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Abstract--- Globalization has set the benchmark for the 

organizations in terms of productivity, quality, cost, delivery, 

safety, morale and environment. Any organization which is 

required to compete globally and to sustain in the market, has 

to invariably adhere to international standards so that the 

stability of the market share and the survival of the business 

will be ensured. All the functions are required to focus on 

critical parameters to meet the business objectives of the 

organization at the end of the day. The function of Human 

Resources also keeps its plate full pertaining to all the 

functional parameters which are critical to the business. The 

stand alone elements of HR function like Talent Acquisition, 

Performance Management System, Capability Development, 

Succession Planning and Employee Engagement are now very 

well connected, aligned and integrated with the overall of 

business objectives of the organization. 

 Attrition is the key challenge for the HR function in the 

contemporary business environment which has got direct 

impact on the performance of the business both positively and 

negatively. Though HR takes various initiatives to reduce the 

percentage of attrition, developing the covers and bringing 

them on the board or replacing the vacant positions by formal 

recruitment method, be it critical or non critical, in the 

shortest possible turnaround time is a key performance 

indicator of HR function. In this context, this article attempts 

to explore that how attrition of critical positions is being 

managed strategically through a structured Succession 

Planning and the allied elements like Competency  Assessment  

and  Capability  Development   and
1
also the unique method 

applied even to manage the attrition of junior level and 

operating level employees in the manufacturing industries. 
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I. INTRODUCTION 

N India, the nature of HR functions has undergone various 

changes in the last few decades. The importance of the HR 

function was highly insignificant and the role of typical HR 

managers since 1950 was merely a time keeper at the entrance 

of the factory. The HR function had no role to deal with the 

business and it was merely a standalone function which 

supports the organization in terms of time keeping, salary 

processing, leave management, general administration and 

other allied activities. The importance of HR function was 

never felt by the organization and the contribution of HR to 

the business was never thought either by the organization or 

by the HR professionals.  From the business perspective also, 

the end consumers were not sensitive towards quality, cost, 

availability of products in the market and delivery schedule. 

Due to this scenario, requirement of talented employees and 

recognizing the employees as the human capital of the 

organization was not given due importance. HR strategy to 

groom the employees, leveraging their potential towards the 

organization development and urge on the part of employees 

to aspire for higher roles were not have any space in the 

organizations.  

On the contrary, in the contemporary business 

environment, managing the human resources has become a 

great challenge for any organization. Post 1990, the concept of 

liberalization, privatization and globalization impacted the 

business scenario in the Indian market. The monopoly players 

who were in the comfort zone have started realizing the pinch 

of the worldwide competition and strategizing to have 

competitive edge in the market. The organizations started 

having focused approach in meeting the business deliverables 

by setting the business goals for the organization every 

financial year. The business goals are further disseminated to 

all the function to set the functional goals. Thus, the functions 

like Marketing, Production, Quality Control, Quality 

Assurance, Supply Chain, Engineering, Finance and Human 

Resources have been setting the functional goals enabling the 

organization to achieve the business goals at the end of every 

financial year. 

 In this context, the Human Resources function have been 

setting goals in the areas of Talent Acquisition, Performance 
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and ensuring the linkage and alignment of those goals with the 

business goals. For the purpose of this study, it has been 

discussed here that how the structured succession planning 

helps to minimize the attrition rate in the manufacturing 

organization helping to meet the business goals.  

Similarly, it is further discussed that how the allied HR 

elements like Competency Assessment and Capability 

Development act as supplement factor for effective 

implementation of Succession Planning. The unique strategy 

of identifying and developing covers at the operational and 

junior level employees in the manufacturing organization also 

reviewed and discussed in this paper.  

II. MANPOWER PLANNING - OVERVIEW 

Manpower planning may be defined as a strategy for 

hiring, developing, allocating and utilizing of an enterprise‟s 

human resources. Hiring of personnel deals with the task of 

recruitment and selection of employees of the desired skill 

mix. Manpower allocation plans help in mitigating shortages 

and surpluses in manpower supply through training, 

promotions and transfers. 

The objectives of manpower planning are mainly: 

 To ensure optimum utilization of human resources 

presently employed. 

 To determine future recruitment level 

 To provide control measures to ensure that necessary 

resources are available as and when required 

 To anticipate redundancies and avoid unnecessary 

separations 

 To forecast future skill requirements to serve as a 

basis for training and development programmes 

 To assess future needs of employees 

 To cost the manpower component in new projects 

 To decide whether any of the enterprise‟s activities 

may be sub contracted  or outsourced  

The manpower demand forecast stems from the business 

objectives of the organization. Hence, to forecast manpower 

demand in the future, the manpower planner must have a 

detailed knowledge of the company‟s future achievement 

targets. He should broadly know: 

 What new products, machines, techniques, processes, 

facilities and company locations will be added or 

reduced. 

 What changes will be made in the existing 

organization structure. 

 How many positions will exist at each level and in 

each category. 

 To what extent, the qualifications for existing 

positions will change because job enrichment or 

enlargement could change the qualifications for 

certain positions. 

 What skills will be required for each position. 

Innovations in technology could make existing skills 

obsolete. 

 What is the attrition rate in a particular position and 

how frequently employees quit the job in a particular 

role or position [1]. 

III. ATTRIBUTING FACTORS FOR ATTRITION 

Having discussed various elements of the manpower 

forecast, for the purpose of this study, let us focus on the 

attrition, which is one of the critical factors to be taken into 

account in the manpower planning.  

Attrition is one of the key challenges for any business. 

Right people at right time with right numbers is one of the 

Key Result Areas (KRA) of HR function. Quality is the key 

element in any business which is not only applicable for the 

manufacturing, quality control or the procurement functions 

but it is equally applicable for the HR functions also. Hiring 

quality people is the order of the day and the hiring manager 

of any function will not compromise on the quality of the 

people. Hence, it is key task of the HR function to identify 

quality people and lineup them for the interview. Also, the 

hiring manager, besides the quality of people, will demand to 

get the people on board in the shortest time.  

While meeting these requirements on one hand, the HR 

function has to meet the requirements of the business in terms 

of hiring the people at the affordable cost. So the HR function 

has to take into account of three critical requirements of both 

the stakeholders viz., the hiring manager and the business. In 

this context, the strategic approach adopted in the 

manufacturing sectors in managing the vacuum caused due to 

the acute attrition is discussed hereunder.  

Before attempting to discuss the way of managing the 

acute attrition, it is appropriate to discuss hereunder about 

some of the attributing factors for the attrition: 

1. Salary and Perks: Normally higher salary attracts the 

employees to move from the existing organization to 

prospective employer. 

2. Location: Location constraint is another pushing 

factor for an employee to think for an alternate 

assignment. For example, if an employee is employed 

in a very remote location which is totally cut off from 

the industrial belt or hub, he will try to move from 

the said organization to the organization where he 

will get good connect with professional colleagues 

and the professional bodies. 

3. Social Reasons: Social or family reasons may push 

the employee from the organization. In case an 

employee is away from his family and engaged in an 

organization, he will wait for an appropriate time to 

quit the job and take up an assignment which will 

help him to live with family. 

4. Organization‟s Culture: Culture of the organization 

may push an employee to look for alternate 

assignment because he may not be able to cope up or 

adapt to the culture of the organization to which he 

belongs to. 

5. Apprehension about Career Growth: High profile 

employees may think that the job that they are 

performing is not adding any value to their 

professional growth and hence they may quit their 

jobs. 

6. Competitor‟s Intervention: The competitor of the 

business may target the potential employees so that 
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they will get ready made trained employees for their 

business from the day one. 

IV. STRATEGIES OF HR 

A. Succession Planning 

Succession Planning is a process for identifying and 

developing internal employees with the potential to fill the 

critical positions in the organizations. Invariably in all the 

organizations, some of the employees will be holding very 

critical positions. Critical in the sense, their availability, 

expertise and contribution will be very critical to business and 

they will be called as „critical talent‟. The employees who are 

involved in the Research and Development, Designing, 

Business Strategies etc., are some of the examples for critical 

talent. Depending on the nature of business and the strategy 

evolved, the critical talent of any organization will be 

determined. 

Besides the critical talent, the organization shall equip the 

operational level employees also because operational level 

employees are very critical to business in terms of ensuring 

higher productivity, less operational cost, zero defects, zero 

accidents and optimum utilization of human resources. Any 

exit at this level will hamper the day to day operations and 

also the hiring cost to fill the vacancy will be very higher and 

any new hire has been done with higher salary will demoralize 

the other employees in the organization.   

Hence succession planning is an inevitable HR 

intervention to increase the availability of experienced capable 

employees in the organization and who may likely to assume 

the higher positions in the future. 

i. Benefits of Succession Planning 

The employees who are in the critical positions are highly 

vulnerable and they may exit the organization even for trivial 

issues or insignificant reasons. Having back up for such 

critical positions through succession planning is one of the key 

goals of HR functions.  

The benefit of having groomed employees for such critical 

positions is twofold – 

- the indispensable attitude of the employees in the 

critical positions can be challenged when they threat 

the organization by exiting abruptly. 

- the employees who aspire for higher position will get 

motivated by getting adequate training and additional 

responsibilities in the higher role with increased pay 

and perks.   

A similar approach or strategy is required to prepare the 

employees for all the positions in an organization, be it critical 

or non critical, to ensure for the stability of employees. 

ii. Process for Succession Planning 

As discussed above, Succession Planning is a process of 

identifying and developing the internal employees particularly 

for the critical positions. In the event of any employee holding 

a critical position leaves the organization, the employee who 

has been trained for the said position will replace him. This is 

a very strategic approach in any organization and the 

organizations will have a structured time table for this process. 

With this approach, the process of succession planning 

normally will be as under: 

 All the critical positions, at the first instant, will be 

identified. 

 The time duration to hire and board an employee for 

the critical position will be assessed. Simultaneously, 

how long a business can be managed without a critical 

talent in view of abrupt exit or due to any other 

reasons will also be assessed.  

 The employees who excel in their performance in the 

present role and who are highly potential will be 

identified as successors for the critical positions.  

 The prospective successors will be mapped with the 

respective critical position and also approximate 

duration of his readiness to occupy the critical position 

will be assessed. Depending on the criticality of the 

position and the capability of the successor, the 

duration may vary from 1 year to 5 years for 

occupying a particular position.  

B. Competency Assessment 

Competency Assessment plays a key role in recruitment, 

succession planning, career development, job rotations, 

transfers, project specific team development and Capability 

Development. Competency is defined as the set of knowledge, 

skills and behaviours required for effective performance in a 

position. For every position in the organization, a competency 

guide will be developed defining the requisite set of 

knowledge, skills and behaviours enabling an employee to 

perform effectively.  

 

Figure 1: Competency Framework 

Normally, the competency will be broadly categorized as 

functional competencies and behavioural competencies. The 

functional competency is the key knowledge and skill required 

by a job holder for the effective performance of the job. The 

functional competency is necessary but not adequate for 

outstanding performance of a job. The job holder can give 

outstanding performance only when he has got both functional 

and behavioural competencies. A behavioural competency is 

an underlying key characteristic needed for outstanding job 

performance that leads to and predicts high performance. It 

describes how an employee performs a particular job. 

Accordingly, the competency guide as shown in Figure 1 will 

be developed comprising both functional and behavioral 

competencies 

Having developed the competency guide for all the 

positions, competency assessment exercise will be done 

mandatorily for all the critical positions. The set of 

competencies of the successor will be compared with the set 
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of competencies of the respective critical position to determine 

the competency gaps [2].
 
 

Similarly for non critical positions but being a higher role, 

the competency gap for higher role will be determined by 

assessing the present competencies of the successor with the 

competencies of the new position. A discrepancy or conflict 

between what an employee ought to be done and that what he 

or she can do will be identified and noted. 

C. Capability Development 

Determining and identifying the competency gaps is the 

basis for the training need analysis. The employee who has 

been identified as successor for the next position to be 

developed and equipped for effective performance in the new 

role [3]. An Individual Development Plan (IDP) to be 

developed for those employees who will undergo all the 

trainings within the specified time frame to bridge the 

competency gaps so identified. The training will include class 

room trainings, workshops, on the job training, e-learning, 

undertaking projects, problem solving on case studies, 

industrial visits, feedback from the cross functional etc.,[4] On 

successful completion of the training, the respective employee 

will be considered for the next position and the entire process 

of the same is shown in the Figure 2 hereunder. 

 

Figure 2: HR Competence Assessment 

While the organizations adopt structured method for 

managing the attrition through cover ups and replacing the 

critical positions through succession planning and other allied 

elements, some of the manufacturing organizations who are 

highly depending on the operational or junior level employees 

adopt a unique strategy by way of engaging buffer head count 

as trainees or apprentices under company traineeship scheme 

or apprenticeship scheme respectively. 

At the first instant, the manufacturing sectors acquire the 

quality people in an inorganic way by hiring them from the 

open job market or get them transferred or deputed from other 

manufacturing units of the same organization. Maintaining of 

such people will be very costly in terms of cost during 

appointment and subsequently during the annual 

compensation review. There is always a threat for HR function  

post annual compensation review because some of these 

people will leave the organization abruptly on the ground that 

they are not adequately rewarded and the reward does not 

commensurate with their performance. Even the deputed or 

transferred employees will insist the organization to re-deploy 

them in the original place of posting. Also, due to rapid 

growth of industries resulting to scarcity of skilled employees 

at operational level, the manufacturing organizations are 

hiring fresh diploma holders and engineering graduates and 

induct in the system so that they will be trained gradually and 

prepared to meet the contingencies when the trained 
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employees in the higher position leave the organization 

abruptly.  

D. Approach in Developing Covers at Operational Level 

Employees 

Hiring raw candidates from the educational institute is the 

foremost strategy. Depending upon the need of the position, 

the raw people either may be diploma holder or engineering 

graduates or arts or commerce graduates. 

Hiring the candidate who is average on academic front is 

very important. The creamy layers or the candidates who are 

having excellent academic record cannot be hired due to the 

cost factor. Moreover, they will be very ambitious to work for 

core companies in the R & D or planning functions or in 

business strategy cells rather engaged in day to day 

manufacturing operations. Hiring raw candidates at a very 

affordable cost with good positive attitude is a very important 

requirement. The basic intent of hiring average candidate is to 

ensure his stability with the organization for a longer period. 

Being average on academic front, he may not get placement in 

the core companies and he will also realize where he stands in 

terms of his presentation and performance during the campus 

interviews and the ability of selling his candidature in the 

market. Due to these limitations, he will accept the reality and 

will be mentally prepared to join in the manufacturing sectors 

at the affordable cost fixed by the organizations. After joining 

as a fresher, gaining sound experience and making himself 

saleable in  the  job  market varies from candidate to candidate 

and normally it will range from 3 to 5 years and by that time 

the HR function will develop more covers as replacements 

every year. 

Systematic scheme for hiring the candidates and elevating 

them over a period of time is very critical part of HR strategy. 

Hiring the average candidates at an affordable cost has got its 

own demerits. Sometimes due to this approach, we will merely 

have headcounts only who will not add any value to the 

business. To overcome this problem, the raw candidates who 

are so hired to be engaged through Apprenticeship Scheme as 

stipulated under the provisions of the Apprentices Act, 1961. 

During the course of the Apprenticeship Training, the 

performance of these apprentices must be assessed every 

quarter in terms of capable of acquiring the technical 

competence, conscious about quality and safety, positive 

attitude, attendance, punctuality, adherence to organization‟s 

rules and regulations, commitment towards the task assigned 

to them etc., The apprentices who are very successful in the 

above criteria at the end of Apprenticeship Training may be 

absorbed on board and other apprentices may be separated as 

per the contract entered under the provisions of the 

Apprentices Act, 1961. The apprentices so separated will be 

provided with training completion certificate, besides the 

certificate being issued by the Board of Apprenticeship 

Training, which will be helpful for them to fetch job 

elsewhere. 

The successful apprentices may be absorbed on the board 

as a “Company Trainee” for a period of one to two years and 

the organizations must have the scheme for their deployment 

and elevation. During the course of Company Traineeship, the 

trainee will be directly exposed to the job and provided with 

“On the Job Training” where he will get hands on experience. 

For example, a trainee will be deployed along with the shift in 

charge of a plant where he will get exposure in terms of 

planning for a shift which normally includes raw material 

planning, ensuring the availability of required manpower, 

availability of machineries in good running condition, 

ensuring safety precautions and the desired production and 

productivity. The performance of the trainee will be monitored 

periodically and he will be given independent responsibility in 

managing a shift in the absence of any of the shift in charges. 

In case any shift in charge leaves the organization, he will be 

permanently deployed in the said position. Similarly, as a part 

of career planning, in case a production manager leaves the 

organization, the shift in charge who is very potential and 

competent among all the shift in charges will be elevated to 

the position of   production manager and the vacancy arose in 

the position of shift in charge due to the above elevation will 

be filled with the Company Trainee and thus the career growth 

of both the shift in charge and the Company Trainee are 

guaranteed. 

Also it is noteworthy to state here that absorbing the 

successful apprenticeship trainees as a company trainees is on 

need basis only and it is not mandatory to absorb all the 

apprenticeship trainees as company trainee every year. In such 

cases, the successful apprenticeship trainees may be assured 

with job opportunity in future whenever the vacancy arises.   

Hiring the candidates within the shortest radius of the 

manufacturing organization will ensure their continuation of 

service in the organization for a long period because of their 

strong social roots in the locality. 

V. CONCLUSION 

As discussed initially, in the contemporary business 

environment, the concepts of liberalization, privatization and 

globalization have impacted the organizations considerably 

and due to which the Indian Companies are facing hectic 

competition at global level. Hence, it is mandatory for every 

business to evolve new strategies, innovate new ideas and 

adopt unique approach in the day to day walks of business life. 

The strategy discussed above is an illustrative of HR function 

and similar such unique strategies to be adopted by HR 

functions in order meet the business objectives. Needless to 

say, it is a continuous endeavour of HR function to attract, 

develop and retain the talented employees who are one of the 

critical success factors of the business. 
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