necessary to make the function cffective.

Balancing Specialisation and Diffusion of the function: While HRS
15 a specialised function and should be treated as such in the organisation,



Frenceraie Hunan Resources Developisers: Ve LT Svsien 1 77

adrmumstration ke sancuoning of Jeave. discrplinary action. dealing with
contlict problems, ete. should be handled by the line people theinselves.
[f nccessary. they may have help from a personnel man. Without such
diffuston. the personnel function may onty be used for escaping the
responsibibity ol administering personnel cffectively, Certainly,
spectfication of systematic practices would be necessary but this has to
be supplemented by the participation of hine people i some of the HRS
actviies.

Ensuring Responstbility for the Function: Unfortunately. in most
companies. HRS does not have much credibihity tor several reasens. One
main reason is that this function isat a very low level in the organisation.
Unless the HRS s mtroduced at a high level i the orgamisation. us
respectabihty will continue to be a very low. Moreover, unless a very
senior person 1s in-charge of HRS. the insightful and creative lcadership.,
which 1s required to make the function effective, may not be provided.
Forthis reason.itis necessary that HRS bc istituted at a very mgh level
N Iht orgmnmhon to increase both its v ;:\1b1h[y as well as its usefulness.

Balancing Linkages within and with othu‘ functions : HRS should be
designed to strengthen various functions which arc rnportant n the
company. For example, 1t should have linkages with the budgetary and
other information control systems. It should have linkages wtt fong-
range corporate planning, with marketing, finance and produdtion and
other functions of the company. Such linkages are extremely important.
On the other hand, linkages amongst the various sub-systems of HRS
are also necessary.

Building Feedback and Reinforcing Mechanisms: The various sub-
systems tn HRS should provide feedback to strengthen one another.
Systematic feedback loops should be designed for this purpose. For
example. performance and potential appraisal should provide necessary
leads for training m OD and OD programmes may provide necessary

N [ RPN N O U T T S A A U S |
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Balancing quantification and qualitative decisions: While
quantificabion of various aspects in HRS 1s necessary. everything cannot
be completely quantitied. This applies as much 1o seiecuon and
recruitment as to performance and potential appraisal. Attempts should
be made to continuously improve and guantity several vanables and even
to design computer storage of vanous kinds of data. But the quahtative
and msighthul decisions will always be necessary and desirable. For
cxample, while promotng people, various quanttative data available
and computernisation of data may be usclul. These may be used as
necessary inputs. butsome other factors which cannot be quantified will
have Lo be taken into account while taking the decisions. Such abalancing
1S BECessary.

Balancing internal and external help: HRS would require development
of internal expertise and resources. However, the company should see
the optimum pay-oif in terms of employmg their internal or external
resources. Seme highly rare expertise which may be available from
external resources has to be'sued only occasionally 1n the organisation.
Thus may not be developed internally in the system. Such a balance is
necessary. Stmularly. the use of external resources i terms of tramning
should be uscd mummally, but cannet be completely ruled out. A judicious
planning for the use of both is necessary. A company which 1s completely
closed to external resources and is doing everything mternally may not
be able to benctit from some of the latest ddvelopments in the field. On
in training or other aspects of HRS cannot develop itself effectively
without necessary internal resources.

Planning evolution of the function: HRS cannot be established overmght
in a company. Some aspects can be introduced depending on the state
and sophistication of the company. Some other aspects would require
longer preparation before these are effectively introduced. Rushing the
mtroduction of all the aspects of HRS may only resultin ritualism rather
than effective introduction of the system. Iniroducticn of HRS, therefore,
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Continuous Review and self-renewal: The environment and the
orgamsationai culture xeep changing with time. However innovative a
system may be. there 1s always a danger of 1t becomings mtualistic and
disfunctional after sometime. Therefore 1015 necessary to plan any system
in such a way thatithas mechanisms of self renewal. HKS should provide
in it mechanisms for continuous review and change.
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THE CONCEPT OF ROLLES AND SKILLS

An organisation is a system of vanous roles. Similarly L&T may be
concelved as being composed of a series of roles 10 be performed by
people. These roles may be for example production manager, branch
manager. marketing manager etc. Whatever may be the designation
attached to each role, there are certam functions io be performed 1 each
role. These tunctions may differ from role to role and roles could be
differentiated on the basis of the functions to be performed by that role.
Various skills are required for performing such functions. These skills
may be categorised as technical skills, managerial skills, and behavioural
onentations. Each of these functions may require combinations of different
kinds of skills in different degrees. These relationships may be depicted

as follows:

——

L&T has vartous roles to be performed. These may be R, R2. R3 R4 Rs, .......
R,

Roles are the basic units of the organisation. A role may be conceived as
consisting of a series of functions. For example, Rolel may be a
combnation of five different functions.

If the total types of functions invelved i various roles in the organisations
may be represented as Fi, Fo,Fz F:. . Fnothen a given role Ri may be

conesivnd nf ac A cnmbinatinn nF R R 1< B ate
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[Let us suppose that there are "X number of basic technical skills required
to perform all the managenal jobs in the organisation. Y™ number of
managerial skills and "Z" number of behaviour ornientations that can
cxplain the performance of total functions in the organisation. We may

represent the basic techmical skills as Tsi, Tso, Tss, Tss. ... Tsx. The
basic managenal skills may be Ms), Ms2, Mss,Mss, .. MY. The basic
behaviour orientaiions may be Byl Bz, Bs, Be, . Bz.

Any given function Fx may require a ‘I’ number of technical skills
(Tsy, T52,Tsx), °J’ number of manageral skills (Msi, Mss, Msx) and ‘K’
number of behaviour orientations (Bs, By, ... Bk} etc.

Thus Fx=F (Tsy, Tsz, ... Tsx) + (Mss, Mss ... Msj} + (Bx, By .... Bk)

(‘The notations begin with different suffixes and not always 1 to indicate
that different combinations of skills arc required for each function)

Individuals posses different skills and orientations to dif(erent degrees.
Let usi'maginc that each individuals may be assessed on a S-point scale
in relation to the level of each skill he possess: 5 may represent a very
high level, 5 high level, 3 moderate, 2 a little and 1 does not possess at
all. A '3' weightage may be the minimum level of skill that is required to
perform the job at a normal efficiency level. Any individual Ix may have
different degrees of each skill. He may be represented as:

Ix = X Ts 1+ X2 Tsa+ X5 Ts 3+ XaTsat .. XxTsx+X:Msi+
' XoMsa+XsMss+ L XxMsy+xiB1+XeB2+ ... XxBz)

Where the value of x may rangce from 1 to 5.
A hypotheticalcase at a given point of time may be:

[ = (1'Tsi+3Ts2+4Ts3+5Tsa+ ... STsx+5Msi1+5Ms2+
3Msi+ ... 2Msy+2B1+3B:45B5+4B++ ... SB2)

Let us now imagine that a role he performs at present requires Tsz, Tss,
AMce, Meo B, R Do Aneoo 1000 o a =aa . . )
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not doing his job well the reasons may be other than his skills (ke his
motivations ctc.). The following observations may be made from his

profiic above an appropnate traming strategy.

a)  He may be trained to improve his Bz,

by  He could also be helped to raise his other skills Tsq, and Mss.
through an appropriate traming strategy.

¢} Ifhis performance appraisal record is poor he may be counselled
1o help him locate probiems or issues that are bothering him.

d)  When ahigher position falls vacant which requires in addition to
the present skills he possesses, Ts:, Mss, and Bz, he could be a
highly suiteble person as he has all the skills required for the new
role in the absence of anybody else at his level who has a betier

profile than his.

¢} Hithe new role requires a person high Tsx, Msy and Bz and he has
not been promoted for a long time, the possibility of helping him
increase his Msy through approprnate feedback, training and job
rotation strategies may be worked out.

fy  Ifthis person leaves the organisation for one reason or other, and
none In the company has profile close to his, the selection strategy
may be based on testing the applicants for these skills through
- —-——appropnate devises.

Thus from this example it 1s clear that knowledge of the profil*es of
capabilities/skills etc. of an mdividual will help in selection, placement,
promouion, rotation, training, counselling, performance appraisal, career
planning and development, potential development etc. However, all these
are possible on the following assumptions and conditions.

ASSUMPTIONS

There are certain basic skills involved in performing the managenial and
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These basic clusters or units may be m hmited numbers to enable the
assessment of combinations of these clusters required to perform each
role.

Each imdividual may have varying levels of each of these clusters or
units of skills.

These clusters can be assessed through available external indicators hke
educational background, previous experience, performance records,
psychological tests and other test situations,

These skilis can be developed through conscious efforis, training etc.

A mmimum conditton for development 1s the awareness of what one
posscsses and what1s required, as well as providing appropriate conditions
for development.

CONDITIONS
The above stated uses are possible under the following conditions:

¢ The basic skills and orientation m each catcgory (technical,
managernal, and behavioural) required for the company to perferm
various roles are surveyed and listed.

¢ Thq combination and the level at which these skills are required
also listed for each role.

* The profile of skills for each individual 1s known. While the
assumption may have solid ground, the conditions take time to
fulfill in any organisation. The exercise of potential appraisal
suggested by us in our carly-HRDS report 15 towards this direction,
Once these conditions are achieved the total HRS system comes
Into operation. |
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