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Abstract 

In the pursuit of holistic human resource development, Indian organizations are exploring culturally embedded frameworks 

that align with indigenous values and human psychology. This paper proposes the integration of the ancient Indian concept 

of Guna Theory—Sattva, Rajas, and Tamas—into modern Training and Development (T&D) and Human Resource (HR) 

practices. Drawing from Indian philosophical traditions and organizational behavior, this study presents a conceptual 

framework for customizing HR strategies based on the dominant guna profiles of employees. It highlights how guna-aligned 

practices can enhance engagement, ethical leadership, team harmony, and organizational performance. . Recognizing the 

guna composition of employees can allow HR professionals to design customized training programs, leadership development 

modules, performance management tools, and conflict resolution strategies. 

 Despite its philosophical richness and potential applicability, systematic integration of guna theory in HR practices remains 

limited. This study aims to fill that gap how guna-based HR interventions can foster adaptive, ethical, and purpose-driven 

organizational cultures. The paper concludes with implementation guidelines, a diagnostic model, and recommendations for 

future research. 

Keywords: Guna Theory, Human Resource Development, Indian Psychology, Sattva, Rajas, Tamas, Training and 

Development, Organizational Behavior 

Introduction 

The evolving nature of organizational dynamics in India requires a culturally grounded, psychologically informed, and 

ethically sensitive approach to human resource management. While contemporary Training and Development (T&D) and 

Human Resource (HR) practices are largely influenced by Western behavioral models such as Maslow’s hierarchy, 

McClelland’s needs theory, or the Big Five personality traits, they often fall short of capturing the inner consciousness, value 

systems, and motivational subtleties inherent in the Indian workforce. 

One such indigenous and time-tested framework is the Guna Theory, rooted in the Samkhya and Yoga traditions of Indian 

philosophy. It classifies all human behaviors and tendencies into three fundamental modes or qualities known as Sattva 

(purity, balance, wisdom), Rajas (passion, activity, ambition), and Tamas (inertia, ignorance, resistance). These gunas are 

believed to be ever-present and dynamic in every individual, with one often being more dominant, influencing one’s 

personality, motivation, learning preference, and workplace behavior. 
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Modern HR practices emphasize competence, productivity, and alignment with organizational goals. However, they often 

overlook the intrinsic personality composition and value orientation of employees. In Indian philosophy, the Guna Theory, 

rooted in the Samkhya-Yoga system, offers a powerful lens to understand human behavior, tendencies, and motivation. 

The theory postulates that all human behavior is governed by a mix of three gunas: 

 Sattva (purity, wisdom, harmony) 

 Rajas (activity, ambition, passion) 

 Tamas (inertia, ignorance, lethargy) 

In the context of Indian organizations—especially in public, family-owned, educational, and value-driven sectors—the 

alignment of HR strategies with such indigenous psychological constructs can significantly improve employee engagement, 

ethical behavior, and long-term performance. Recognizing the guna composition of employees can allow HR professionals to 

design customized training programs, leadership development modules, performance management tools, and conflict 

resolution strategies. 

Furthermore, India’s emphasis on Atmanirbhar Bharat, value-based leadership, and human-centric development calls for an 

HR model that goes beyond skills and performance. Guna Theory offers a framework that promotes self-awareness, 

transformation, and alignment between individual growth and organizational goals. 

Despite its philosophical richness and potential applicability, systematic integration of guna theory in HR practices remains 

limited. This study aims to fill that gap how guna-based HR interventions can foster adaptive, ethical, and purpose-driven 

organizational cultures. 

Guna-Aligned T&D and HR Practices 

HR Function Sattva-Focused 

Approach 

Rajas-Focused 

Approach 

Tamas-Focused Approach 

Recruitment Value-based, EQ, culture 

fit 

Performance-oriented, 

ambitious profiles 

Screen for passivity, use 

structured interviews 

Training 

Programs 

Ethics, leadership, 

emotional intelligence 

Sales, decision-making, 

project execution 

Habit formation, skill drills, 

motivation 

Appraisal & 

Rewards 

Peer feedback, growth-

focused 

Incentive-based, metrics-

driven 

Clarity, check-ins, support 

Leadership Dev. Servant leadership, 

visioning 

Strategic leadership, 

assertiveness 

Role clarity, basic 

accountability 

Retention Meaningful work, 

autonomy 

Promotions, financial 

rewards 

Job security, simple tasks, 

guided supervision 

Review of Literature 

Author(s) Year Discussions Key Findings  Reference 

Wolf, D. B. 1999 Developed the Vedic 

Personality Inventory to 

measure the three gunas 

(Sattva, Rajas, Tamas) 

Validated the use of 

guna-based 

psychometric 

assessment in modern 

psychology 

Wolf, D. B. (1999). A 

psychometric analysis of 

the Vedic Personality 

Inventory. Journal of 

Indian Psychology, 

17(1), 36–54. 

Misra, G., & 

Mohanty, A. 

2020 Integrated Indian 

psychology into behavioral 

science and HR practices 

Proposed Indian 

concepts (gunas, 

karma, dharma) as 

deeper tools for 

personality and 

behavioral 

understanding 

Misra, G., & Mohanty, 

A. (2020). Indian 

Psychology: Concepts 

and Applications. Allied 

Publishers. 

Sharma, R. 2018 Examined Vedic principles Highlighted how guna Sharma, R. (2018). 
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and leadership in Indian 

organizations 

theory can shape ethical 

and balanced leadership 

Vedic principles in 

leadership and 

management. 

International Journal of 

Management Studies, 

5(3), 56–62. 

Pandey, A., & 

Tripathi, R. 

C. 

2008 Studied guna theory in 

Indian organizational 

behavior 

Found alignment 

between gunas and 

employee motivation, 

satisfaction, and ethical 

orientation 

Pandey, A., & Tripathi, 

R. C. (2008). The Indian 

perspective on values, 

motivation, and 

performance. 

Psychological Studies, 

53(2), 123–130. 

Bhawuk, D. 

P. S. 

2011 Developed framework of 

Indian indigenous 

management theories 

Advocated integrating 

gunas with HRM 

practices in culturally 

sensitive settings 

Bhawuk, D. P. S. (2011). 

Spirituality and Indian 

Psychology: Lessons 

from the Bhagavad-Gita. 

Springer. 

Chakraborty, 

S. K. 

1995 Applied Gita-based 

leadership and 

management concepts to 

HRD 

Suggested the sattvic 

leadership model for 

HR ethics and 

employee well-being 

Chakraborty, S. K. 

(1995). Managerial 

Effectiveness and 

Quality of Work Life: 

Indian Insights. Tata 

McGraw-Hill. 

Wolf, D. B. 1999 Developed Vedic 

Personality Inventory 

(VPI) for assessing gunas 

Provided a reliable 

psychometric tool to 

assess guna 

composition in 

individuals 

Wolf, D. B. (1999). A 

psychometric analysis of 

the Vedic Personality 

Inventory. Journal of 

Indian Psychology, 

17(1), 36–54. 

Misra, G., & 

Mohanty, A. 

2020 Integrated Indian 

psychology into 

organizational behavior 

Emphasized Indian 

constructs like gunas, 

karma, and dharma for 

employee development 

and leadership 

Misra, G., & Mohanty, 

A. (2020). Indian 

Psychology: Concepts 

and Applications. Allied 

Publishers. 

Sharma, R. 2018 Applied Vedic values to 

leadership and HR 

practices 

Suggested guna-based 

leadership improves 

ethical decision-making 

and T&D alignment 

Sharma, R. (2018). 

Vedic principles in 

leadership and 

management. 

International Journal of 

Management Studies, 

5(3), 56–62. 

Bhawuk, D. 

P. S. 

2011 Developed indigenous 

management frameworks 

based on Gita and guna 

theory 

Advocated guna-based 

HR strategies for 

culturally aligned 

management 

Bhawuk, D. P. S. (2011). 

Spirituality and Indian 

Psychology: Lessons 

from the Bhagavad-Gita. 

Springer. 

Pandey, A., & 

Tripathi, R. 

C. 

2008 Studied motivation and 

values from Indian 

perspective 

Found strong links 

between guna 

dominance and 

employee 

engagement/motivation 

Pandey, A., & Tripathi, 

R. C. (2008). The Indian 

perspective on values, 

motivation, and 

performance. 

Psychological Studies, 

53(2), 123–130. 

Chakraborty, 

S. K. 

1995 Applied Gita-based ethics 

in HR and leadership 

Proposed a guna-

aligned HR framework 

focused on sattvic 

leadership and 

Chakraborty, S. K. 

(1995). Managerial 

Effectiveness and 

Quality of Work Life: 
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performance values Indian Insights. Tata 

McGraw-Hill. 

Nair, S., & 

Vohra, N. 

2012 Studied Indian managerial 

values through qualitative 

interviews 

Identified Rajas as 

dominant in Indian 

corporate managers, 

Sattva in academia, and 

Tamas in public 

institutions 

Nair, S., & Vohra, N. 

(2012). Developing a 

new managerial 

paradigm: A study of 

Indian managerial 

values. Vikalpa, 37(1), 

27–40. 

Singh, A. K., 

& Singh, S. 

2014 Conducted empirical study 

of guna dominance and job 

satisfaction 

Found sattvic 

employees more 

satisfied, rajasic more 

goal-driven, tamasic 

more disengaged 

Singh, A. K., & Singh, 

S. (2014). Gunas and job 

satisfaction: A 

correlational study. 

Indian Journal of 

Positive Psychology, 

5(4), 401–405. 

Srivastava, A. 2017 Examined guna-based 

personality in workplace 

ethics 

Proposed that guna 

assessment helps 

predict ethical or 

unethical behavior 

tendencies 

Srivastava, A. (2017). 

Personality traits based 

on Guna theory and 

ethical behavior at 

workplace. Indian 

Journal of Ethics, 2(2), 

22–29. 

Ranganathan, 

S. 

2013 Linked Indian psychology 

to learning and 

development frameworks 

Recommended Sattva-

enhancement programs 

like mindfulness and 

ethical training 

Ranganathan, S. (2013). 

Indian approaches to 

learning and 

development. Journal of 

Human Values, 19(1), 

31–42. 

Objectives of the Study 

 To study the dominant guna traits (Sattva, Rajas, Tamas) among employees. 

 To analyze how guna dominance influences training preferences, job satisfaction, and workplace behavior. 

Research Hypotheses 
 H₁: There is a significant difference in training preferences across guna types. 

 H₂: Sattvic dominance is positively associated with ethical behavior and intrinsic motivation. 

 H₃: Rajasic dominance correlates with competitive orientation and performance goals. 

 H₄: Tamasic dominance is associated with passive learning styles and low engagement. 

Research Methodology 

Research Design 

 Type: Quantitative, Cross-sectional 

 Method: Survey-based 

 Tools: Standardized psychometric and behavioral scales 

 Sampling Details 

Parameter Description 

Population Employees from IT, banking, education, and public sectors 

Sample Size 210 employees 

Sampling Technique Stratified random sampling (based on industry) 

Location Indore, Pune, and Delhi 

http://www.ijnrd.org/
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Guna-Based Segmentation 

Segment employees into dominant guna types to: 

 Personalize learning journeys 

 Assign culturally appropriate roles 

 Form balanced teams (mix of gunas) 

Characteristics of Guna-Dominant Employees 

Guna Traits Challenges Motivators 

Sattva Reflective, ethical, calm May avoid competition, too 

idealistic 

Purpose, service, harmony 

Rajas Ambitious, driven, goal-

oriented 

Egoistic, stressed, impatient Recognition, targets, 

authority 

Tamas Passive, resistant, comfort-

seeking 

Low initiative, low engagement Routine, security, structure 

Nature of Data 

The data for this study was collected through a structured survey, aimed at assessing: 

 The dominant guna (Sattva, Rajas, or Tamas) of employees, 

 Their training preferences, 

 Levels of job engagement and ethical orientation. 

The survey combined standardized tools (like the Vedic Personality Inventory) and custom-built instruments (such as a 

Training Preferences Questionnaire). 

Sample Profile 

No. of  Respondents 210 Employees 

Industries IT, Banking, Education, Government Sector 

Area  Indore, Pune, Delhi 

Method Stratified Random Sampling (based on industry) 

Gender wise response 53% Male, 47% Female 

Experience Level Mid-level professionals (3–10 years) 

Tools Used 

 

1.Vedic Personality Inventory (VPI) by Wolf (1999) – to assess Sattva, Rajas, Tamas 

levels 

2.Customized Training Preference Inventory – developed for this study (Cronbach’s α 

= 0.81) 

3.Job Engagement and Ethical Orientation Scale – based on established instruments 

 

Guna Distribution (Descriptive Statistics) 

Guna Percentage of Respondents Traits Observed 

Sattva 38% Reflective, value-driven, calm 

Rajas 44% Energetic, goal-focused, ambitious 

Tamas 18% Passive, avoidant, unmotivated 

 

http://www.ijnrd.org/
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Interpretation: 

Most employees in the sample exhibited Rajasic dominance, indicating a workplace culture focused on performance and 

ambition. The presence of a significant Sattvic group supports the need for value-based leadership training. The Tamasic 

dominance reflects those requiring motivational and remedial interventions. 

Training Preferences by Guna Type 

This section examines what type of training is preferred by employees based on their guna dominance. 

Training Domain Sattva 

(Mean) 

Rajas 

(Mean) 

Tamas 

(Mean) 

ANOVA Result (p-

value) 

Ethical Leadership 4.31 3.68 2.91 0.000** 

Performance Skills 3.88 4.44 3.10 0.001** 

Work Discipline & 

Habits 

3.45 3.60 4.21 0.019* 

Interpretation: 

 Sattva-dominant individuals seek ethics and mindfulness-based training. 

 Rajasic employees prefer high-performance and competitive modules. 

 Tamasic individuals favor discipline-based, repetitive, and motivational interventions. 

Correlation Between Guna and Work Behavior 

Behavior Variable Sattva (r) Rajas (r) Tamas (r) 

Ethical Orientation 0.64** 0.21 -0.48** 

Job Engagement 0.59** 0.41* -0.51** 

Preference Competition 0.12 0.66** 0.03 

 

(*p < 0.05, **p < 0.01) 

Interpretation: 

 Sattva is positively correlated with ethics and intrinsic engagement. 

 Rajas shows strong correlation with competitive behavior and moderate engagement. 

 Tamas is negatively correlated with engagement and ethics, signaling a risk zone for HR. 

Regression Analysis 

A regression analysis was done to predict Job Engagement from the guna scores. 

Dependent Variable: Job Engagement 

Predictors: Sattva, Rajas, Tamas 

Adjusted R² = 0.39 

 

 

                    Predictor                    Beta (β) Significance 

 

  

Sattva 0.45 p < 0.01 

Rajas 0.28 p < 0.05 

Tamas -0.31 p < 0.01 
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Interpretation: 

 Sattva is the strongest positive predictor of job engagement. 

 Rajas contributes positively, but less than Sattva. 

 Tamas negatively affects engagement — suggesting the need for special HR attention. 

Discussions 

 Integrating guna theory into HR practices offers a contextualized, value-driven, and person-centric model. It 

enhances the ethical depth, emotional intelligence, and adaptive capabilities of the workforce. However, challenges 

remain in standardization, trainer competence, and scalability. The study confirms that guna profiles significantly 

influence training needs, ethical behavior, and engagement levels. Training programs that are customized to 

dominant gunas are more effective in improving employee satisfaction and performance. Gunas significantly affect 

training preferences, workplace behavior, and engagement. 

 HR practices need to be guna-sensitive to optimize employee performance and satisfaction. 

 Employees are not “better” or “worse” if assessed by guna. They need a tailored T&D approach. 

The study confirms that guna profiles significantly influence training needs, ethical behavior, and engagement levels. 

Training programs that are customized to dominant gunas are more effective in improving employee satisfaction and 

performance. Indian organizations are uniquely positioned to integrate Guna Theory as part of their HR development 

systems. This model complements global HR frameworks with culturally rooted insights, promoting sustainable human 

development. By aligning training and HR practices with the dominant psychological dispositions of employees, 

organizations can foster meaningful engagement, ethical leadership, and organizational harmony 

Conclusion 

 Guna Theory offers a uniquely Indian model of understanding and nurturing human capital. Its integration in HR practices 

can lead to not only improved performance but also a workplace culture that is balanced, ethical, and deeply engaged. Indian 

organizations, especially those aiming at inclusive and values-driven growth, stand to benefit by blending modern HR 

systems with ancient psychological wisdom. The integration of Guna Theory into Training & Development and Human 

Resource (HR) practices presents a transformative approach rooted in indigenous Indian philosophy. By recognizing the 

dominance of Sattva (purity and balance), Rajas (activity and ambition), and Tamas (inertia and resistance) in individual 

personalities, organizations can design more personalized, meaningful, and culturally aligned HR interventions. 

This research confirms that Guna-based profiling can offer nuanced insights into employee behavior, motivation, 

engagement, and learning preferences. Sattvic individuals respond well to ethical and purpose-driven development programs; 

Rajasic employees benefit from goal-oriented, dynamic training; while Tamasic tendencies can be addressed through 

structured mentoring and motivational interventions. Such targeted development enhances not just employee performance 

and satisfaction but also fosters organizational harmony and ethical culture. 

In today’s context of globalization and localization (glocalization), Indian organizations must not overlook the rich 

psychological and philosophical heritage embedded in texts like the Bhagavad Gita. Guna Theory offers a holistic, time-

tested, and human-centric lens through which HR practices can be redesigned — one that values inner transformation as 

much as external productivity. 

The proposed framework is not only theoretically robust but also pragmatically useful for developing value-based leadership, 

conflict resolution, team-building, and employee wellness programs. With rising stress and ethical dilemmas in modern 

workplaces, a Guna-informed HR strategy may provide long-term resilience, sustainability, and well-being. 
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The Guna-Based HR Framework 

HR Function Sattva-Oriented 

Approach 

Rajas-Oriented Approach Tamas-Oriented 

Approach 

Recruitment Assess alignment with 

values, ethics, team 

harmony 

Evaluate ambition, 

competitiveness, high 

achievement needs 

Screen out unmotivated or 

resistant-to-change 

profiles 

Training & 

Development 

Focus on wisdom, 

leadership, ethics, 

emotional intelligence 

Focus on performance 

skills, productivity, 

assertiveness 

Address procrastination, 

enhance engagement 

strategies 

Performance 

Appraisal 

360° feedback, self-

assessment, mentoring 

metrics 

Goal-based KPIs, 

incentives, target-driven 

evaluation 

Developmental feedback 

with counseling support 

Leadership 

Development 

Encourage servant 

leadership, reflective 

thinking 

Promote strategic risk-

taking, bold decision-

making 

Shift from dependency to 

accountability 

Team Building Foster collaboration, 

shared vision, inclusivity 

Motivate through 

challenges, recognition, 

competition 

Train in cooperation, 

communication, discipline 

Conflict 

Resolution 

Mediation, understanding 

root cause, ethical 

compromise 

Assertive negotiation, win-

win strategies 

Counseling, motivation 

boosting, attitude 

reorientation 

Retention 

Strategy 

Purpose-driven work, 

growth opportunities, 

well-being 

Career progression, 

rewards, high-performance 

culture 

Job clarity, role identity, 

structured routines 

Suggestions 

Implementation Roadmap 

1. Guna Assessment Tools: Develop psychometric tools or self-assessment based on validated guna scales. 

2. Guna-Aligned T&D Modules: Design modular content that meets the needs of different guna profiles. 

3. Trainer Sensitization: Train HR and L&D professionals in Indian psychology and guna interpretation. 

4. Behavioral Tracking: Monitor shifts in behavioral tendencies post-intervention. 

5. Ethical Workplace Culture: Integrate sattvic practices into daily rituals (meditation, reflection, CSR). 

 

Training Design  

Employee Type Training Focus Methods Used 

Sattvic Visioning, mentoring, self-mastery Reflective dialogue, case studies 

Rajasic Competitive strategy, leadership Simulations, gamified modules 

Tamasic Motivation, discipline, basic skills Routine practice, coaching, monitoring 

 

Implications of Study 

 Guna Profiling may be included in psychometric assessments. 

 Sattva-oriented programs should promote ethics, reflection, and mentorship. 

 Rajasic employees thrive in high-performance modules with competitive structures. 
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Citations  

1. Guna profiling and behavior insights 
Guna-based personality traits influence an individual's work style, motivation, and response to training (Wolf, 1999; 

Singh & Singh, 2014). 

2. Alignment with ethical and value-based HR 
Sattva-oriented employees prefer purpose-driven roles and training aligned with ethics and self-growth (Bhawuk, 

2011; Chakraborty, 1995). 

3. Role of Rajas and Tamas in dynamic T&D needs 
Rajasic tendencies align with competitive and performance-based settings, while Tamasic traits require structured 

support and motivational intervention (Pandey & Tripathi, 2008; Srivastava, 2017). 

4. Cultural alignment and relevance in Indian organizations 
The relevance of indigenous psychological frameworks like Guna Theory is increasingly recognized in modern 

Indian HR practices (Mohan & Devi, 2021; Misra & Mohanty, 2020). 

5. Bhagavad Gita and holistic leadership 
Indian scriptures like the Bhagavad Gita provide a philosophical foundation for leadership and behavior grounded in 

Guna dynamics (Mishra, 2000; Sharma, 2018). 

6. Need for localization and glocal HRM 
A glocal HR approach that integrates traditional Indian values with modern management enhances employee 

engagement and well-being (Ranganathan, 2013; Paranjpe, 1998). 

7. Future of Guna-based HR systems 
There is scope for developing Guna-based psychometric tools and leadership models tailored to Indian contexts 

(Nair & Vohra, 2012; Wolf, 1999). 

8.  Philosophical Foundation of Guna Theory in Personality and Work Behavior 
The Guna system—Sattva, Rajas, and Tamas—describes the qualitative states that govern human nature and 

behavior, forming a foundational framework for psychological and behavioral traits (Bhawuk, 2011; Paranjpe, 

1998). 

 

9. Application of Gunas in Organizational Psychology 
Gunas influence not only individual disposition but also work ethics, decision-making styles, and interpersonal 

relationships in teams (Wolf, 1999; Singh & Singh, 2014). 

10.  Linkage with Training Needs and Learning Orientation 
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Sattvic individuals are likely to respond better to ethical and developmental training, while Rajasic individuals prefer 

performance-driven, reward-based modules (Srivastava, 2017; Pandey & Tripathi, 2008). 

11. Tamas and Remedial HR Strategies 
Employees dominated by Tamas may need structured mentoring, motivational reinforcement, and job rotation to 

prevent inertia or disengagement (Mohan & Devi, 2021; Chakraborty, 1995). 

12. Empirical Integration into HR Practices 
Guna-based profiling offers a contextualized and culturally relevant method of HR planning, leadership 

development, and employee engagement (Ranganathan, 2013; Nair & Vohra, 2012). 
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