nderbtanding of human re-
U sources-related issues can
ehs help the management to
achieve dynamism that can guar-
antee positive work environment,
result-orientation, client friendli-
ness, strict enforcement of policy,
fair play, high morale, professional
outlook, right skills, abilities and
gxfﬁmdes, and a sound system of
countability.
¢ The Government of Pakistan has
isetupa committee for rightsizing
j and restructuring of ministries and
divisions to reassess their staff re-
quirements to make them leaner
and efficient. A special task force
s engaged in similar exercise for
Central Board of Revenue. The
ommittee seems to be opposed to
orced retrenchment. However, it
avours attrition i.e., automatic
bolition of posts on stipulated
ates of retirement of occupants.
urthermore, it recommends vol-
ntary, early retirements with normal
nefits. It is rather difficult and
omplicated task to decide on
mployee’s efficiency and produc-
vity, especially in the absence of
‘ny predetermined performance
tandards and objective criteria for
~ valuation of performance and non-
erformance behaviours.
o When it comes to adopting lay-
1S a5 a strategy, two most com-
on criteria used are seniority and

;rrformance.
«  Layoffs have a powerful impact

characteristics namely, high or low
(1)degree of uncertainty, (2) vola-
tility, (3) magnitude of change,
and (4) complexity.
Human resource strategies, HR

tactics and choices must be well
considered to fit the cultural ele-
ments of an organisation namely,
behavioural regularities (e.g. plan-
ning and coordination vs. crisis
management), Norms e.g. care-
fully laid out work objectives vs
pushing your own agenda), domi-
nant values, philosophy, rules of
the game (e.g. specialise) vs. be a
generalist), and feelings or cli-
mate. Human resource policies and

programmes to be effective and

helpful to line managers mustkeep
in view the organisational struc-
ture, organisational culture, proc-
esses for converting inputs into
outputs, and the managerial phi-
losophy.

Management skill development
requires an understanding of the
fitbetween HR planning and busi-
ness planning, and thats how the
selected HR strategies (i.e. work
flows, staffing employee separa-
tions, performance appraisal, train-
ing and compensation etc) fit the | |
two major types of business strat-
egies (the “defender strategy” and
“prospector strategy”™).

Anexample would perhaps make
this point more understandable and
clear. We may note that under the

vea “defender strategy” the strategic
mﬂle organisation, They can af- HR area of employee separaﬁo%s, J
fe ’the morale of the organisa- for example, is guided by the fol- ]
tion's remaining employees, who  lowing four principle:
may fear lnsn_lg their jobs in the (1) voluntary jnducements to i
mm In_adc‘lmon layoffs can af- leave, (2) hiring freeze, (3) con-
o i:rcgmn s economic vitality, tinued concern for terminated em-
::ls;ot.%?;d A" ] plofycc az?ld (4) |
uliima_ - H preferential rehir-
:::‘ (;tl;;t ogf:\;;n': Str_ateglc ing policy. Under :
. the “prospector | —
pany. It could human > of busi
. B o strategy” of busi-

. environment. An resource ing would be the
i :‘: rtamh influ- four guiding prin-
ence on the like- areas are ciples: (1) Layoffs,

important
but most

. preferential treat-
oms“é%ﬁ - important of ment for laid-off
Shi b workers.

S Inmeeting these are For the sake of

;| recruitment, .
A M’Qﬁﬂﬂﬂa At ol departioent, need., it

ness the follow-

(2) recruit as it
needed, (3) indi- a
vidual on his/her :
own, and (4) no

organisations and
what they are ex-
pected to achieve,
managers and HR

e b

| theprocess of reorganising its em-
. ployees toimprove their efficiency

Jenges. Further- | : T | The misunder-
more, difficulties would be faced standingandnegative perceptions
in undertaking HR activities re- of the staff and the line managers

lated W%gﬂe another often create a
opment, compensation, anc : unieation gapand hinderthe

ernance. If its image is negatively establishment of an effective part-
affected, an organisation may fail ~ nership between the two groups.
to attract the best candidates for To develop a position of strength
filling new positions in the future. for the organisation, the staff (HR
When government or a business department people) and the line
organisation decides to downsize managers have to.develop an un-
(a strategy to reduce the scale and derstanding of each other’s role,
scope of business in order to im- authority, and responsibility. And
prove financial performance), it all that the HR department does
may choose, layoff as one of sev- must have the support of the top
eral ways of reducing costs. management. The top management

In recent years many public and  can create the right environment
private organisations have done for perfect understanding between
exactly this. But the experts on the line and the staff.
human resource management want Itis the deliberate effort to make
to emphasize that organisations best use of human resource that
can take many other measures to  tesults in efficient use of other
increase profitability without re- resources and thus in the achieve-
sorting to layoffs. ment of overall organisational ob-

In a downsizing operation the jectivesin most effective manner.
first task is to examine alterna- Effective here means doing the
tives to layoffs such as early re- right things (in terms of products
tirement, and to seek a more posi- and services) in the right ways
tive approach of building mana- (that is efficiently) so as to have
gerial skills. The Pakistan gov- competitive edge.
ernment looks forward torightsizing ~ Managers takerisks in most busi-
as well as downsizing — that is ness situations. They are required
to take such risks in relation to
protecting employees (in situa-
tions of rapid change and difficul-
ties). To what extent can manag-
ers go to protect employees is the
question of ethics. Balance has to
be maintained between individual
needs, organisational requirements
and the societal norms, values and
needs.

All strategic HR areas are im-
portant but most important of these
are recruitment, selection. and train-
ing. If recruitment and selection
processes are not valid, reliable
and objective, and training is not
need based, we cannot hope hu-
man resource to come up to or-

anisation’s expectations of per-
ormance, both in quality and quan-
tity. Careful, pro-active, preven-
tive approach to recruitment, se-
lections and training could save
organisations of many problems
including that of non-productive
personnel, inefficiency, waste, cor-
ruption, and ultimate crisis.

Performance measurement and
management is another vital area
which confronts government and
business organisations with situ-

and reducing the size and scope of
its business in order to improve its
financial performance, it sure needs
to go for alternatives to layoffs.
This include employment policies,
changes in job design, pay and
benefit policies, and training. Man-
agement can use these alternatives
both to reduce labour costs and to
protect the jobs of full-time em-
ployees.

This requires a pro-active hu-
man resource management approach
for continuous improvement in or-
ganisations. Pro-active approach
increases its contribution to the
employees and the organisation
by anticipating challenges before
they arise. If the management’s
efforts are reactive only, problems
may be compounded and opportu-
nities may be missed.

According to H.R. perspective,
human resource management is
the responsibility of every man-
ager. The H. R. department exists
to serve managers and employees
through its expertise. In the final
analysis, the performance and well-
being of each worker is the dual ation of confusion and complete
responsibility of that worker’s breakdown resulting in non-pro-
immediate supervisor and the HR  ductive personnel who are a bur-
department. According to the sys- den on the society.
tem approach to HRM (approach Performance measurement/ man-
to larger organisations) the HR agement has emerged as a hot
effort must be evaluated in terms  topic overthe last few years. More
of contributions they make to the and more organisations are rec-
overall productivity. ognising the need to incorporate

In the context of the process of non-financial measures into their
rightsizing, a human resource strat- measurement framework, encour-
egy is the grand plan or general agedby such catalysts as the ‘Bal-
approach an organisation adopts anced Scorecard’ 1SO 9000' and
to ensure that it effectively uses ‘Malcolom Baldrige Award’.
its people to accomplish its mis- Performance measurement sys-
sion. The options ayailable to an tems should point out issues when
organisation in designing its hu- the same arise and not when the
man resource system are depend-  issues have already become prob-
antonorganisation’senvironmental  lems.




