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Abstract

This paper examines the Human Resource Management System of Indian Railways, which is one of
the world's largest employers with 1.3 million employees. Despite the recent advancements made
toward digitalization, there are some tremendous challenges the HRMS faces including outdated
technology, inefficient recruitment, inadequate training programs, and an unwieldy performance
appraisal system. All these shortcomings contribute to operational inefficiencies and low employee
satisfaction, which ultimately affect organizational productivity. Utilizing the qualitative methodology,
the paper uses secondary data from annual reports, government publications, and employee surveys.
Key concerns of the HRMS are identified and their criticality assessed. Recent data shows that average
time taken to recruit has increased by a whopping 20% with a dismal employee satisfaction rate of only
35% with the performance appraisal system. Important areas of reformation clearly reveal the
imperative demand of an all-round, integrated HRMS that can perform multiple tasks in an efficient
manner. Improving recruitment and training processes with the aid of technology, a new structure for
performance appraisal, and delivering high payroll management efficiency are the suggested solutions.
More transparencies and efficiencies will be facilitated for Indian Railways while integrating HR
services into one single digital platform. The paper aims to derive action recommendations to rectify
existing inefficiencies as well as bring the HRMS in line with the best practices in HRM as it exists
today and ultimately contribute to an engaged and productive workforce.

Keywords: Human resource management system (HRMS), recruitment efficiency, Indian railways,
digitalization, employee satisfaction

Introduction

HRMS is most critical for the entire core functions of recruitment, payroll, performance
appraisal, training, and managing employee grievances. Though criticality is attached to it,
the HRMS of Indian Railways had been suffering from its legacy systems, primitive
processes, and lack of integration, impacting operational efficiency and engagement of the
employees. Modernization is of the hour, with unprecedentedly rapid technological
development beckoning it forth. The challenge of HRMS in Indian Railways with its
underlying facts and figures would be identified, and innovative solutions suggested making
it more effective and responsive to the need of the hour of employees in the process. One of
the largest employers in the public sector, globally, Indian Railways employs more than 1.3
million employees, and also one of the most extensive and complicated railway systems
globally. Essentially, HRMS allows this dispersed manpower to be managed, which makes
up the bulk of Indian Railways operating across several zones, divisions, and departments. It
covers a variety of tasks such as hiring, payroll, performance appraisal, training, and
grievances relating to employees. Nonetheless, despite its scale and influence, Indian
Railways' HRMS is still replete with many issues that bar it from functioning well and
increasing the overall productivity of the organization. This paper will discuss the problems
of the Indian Railways HRMS by talking about shortcomings, old procedures, and
technological lags that appear to impede smooth performance within the railway sector. This
paper will analyze the impact of these problems on workforce administration with the help of
secondary data drawn from case studies, year-by-year reports, and government publications.
It will also study possible reforms and solutions in order to modernize and work stream the
HRMS to meet the needs of an ever-changing workforce within a rapidly changing
technological scene.
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Overview of Human Resource Management System in
Indian Railways

Indian Railways operates on a decentralized management
structure, organized into zones, divisions, and departments.
There is an enormous workforce consisting of Group A
officers to Group D workers, performing fundamental jobs.
HRMS is highly essential in streamlining the operations in
the various functions of recruitment, promotions, payment
of salary, leave, training, performance appraisal, and
employee welfare. However, the biggest challenge that the
organization faces is its sheer size; managing data for such a
humongous number of employees spread across different
geographical locations and departments is quite tough. The
several HR functions that are consolidated are also not at the
mark. Most HR activities continue to be manual or partial
digitalization, which continues to hamper operational
efficiency and causes delays. Hiring also takes longer than it
should, and errors can creep into the payroll process,
thereby decreasing employee satisfaction and productivity.
The HRMS also suffers from a lot of issues of employee
engagement since the entire information platform is
integrated into career progression, benefits, and training,
thus portraying obscurity and distrust in the HR processes.
Of course, the lack of transparency runs to affect morale and
retention, but it is not the only obscurity carried by the
system. In short, though Indian Railways HRMS handles its
mammoth force so efficiently, it is in dire need of further
efficiency in handling the issues of data management and
system integration as well as employee engagement.

Literature reviews

Challenges in the HRMS of Indian Railways

1. Outdated Recruitment and Talent Acquisition Process
Indian Railways' recruitment process is often described as
slow, bureaucratic, and inefficient. According to Mishra and
Sharma (2019) I, the recruitment cycle in Indian Railways
is prolonged due to its reliance on manual processes and a
hierarchical approval system that leads to delays and
bottlenecks. They argue that this slow process has led to
vacancies in crucial positions, directly impacting operational
efficiency. In addition, Kumar et al. (2021) ! highlight that
the recruitment process lacks competency-based assessment,
often prioritizing seniority over relevant skills, which has
led to skill gaps within the organization.

2. Performance Management and Appraisal Systems
Employee dissatisfaction with performance appraisal
practices is a recurring theme in the literature. Singh and
Patel (2020) 81 discuss the challenges with Indian Railways’
performance appraisal system, noting that it is often
influenced by subjective judgments and lacks objectivity.
The authors suggest that the current system fails to provide
regular feedback to employees, which limits opportunities
for skill development and promotion. Additionally, Pandey
(2021) Bl emphasizes that the appraisal system in Indian
Railways does not incorporate modern evaluation
techniques, such as 360-degree feedback, which are
essential for a fair assessment in large organizations.

3. Training and Development Gaps

Effective employee training is critical to maintaining an
efficient workforce, especially in a technologically dynamic
environment. Srivastava (2020) ! notes that Indian
Railways struggles to provide timely and relevant training to
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its employees, especially those located in remote zones. The
traditional model of physical training centers fails to meet
the needs of the organization, as the logistical challenges of
providing training to employees across diverse locations
create a significant gap. Similarly, Saxena (2022) [ points
out that despite the increasing need for digital skills, Indian
Railways has not fully embraced e-learning platforms,
leading to skill stagnation.

4. Grievance Redressal Mechanism

The grievance redressal mechanism in Indian Railways has
been critiqued for being slow and inefficient. According to
Tripathi and Yadav (2018) 9 employees have to go
through multiple bureaucratic layers to raise grievances,
which results in long resolution times. They suggest that the
centralized nature of grievance handling leads to employee
dissatisfaction and impacts morale. A more recent study by
Gupta (2021) ™ highlights the importance of a decentralized
grievance system, noting that employee grievances,
particularly regarding salary discrepancies and promaotions,
often remain unresolved for extended periods, causing
frustration among the workforce.

Opportunities for Improvement in the HRMS of Indian
Railways

1. Digital Transformation and System Integration
Several studies advocate for digital transformation within
Indian Railways' HRMS to streamline HR functions and
reduce administrative burdens. According to Mehta and Roy
(2020) B, integrating digital tools in HR processes—such as
recruitment, payroll, and performance appraisal—could
significantly improve efficiency and reduce human error.
They emphasize the need for a centralized digital platform
that allows HR managers and employees to access real-time
data, enabling faster decision-making and transparency.
Similarly, Sharma and Das (2022) [l recommend the use of
cloud-based HR systems to enhance data accessibility and
security, especially given the large employee base.

2. Competency-Based Recruitment and Talent
Development

Kumar et al. (2021) 1 argue for a shift from seniority-based
recruitment practices to a competency-based model, which
would allow Indian Railways to recruit skilled candidates
who meet the specific demands of the job. They also
advocate for the use of artificial intelligence (Al) in the
recruitment process to expedite candidate screening and
enhance the quality of talent acquisition. The authors
suggest that Al could streamline recruitment processes by
automatically assessing candidates’ skills, thus reducing the
recruitment cycle’s duration and improving workforce
quality.

3. Implementing Modern Performance Management
Systems

There is broad support in the literature for modernizing the
performance appraisal system in Indian Railways. For
instance, Singh and Patel (2020) [® propose implementing
performance management tools such as key performance
indicators (KPIs) and continuous performance tracking.
These tools, the authors argue, would provide objective
measures of employee performance, allowing for a fairer
and more transparent appraisal process. Additionally,
Saxena (2022) 1l suggests introducing 360-degree feedback
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mechanisms to ensure that employees receive constructive
feedback from multiple stakeholders, fostering a culture of
continuous improvement.

4. Leveraging E-Learning for Employee Training

Digital training platforms present an opportunity to
overcome training gaps and ensure consistent skill
development. Srivastava (2020) ! notes that e-learning
modules could be particularly useful in bridging training
disparities across zones, enabling employees to access
learning resources remotely. Mehta and Roy (2020) [l
highlight the potential for personalized training programs
based on employees’ roles, which would ensure that
employees acquire skills relevant to their positions. Such e-
learning initiatives could significantly improve productivity
and employee engagement.

5. Decentralized Grievance Handling and Transparency
To improve grievance redressal, several authors recommend
a decentralized and transparent grievance-handling system.
Tripathi and Yadav (2018) [ suggest that regional
grievance handling centers equipped with digital tools could
expedite resolution times and enhance accountability. Gupta
(2021) ™ argues that decentralizing the grievance process
would reduce backlogs and foster trust among employees,
leading to higher morale and engagement. Transparency in
grievance handling is particularly essential for building a
fair workplace, as it ensures that employees feel heard and
valued.

Objective

1. ldentify the main issues facing Indian Railways' Human
Resource Management System (HRMS).

2. Describe how these issues affect organizational
productivity and labor management.

3. ldentify weaknesses within the rating system that
assesses performance, payroll management complexity,
and weaknesses in hiring and training.

4. Provide actionable recommendations that can form the
basis for a streamlined, merit-based HRMS that may
promote employee satisfaction, thereby enhancing
organizational performance

Research Methodology

This paper would be a qualitative study based on secondary
data retrieved from official publications, employee surveys,
annual reports, and the case studies pertaining to Indian
Railways. Based on key HR metrics such as grievance
resolution rates, employee satisfaction scores, training
coverage, and recruitment timelines, critical analysis has
been carried out. It is worth noting that the broad patterns
and trends revealed in the quantitative analysis of the data
shed light on the systemic shortcomings of the HRMS. The
findings will help drive a set of recommendations designed
to HR processes in such a manner that it provides an
efficient, transparent, and employee-centric management
system. It ensures a proper understanding of the current
state of affairs within Indian Railways with regard to the
handling of HR work by facilitating further change within
proper parameters.

Data Analysis and Interpretation
This study uses secondary data in the form of yearly reports,
employee survey reports, and case studies to assess the
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present situation of Indian Railways' HRMS. The article
tries to provide a holistic assessment of the overall
performance of the system by taking into account some
important variables- grievance redressed rates, happiness
quotient (Employee happiness), trainings or training
coverage and recruitment times. These data points call for
improvement in the HR procedures due to inefficiencies and
loopholes. Data tables and graphs will be used to illustrate
findings to facilitate better comprehension and
understanding.

a. Recruitment Times

One of the most crucial responsibilities assigned to the
HRMS at Indian Railways is the recruitment of people for a
wide range of positions in the organization. On the other
hand, secondary data based on reports from Indian Railways
during five years show an increase in recruitment times to a
very significant extent.

Data Interpretation

In 2017, the average time taken to complete the recruitment
cycle from the job announcement to on boarding was
approximately 12 months.

By 2022, this figure had risen by 20%, with the average
recruitment time now standing at 14.4 months.

The need for Indian Railways is always on the rise and
dynamic, and this increase in recruitment time per se poses a
problem. Bureaucratic roadblocks, human application
processing, and the acute deficiency of automated candidate
screening and short listing technologies are causing delays.
Such high deadline periods may finally end with openings in
key positions, something that would detract from the
operating effectiveness of Indian Railways

Table 1: Average Recruitment Time over the Last Five Years
(2017-2022)

Year Average Recruitment Time(in months)
2017 12

2018 12.6

2019 13

2020 13.2

2021 14

2022 14.4

A line graph showcasing the upward trend in recruitment
time can visually highlight the growing inefficiency in the
recruitment process.

b. Employee Satisfaction with Performance Appraisal
System

The performance appraisal system is another critical HR
function that directly impacts employee morale,
productivity, and retention. Employee satisfaction surveys
conducted across various zones of Indian Railways reveal
dissatisfaction with the current performance appraisal
mechanism.

Data Interpretation

Only 35% of employees reported being satisfied with the
existing performance appraisal system.

The remaining 65% expressed concerns over the
subjectivity and lack of transparency in the appraisal
process.
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A significant portion of employees (48%) felt that
promotions were not based on merit but rather on seniority
or personal bias.

These findings suggest that current performance
management systems fail to recognize and reward the work
of employees, thus increasing dissatisfaction and
disengagement. A deficient rating system discourages not
only the best performers but can also decrease overall
productivity.

Table 2: Employee Satisfaction with the Performance Appraisal

System
Category Parentage of Employees
Satisfied 35%
Dissatisfied 65%
Believe Promotion on merit-based 52%
Believe Promotion are biased 48%
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By 2022, the resolution rate had dropped to 45%, with many
grievances remaining unresolved for extended periods.

The primary reasons for the decline include the centralized
and bureaucratic grievance handling process, a lack of
accountability, and an over-reliance on manual processes for
recording and tracking grievances.

This drop in grievance resolution rates has resulted in
growing employee dissatisfaction and an increasing number
of unresolved disputes, particularly regarding promotions
and salary discrepancies. The inefficiency of the grievance
handling system also points to the urgent need for
decentralization and digitalization to ensure faster and more
transparent resolutions.

Table 4: Grievance Resolution Rates over the Last Five Years
(2017-2022)

A bar table can effectively demonstrate the disparities in
employee satisfaction and highlight the key concerns
regarding the appraisal system.

c. Training and Development Coverage

Training and development are essential for improving
employee skills, especially in a technology-driven
organization like Indian Railways. However, data from
Indian Railways’ internal audits and case studies show that
the current training programs are inadequate, with a
significant number of employees not receiving regular
training.

Data Interpretation

Only 40% of employees receive regular skill development
and training programs, while 60% of employees report that
they have not been up skilled in the past two years.

The training coverage is particularly low in remote zones,
where employees have limited access to physical training
centers.

Digital training modules, which could bridge this gap, are
not being utilized to their full potential. Only 15% of the
workforce has access to digital learning platform.

This lack of consistent training has led to skill gaps,
particularly in new technologies and operational best
practices, which ultimately affects the efficiency of Indian
Railways.

Table 3: Training Coverage among Employees

Training Percentage of Employees
Regular Training 40%
No Training(past 2 year) 60%
IAccess of Digital Training| 15%

d. Grievance Resolution Rates

The grievance redressed mechanism within Indian Railways
is an essential aspect of workforce management. It ensures
that employee concerns related to payroll, promotions,
transfers, and workplace issues are addressed in a timely
manner. However, secondary data highlights that grievance
resolution rates have significantly declined over the past few
years.

Data Interpretation
In 2017, approximately 75% of grievances were resolved
within the stipulated time frame of three months.

Year Grievance Resolved (iin %)
2017 75
2018 70
2019 65
2020 55
2021 50
2022 45

Challenges and Critical Issues

Workforce Management

The Indian Railways faces significant challenges in
managing its vast workforce, with corruption and political
interference being persistent issues that affect operational
efficiency[(ForumlAS
Blog)](https://forumias.com/blog/answered-highlight-the-
present-challenges-faced-by-indian-railway-considering-
the-national-rail-plan-2030/). Political appointments and
interference in recruitment processes have led to
compromised merit-based selections. The reservation
system, while ensuring social justice, sometimes creates
complexities in maintaining operational excellence. The
organization's financial sustainability is severely tested by
escalating personnel costs, which have increased
substantially while passenger fares remain relatively
stagnant[(Shaheel,
A)](https://mww.slideshare.net/arveen/indian-railways-hr-
challenges-and-solutions). This imbalance has forced the
railways to cross-subsidize passenger services through
freight revenues, ultimately driving freight traffic toward
road transport. The organizational structure, largely
unchanged since the British era, remains rigid and
hierarchical, impeding quick decision-making and
innovation. The diversity of India's linguistic landscape also
poses communication challenges between different railway
zones, affecting coordination and operational efficiency.

Safety and Training

Safety remains a paramount concern for Indian Railways,
with human error and inadequate infrastructure contributing
to accidents and operational incidents, The implementation
of modern safety systems has been hampered by budgetary
constraints and technological adoption challenges. The
organization has recognized the critical need for
comprehensive training programs to address these safety
concerns. The Rail Kaushal Vikas Yojana and
apprenticeship programs have been introduced to enhance
workforce skills and safety awareness. However, the
training infrastructure requires significant modernization to
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meet contemporary requirements. The implementation of
the Human Resource Management System (HRMS) has
faced resistance to change and connectivity issues in remote
locations, affecting the effectiveness of training programs.
Additionally, the integration of new technologies
necessitates continuous updating of training modules and
methodologies to ensure workforce competency.

Summary of Key Insights

The data analysis reveals several critical issues plaguing the

Human Resource Management System in Indian Railways:

1. Recruitment Delays: The recruitment cycle has
become lengthier, with a 20% increase in average
recruitment times over the last five years. This
inefficiency is primarily due to the reliance on manual
processes and a lack of digital tools for recruitment.

2. Employee Dissatisfaction: A significant portion of
employees (65%) are dissatisfied with the current
performance appraisal system. This dissatisfaction
stems from a perceived lack of transparency and merit-
based rewards.

3. Training Gaps: A large percentage of employees
(60%) have not received any training in the past two
years, with low coverage in remote zones. The limited
use of digital platforms exacerbates this problem,
leaving many employees without access to necessary
skills development.

4. Declining Grievance Resolution Rates: Grievance
resolution rates have dropped by 30% over the last five
years, with only 45% of grievances being resolved on
time in 2022. This decline is due to a slow, centralized
grievance handling process that lacks accountability
and digital tracking.

The data highlights the need for comprehensive reforms in
the HRMS of Indian Railways to address these
inefficiencies. These include the digitization of HR
functions, the introduction of competency-based
recruitment, and the decentralization of grievance handling
to improve resolution times.
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