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INTRODUCTION

This course, BUS 809 - Human Resource Managemeat tiso (2)
credit unit and a second semester course availatasters of Science
students in the Faculty of Management Sciences.cbhese is made up
of four (4) modules with each module consistingieé (5) units each
covering practically all  the different aspects Wiman Resources
Management.

Organizations’ today face many challenges in theagament of their
human resources. Every month brings media reportsrganizational
reengineering, restructuring, delayering, outsoggci workforce
diversity and downsizing. Most of these change-rgangnt strategies
have implications for human resource managemehe plrpose of this
course is to provide understanding of developmemtshe field of
human resource management, that managers of oaganizwill
increasingly face. Most students who take humaaureg management
(HRM) courses will not necessarily become human esource
generalists or specialists. But it is an accepaet today that everyone
who works in any organization will come in contadth HRM, (both
effective and ineffective). Those who become opegatanagers must
be able to manage human resource activities, becasselemental
management functions, they can have major consegsefor every
organization. The overall aim, therefore, of thitse on HRM is to
introduce the student to the fundamentals of mawgpgeople in
organizations. Human resource is considered tadaiie most valuable
but problematic resource available to managemehat\hakes it such
a vital resource? How is it being managed? How tabe best
managed? Who should manage it? Traditionallymiésmagement was
viewed as the exclusive role of the personnel managave changes
occurred in the management of this vital resoutte@ll be necessary
therefore that the student is introduced, not dolythe various core
functions involved in the management of people, bumhose
responsibility it is to do so, both efficiently apffectively.

COURSE OBJECTIVES

The overall aim of the course can be summarizedtesducing you, the
student, to the basic concepts, scope and processE&M. This will be
achieved in the following ways:
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1. Introducing you to the essential areas of HRM,;

2. Treating you to concepts and principles relating ttoe
management of people in organization;

3. Presenting HRM in the context of how it contributés
organizational effectiveness and efficiency;

4, Making you gain a clear understanding of how eaepasate
HRM function is consistent and supportive of thepooate

strategy through which an organization achievesgaals and
objectives.

COURSE LEARNING OUTCOMES

To achieve the broad aims set out above, the cabgetives are set
out below. Each of the separate units of the coals®ehas its objectives
at the beginning of the unit, to guide your focus.

Once you have successfully completed the courgeekpected that you
should be able to do the following:

1. Understand and critically discuss the many waywhich HRM
contributes to the success and survival of an azg#an.

2. Gain a good insight into the theoretical discussiatout the
dynamics of human resource management.
3. Discuss fully the various strategies that ag@ament need to

put in place to ensure effectiveness in the adgunisiutilization,
training and development, maintain and reward eygde in
your organization.

4, Identify and contribute to better decisions abdwe tesign of
strategies for organizing cooperation and managagflicts in
workplace labour management relations.

STRUCTURE OF THE COURSE
This is a two credit units course made up of twestiygly units. The
course is made up of entry study units coveringahewing four broad

areas of personnel/human resource management:

The specific study units are as follows:
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Module One: Introduction to HRM

Unit 1: The Scope of Human Resource Management
Unit 2: Human resource management

Unit 3: Human resource planning

Unit 4: Planning for organizational entry

Unit 5: Communication for effective management

Module Two: Staffing the organization
Unit 1: Strategies and Management Practices in Maep Planning

Unit 2: Attracting a pool of applicants

Unit 3: Assessing and selecting human resources
Unit 4: Managing performance
Unit 5: Performance appraisal systems

Module Three: Empowering and rewarding employees
Unit 1 Career Planning and Employee Welfare

Unit 2: Employee's training and development
Unit 3: Motivation of employees at work
Unit 4: Job evaluation

Unit 5: Reward systems

Module Four: Labour-management relations
Unit 1: Industrial relations context

Unit 2: Discipline and disciplinary procedures
Unit 3: Grievance procedures

Unit 4: Collective bargaining

Unit 5: Managing employee's organizational exit

The first five units concentrate on basic conceptad theoretical
discussions relating to the nature and dynamichwhan resource
management process and the need to adopt a plasnepposed to a
firefighting approach to HRM.

The focus of the next five units is on staffing tbeganization and
putting in place effective structure and procestas performance
measurements and appraisal of employees' perfoemamaheir jobs.
The next five units address the principles and ggses aimed at the

Vi
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achievement of systematic approach to human resowaining and
development, and motivating and rewarding employeessustained
productivity.

Finally, the last five units discuss critical issuen labour-management
relations, and the hitherto neglected function cdnaging people -
organizational exit.

ASSESSMENT
There will be two aspects to the assessment afdbese:

1. Continuous assessment - Tutor-marked assignmeklta$)
2. The written examination - of 3 hours duration

TUTOR-MARKED ASSIGNMENTS (TMAS)

In attempting the assignments, you are expectedutiize the

information on concepts, theories and practicehegatl during the
course. Each assignment, which you will find irseparate booklet,
should be submitted to your assigned tutor, bydimeoff date to be
decided by-the National Open University authoritffhe assignment
will count for 30% of your total course mark. Yoreaequired to submit
four (4), one from each module assignments inaaifdur tutor (unless
the university authority gives a counter directoreTMAS). You will be

assessed based on the best TMAs with the highesesscEach
assignment would count for 10% towards your totals.

EXAMINATION

The final examination for the course will be ofdérhour duration and
count for 70% of the total course grade. Typicalyf areas of the
course will be assessed during the examinatiotudinoy the safety and
welfare of their employees. It is in this respéxttline managers could
be said to be their own personnel managers. le@dihe managers who
have the immediate and direct responsibility fofeeive personnel
functions.

The growing importance and awareness of human resassues at the
strategic level in organizations has raised a nurmbeuestions about
the role of line managers in recent years. Key @spiethis is who now
has responsibility over human resources managefmections?

Vil
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Specifically, to what extent has the role of a lImanager changed?

Recent debate has suggested that human resouristodedy being

pivotal to the core performance of businessréyt 1992), becomes
a central concern of line managers, eraging them to assume
more responsibilities for staff decisions, as oggo# relying on the
expertise of specialist personnel advice. As allresf the recent

developments, it is suggested that people’s managens now

integrated with organization’s corporate and openal decision

making, rather than being merely espoused in affigolicies that may
fail to meet operational needs.

Consequently, more and more of personnel functitrasltionally the
domain of the personnel managers, have passedettingn manager,
who are, Afterall, responsible for coordinating amlrecting all
resources in their business units, including humesources, in the
pursuit of the strategic objectives of the entesgsi It should be noted,
however, that if the human resources functiond@itee effective, there
has to be a good teamwork, co-operation and catguitbetween line
managers and human resource managers.

Whatever the respective roles of the personnel gesaand line
managers, the personnel function can only be efedtit is based and
implanted on sound policies and procedures. Iita be implanted
effectively, it requires the commitment oral mensbef staff, whatever
their duties or positions within the organizationBecause of its
elemental nature - it permeates all levels of omgion and all phases
of its operation - it cannot be the sole respohgimf selected members
of staff, it must therefore be viewed as a shaesgansibility among top
management, line managers and supervisors andetisermel(human
resources) manager.

viii
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MODULE 1 INTRODUCTION TO HRM

Unit 1 The Nature and Scope of Human Resource Emant
Unit 2 Human Resource Management

Unit 3 Human Resource Planning

Unit 4 Planning for Organizational Entry

Unit 5 Communication for Effective Management

UNIT 1 The Nature And Scope Of Human Resource
Management

Unit Structure

1.1  Introduction

1.2  Learning Outcomes

1.3 Nature and Scope of Human Resource
1.3.1 The Management Process
1.3.2 Understanding Human Resource Management
1.3.3 The Human Resource Manager’s Proficiencies
1.3.4 The importance of Human Resource Manageneerat

Managers.

1.4  Summary

1.5 References/Further Readings/Web Resources

1.6 Possible Answers to Self-Assessment Exercises

€2
2 N1.1 Introduction

This unit introduces you to the discipline - HumdResource
Management, it gives you an overview of what humesources is all
about, its scope and the different roles or fumdithat make up human
resource management, the four major proficienciésthe human
resources manager and why Human Resource Managé&mergortant
to all managers.

@1.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain what human resources is, its nature anstidpe

o Enumerate the concepts and the technigues HumaauRes
Management needs to perform the people managgaient

o State and explain the four major proficiencies lbé thuman

resource manager
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o Write a short note that addresses the importanddRi¥l to all
Managers.

Nature and Scope of Human Resource
1.3.1 The Management Process

According to Dessler (2008), most experts agreettiwae are five basic
functions all managers perform which are plannstgtfing, leading and
controlling and these functions are collectivelyfereed to as
Management Process On the other hand some other experts have
identified the functions that managers perform fasir which are
planning, organizing, motivating and controlliigicks & Gullett,
1981). The difference between the two views liestaffing and leading

or organizing and motivating.

If you study closely the processes involved infstgfand leading, you
will discover that staffing involves organizing .i.placing people in
departments, dividing work among them and givirgmhauthority to do
that work. Leading on the other hand involves waithg people; this
is because managers work with people, they mieste conditions that
encourage employees to perform their jobs well.

It will be right to say all these functions are aticompassing, so if you
refer to the functions of managers as comprigtanning, staffing,
leading and controlling, you are right and if you refer to them as
comprisingplanning, organizing, motivating and controlling, you are
equally right.

For the Purposes of this course, Human Resourceadsment, our
focus will be on one of these functions whichSimffing. Staffing or
Personnel Managementis basically what Human Resources is all
about.

1.3.2 Understanding Human Resource Management

Human Resources Management is the process of awgjutraining,
appraising and compensating employees and of atignal their labour
relations, health, safety, and fairness concermsg@r, 2008). In order
to perform the personnel or the people managenwntthe human
resource manager will require the following consephd techniques
stated below:

i Job analysis- this helps to determine the natuesaoh
employee’s job.
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i. Planning labour needs and recruitment of job caatdil
ii. Selection of job candidates
iv. Orientation and the training of new employees

V. Managing wages and salaries of employees

Vi. Providing incentives and benefits

Vii. Performance appraisal

vii.  Communication — interviews, counseling and disomli
iX. Training and Development

X. Building employee commitment

The manager should also know about:

. Equal opportunity and affirmative action
. Employee health and safety
. Handling grievance and labour relations

From the definition, concepts and techniques aaidd above, it
IS easy to understand th®&cope or the Span of Human
Resource Managementas shown in Figure,lwhich can be
grouped under the following interrelated topicschiare:

I Recruitment and Placement

. Training and Development

iii. Compensation

\2 Employee Relations

Y ar
//
¥ 4
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Figure 1: Scope of Human Resource Management
Sourcehttps://tragg.com/blog/what-is-human-resource-manant-
scope-objectives-and-importance/

Self-Assessment Exercise 1

Define Human Resource Management with particulégreace to its
scope.
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1.3.3 The Human Resource Manager’s Proficiencies

Changes are occurring every day in the society padicularly in
different organizations in the society. These cleanghich are largely
as a result of globalization has brought about ncorapetition, thereby
requiring human resource managers to play an isgrgly crucial and
challenging role in managing companies. Therefdoe, the human
resource manager to be able to execute his rakdesaorily, one study
as cited Dessler (2008) found four categories ofigencies a human
resource manager must possess. These four categories of
proficiencies are:

1. Human Resource Proficiencies -these represent traditional
knowledge and skills in such areas as employeectgate
training and compensation.

2. Business Proficiencies —these reflect HR professional
strategic role which involves assisting the top aggment team
in strategic planning, marketing, production améfice. The HR
manager should be able to explain human resourbéatias in
financially measurable terms.

3. Leadership Proficiencies -Human Resource managers need the
ability to work with and lead management groups @ndrive the
changes required such as implementing new worldsscla
employee screening and training systems.

4. Learning Proficiencies —the HR manager needs learning skills
to keep abreast with the new technologies are beamginually
introduced so as to be able to apply these techgolknd
practices affecting the profession

S

1.3.4 The importance of Human Resource Managemetu all
Managers.

The importance of Human Resources Management carot
overemphasized; this is because it provides masagihn the concepts
and techniques that they require to perform theplgemanagement or
personnel management job. The knowledge of theseepts and
techniques will help managers to avoid such mistase

I Hiring the wrong person for the job

. The incidence of high turnover

iii. Having people who are not doing their best
V. Wasting time with useless interviews

V. Having your company go through unnecessdiyation due to
discriminatory actions
Vi. Having your company cited under federal oatignal safety

laws for unsafe practices.



BUS 809 HUMAN RESOURCE MANAGEMENT

vi.  Having some employees think their salarieg amfair and
inequitable relative to others in the company.

viii. Allowing a lack of training to undermine youwlepartment ‘s
effectiveness.

IX. Committing any unfair labour practices.

It is therefore important that you study this ceunsaterial carefully and
acquaint yourselves with all the concepts and tectes that will guide
you as a manager to avoid the mistakes listed above

Self-Assessment Exercise 2

State at least seven (7) major concepts and taobsithat a human
resource manager would need to perform his jolsfsatorily

N

Yo/

1.4  Summary

In this unit, you were introduced to the scopeureatind the meaning of
human resources. You were also introduced to thetiitns managers
perform which are collectively referred to as Mamagnt Process. You
also learnt the different concepts and technighes human resource
management provides managers with to be able forpetheir jobs as
personnel managers satisfactorily. You also studibe four
proficiencies that human resource managers shasdsgss to be able to
withstand the new challenges in the professionudind about by
globalization; and finally, you learnt the importanof Human Resource
Management concepts and techniques in helping neasiag avoid
mistakes in the performance of their people managéob.

There are five basic functions all managers perfatnch are planning,
staffing, leading and controlling and these funusicare collectively
referred to as Management Process. The unit fdcaseone of these
functions- Staffing. Staffing or Personnel Managetrie basically what
Human Resources is all about. Staffirgspnnel management,
or human resources management includes aesiviike recruiting,
selecting, training, compensating, appraising agakbping employees.
Human Resource Management is a part of every ma&sage
responsibilities and these responsibilities invdive placing of the right
person in the right job and then orienting, trajnand compensating to
improve his or her job performance. Being a humesource manager
in today's world is challenging and therefomequires several
proficiencies such as learning, leadership, businend HR
proficiencies.
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u::1.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE 1

Human Resources Management is the process of amgjutraining,
appraising and compensating employees and of atiggnal their labour
relations, health, safety, and fairness concerngh whe scope of
recruitment/selection, training/development, congaéion and
employee relations within the organization.

Answer to SAE 2

i Job analysis- this helps to determine the natuezaoh
employee’s job.

i. Planning labour needs and recruitment of job caatdil

i, Selection of job candidates

iv. Orientation and the training of new employees

V. Managing wages and salaries of employees

Vi. Providing incentives and benefits

vii.  Performance appraisal
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UNIT 2 HUMAN RESOURCE MANAGEMENT

Unit Structure

2.1 Introduction
2.2  Learning Outcomes
2.3  Essence of Human Resources
2.3.1 Personnel Management and HRM
2.3.2 Distinctive Features of HRM
2.3.3 Is HRM different from personnel management?
2.3.4 HRM and industrial relations
2.4  Summary
2.5 References/Further Readings/Web Resources
2.6  Possible Answers to Self-Assessment Exercises

@2.1 Introduction

In the last unit, we examined the nature and safgduman Resource
Management and the developments in the managenu@ctidn of
managing people, an activity commonly referred ® @ersonnel
management. The duties and responsibilities fopleésd management
were looked at, and we came to the conclusionttietmanagement of
people in organization is a shared responsibility management. The
growing use of the term human resource managemerylace of
traditional personnel management calls for somenadn. In this unit,
therefore, we shall be taking a close look at HRM & particular, at
the main features of the HRM model. We shall bargskvhat is new
about it, and the extent to which it has becomdétut®nalized as a
practice in firms.

@2.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain the essence and nature of human resourcagament

o Contrast the nature of human resourcanagement with
traditional personnel management

o Analyze human resources management activitiesamntibns.
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Essence of Human Resource

The centrality of human resource (people) to tlie, Isurvival and
growth of an organization, both large and smallbliguor private,

cannot be controverted. People are the life-blobd&ny enterprises;
even with the and dynamics of the management ofplpeadn

organizations, the many functions in managing pe@pid the shifting
nature of the responsibility and authority for mging people in the
ever growing and complex organizations. Subsequieitd of the course
will take a deeper look at each of the elementmahaging people in
our ever-changing organizations.

2.3.1 Personnel management and HRM

During the last two decades of the twentieth cgntbere emerged an
increasing use of the term ‘human resources managir(HRM) to
replace the traditionally known term ‘personnel egement'. This
change is, however, still a subject of debate aowroversy. The
critical question is whether the set of practicemwn as HRM is
fundamentally different from those of traditional erponnel
management. To address this question, it is negedisat we take a
close look at the concept of HRM. What is new dbttu What are its
distinctive features? How different (or similareahey from those of
traditional personnel management?

2.3.2 Distinctive features of HRM

Accounts of HRM are often presented as if theyespnt a dramatic
and fundamental break with the past practicess dtgued, for example,
that it represents a change of paradigm in thevielilg ways:

i From a union-dominated and compromise-riddlied itrchis
relations to an individualistic and strategicallyremted human
resource management;

i From the obstructive and bureaucratic personnebrdegnt to
the business-driven and 'can do' human resouratidan

i A focus on individualism rather than collectivisag the basis of
employment relationships. Storey (1992) presemtassification
of the different meanings attached to the concéptHRM as
follows:

i. As a synonym for personnel management eitheloosely in
order to substitute for others, equally loose usdgeople
management employee relations); or in a ratheld@hakay, to
give a more modern ring to unchanged practices.
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i As a signal that the various techniques of personnel
management are being! oughto be used in a more integrated
way, so that performance is improved through a cyclsti@tegic
human resource interventions. i.e. integrationifiéent aspects
of HRM, in order to produce internal consistencyhia execution
of various policies. iii. As a description of a more business-
oriented and business- integrated approach to the management
of labour, approached in the same way as the o#seurces —
capital, land, energy technology etc. — as havggpotential to
raise the performance and profitability of the migation, rather
than representing a problem area which can at best,
neutralized.

The features of Human Resource Management is fuillnstrated in

Figure 2 below.

<~ Features of Human
‘Resource Management

' A process
\ Pervasive force

> |
* cAction Oriented

~ eIndividually Oriented
4 " <People Oriented

‘ Development Oriented
- | sIntegrating Mechanism
‘ sComprehensive Function
< s Auxiliary Service

‘ sInter-disciplinary Function
sContinuous Function

Figure 2: HRM FEATURES
Source: https://www.slideserve.com/jensen/human-resource-

management

iv. As an approach to the management of people

which is qualitatively different, not only are HRMtervention firmly
linked into a wider business strategy, but theyklaad feel different.
This is because they tend to focus on the purstitemployee
commitment rather than the more traditional sedoclcompliance and
control.

Wonders of modern technology, the human resourcestre®e most
versatile and adaptive resources available to arghons. It has been

10
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suggested that the strategic value of human respwmong other
things, lies in its discretionary decision-makingiliay. The critical
element here are knowledge, skills and attitudes (K) which people
alone possess, and which is the source of thendiste competence of
any organization. Thus, the essential strategiobate of human
resources is that it represents a firm's capacitygndke decision and to
respond to environmental threats and opportunitidss dependence of
firm on the quality of their human resources hasedased, as business
survival increasingly requires effective managen@nPROCESSESS,
and not the management of THINGS.

This means, for instance, the management of presesf decision

making to bring the right people together as a teamound an

identified, threatening problem, and ensuring tieédvant resources are
available on time, and are critically utilized tachgéeve desired

objectives. The fact is that decision thus far M@uggest that without
the right mix of human resources in an organizatioa corporate

strategy, however well formulated in all other agpgeis likely to be

successfully implemented. The essence of humanumssgoes beyond
this.

The human resource is unique in yet another sgantiway Managing
human resources is complex and problematic. Peapladividuals or
as members of a work group, do not automaticallprace and take as
their own, the objectives of the organization tleaploys them as
workers. As psychologists have empirically showmdividuals often
have their own aspirations, expectations and néajectives), which
they often seek to satisfy by working for a choseganization. People
as individuals bring their own perceptions, feetirsgnd attitude towards
the organization, systems and styles of managimr ttuties and
responsibilities, and the conditions under whiaythre working.

Invariably these individual objectives, which areolwn to influence
employees’ behaviour at work, may conflict with tle®rporate
objectives of the firm.

Reasoning along similar lines, Fowlgr987) concluded thatthe real
difference between HRIsInd personnel management is not what it is,
but who is saying it. In a nutshell, HRM represettts discovery of
personnel management by chief executividsat is, the chief executives
have found out that personnel management is a raigorental function

of top managers.Guest (1987has described some broad stereotypes
which could be used to highlight the differencensstn the two models.
Compared with personnel management, HRM is condemi¢h the
following: i. Long-term rather than a short-terrargpective; ii. Self-

11
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control rather than external control; iii. A unyaather than a pluralistic
perspective; iv. An organic rather than a bureaiwsdructure;

V. Integration with line management rather than spsticor
professional role;
Vi. Maximum utilization rather than cost-minimization.

A detailed analysis by Storg§t995) identifies twenty-seven points of
difference between personnel and human resourcesagament,

categorized under four main headings of: beliefd assumptions,
strategic aspects, critical role of managers aryddwers.

1. Beliefs and assumptions

a. It is the human resource which gives competitivee]r

b. That the aim should not be more compliance wittesulbut
employee commitment;

C. That employees should be very carefully selecteldmveloped.

2. Strategic qualities

a. From the above factors, HRM decisions are of gjiate
Importance;

b. Top management involvement is necessary;

C. HRM should be integrated into the business strategy

3 Critical roles of managers

a. Because HRM practice is critical to the core atiggi of the
business, it is too invariant to be left to persarapecialists

b. Line and Staff managers need to work closely tagethas both
complementary roles have drivers of the HRM poscie

C. Greater attention shoulgk paid to the management of managers
themselves.

4. Key levers

a. Managing culture is more important than managingcedures
and systems,

b. Integrated action on selection, communication,ntre, reward
and development.

C. Restructuring and job redesigning to al ow galen of

responsibility and empowerment.
Michael Armstrong (1992) has also put forward whatconsidered as

four fundamental principles on which HRM is basfdey are as
follows:

12
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I People are the most important asset an orgémiizhas, and their
effective management is the key to its success.

. Organizational success is most likely to behiaged if the
personnel policies and procedures of the entepmse closely
linked with, and make major contribution to the i@glement of
corporate objectives and strategic plans.

ii.  The corporate culture, the values, organiadl climate and
managerial behaviour emanating from that cultur exert a
major influence on the achievement of excellen@éis culture
must be managed, which means that strong presstaging
from the top, needs to be exerted to get the vadgespted and
acted upon.

V. Continuous effort is required to encourage allrttembers of the
organization to work together with a sense of commorpose. It
Is particularly necessary to secure commitmenhange.

2.3.3 Is HRM different from personnel management?

To what extent is HRM genuinely new from the respecviewpoints
of personnel management professionals and the witkmagement
community?  While noting clear similarities betwed¢tRM and
Personnel Management, Leg{¢E995)drew attention to some general
differences. First, she identified the followinggmificant points of
similarity:

i. Both models emphasize the importance of integrating
personnel/HRM practices with organizational goals;
i, Both models vest personnel/HRM firmly in line maeagent;

i Both models emphasize the importance of individuiikby
developing their abilities for their own personatisfaction, and
to make their best contribution to organizationalcess;

V. Both models identify placing the 'right' pé®pmto the 'right' jobs
as an important means of integrating personnel/Hp&ctice
with organizational goals.

She has however, identified three major differenoesveen the two
practices:

I Personnel management is often viewed as a geamant activity
aimed at non-managers. HRM has a particularly gtfocus on
the development of the management team. There isage of
the organization as a team with a common sourdeyatty, one
focus of effort and one accepted leader.

13
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In personnel management, the role of line managemem expression
of 'all managers managpeople’ withmost specialist personnel work
implemented within line management's departmentMHRves much
greater responsibility to line managers - movingydmel personnel
management's sense of developing responsibilittheimplementation
of a set of personnel policies, that are still flle most part centrally
determined, to a position in which line managees sgen as business
managers, responsible for coordinating and dirgaihresources in the
business unit, in pursuit of bottom-line results.

. Most HRM models emphasize the management bé t
organization’s culture as the central activity faenior
management.

HRM values are unitarist to the extent that theguae an
underlying and inevitable differences of interesetween
management and workers.

HRM values are essentially individualistic, ancelséo avoid

operating through group and representative systeliiRM is not

necessarily anti-union, but its practice poses idensble

challenges to trade unionism. Thus, the rise ofVHR the

reverse side of the coin from the decline of trad®nism iv. In

reality, HRM tends to see little scope for colleetrepresentation
or collective bargaining, and exerts pressure ompleyees to
choose between their loyalty to their trade uni@msl their
allegiance to the firm.

V. Even where the practice of HRM does not take amntlyvanti-
union form, it may very well be introduced througtlicies, that
tend to bypass the unions.

Vi. HRM, however, presents a major challenge to managéem
competence, and to the ability of management tdasughe
necessary quality of performance, so as to preigsnes arising,
which provide fertile ground for union activity

Drawing the points together

We have looked at the range of ways in which HRI¥ b@en conceived
and at some of the key differences between it eamitional personnel
management. In summary HRM is based on the nofiamegration —

that decisions about the employment and manageafigregople should
not have an independent life of their own. It ighty focused on the
relationship with an individual employee as wellths development of
the individual employee, rather than on the coNectregulation of

relations with employees.

14
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We have therefore noted the following distinctieatiures of HRM:

I It is aimed firmly at management and the develogmeh
management teams; It is inextricably bound up wsitifting of
responsibility for staff management to line manager

. It relies heavily on the active management of oizmional
culture, as a 'glue' that replaces the more proedigibased
framework of traditional personnel management;

i It is, in the fullest sense, about more systenatoitation
(utilization) of labour-force, in pursuit of corie goals;

iv. It represents a shift in the ownership of peoplewagement
issues from the ‘experts’ of personnel and indaktelations to
the mainstream, of the general management lings, Ih other
words, about the discovery of personnel managefgrchief
executives and general managers;

V. It represents a challenge to unions because nidisidualistic in
focus, and urtitarist in tone and spirit;
vii. It is a model that seeks to 'fit' the humagsource to the

organization’s strategic purposes, rather thanisgeto reach
accommodation with it (Cave 1994).

What evidence do we have of widespread adoptiddRi¥l in practice
and its systematic replacement of traditional pemeb management? It
would seem reasonable to conclude that, for nowreths no clear
distinction between the two models. The term HRNM baen used by
different authors in different ways. Some usedsitigrescription of the
way employment. A key purpose of the model is td as a
classificatory device for determining what is antiatvis not human
resource to the question, ‘what constitutes huresources management
(HRM)?" would be:

HRM represents a set of policies and practicesnfanaging people.
This is integrated with the strategy of the businedRM describes a set
of policies towards employees; notable for itsriné consistency.

HRM represents an acceptance by the organizatiat, its corporate
strategy should be based on the capabilities dfutean resources. iv.
HRM gives line managers a wider set of responssuxlifor policies

concerning managing people, and leads to a lessipent role for

personnel specialists.

HRM captures the view that people are the prime@uees of the
organizations.

15
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Torrington and Hall (1991pn their part see the nature and degree of
difference between personnel management and HRMea®sining
largely matters of opinion rather than fact, anakt tthe similarities are
much greater than the differences. They, howeltew attention to a
substantive difference. Personnel management i&ferge-centred,
directed mainly at the organization's employee® &mployees are the
starting point, and it is never totally identifiedith management
interests. The underlying idea in personnel managens the fact that
people have a right to proper treatment as dighifieman beings.
HRM is more resource-centred, directed at managemerds for
human resources to be provided, deployed andediliZhere is greater
emphasis on planning, monitoring and control, nathan mediation in
everyday management—subordinate relationships. etyndg human
resource management is the idea that this is mhelsame as any other
aspects of management (of resources), and an ahtpgrt of it which
cannot be separated out for specialists to handle.

2.3.4 HRM and industrial relation

Industrial relations, as we shall show in a latait,uis a specialized
personnel management function. Here, we are iriegtes finding out if
HRM model is different from that of industrial rétans. Here, Storey
(1992) again comes to our immediate help. Accordin§torey (1992),
the classic definitions of industrial relationseefo it as ‘the making and
administering of rules which regulate employmetatrenships and the
study of the institutions of job regulations'. Hetdd the distinctive
features of HRM as follow:

I It eschews the joint regulative approach andnemore so, the
craft regulative approach. ii. It does not sulicto custom and
procedure manuals, and of deferring to personneliadustrial
relations specialists. iii. It places emphasiatlizing labour to
its full capacity or potential. Thus, it is aboexploiting the
labour resource more fully. On his part, Davtaiest (1999)
concluded that the impact which the adoption of HREhniques
has had on organizations' industrial relations asefollows:
relations should be conducted in today’s orgaroratilt is this
normative modelling that has dominated the litelgtand which
proposes the three distinguishing features of HRNblows:

i. A shift of focus from non - management employeatrehship to
the development of the management team;

i A greater emphasis on line managers, rather thasopeel
specialists alone, in devising and driving integdabusiness and
people management strategies; iii. The need foriosen
management to manage organizational culture. Otréers
have used the term HRM as a descriptdrthe way things are
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actually changing in organizations. Unfortunategmpirical
evidence is as yet very scanty and by no meanslusive. It
seems difficult, therefore, to escape the thouplat HRM is
really little more than 'old wine in a new bottlagsociated with
personnel management, seeking to enhance thewsstatd
influence.

Self-Assessment Exercise
| What are the distinctive features of HRM?

9,

2.4  Summary

In the foregoing discussion, we demonstrated therakty of human
resource to organizational growth and survival. kéve also shown
that there is much to admire in the human resoute@agementals
opposed to personnel managemeapproach to the management of
people in organizations. Especially, it can beuadythat human
resource management represents the elevation sdrpel management
to a more strategic level, the link with values aondporate mission, and
the integration of all the activities into a franew which integrate
these. It is not so easy, however, to distinguishmdn resource
management from personnel management.

The discussion in the unit ended with the conclusiaat, the extent to
which personnel management can be said to have dniat@ another
historical phase of human resource managementhatal@le. Human
resources are clearly the most valuable assetyobeganization, and a
resource which needs to be managed cost-effectaradystrategical y. It
is pleasing, therefore, to see what appears t;mbacaeasing emphasis
on effective and strategic sourcing for, and secutine involvement and
commitment of staff to the aims of the organizatidrhis can be argued
as one of the justifications for the increasing o$dahe terminology
‘people management’, ‘the management of peopléuaran resource
management'. It remains difficult, however, escape the feeling
that human resource management is more realtfiea’'old wine in a
new bottle' phrase, usually associated with persommanagers. To
enhance their strategic status and influence with@ organization,
there are no clear-cut distinctions, and titlesndb necessarily provide
clues. In many organizations, elements of humaouree management
approach and the personnel approach co-exit clostlilows therefore
that in subsequent units, we are going to use ¢hest HR/M and
personnel management, interchangeably
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Many books and articles have been written aboutdifferences and
similarities between personnel and human resou@eagement. What
are your views on this debate?

]
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LI::Z.G Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE

I It is aimed firmly at management and the depmient of
management teams; It is inextricably bound up wshifting of
responsibility for staff management to line manager

i, It relies heavily on the active management of oizgtional
culture, as a 'glue’ that replaces the more proedgtbased
framework of traditional personnel management;

iv. It is, in the fullest sense, about more systematiploitation
(utilization) of labour-force, in pursuit of corpie goals;
V. It represents a shift in the ownership of peoplewagement

issues from the ‘experts’ of personnel and indaktmelations to
the mainstream, of the general management linas, Ih other
words, about the discovery of personnel managefogrehief
executives and general managers;

Vi. It represents a challenge to unions because nidisidualistic in
focus, and urtitarist in tone and spirit;
vii. It is a model that seeks to ‘fit' the humagsource to the

organization’s strategic purposes, rather thanisgeto reach
accommodation with it (Cave 1994).
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UNIT 3 Human Resource Planning

Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 Human Resource Planning
3.3.1 The need for a strategic HRM process
3.3.2 Factors encouraging strategic HRM
3.3.3 Elements of strategic HRM process
3.3.4 Organizational strategy and human resource
3.3.5 External human resource environment
3.3.6 Internal human resource audit
3.3.7 Human resource management strategy
3.3.8 Tactical human resource action plans

3.4 Summary

3.5 References/Further Readings/Web Resources

3.6  Possible Answers to Self-Assessment Exercises

@3.1 Introduction

In  Unit 2, the strategic importance ofuman resource to
organizational growth and competitiveness waly demonstrated.
As a result of the strategic importance of 'peojgéhe organization, it
iIs commonly suggested today that the developmespetific business
strategies must be based on the areas of strehgthah organization
has. Referred to as core competencies, they ardoti@dation for
creating the competitive advantage for an orgalmzatThe competitive
organizational strategy of the firm as a whole #ticae the basis for
human resource management planning, which is theceps of
analyzing and identifying the need for, and avdlitgb of human
resource, so that the organization can meet iesctibgs. In this unit, the
need for a planning approach and the key charatitsriof human
resource planning model are discussed.

@L.Z Learning Outcomes

By the end of this unit, you will be able to:

o discuss why organizations need to adopt a planpedoach to
their management of human resources
o define human resource planning
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o discuss the critical elements of the human resogmie@ning
model.

3.3 Human Resource Planning
3.3.1 The need for a strategic approach to HRM

As we have demonstrated in the discussions inwoepreceding units
of this course, the centrality of people to orgatiamal performance and
survival is no longer in dispute. Human resourbas been confirmed
by managers as having special strategralue for their
organizations. They voiced the idea and have nfaelelaim that their
human resources differentiate them from their cditgge — it gives
them a competitive edge over their competitors.is Hignificance of
human resource as a source of core competence @fganization has
been confirmed by a study of 293 USA firms (Huselichl, 1997). The
study found that HRM effectiveness positively aféet organizational
productivity, financial performance, and stock nerkalue. A core
competency is a unique capability in the organmathat creates high
value and differentiates itself from its compestor (Hamel and
Prabalad, 1994) Core competency is the foundat@ncfeating the
competitive advantage for an organization. A sssfié development
of specific business strategies, is based on tha af strength (core
competence) that an organization has. Many compaare now
developing competency profiles to describe the yarcd skills,
knowledge and qualities required in a position. IfSummpetency
profiles are often used to define KSA requireddpecific positions. It is
now recognized by most managers that human resowostribute
strategical y to sustaining a competitive advantégeorganizations.
Barney and Wright (1998) have drawn attention tctdies commonly
referred to as th&#RIO Framework , that relates to human resources as
follows:

Value - it is human resources that create values andliigy of firms
to respond to external threats and opportunities

Rareness- the special capabilities of people in organizaatigrovide
the significant advantagbmitability - that human resources have a
special strategic value when they cannot be easitated by others

Organization - that the human resource must be planned and iaeghn

in order for an entity to take advantage of the petitiveness of the
firm.
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Application of the VRIO framework as a foundaticor HRM means
that people are truly viewed as assets and not@enses. It also means
that, like other organizational resources, it maessubjected to effective
planning.

3.3.2 Factors encouraging strategic HRM

Despite the strategic importance of human resoute,need for its

planning, that is, treating it as an integral drtorporate strategic plan,
has been given little attention or neglected alioge in most

organizations. A strategic planning approval is thtal resource would
provide a useful framework in which appropriata@td can be taken to
ensure the desired result. Effective human regouranagement
requires a fundamental shift from the traditionhbré-term, tactical,

fire-fighting approach of personnel managementsttategic planning

and management model. Why is this a manageriatiatipe in today's

business? First, we have drawn attention to hureaaurce being seen
today as a vital and strategic resources that rbasmanaged cost-
effectively like other organization’s resources. ec@ndly, whether

viewed financially or behaviorally, human resours®ne of the single
most costly and sensitive resource in most org#oizas This is

particularly true in service-oriented and laboemdive organizations,
both public and private.

On the financial (or fiscal) side, there are waged salaries and other
fringe benefits, the cost of which the manager nmsét. It is common
knowledge that the cost of meeting these overheadsn average, can
represent more than two-thirds of operating budgefs some
organizations in Nigeria. And what is more, tremt$abour and social
legislations, since the late 1970's, which haventgh workers greater
security of employment and floors of rights anditements, have
reinforced the upward trends in labour cost. Wimle Nigeria are now
entitled to a galaxy of rights, the cost of whighgoyers must bear in
the process of attracting, utilizing, training asheveloping, maintaining
and disposing of human resource.

Activity

Consult the Personnel or Human Resource Departneéntyour
organization, from where you will obtain a list fsinge benefits and
entitlements workers enjoy. On the behavioural sideissues of labour
satisfaction and dissatisfaction at work, the @fswvhich are evidenced
in behavioural terms such as: low morale, poor petidity, labour
turnover, absenteeism, poor work habits and strikeeken together or
individually, each of these issues have serious woplications. As
trends in the business environment has become wared, complex
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and illiberal (Child, 1973) the desirability of dvimg a strategic

planning approach to human resource managemeniescionperative.
A dominant feature of such an approach is thateks to integrate
human resource policies into the corporatrategy with which
the organization pursues its corporate goals apectte. The advent
of corporate planning generally, has meant thahamy organizations,
more effort has been put into looking further ahaad checking those
resources, including human, are sensibly organieedchieve agreed
corporate goals and objectives. Those responfblauman resource
management have been able to, or compelled byrtvargg complexity

of managing change, identify the need to influeocsorate decision-
making in its earliest stages.

3.3.3 Elements of strategic HRM Process

For HRM to be more responsive and capable of mgedtie growing

complexity of corporate management, it should fqrant of corporate
strategy, and not regarded as something that standg®lation. This

demands that the starting point for thinking akdaunhan resource policy
should be the identification of correct and futwerporate human
resources needs, for a given period, covered byfithés corporate

strategy.

The activities of HRM described in unit one candoaceptualized and
classified into groups of essential elements of #teategic HRM
process, as depicted in Figure 1.3 on page 20. eldmaents shown in
the figure describe the core HRM activities, whitlanagement must
undertake, if the organization is to be successfttracting, keeping,
utilizing, training, developing and maintaining hkeman resources. The
specific activities of the sub-processes will bensidered in greater
detail in subsequent units of the course.

3.3.4 Organizational strategy and human resource

We need to specify, however, the key charactesistt the HRM
process. Chiefly, it is obvious that rather tham ithanagement of people
being treated as marginal or reactive to corposattegy, the process
emphasizes its direct integration and contributmithe achievement of
sustained competitive advantage. HRM strategy cewed of as an
integral sub-process of corporate strategic plapniinis integration of
HRM policies with corporate strategic planning emtes the value of
HRM functions. A precondition, therefore, for ceftective HRM
strategy is that decision-making is sufficientljoirmed by the corporate
strategy of the organization. The outcome of craf® strategic
management decisions should assist managementexample, in
identifying functional activities and programmeslated to the
attainment of desired corporate objectives andcatdhg the required
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HRM functions, such as a needed pool of competeredsiowledge,
skills and abilities, levels, quantity and qualifiyhuman resources. This
way, human resources strategy and policy are moplgi reactive to
corporate strategy, but contributing to it througl frame of references
of the managers who formulate corporate strategy.

3.3.5 External Human Resource Environment

Second, the process indicates an integration of HRvining with the

external and internal environment of business.th&theart of strategic
planning is the knowledge gained from scanning taeernal

environment for changes. Environmental scanninghés process of
studying the environment of the organization, toppint opportunities
and threats. Scanning, especially, affects hunemource planning
because each organization must draw from the sabmit market that
supplies other employers. In fact, one measure mgarozational

effectiveness is the ability of an organizatiorctanpete for a sufficient
supply of human resources with the appropriate wépas. The human
resource environmental scanning process shouldaegeunt of labour
market threats and opportunities. The labour maikebf strategic
importance because it not only determines the sugipmanpower, but
also has a major impact on wage costs and thedsstof employees.
Some of the most significant labour market factarsuld include:

demographic trends, patterns of employment, woddocomposition
and work patterns, levels of competition for lahalevelopments in the
educational system, government initiatives on egmplent and other
employment legislations, developments in technolagg information

technology in particular, mechanization, and aléue work schedules
(such as flextime).

3.3.6 Internal Human Resource Audit

The focus of internal environmental assessmentheés danalysis of
existing stock of human resource, to identify ptatnstrengths and
weaknesses. The starting point here is an audihefjobs currently
being done in the organization. The following dies would need to
be addressed:

What job needs exist?

What is the manning levels of each job?
What are the reporting relationships?

Is such job still essential?

What new jobs need to be created?

akrwbdrE

Next, there will be need to obtain an inventoryofrent employees and
their capabilities, age, sex, work experiences @hér relevant values.
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Information obtained can be used to determine clwhadditional
capabilities would be needed and the long-term sided staffing and
human resource training and development. Equalpontant is that the
audit of the current stock should seek to analysages in workforce to
identify problemspotsand likely changes as well as the labour losses to
other, organizations. Data from the above analyais be aggregated
into a profile of the current organizational wonde. This profile
should reveal many of the strengths and deficisnieorganizations'
human resources.

3.3.7 Human Resource Management Strategy

The third major feature of the HRM planning processthe HRM
strategy. Activities in the foregoing three cid@on-making points
(corporate strategy and environmental aigl\constitute critical
inputs into the HRM strategy formulation proces&ssential y, the
inputs enhance management's abilitynot only to tiflenthe
organization’s human resources need, but alsoithesfcapability to
meet the needs. Then through painstaking and ari¢inalysis of data
from the inputs, managers are able to generatEypoptions and
develop strategies and tactical plans to meet tganization’s human
resource needs on a continuous basis. The HRNegyrdecomes the
means used to aid the organization in anticipatngan resources. It
provides the overall direction for how human reseuactivities will be
developed and managed. The plan provides what ragdarded as a
blueprint for the future, to identify, where empé®g are likely to be
obtained, when they will be needed, and what tngirsnd development
they must have. The HRM strategy also providescthial inputs into
the formulation of tactical HRM policies, which stlbe consistent and
mutually supportive with one another For examples tompensation
system must fit into the performance appraisalesystwhich must fit
into the human resource training and developmeAbove all, the
different tactical human resource activities muset dligned with the
general business strategy, as well as the oveRil KBtrategy, in order
to support business goals and objectives (MathdsJackson, 2000).

3.3.8 Tactical Human Resource Action Plans

Finally, the activities under the tactical actiotans are aimed at
ensuring the maintenance, on a continuous bastigafapability of the
organization to achieve its corporate objectivefirough the
development of programmes designed to optimizectwributions of
human resources. The specific action plans arelojg»@ to provide
more specific direction for the management of coahuman resource
activities. These tactical activities are commokhown as the 'Core’
functions of personnel or human resource manageamepicted in
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Figure 3. Management functions in this regard, ascguch it involves
drawing up specific plans and procedures, to galu®t-term and day-
today practices in the following broad areas of honmresource
management.

A. Procurement of Utilization

i. Job analysis

i Recruitment and selection
iii. Placement and socialization
V. Utilization

B. Training and development

I Performance appraisal

ii. Training and development

ii. Management development

iv.  Promotion and transfers

V. Career planning and development

C. Maintenance and rewards

i. Motivation and employees' welfare
i. Remunerations and rewards
ii Retirement and pensions

D. Labour-management relations

I Union recognition and development
i. Collective bargaining procedures

ii. Joint consultation

iv.  Grievance and dispute procedures

V. Health and safety
Vi. Redundancy and retrenchments
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Figure 3: Core Functions of HRM
Source: https://hrmpractice.com/core-functions-of-hr/
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Some important points emerge from the model in sewh specific
implications for human resource planning and mamesge. First, the
formal framework for organizational planning proegdan explicit and
comprehensive umbrella, within which specific pliswgn for human
resource should be developed. Planning for hurasources, as part of
a total corporate planning activity, therefore udgs analysis, objective
setting, determination of action, commitment oforgges, and checking
the outcomes against the objectives. The secomdication of the
formal planning framework for human resource plagnis to raise the
fundamental issue of the stage, at which ‘peopfkience the corporate
planning decisions of the organization. Hithertoany organizations
limit human resource planning to the traditiondérof merely ensuring
an adequate supply of suitably skilled employeescdrry out tasks
necessary for achieving defined, organizationa¢ctbjes. Some would
now argue that human resources should directlyuemnite the
development and choice of particular corporatetegias. To do this
implies a much more central role for human resopta@ning, as well
as a much more comprehensive human resource maeaagem
information system to back it up.

Self-Assessment Exercise
| Explain the VRIO Framework as it relates to humesources

19,

3.4 Summary

This unit has taken a close look at one of the sévand most
significant personnel functions, human resourcargley. The growing
importance of human resource to organizational groand survival
will definitely increase the practice of stratefieman resource planning
and management. A strategic planning approach th H#at we have
shown, links human resources to organizational gyaald objectives,
which further lead to a systematic evaluation of gffectiveness of
HRM programmes and activities. The model alsodiflkRM planning
to environmental (internal and external) scanning analysis. Finally,
the model requires tactical action programmes windl be internally
consistent and supportive, and must align withdbgorate strategy of
the organization.

Human resource strategies are critically importentorganizational
success in today’'s highly charged competitive emritent. Human
resource strategies guide development of a morablée adaptive
organization. There are plans which address oppibis, so as to gain
and sustain competitiveness through the manageofepeople. The
capacity to implement business strategies requimggementation of
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human resource strategies, focusing on peoplescelssues. Human
resource plans are designed to help managemenipaté and manage
increasingly rapid, even tumultuous change. Theyide the means of
aligning the management of human resources wittstiteéegic context
of the business. The planning approach, as we teeeissed, defines
human resource strategy in the context of the adzg#on's overall

strategic management process. In this way, allratbee functions of

HRM become integrated parts of a dynamic processnianaging

strategic change.

n
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u::3.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE

Value - it is human resources that create values andlhigy of firms
to respond to external threats and opportunities

Rareness- the special capabilities of people in organizaigrovide
the significant advantagbmitability - that human resources have a
special strategic value when they cannot be easitgted by others

Organization - that the human resource must be planned and iaeghn

in order for an entity to take advantage of the petitiveness of the
firm.
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Unit 4 Planning For Organizational Entry
Unit Structure

4.1 Introduction
4.2  Learning Outcome
4.3  Theoretical approaches to organizational entry
4.3.1 Person-job fit
4.3.2 Social negotiation
4.3.3 Person - organization fit
4.3.4 Job analysis
4.3.5 Importance of job analysis
4.4  Summary
4.5 References/Further Readings/Web Resources
4.6 Possible Answers to Self-Assessment Exercises

@4.1 Introduction

The most important function in any orgation is effective
staffing. Everything about organization comaskdto people, as was
argued in an earlier unit. Replenishing the stotkuwman resource is
therefore a vital activity in all organizations.ybu don't appoint staff
with the right temperament and knowledge, skill attitudes (KSA) to
perform appropriately defined and assigned respditisis and duties,
all those fancy theories of motivation, empowentrend commitment
are not likely to be of much use. Since the stgffirocess either opens
the firm's door to prospective employees (or slants their faces), the
proficiency with which it is managed is of criticanportance to
efficiency and effectiveness in the organizatiohe Pprocess should be
conceived of as a series of intertwined, denisnaking  sub-
processes, complementary but each of which is itapbin its own
right. The basic element in the process are preddyglow:

Basic elements in staffing process

-Assessing and analyzing the job

-Attracting a field of candidates

-Assessing and selecting employees

-Placing and integrating employees

These show the staffing process as made up offi@jor sub processes.
The cumulative result of these sub-processes @ablgridetermines the
future health of an organization. Each of thesemulgesses is treated
as a separate unit that makes up the module omiagg@mnal entry. The
discussion in this unit is therefore confined teessing and analyzing as
pictorially shown in Figure 4.
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Figure 4. Staffing Process
Source: https://tyonote.com/process-of-staffing/

@4.2 Learning Outcomes

By the end of this unit, you will be able to:

o explain the different theoretical approaches tostlaffing process

o discuss the importance of job analysis as a preisig for sound
and effective staffing

o identify the work involved in job analysis.

Theoretical Approaches to Organizational Entry

This section considers three different approach@sganizational entry,
person-job fit, social negotiation and person-oiz@ion fit. Each is
based on different assumptions about people andt adwat determines
behaviour at work. You need to be clear about tssemptions.

4.3.1 Person-job fit

This traditional approach to staffing is based dme tview that
organizations should specify as closely as possib&erequirements of
the job, and then look for individuals whose peedattributes fit those
requirements. Hence, it is often called the ‘pesgib fit approach'.
The underlying assumption is that human behavisulatermined by
factors external to the individual, and the cleawplication is that
staffing techniques should be concerned with actgsnd measuring
these internal, personal factors, which can themaehed against those
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required for the job. The reliance on this approaften involves the
utilization of a wide range of tests both informaald structured.

4.3.2 Social negotiation

The following ideas are central to this alternatorganizational entry
paradigm:

I People are constantly changing;
. People's self-perceptions are important;
lii.  Job are constantly changing;

V. Selection is of both parties;
V. Information is exchanged;
Vi. Negotiation takes place;

The purpose is to establish a psychological contradiscover that one
is not feasible. The expected outcome of this @ggr — the
psychological contract involves the creation of arkvenvironment,
favourable to good job performance. Importantlyis tapproach has
highlighted the critical role of both parties - #pant and organization -
in decisions about organizational entry. This apph emphasizes the
need to help the newcomer perform better by enhgndheir
understanding an motivation during the processolntrast, the person -
job fit approach aims only to identify the persohoawill perform best
on the job. The two approaches are built on furetdal y different
assumptions about the determinants of people'svbahaThe person -
job fit approach states that the determining factidrpeople's behaviour
come from within the individual - the personalityaits that are
consistent and enduring. In contrast, the so@gbtiation approach is
based on the idea that factors external to tdeviotual have critical
bearing on the individual's behaviour. Consequenfi you plan to
develop appropriate staffing strategies, you wawded to address the
following questions about people's behaviour:

I Does behaviour come from within, or is it deterntiney the
situation in which we find ourselves?

. Is behaviour consistent across situations, or dapleebehave
differently in distinct situations?

iii. Can behaviour be predicted?

It is important to note that after over three desadf argument between,
the trait and situational theorists of a work bebar, a consensus has
developed. Many previous trait theorists have camethink of
personality traits as ranges of possible behawdieh depend on the
requirements or demands of the situation. SimijJariany situationists
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now accept that human behaviour, while being drikgrthe situation,
also has a degree of stability and predictability.

4.3.3

While

Person - organization fit

the above development unfolds ovehe decades,

personality theorists with an interactionatgpective have appeared
on the scene. This approach believed that humbavimur stems from
an interaction of person and situation, or interrzadd external
characteristics. This has important implicationsdaganizational entry.

1.

Several interactionalists have suggested that,oifi want to
predict people’s behaviour and their performana) need to
analyze their ‘fit' with the organization's cuéur

An interactional perspective on organizational ertrghlights
the importance not only of assessing job-relatetbp@ance, but
also of creating an environment that suits newcemand of
creating a job that is satisfying and motivatesitiggvidual.

The interactional perspective acknowledges that h hig
performance in one situation does not necessamdgmthat the
person will perform well in a new situation. Thered, this
perspective prompts the

manager to explore the reasons why a person hbsmped well
in their existing situations - that is, how the gmer interacts with
the situational factors in their current jobs -tkat he or she can
consider how the person will behave in a new ditnat
Organizations are affected by people, and peogetiected by
organizations. Therefore, when choosing who tauigcthe
manager is influencing the future of the organ@ati The
discussion so far on the approaches to organizdtientry is
summarized in Table 1 below. In practice, the diditon between
these approaches may not be clear cut. This euseche person
— organization fit approach incorporates the persojb fit
approach to some extent, and considers a numhshef factors
as well. It is also the case that the social natjoih approach
incorporates the person - organization fit approattence, the
difference between the three approaches is a n@tmphasis,
with the new approaches striving to take accouna diroader
range of factors associated with the entry proceésd it is
precisely that relative importance of different ttas that will
determine which approach should form the basis rofeatry
strategy in a particular situation.

Table 1. Summary of Approaches to Organisational Etry

Approach to Person-job fit | Person- Social
organizational organisation fit | negotiation
entry
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Assumptions Individual traits| The relationship The
about the in relation to| between the psychological
determinants of the individual and| contract that
behaviour at requirements of (a) the sort of develops
work the job work involved| between the
(b) Others in the individual and
team and (c) thethe organizatior
organisation’s | in the courses o
goals and the entry
values. process.
Underlying Trait theory International | Situationalism
psychological theory or interaction
theory theory
Circumstances | Stable workl Rapidly When a senio
in which it is]roles; growing or| executive  has
likely to be| Individuals changing been head
appropriate work on their| organisations: | hunted. When |
own, rathen when retentionis a ‘sellers’
than in team. market’ and the

In a buyers
market, SO
individuals can
be easily
replaced if they
leave.

of high value
staff IS
important; when
team working is
important.

organization ig
relatively  less
stable and les
able to state it
terms when the
job can be

adjusted to fit

—

[

WUy

persons.

Source: OUUK, B800.85

Activity
a.

organization fit and social negotiation approaches?

b.

fit and social negotiation approaches are impraaktien most
situations, because they would be costly, difficutid time
consuming?

4.3.4 Job Analysis

Central to effective staffing is job analysis. #e steps involved in the

staffing process is sequential, any error madendujob analysis will
cascade down through the whole process, creatiegtar problems
elsewhere. Job analysis is therefore the total gg®dy which you
derive, first, gob descriptioneading to second, a persspecification.
Information about a specific job is obtained througbservation,
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questioning, using tests, critical incident anaysind so on. This
information is typically assembled to gain a fuiiderstanding of the
critical component of the job and the context of fob. The entire
human resource management function rests on efée@b analysis.
Figure 5 below gives a graphic representation at thhich we have
discussed in the foregoing.

Job Analysis
Y ¢

Job Description Job Specification
e JobTitle ¢ Qualifications
e JobLocation o Experience
e JobSummary e Training
e Reportingto e Skills
e Working Conditions * Responsibilities
e JobDuties e Emotional
* Machines to be Used Characteristics
e Hazards e SensoryDemands

Figure 5: Job Analysis
Source: https://www.managementstudyguide.com/job-descnptio
specification.htm

A job description tells you about the total reqments of the job. It tells
you precisely what a job is, its purpose, the dutiactivities and
responsibilities attached to it, and its positiothm the formal structure
of an organization.

A person specification is an extension of the jebaliption. It not only
tells you about the job, but also provides a bluemf the 'ideal’ person
to do the job. Typically, it details the personttiautes and qualities
associated with successful performance of jphle, for example;
acceptable qualifications, experience, technicalillssk physical
characteristics, health and personality, and argciap requirements
necessary to carry out a specified job. An exarmapjeb description and
person specification is illustrated in Table 2 belo

Table 2: An example of job description and person specificain

Job Title
Department/section and location
Reports/responsible to (immediate supervisor)
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Responsible for (direct subordinates)

1. Job summary (e.g. Account Clerk)
Prepare, checks and distributes various accoumgpgrts anc
statements to clients and internal staff. Postsl gmepares
reports from general ledger accounts and perforrniser
required clerical duties.

O

2. Duties and responsibilities

a. Prepares bank reconciliation statements aner ofimancial
summary statements for  distribution;

b. Prepares monthly financial reports and related balances for
internal reporting purposes;

C. Prepares special reports for information geeeriom computey
printouts;

d. Performs other routine duties.

3. Person specification

A graduate with two years’ experience for an aotiog clerk
position requires intensive knowledge of annuahsary, bank
reconciliation states knowledge of Excel Spreadshiesea must
as well as a good knowledge of English. A knowledfj€rench
would be an added advantage.

4.4.5 The importance of job analysis

Despite possible limitations, the process of jolalgsis can aid
managers in the following human resource decisimaking points:

I Assessment of where the organization stanus$ wahere it wants
to get to with regards to the tasks that must béopeed, the
skills required to do the work, and the roles thaed to be
performed; ii. Analysis of how the job might déyg and what
qualities will be needed for the individual to deygewithin the
organization;

Iii. Analysis of the organizational environntemhich involves the
job that the newcomer will do, the subculture amarkwvgroup
they will join, the organization's mission, objeets, value and
dominant culture, the technologies that are used tlae external
environmental in which the organization is located\s you
progress through this course, you will encountgess tools and
techniques for environmental scanning and analysis
organizational change.
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Activity

Consider a job you have had. State briefly what d@ne by the unit in
which you workedExplain how your job fits in with others in the
organization and identify the purpose of ygasition

Self-Assessment Exercise

Explain the following human resources managénienhniques an
show their relevance and signification in  humeesourceg
management processes: Job analysis, job desari@nd job
specification.

|V<f/‘
4.5 Summary

In this unit, we have discussed different theoettmpproaches to the
staffing process. The need to have an accurateatl@ajob, and the
particular skills and attributes that it demands,aapre- requisite to
effective staffing was treated under job analyfb, descriptions and
person specifications. We also tried to explaimih involved, and the
benefits of preliminary sub- processes.

It is worth stressing that a vital work in effe@igtaffing of organization
lies in the preliminary stages of knowing the j@mnd the particular
demands of the job in terms of KSA. Through thisit,uryour
understanding of the theoretic assumption aboutplpean work
organization, and the concepts of job analyg®) description and
person specification, and how they are closetgriwined, ought to
have been enhanced. Above all, it would have becolbweous that if
you are going to identify and select the right parior the job, you need
to have an accurate idea of the job.

() |
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u::4.7 Possible Answers to Self-Assessment Exercise(s)

Answer to SAE

Job Analysis Job analysis is the process of collecting, anatyand
setting out information about the content of jobhorder to provide the
basis for a job description and data for recruittndraining, job
evaluation and performance management.

Job Description: This is a concept that defines what job holdess a
required to do in terms of activities, duties @akia

Job Specification A job specification is the list of recommended
gualities for a person to qualify for and succeed position. While the
job description includes the title position, resgibilities and summary,
the specification identifies the skills, traits,uedtion and experience a
candidate might need to qualify for that job
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Unit 5 Communication For Effective Management
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3  Why communicate?
5.3.1 Understanding communication process
5.3.2 Barriers to effective communication
5.3.3 Technical and physical barriers
5.3.4 Socio-psychological barriers
5.3.5 Perception
5.3.6 Serial distortion
5.3.7 The communication climate
5.3.8 The open, supportive communication atan
5.3.9 The closed, communication climate
54 Summary
5.5 References/Further Readings/Web Resources
5.6 Possible Answers to Self-Assessment Exercises

@5.1 Introduction

Communication for effective management in an orz@aon is the
theme of this unit. When we communicate, we arm@ryo establish a
‘commonness’ with someone; that is to say, sharifgmation, ideas
and attitude. Conducting relationships implies oamicating with
people, and your work as a manager filed with instances
of communicating with others. Communicatisra major activity
of business organization. The ability to commurecatearly and
accurately is one of the most valued skills in bass. In this unit, we
shall take a closer, analytical look at communarati We shall
introduce the idea of communication as a procesd, taen explore
some of the barriers to effective communication. dhall also
examine some of the ways in which the quality ahomunication in an
organization is determined.

@5.2 Learning Outcomes

By the end of this unit, you will be able to:
o Explain why communication is important to the masrag

o Analyze the ways in which your work as a manageolies
communication of various kinds
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o Explain the relevance of the communication process;

o Recognize the common barriers to communication tlatse
within an organization, and suggest how theghnibe
overcome

o Explain the following concepts, feedbacks, seriataition and

perception, as active process and technical anthhunodels of
communication.

Why Communicate?

In the modern era of the information explosion hiag is more central
to an organization's effectiveness than its abilto generate and
transmit relevant, accurate, meaningful anchdeustandable
information among its stakeholders. All the adbages of
organization — economics of scale, technical andrfcial resources,
diverse competencies, are of no practical valughef organization's
stakeholders are unaware of WHAT is requiedd WHO, HOW,

WHEN and WHERE. These must be communicated by nsamaqt,

who are charged with the responsibility of achigvidesired results
through cost - effective utilization of resources.

Interacting and conducting required relationshiphwihese stakeholders
implies communication. Managers are the nerve cemk the
organization. Effective communication is the cali¢ool a manager has
at his disposal for developing and sustaining a atlmofunctioning
work-team, for directing the employees, and fmwordinating and
control inga their activities towards the acgdishment of corporate
goals and objectives, as well as satisfyinge aspirations and
expectations of employees.

A manager, who wants to successfully accomplish dlugctives of
managing work and people, occupies many work rsiesiltaneously,
and all the roles demand that the manager is @féecin
communicating.

Executives have estimated that they speaproximately 90
percent of their time communicating in forry ading, writing,
speaking, or listening (Lewis, 1980).

Mintzberg (1991), a management guru, confirntieat a sample of
the Chief Executives he studied, spent 78%heir tworking time on
verbal communication alone. Of the ten managewo#&s; Mintzberg
identified communication is of prime importance.r Bxample, let us
consider the manager's role as a decision makechwaquires making
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discriminating choice. Here, the manager would esgdor data, facts,
ideas, reports, opinions, and make observationsntable him or her
monitor work in progress, control and take appmtgridecisions to
guide and direct the organization towards the aement of objectives
and targets. It is through effectiveness in commatmg that the
manager is able to do the following:

i Inform—establish and disseminate informationjinfluence—
lead, motivate and mobilise;
iil. Activate—direct, instruct and control.

Communication has as its ultimate purposee timtegration of
managerial and employee functions. Furthermoteis ithrough
effective communication that managers can perforintlee core
functions of managing people within the organati

5.3.1 Understanding Communication Processes

Communication, as we have noted, is the capacitgnoindividual to

convey ideas and feelings to another individwadd where necessary,
to evoke a discriminating response. Effectm@mmunication means
the successful transfer of information, meanings amderstanding from
a SENDER to a RECEIVER. This is usually redd to as a
process of imparting ideas, and delivering eotiye, accurate and
timely information from a source to a receivibrough a channel.
Figure 6 below shows the conventional model of ¢benmunication

process.
Context \
Sender m essage' “Decoang” — . Receiver
. Context
Sender

 CHANNEL

. Encoding
Message
« Channel
. Decoding
. Receiver
. Feedback
Noise

e N

Figure 6: The Communication Process
Sourcehttps://newsmoor.com/communication-elements-9-carepts-
of-basic-communication-process/

What comes out clearly from the above model is gbader, who
initiates the communication processncodeshe message, chooses a
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channel for transmitting the message so that itreach the receiver,
who decodes it. In other words, the sender serelsndssage through a
channel to the receiver, who interprets and decgpkhe message, and
sends meaningful feedback for the former senterin-turn decipher.

The ultimate aim is for the meaningful feadb to be the same as
the message 'received'.

The exchange of information is successful anfecéf’e only when
mutual understanding has taken place. Umhartiely,
communication seldom results in effectivelansmission of
information for a number of reasons:

I. If the information is distracted;
. If the receiver is unable to interpret or ube tnformation;
ii. If there are other forms of barriers to effi’e communication.

Feedback is a process of checking and clarificattbrough asking
guestions and repeating the message to ensurehthancoding and
decoding result in mutual understanding of the mgss This is an
essential but often neglected part of the commuinicgorocess. The
feedback process also draws our attention to thet that true
communication is a two-way process. The mdaenefit of the
feedback process is that it provides opportunity exdy for clarifying
the original message, but also for new insight$ perspectives on the
original ideas, which may then be notified.

5.3.2 Barriers to Effective Communication

A number of barriers to effective communicatiogxists in all
organizations. These can be classified into, tweomely physical or
technical, and socio-psychological barriers.

5.3.3 The Technical or Physical Barriers

These barriers are those that can minimize opportunities for
effective communication to occur These may idelltamong others:

I Poor means of communication such as typing lifed,
photocopying, telephone breakdown, poor audioalisids, and
other related facilities. ii. Time constrainteat prevent the
opportunity to communicate. Most physical e are
relatively easy to remove, once they are knowrxiste
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5.3.4 Socio-Psychological Barriers

The more difficult sets of barriers are the sosggthological barriers.
These wusually arise from perceptual differences pafrsons in
communication relationships. Many of the problenasyrbe the result
of attitudes, norms, values and beliefs hdlg parties. For
example, the sender determines what he or ahéswo communicate,
how to phrase the message which is often influgniog his perception
of himself, the image he has of the receiver lsis conception of this
role in the organization. What you must be awdreas a manager, is
that the process of communication is an actfuet a passive)process.
People do not simply encode and decode messagss/gigs they
actively select and interpret them, try to makesseof them, and strive
to give expression to their thoughts. Considésr example, the
sender, who initiates the communication procée® message he
intends to communicate is rarely self-evidernt; often consists of
half-formed thoughts and ideas. To communicate, has to give
expression to those thoughts and ideas by putiieg into acceptable
words (languages) and symbols. This is a compleggss, which would
require you to choose appropriate languageh(tical and socially
acceptable), the symbol and expression. AsHerméceiver, we need
to be aware that people do not passively recemnessages; they
select, filter and interpret them. If people thithkat a message is
unlikely to be interesting or unimportant, they mggore it altogether.
Even when we have decided to concentrate on songgtbur mind may
wander and we may switch our attention to somerdtiiags. Each of
us, because of our unique background and socializatlevelop our
own frame of reference, which influences our petioepof the world
around us, and the way we see and respond to it.

5.3.5 Perception

This is the process by which we actively make sefsee world around
us and respond to it, taking in information thatconsistent with our
frames of reference, and filtering out informattbat does not fit. If our
personalities and perceptions were identified, woaildl al tend to think
alike and communication problems would be rare.

5.3.6 Serial distortion

There is what is commonly referred to as serialodi®n process. A
common problem in a large organization is thatgages often have to
travel long distances, and go through several geopkfore they reach
their final destination. When this involves oralnomunication, the
chances are that the message received would bews@nelifferent
from the original message — because everyone iedoln receiving
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and transmitting it will inevitably add their ownterpretation. In what
ways can messages be so distorted?

a. Particular points in the message may be highlightddht is to
say, given an increased prominence and impatanc

b. New information may be added (or subtracted) to endke
message sound more interesting and palatable.

I Certain details may be modified to suit eittiee receiver or the
sender. The order of the events may be alteredten done to
make the message seem more logical, budait affect the
accuracy. lii. Gaps may be filled-in to make semdgethe
message, and make it sound more credible. Sonwtithese
distortions are deliberate. People may decide ¢éhatarticular
message reflects badly on them, or they may wanittthold it
from others in order to exercise their own powee \Wust bear
in mind that information can rapidly assume pmlitical
perspective in an organization. Often, howeviee, intention
may not be malicious. It is simply that as we deciohterpret
and decode any message we convey, and the maessia
passes through, the more room there is for distarti

5.3.7 The Communication Climate

Why is it that communication often seems to flowrenxemoothly within
some groups of people than others? One reasdhat the prevailing
communication climate directly influences thextent to which
communication is a positive or negative forice art organization.
An open or supportive communications climatpromotes co-
operative working relationships, and iferefore conducive to
effective information gathering and transfer®\ closed and
defensive communication climate has the oppositete

Communication climate is not something that existgond the people
who work together in the organization; it reflecthe skills and
dispositions that people bring to the workuaiion and modified by
their interactions and experiences in the orgaimzatA conducive
communication climate has to be created and nuttoyenanagement.

5.3.8 The Open Supportive Communication Climate

It has long been observed that people are morby likehave a sense of
worth and importance, and feel free to speak withear of reprisal, in
an open and supportive environment. This kind tofasion promotes an
understanding of what each team members wan&tomplish, and
also encourages working together towards common Isgoa
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Supportiveness is communicated most clearly withftllowing kinds
of response.

i Descriptive response: statements that are infommatther than
evaluative.

i. Solution-oriented response: a focus on prokseiing,
rather than an emphasis on what cannot be.don

iii.  Open and honest response: even if criticismexpressed, there
are few hidden messages; the aim is to help apcove.

Iv. Caring response: puts an emphasis on empatmgd a
understanding.

V. Equalitarian response: communication that \@kxeryone,
regardless of their role or status. vi. Forgiviegponse:
recognizing the inevitability of error or misjudgnts, and the
likelihood of taking action to minimize repetition.

vii.  Feedback response: these are seen ass#divp and essential
part of maintaining good working relationshg high levels
of performance.

Management style is a critical factor in determiniwhether the

communication climate is open and supportivethdire is a history of
suggestions being welcomed and acted upon, kessteing used as
an opportunity to learn, and crises being ltdegath in an even-

handed way, then staff are more likely to hgeroin their

communications. They will feel trusted, secure aodfident in their

jobs and in the organization as a wholefedfive team-working,

flexibility and a sense of involvement—all cobtite to (and benefit
from) an open and supportive climate.

Create a Successful
Provide Feedback Work Environment

From the Management /
B @
--de :

Role of |
Effective

Leads to Iinnovation

in Business

o i \ (s Communication
ommunication A

St T . Helpful in Bulilding
i b i Strategies & Policies
& employee relationship

Figure 7: Role of Effective Communication in Busines
Source: https://www.peppercontent.io/blog/importance-ofeetive-
business-communication/
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5.3.9 The Closed Communication Climate

Effective communication is one of therstfi casualties in a
closed and defective work environment. WhHenenvironment is
highly ‘political’, competition for approval, promnan or resources is
invariably high on the hidden agenda. In thisdkiof environment,

‘information is power'. People often become veryssessive and
territorial about the information to which they leasccess. Control is
maintained through the suppression of open fafrmmunications.

Information is given or withheld to reinforce a rpen's position rather
than to contribute to effective working. Communicatbehaviours that
are likely to predominate in a close communicatiengironment have
been found to include the following:

i Judgment behaviour: people are explicitly expetbecbnform to
certain types of behaviour
and to inhibit or change attitudes and behaviotirat are
inconsistent with the norm.

i Deceptive behaviour: messages tend to hold a hidasming, or
are expressed insincerely or in a manipulative.way

ii. Non-caring behaviour: communications tendbi® detached and
impersonal, and show little concern for others.

iv. Superior behaviour: people's ways of intergctiwith each
other tend to emphasize their differencestatus, skills or
understanding.

V. Dogmatic behaviour: there is little discussion arah
unwillingness to accept other points of views orctompromise.
vi. Hostile behaviour: there is a predominantly adge
approach, which places little importance on tmeeds of
others. Effective managerial communication, in sthe
circumstances, tend to breakdown to such an exten the
interaction between individuals is minimal; cemtdbpics are
simply not discussed and verbal aggression besommore
commonplace. Communication still exists, but i caasily
become defensive and covert.

Self-Assessment Exercise
| What is the value of effective communication skitithe workplace? |

9,
54 Summary
You have learnt in this unit that an important wajo achieve

behavioral effectiveness in the workplace ts communicate
effectively. Effective communication is one tife major ingredients
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of the manager's job. Itinvolves a proces$spassing information
and understanding from a sender to a receiManaging
communication involves understanding the num&rdoarriers to
effective communication and knowing how to m@eene them.

The unit examined some of the barriers thase from time to
time, and also introduced a number of wdgs underline the
communication culture.

Communication is what all managers spend mosheif tvorking day
doing as the 'nerve' centre of the organizatiois. & major part of their
role. In particular, communication is about peoplean organization.
It is essential to the main function of mas@agnt — managing
people. Communication cannot take place outsidetaark of people
encoding, transmitting, decoding and interpretinfprmation. As we
shall find in subsequent units of the -courseffective

communication is integral and supportive of eatkthe core functions
of managing people in organizations.

n
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LII:5.6 Possible Answers to Self-Assessment Exercise(s)

Answer to SAE

Effective communication brings the listed valueslobe to the
organization.

Handle conflicts
Improved productivity
Team building
Greater loyalty
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MODULE 2 STAFFING THE ORGANIZATION

Unit 1 Strategies and Management Practices ingdaer
Planning

Unit 2 Attracting a pool of applicants

Unit 3 Assessing and selecting humaauees

Unit 4 Managing performance

Unit 5 Performance appraisal systems

Unit 1 Strategies And Management Practices In

Manpower Planning

Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3 Employment Planning
1.3.1 Strategic Planning
1.3.2 Forecasting Personnel Needs
1.4 Summary
1.5 References/Further Readings/Web Resources
1.6  Possible Answers to Self-Assessment Exercises

gl.l Introduction

The recruitment and selection process stamish manpower

planning or personnel planning. This unit adiices you to
employment or personnel planning process, tteategies and
management practices involved in manpower plannibgexplains

strategy and the relationship between strategianrmphg and human
resource planning. You will also learn theol$othat mangers use to
forecast or project personnel needs.

@1.2 Learning Outcomes

By the end of this unit, you will be able to:

Define Employment or Human Resource Planning
Enumerate the benefits of Human Resource Planning
Discuss Strategic Planning and its importance itvHR

Explain the main techniques used in employment mianand
forecasting.
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Employment Planning

Employment or personnel planning (human resoyme@ning) is the
process of deciding what positions the firm @ t¢inganization has to
fill and how to fill these positions or vacancié®m office attendant to
the Chief Executive positions. It embraces bothcilveent and future
needs of the company and develops the road magt there. However,
the process of deciding to how to fill executigbg is referred to as
Succession Planning.

The purpose of human resource planning goisensure that the
people required to run the company are beimgl @s effectively as
possible, where and when they are needed in oodesdcomplish the
organization‘s goals.

Employment planning is expected to flow from themfi‘s strategic
plans. For instance, plans to enter new businebsdéd, new plants, or
reduce costs al influence the types of positioesfittm will need to fill

or eliminate. Human Resource planning is more comrm large
organizations because they benefit more from thesgaf HR planning
than smaller organizations. Such benefits include:

. The ability to integrate strategic demands with rappate
staffing
levels

. The ability to improve the utilization of human oesces

. The ability to match HR activities and future orgational
objectives efficiently

. The ability to achieve economies in hiring new waysk

. The ability to expand the HR information base tsisisother HR
activities and other organizational units

. The ability to make demands on local labour markatessfully

. The ability to coordinate different HR programs Rsuas
affirmative action plans and hiring needs.

1.3.1 Strategic Planning

An organization becomes competitive by means ofpasple. It is
therefore important for an organization to loolastgically at its people
and the skills they require to accomplish the sgiat and operational
goals of the organization.

You may want to ask—What does strategic meahZccording to

Stewart et al (2001), strategy has many definitiadewever, they have
chosen to define strategy from the management pbwiew.
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According to Stewart et ah company’s strategylies in determining its
key goals and actions it needs to take to achisesetgoals.

Strategic Human Resource Managemenincludes all the HR policies,
processes and practices that help the companyvaclhi® key goals
through its employees. This is shown in Figure 8.isl therefore
important that the line manager link the goals led tompany to the
skills of the people employed. If the organizatie not staffed with the
right number and types of people, strategic, opmrat and functional
goals may not be achieved. More and more exeautive realizing that
well - conceived HR plans are essential to achggsginategic success.

EMPLOYEE
VALUE
PROPOSITION
> STRATEGIC

HR AUDITS ) WORKFORCE
PLANNING

— - ~ a—

RETENTION RECRUITMENT

MANAGEMENT AND SELECTION
T . STRATEGIC o e
HUMAN
RESOURCE

MANAGEMENT
SUCCES
P‘:ANN:&‘ TRAINING
- .
TOTAL REWARDS ':}:m.:mf

.

o 360- DEGREE
FEEDBACK

Figure 8: Elements of Strategic Human Resource Margement

Source: https://www.mbaskool.com/business-concepts/human-
resources-hr-terms/7152-strategic-human-resourcexgeanent-

shrm.html

Self-Assessment Exercise 1

What do you understand by human resource planmdgawhat use i
it?

U

1.3.2 Forecasting Personnel Needs

Like all good plans, management builds employmdahg on basic
forecasts which are the personnel needs, the sobphgide candidates,
and the supply of outside candidates. We will discilne first, which is
a personnel need.
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In forecasting personnel needs, managers consglerad factors and
follow a process of:

. Forecasting revenues, then

. Estimating the size of the staff required to achidhie sales
volume

. Considering the projected turnover( resignatiorss @dismissals)

. Considering the decisions to upgrade diowngrade
products or  services, technological change, dhd

department's financial resources

Managers use several simple tools or teclasiqdior projecting
personnel needs and these include:

I Trend Analysis

This involves studying the variations in a firmismgloyment levels over
the last few years for example you can compute rthmber of

employees at end of each of the last three ywarsore or the number
of employees in different departments likearketing, production,
administration, operations, etc. The purpo$¢h® trend analysis is
to identify trends that might continue in futuré.helps to provide an
initial estimate of future staffing needs.

. Ratio Analysis

Another approach used by managers to forepasionnel needs is
ratio analysis.

Ratio analysis involves making forecasts basedhenhistorical ratio
between some casual factor like sales volume #mel number of
employees required for example number of ssgeople.

ii. The Scatter Plot

A scatter plot shows graphically how two waates, such as a
measure of business activity like sales, andirm‘s staffing levels
are related. If they are related, that meansoan forecast the level
of business activity and you should also be able éstimate the
personnel requirement of the sales department axheher department
being projected.

Self-Assessment Exercise 2

What are the factors involved in Strategic Human sdrece
Management?
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9,

1.4  Summary

In this unit, we discussed Strategies and Manager®eactices in

Manpower Planning and this unit, such topic as esmpkent or human

resource planning was treated and we noted thgpuhgose of human
resource planning is to ensure that the peopleinedjuo run the

company are being used as effectively as possilbflere and when they
are needed in order to accomplish the organizaiogoals. The

strategies and management practices involved inpovaer planning

were also discussed. The several factors that geasaonsider when
forecasting personnel needs were discussed asawéile process they
follow. The techniques involved in or projectingrpennel needs were
discussed too.

You learnt that Employment or personnel planningnian resource
planning) is the process of deciding what positidhe firm or the
organization has to fill and how to fill these gmsis or vacancies, from
office attendant to the Chief Executive positioris.embraces both the
current and future needs of the company and deselop road map to
get there. You also learnt that a company’s styatieg in determining
its key goals and actions it needs to take to &ehileese goals and that
Strategic Human Resource Management includes allHR policies,
processes and practices that help the companyvaclhi® key goals
through its employees. You also learnt that managénbuilds
employment plans on basic forecasts which are éingopnel needs, the
supply of inside candidates, and the supply of idatg€andidates. In
forecasting personnel needs, managers considerasefeetors and
follow a process which includes Forecasting reventieen estimating
the size of the staff required to achieve the satdsme. Managers use
several simple tools or techniques for projectimgspnnel needs and
these include: trend analysis, ratio analysis, etc.
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u::1.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE 1

i. Human Resource planning is the process of decidumngt
positions the firm or the organization has to &tid how to fill
these positions or vacancies, from office attendarthe Chief
Executive positions. It embraces both the cur@md future
needs of the company and develops the road magt theye.

i. The purpose of human resource planning g is torernthat the
people required to run the company are being usezifactively
as possible, where and when they are needed inr dode
accomplish the organization ‘s goals.

Answer to SAE 2
Strategic Human Resource Management includeshal HR policies,

processes and practices that help the compangvacits key goals
through its employees.
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Unit 2 Attracting a Pool of Candidates
Unit Structure

2.1 Introduction
2.2  Learning Outcomes
2.3  Recruitment: What is it?
2.3.1 Responsibility for recruitment
2.3.2 Sources of recruitment
2.3.3 Internal recruitment
2.3.4 External recruitment
2.3.5 Evaluation of recruitment methods
2.3.6 Shortlisting
2.4  Summary
2.5 References/Further Readings/Web Resources
2.6  Possible Answers to Self-Assessment Exercises

@2.1 Introduction

A company’s ability to recruit new employees, degeeto a large extent
on its enterprise, in making known the opportusiitehas to offer. For
the position to be satisfactorily filled, only ppesctive candidates who
meet the person-specification is prompted to appbnsequently, it is
essential to approach the task of attracting skitapplicants in a
systematic way. As we noted in an earlier unit siaffing, the
cornerstone for effective recruitment is to hav@ladescription and a
person specification on hand, to assist in thetifiestion of potential
candidates from a pool of applicants. Thus, theurgoent process is
the second sub-process in the staffing procedieslat the heart of the
employment function, which starts the relationshyetween the
employee, his job and its environment, and the rpris® which
employs him or her.

@ 2.2 Learning Outcomes

By the end of this unit, you will be able to:

o explain what recruitment is all about

o identify the various sources you can use for ditigdhe desired
types of candidates;

o explain the various methods of recruitment.
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Recruitment: What is it?

It is important to know where suitable applicants kkely to be found,
how best to make contact with them, and to seduee tpplication.
This involves a thorough knowledge of sources bbla and methods
of recruitment. The most appropriate means of ctitrg suitable
applicants will depend upon the nature of the omgion, the vacant
position, and possibly the urgency of need. Esakitirecruitment
process involves all sets of activities, which igations use to
identify, search for and stimulate candidates whweehthe abilities and
attitudes needed to help an organization achieseolijectives. In
practice, three initial conditions must be fulfdlebefore the search
begins:

I Confirmation of the need to fill the vacancy;
i. Reference to the manpower plans;
iii.  Completion of an appropriate job analysis q@ss.

The decisions that are made about recruiting halfateé not only the
kinds and numbers of applicants, but also how diiffi successful
recruiting efforts may become. It is importantnote that recruiting
requires planning decisions. The strategy entdiéstifying the kind
and number of required recruits, where to recwtp to recruit and
what the job requirements will be. A key consideratwill be deciding
about internal and external searches that have todule.

2.3.1 Responsibilities for Recruiting

In a small organization, the owner-manager is Uigsalely responsible
for recruiting of staff into the organization. eght do so by utilizing
informal methods, and where situation demands, ightnoutsource the
task to a consultant agency. Table 3 shows a typiistribution of
recruiting responsibilities between human resoulgegartment and line
managers in large organizations, where recruitthgenerally a shared
responsibility.

Table 3: Typical recruiting responsibilities

HAM Line managers

o Forecasts recruiting needs e Anticipates needs  far

o Prepare for recruiting drive positions to be filled

o Plans and conducte Determines required KSA
recruitment o Provides job requirement

o Audits and evaluates 3ll information to assist
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recruiting activities recruiting drive
o Reviews recruiting activities

U7

2.3.2 Sources of Recruitment

There are two sources for potential employeesinteznal and external
labour market. The former is made up of currenplegees, the latter is
the pool of potential applicants outside the oizmtion. Table 4 details
the merits and demerits of both sources.

Table 4. Advantages and disadvantages of recruitmesources

Sources | Advantages Disadvantages
Internal | e Promotes morale . In breeding
° Better assessment p# Poor moral problem of
abilities those not promoted
) Lower cost for somege Need for managerial-
jobs development
J Motivation for good programme
performance
o Results in successign
of promotion
External | e New board o May select unfit ones
o Cheaper and fastew Large adjustment ar
than training orientation line
o May bring new
industry insights

2.3.3 Internal recruitment

When a vacancy exists, the first place you looKiltoit is naturally
inhouse. To this end, most organizations haveradbpolicy of filling
vacancies through internal recruitment. This oftakes the form of
promotion, transfer, re-deployment, and even desnotiWhere feasible,
internal recruitment is favoured for some of thesssons:

I It helps build morale and motivation among existstaff;

. It is less costly in terms of advertisement costierview costs
and other placement costs; in. Management's krigel®f this
employee is likely to be more accurate, and thusigdes better
prediction of success than information on extecaaldidate.

While internal recruitment is generally recognizsia good source of
employee, it is not without its shortcomings. Toaly, it could lead to
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what is commonly referred to as ‘in-breeding’ auaiton whereby
applicants from the same organizational culturéh \itle new things to
offer, are employed to fill vacancies. This ofteacdurages new blood
from being injected into the organization. Alslepse who apply for
job and are rejected can become disgruntled emgloye

2.3.4 External Recruitment

When qualified candidate cannot be found withinfihas, the external
labour market is tapped. The external source tylgicacludes college
graduates, the unemployed with a wide range olss&iid abilities, and
some retired experienced persons. Like internadurenent, there are
merits and demerits of external recruits. It pregich wider market. It
also brings new blood into the organization. Hogrethe organization
has to make longer investment in its recruitmelgct®n, socialization,
training and integration of staff into its (orgaatin's) fold.

An effective external search process involves amadythe market, to
define appropriate catchment areas, so as to désgmost appropriate
communication strategies for reaching out to tlespective candidates.

Activity

What ways or methods are there for an  organiratio contact
possible new staff? Jot down as many as these dsethat you know
of.

The type of position on offer invariably determineshich
communication strategy will be used, and which segnof the labour
market will be searched. As a company managerwgaud not use the
source method to reach out to an experienced atamuand a typist.
Unskilled labour is usually recruited through jobspng in company's
newsletter and employee referrals. The positioasréquire specialized
skills and knowledge will require a different segy. For this type of
candidates, advertisement in professional jourribés,use of executive
selection/search and consultants might be moreogppte. Recruiters
may also require a more direct search by organigaigol, college and
university visits to search for students about tadgate. What is also
interesting to note is that all the methods of ugorent can be grouped
into the following three categories:

Direct methods —School and university visits; employee contactswit
the public;
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Indirect methods —through advertisement in newspaper, on radio,
television and Internet, as well as in profesdiama technical journals.

Third-party method —this includes various agencies, placement in
professional associations, managing consultingsfirm

The advantages and drawbacks of some of the abatbods of
recruitment are summarized in Table 5.

SN | Method Advantages Drawbacks
1 Internal ) Maximum o There is a limit
advertisement information to number of
to all suitable
employees, applicants.
who  might| e In-breeding
then act ase Internal
recruiters. candidates ng
o Opportunity matched
for all against
suitable outsiders.
internal
employees to
apply
o If internal
staff IS
appointed,
the cost of
induction is
saved
2 Vacancy list ise Economical |e Vacancy list
placed outside th way of seen by few
premises advertising, people ang
particularly if passershy
on a busye Usually only
thorough-fare barest
information is
put out.
3 | Advert in National e Information | e The cost
press reaches largee Much may be
population ‘wasted’ in
o Newspapers reaching
are inappropriate
acceptable people.

medium  for
important job

searchers.
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4 | Advert in technical e Reaches ae Inappropriate
press specific for non-
population specialists
with . Infrequent
minimum publication
waste
5 | Job centres ance The standarde Registers  arq
labour offices of applicants mainly for the
can be unemployed
guaranteed. rather than of
J Socially the employed
responsible seeking 3
and secure change.
o Can produce
applicants
very quickly
6 | Commercial . Availability |e Can produce
employment of data staff who are
agencies o Access to likely to stay
nationwide only for a short
employers time.
o Little
administrativ
e hope for the
employer
7 Executive  searche Can approache Cost
consultants ‘known; . Potential
individuals candidates
directly. outside the
network  are
excluded.
8 Schools/University| o Useful  for|e Interviewers
visits small tend to be
business and enquirer rathe
employers than
with little or applicants.
no previous e Interviewing
experience i schedules ca
specialist be laborious
fields.
o Inexpensive
and

administrativ
ely
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convenient.
o Can produce
a regular
annual flow
of enquiries.

Source: Adapted from D. Torrington J. Chapman

Activity

Recall your appointment to your current organizatiand prepare a
brief write on the sources of recruitment that was used the
organization.

2.3.5 Evaluation of recruitment methods

Naturally it will not be necessary to utilize dflet recruitment methods
listed earlier, but its cart be helpful to be awaf¢he variety of sources
available in case of need. It is vital that you dwct periodic evaluation
of the methods. Many indexes can be used to eleagitectiveness of a
recruitment method. You want to evaluate and jushgeerms of the

degree of success in obtaining competent personRetiodically, it is

useful you conduct a survey of all areas of néTrent, so as to
ascertain which methods have proved most producti@me form of

evaluation is to try to correlate the source of dpplicant with ultimate

efficiency rating. Another is to check elapsed tibetween order
placement and subsequent referrals. Although osm may not

necessarily prove definitive, they will at leastrvee the purpose of
indicating fairly well, which method appears torest productive, and
which brings satisfactory results. This would altimate decisions on
which methods to continue to utilize and which igcdntinue.

2.3.6 Shortlisting

The ultimate objective of recruitment should bgtoduce a shortlist of
candidates who are worth selecting. A good recrnindrive should
provide you a degree of choice, to enable you mttehnformation on
the application forms against the person-speciboatyou would need
to sort out the applications into three categords ‘Probable’,
‘Possible’ and'Unsuitable’. Shortlists can then be made up from the
first two categories, while the unsuitable applisaare politely declined.

It is vital that you promptly and courteously ngtifunsuitable
candidates. A sloppy attention to this aspecheffrocess does nothing
to enhance the reputation of the organization megs.
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Self-Assessment Exercise
| Explain what is meant by effective external seqnatess

N

v/

2.4  Summary

As we have attempted to show, recruitment is tlecgss of finding
suitable applicants, who meet the requirementstiitksh by analyzing
the job. The unit has helped us to follow the pescof identifying
sources of recruitment, and to gain a good undeisig of the various
methods, that can be utilized to reach out to blatapplicants. It has
also helped us to realize the various merits anchediés of those
methods of recruitment.

Two conditions must exist for effective selectian dccur. First, the
organization must have a candidate, who it is mgllto employ. The
second condition is that the candidate must bengilio accept an offer.

Recruitment is the process of finding and atingctandidates who
meet both of these conditions. The process begssve have shown,
when the organization through job analysis, deteesiits qualitative
need for personnel. Also, job analysis leads tdescription of the
duties and responsibilities of the job. Recruitmetdrts when the
organization knows the type of person it is seeland it lays a good
base for effective selection process.

L
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u::2.6 Possible Answers to Self-Assessment Exercise(s)

Answer to SAE
An effective external search process involves aiadythe market, to

define appropriate catchment areas, so as to désgmost appropriate
communication strategies for reaching out to tluspective candidates.
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Unit 3 Assessing and Selecting Human Resources

Unit Structure

3.1 Introduction
3.2 Learning Outcomes
3.3  Selection - what it involves
3.4 Methods of selection
3.4.1 Interview
3.4.2 Other selection techniques
3.4.3 Limitations of selection tests
3.5 Summary
3.6 References/Further Readings/Web Resources
3.7 Possible Answers to Self-Assessment Exercises

@3.1 Introduction

In the two preceding units, it was emphasized tatruitment and

selection sub-processes of the staffing processildglbe thought of as a
matching process. This concept is fundamentalvirtdaassessed the
demands of a job and you know, through the pergeciication; the

yardstick against which you can assess the suttabil the candidate,
the next practical step is to decide the methodswhich you shall

recognize the presence or absence in individuadidates of the

attributes you are seeking. Simply put, you will $eeking to obtain,
analyses and interpret information about people tdne responded to
your recruitment drive. In doing so, your aim wiblde to narrow the
field of candidates by progressively eliminatingopgh who do not
measure up to your person(man) specification.

@ 3.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain the need for selection

o Identify an appropriate combination of methods it selection
decisions

o Explain the purpose of and problems of intervienwaaselection
tool

o Identify the strengths and limitations of otheresgion methods.
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3.3 Selection - what it involves

This is an important sub-process of the broaddfirsgaprocess. Once
you know about the job requirements, and your tigogudrive has
attracted job application, you must seek to evalgtch applicant and
select the most suitable candidates. Selectitireigfore the process by
which you choose from a list of applicants, thespes who best meet
the criteria for the position available, considgrourrent environmental
context. The aim is to compare the demands of tie yith the
candidates’ capabilities and inclinations, by vasiatechniques. The
intent of such a process is to generate informdtiom the applicants,
that will predict their job success, and then teehthe candidate
predicted to be most successful. The importancsetdction is that it
represents the final stage of decision-making énrdtruitment process.

3.4 Methods of Selection

In practice, selection is not that simple. How gmuabout it will depend
on a number of factors.

The first of this, is the theoretical approach yake to the process of
organizational entry (OUUK 2000). Managers who takgerson-job fit

view of the process will use tests designed to sepdaey psychological
traits thought to be related to the intended jalchSa test might take a
variety of forms but the purpose is to measure raques fitness to the
job. Selectors who prefer the person-organizativadproach will seek

to gauge the extent to which the person’s KSA cemgeints those of the
organization.

Several different selection instruments can helgisoriminate between
candidates as illustrated by Figure 1.
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Candidate/Applicant’s

Application form and CV

Interviews l

Reference checks

Personality tests

\ Ability/aptitude tests I

L Assessment centref
\ Medical test l

Successful/selected
‘ ‘ D o candidate

Figure 9. Selection Hopper

Although in practice, the formal interview remaias almost universal
part of the selection process, recent researchshaan an increasing
use of other selection methods. Most large- s@ald complex
organizations in Nigeria, like her counterpart e tUnited Kingdom,
now regularly use some forms of testing — abilgtitude, etc., in their
selection process.

3.4.1 Interview

The interview is commonly referred to as a conv@eawith a purpose.
You will notice that the interview is used in almh@é organizational
entry exercise for all jobs, despite the fact thath current research has
indicated their poor predictability of performanbg applicants. For
example, an often-cited researcher's study, reguatanterviews have a
predictive validity of 0.14, on a scale of 0 (changrediction) to 1
(perfect prediction). A vast literature describéwse tproblems with
interview as follows:
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i) Impressions formed in the first five minutes greatifluence the
selection, but are based on very little information
ii) Interviewers tend to look for reasons to rejecheatthan for

reasons to accept interviewees, which suggests'lidtebad’
applicant gets the job;

iii) Halo and horns - the interviewer's perception c¢ gnod or one
bad comment contaminates their perception of atberments;

iv)  Appearance affects an interviewer's judgementriae/s

V) It is difficult to assess skills and attitudes miaterview,

vi)  The interviewer's recent experiences in his or heork
environment disproportionately influence the diecis taken.

Effects to reduce problems, like the above, hadedethe development
of structured and situational interviews. By hsfisuitable questions
and perhaps developing a rating scheme for answeush of the

problems of instructed interviews may be reducétbntradicting the

traditional view of interviews, a recent review lilgDaniel et al (1994)

has produced an authoritative statement, of how; wérviews predict

the performance of individuals.

Activity

Think deeply and critically of a formal job inteew in which you took
part.

(@) What were the strengths of the interview as amdgwer?

(b)  What did you find to be the major weakness of titerview
technique?

(c)  What can be done to make the interview more effstti

Interviews are useful for assessing personal clemsatics such as
interpersonal skills, practical intelligence, socimteraction and

communication skills. The interview can also bedisor answering
applicants' questions, selling the organization fomchegotiating terms
and conditions. It is a matter of some debate,tindrethe interview
accurately assesses ability at work, relevant espee and work skills.
Two final points need to be made about the intevvigirst, during the
interview, applicants develop much of their impressof what it would

be like to work in the organization. Thereforee tmanner of the
interview plays a major role in shaping the psyobalal contract

between individual and organization. Second, titerview is the only
technique which currently exists for assessing theraction of

individuals and environments. If you adopt a systgc approach to the
investigation of
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this interaction, perhaps using a structured ori-sdmcture interview,

you can gain evidence that should
objective decision about the interviewee'selith to the organization.

3.4.2 Other Selection Techniques

lead you nbake a more

Table 6 summarizes the strengths and weaknesdége ofain types of

selection tests.

Table 6: Summary of main types of selection techniges

Selection Description Strengths Weaknesses
techniques
Physical Tests that Mainly limited | Danger of unfaif
ability tests measure to unskilled or| discrimination if
whether the semi-skilled not used on jobt
applicant is| jobs. Good related criteria.
physically able validity.
to do the job
Literary and| Tests that Good for| Suitable for
numerical tests measure screening relatively  few
applicant’s applicants from jobs.
levels of| school, or for
literacy and unskilled
numeracy. workers.
Intelligence Tests that High  validity | Not always easy
tests measure manyand reliability.| to identify the
different types Intelligence s type of
of intellectual or| likened to| intelligence you
cognitive trainability and| want to measure.
functions. problem solving| Trained
psychologists are
needed tQ
administer  the
test. This can be
expensive.
Personality Tests that Useful if you| Trained
tests measure know  exactly| psychologists are
personality what personality required to
traits. trait you are administer these
looking for and| tests and provide
why. feedbacks. It can
f

be expensive i
used in isolation
and it has a pog

=

predictive
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validity.
Analogous Tests that High predictive| May just indicate
tests stimulate  the validity.  Only | who has done the
word the| useful for &l tasks before, or
newcomer will| limited number the trainability of
be doing. of jobs. applicants.
Assessment | A process, Moderate Expensive  and
centre rather than avalidity. Also|time consuming
place, which useful for staff How do you
uses a numberdevelopment. | combine the
of selection High  validity | results of the
techniques inrate. diverse range of
combination. tests? It is quite
artificial.

Typically, information relevant for preliminary s&ning of candidates
are provided by a review of candidates' applicattorms and/or
Curriculum Vitis (CVs). Applicants who do not hatke relevant
training, experience, or who possess other desirabéracteristics can
easily be screened out at this point. The useesfst after the
preliminary screening, is becoming a growing pcectin many large-
scale business corporations in Nigeria. This hasotme a major
practice, for example, in the banking and finansiettor. These tests
may be designed to measure general intel agencykandledge,
aptitude for the work, skill levels, work motivatioand personality
Performance tests, such as asking a typist to ayletter, or questions
about the job, are also commonly used to deterappdicant’s level of
abilities and skills. The use of reference chasks traditional practice.
It is however, a growing practice for organizatiotws design their
specialized forms, which they send to referees litaio information
about the applicant's past performance. Physicaanexation can tell if
an applicant has the physical and mental requir&nim a position.
The general practice in Nigerian firms is for swgsfal candidates to be
required to be medically examined before takingppointment.

Activity

If you were a small-scale business manager, whiclthe selection
methods would you use in considering applicamtafjob? Which one
or ones would you drop out?

3.4.3 Limitations of Selection Tests

An intrinsic merit of tests is that tests can measome attributes which
are difficult to assess by interview. They can helpeduce the area of

subjective judgement and of possible human emothe selection
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process as a whole. A word of warning is necesbkarg. Tests in the
hands of untrained persons can be more misleateny helpful. Tests
will serve no useful purpose if they are not prédperonstructed,

selected and administered. It is advisable thasehwho have to
administer tests should either take some formahitng course in

psychological testing, or refrain from dabblingiwsuch tests. In other
words, test design, scoring, administration andrpretation should be
done only by persons with technical competencetiaioing in testing.

Self-Assessment Exercise
| List and explain the problems with interview |

19,

3.5 Summary

This unit has helped you to follow and understahd process of
assessing and selecting, from job applicants #&taduring the
recruitment drive. It has helped you to gain angimsinto the major
activities involved in the process artde vital tools available
to enhance vyour effectiveness in selection.

By now, it should be obvious to you that the bagial in selection

should be all round assessment of candidatesg usimumber of

different sources of information, rather than aisiea based on just one
criterion. We have seen that selection is a dawisiaking process
during which the manager Butilizes various toalsoreening devices
to assist him in choosing and matching candidatéattracted to the
organization), with the suitable requirements foe tight job — as

specified by job analysis. It must be mentioned tha ideology, norms
and values of the managers as well as the orgamsatpolitics do

influence the final selection decisions which maragnake.

1
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u::3.7 Possible Answers to Self-Assessment Exercise(s)

Answers to SAE

The problems with interview are as follows:

° Impressions formed in the first five minutes greatifluence the
selection, but are based on very little information
o Interviewers tend to look for reasons to rejecheatthan for

reasons to accept interviewees, which suggests'ligiebad'
applicant gets the job;

o Halo and horns - the interviewer's perception cf gnod or one
bad comment contaminates their perception of atberments;

o Appearance affects an interviewer's judgementyrae/s

o It is difficult to assess skills and attitudes miaterview,

o The interviewer's recent experiences in his or eork
environment disproportionately

o influence the decisions taken.
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UNIT 4 MANAGING PERFORMANCE
Unit Structure

4.1  Introduction
4.2  Learning Outcomes
4.3  What is performance management?
4.3.1 Performance management system
4.3.2 Measuring Performance
4.3.3 Objective measures
4.3.4 Subjective measures
4.3.5 Taking appropriate action
4.3.6 Continuing unchanged
4.3.7 Correcting performance
4.3.8 Revising the standard
4.4  Summary
4.5 References/Further Readings/Web Resources
4.6 Possible Answers to Self-Assessment Exercises

@4.1 Introduction

This unit discusses performance management, thdorpence
management system, how performance is measuredhwhiolves the
objective and the subjective measurement. The alsi® discusses the
taking of appropriate action in managing perfance such as
continuing unchanged, correcting performance andisiregy the
standard.

@4.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain what performance management is

o Discuss the performance management system

o Identify the limitations involved in choosing measment
criteria, and

o Discuss the place of management judgments in pedioce
management.
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What is performance management?

Performance Management can be defined as a systeapgiroach to
the management of people, using performance goaégsurement,
feedback and recognition, as a means of motivakiag to realize their
maximum potential (Alo, 1999). It embraces allmad and informal

methods adopted by organizations to increase camenit as well as
individual and corporate effectiveness. It comssist an interlocking

series of processes, attitudes and behaviourstoigather provide a
coherent strategy for improving performance. tves the means for
an organization to translate strategy into resuliskey feature of

performance management, therefore, is the emphagsigs on linking

departmental, individual goals and objectives wittie broader,
corporate, strategic goals and objectives.

Armstrong (1994) defines performance managemeat@®cess which
is designed to improve organizational, team andsiddal performance
and which is owned and driven by line managers. rfoRaance
management is a much broader concept than perfaenappraisal
which as we shall see in a later unit, is traddibn concerned with
judging the individual's performance, giving thedividual feedback
about his performance, and helping the individual improve by
systematically motivating them to work harder.

Performance management is concerned with improwiog only the

performance of the individual, but also the perfante of the team and
organization. As a process, it is concerned withdffectiveness of the
individual, the team and the organization. Perfarcea management
forms part of the human resource management agprimamanaging

people. Performance is basically a shared prdocesgeen managers,
individuals and teams, in which objectives are edreand jointly

received, and targets are set to integrate compoiradividual and team
objectives. Performance appraisal schemes fortngbdhe techniques
used in a performance management system. Apart frerformance

appraisal, performance management uses a rangé&erf ®chniques
which may include, team building, quality circlesnd total quality

management. These techniques are, however, notisgesd in this
course.

4.3.1 Performance Management System

There is no single, universally accepted model @frfggmance
management in use. But the management literagireeplete with
models, which typically contain and link a comme sf elements, that
can be expressed as a performance measuremennSPS). A more
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detailed way of thinking about managing performamcdo use the
control loop framework. The loop involved the @lling elements:

)] Setting specific performance objectives andéts;

1)) Measuring outcomes by monitoring the extenivtach targets
are attained,

i)  Taking appropriate actions which may involgeanting rewards
linked to outcomes, and iv) Revising standardssatting new
targets.

V) Take action to correct Performance

vi)  Revise the standards

vii)  Continue unchanged if corrective action it needed

viii)  Set standards (or Target, objectives etc)

iX)  Measure Performance

X) Compare performance with standards and decidether
corrective action is needed.

This analysis of performance management assumem#draagement is,
in essence, a rational activity. From this perspectperformance
management and appraisal can be seen as paraonfa of mechanisms
by which management seeks to exert control.

@/ EFFICIENCY MONITORED

PERFORMANCE
MANAGEMENT

BALANCED
SCORECARD

il

i
IMPROVEMENT

Figure 10: Performance Management Style
Source:https://elearningindustry.com/how-manage-employee-
performance-systems

Activity

What do you consider as the main features of a PM&and attempt a
brief description of them.
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Management, when thought of as a rational actiaggumes implicitly
that:

i) An organization's goals can be expressed in teteas enough,
that they can be used to construct actual poligesydards and
targets;

ii) It is possible to measure — or at least estimdiablg, the extent

to which an individual or a group is helping to i@sle these
standards and targets;

iii) Human performance can be analyzed as a seriedesfoitking
causes and effects;

iv)  This series can be managed — in other words, p@atforming
parts of the chain can be 'repaired’ or at leagirbved' by the
action of ‘managers'.

How realistic is this rationalist model of perfornca in real work
situation? It is important that individuals haveeith performance
monitored, for reasons other than those associa@d control.
Individuals feel more secure and valued, when tieegive constructive
feedback from their manager, on how they have pewd. This
process will happen during day-to-day managemaeuliyidual review
sessions or appraisal. The emphasis is placednoaueaging high
performance overall, rather than on control loggestmanagement,
related to individual tasks carried out in pursweaatparticular plans.

In the context of managing performance, one oftlie®retical bases of
the control loop is goal- setting theory, which wast put forward by

Edwin E, Locke (1981). He argued that goals pedshy employees
can play an important role in motivating superia@rfprmance. In

aiming to achieve goals, people examine the corsemps of their

behaviour. If they think their current behaviourdlwiot al ow them to

achieve their goals, they will either modify théehaviour or choose
different goals. If managers can intervene to satgy in such a way that
the individuals think the organization’s aims arertlu achieving, then
they should improve their staff’'s performance.

There are many reasons why the day-to-day controlman resources
is ‘messier’ than the rationalist model of perfonoa. First, very few
managers are able to identify and articulate citeategic objectives.
Often, there may be too many objectives, and sdrtieeon may even be
mutually contradictory, or competing. If the orgaation is unable to
set out explicitly its strategy, it is unlikely tee able to carry out the
next step which is to identify particular dimensasf performance, that
are most likely to achieve its goals (Mabey et a0D). Second,
objectives may be changing so fast that any attémpase a system of
performance on them would be useless. Even whemlfextives are
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relatively stable, the standards to be attainedmaaititained may not be
so clearly specified. For example, how do you &atisrily measure

increasing customer satisfaction? Another dangsr ilh assuming that
the manager has to be involved in the error camegirocess. In many
cases, it will be sufficient to feedback informatitm the employee who
will then be able to correct performance withow treed for managerial
intervention. Also, if corrective action is needédwill not always be

clear what is appropriate, nor will the resultsawf action be totally
predictable.

Activity

List the most common means of monitoring and meagperformance
you know of and identify the strengths and wealasesteach one.

4.3.2 Measuring Performance

One of the key implications of the control loop asmetaphor for
managing human resource is that there should bedatds against
which an individual can be assessed. This raises isue of
measurement, and there are essentially tiypes: Objective
measures (based on independently verifiable data) Subjective
measures (based on human judgment).

4.3.3 Objective Measures

These are usually numerical measures of how weihdividual or a
group is meeting the main objectives set. They mmggecify targets,
such as timescales and deadlines, quantities, aodteesource usage.
For example, many organizations will have finandiehlth as one of
their objectives, and so monitor their financiarfpamance regularly.
Organizations also generate a whole range of gafimé data such as
sale figures, output, productivity, absenteeism.

4.3.4 Subjective Measures

Not all aspects of performance can be easily oredsand quantified.
As a result, subjective measures of performance magle in all
organizations. Many aspects of performance idedtifor inclusion in a
performance management system may, if they are tasbessed at all,
rely not on quantitative measures, but on quaajudgments. Most
people will have a complex picture of the abilitydaperformance of
their colleagues, which is based only in part ormfa results. This
subjective judgment may be useful in deciding wh@rtomote within a
department, for example. In other words, if sutbyecassessments are
well designed and thoroughly audited, they mayroffenore accurate
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gauge of performance than many objective measurbs. challenge for
a performance management system according to Mabal (2001) is

that its procedures should be auditable, so tharitbe verified that the
measures are being used fairly and effectivelys Ténds to result in a
move to formalize the process of subjective pertortoe measurement.
The most common way in which this is carried ouvies a system of

appraisal. A detailed discussion of appraisal sysie taken up in a
subsequent unit.

Activity

Make a note of two aspects of your own work, inryarnganization,
which you could easily measure; assess your owfopeance against
specific targets. Who sets these targets? Are tleajistic and
achievable?

4.3.5 Taking Appropriate Action

Ensuring effective control demands that appropriatéion is taken
when there is a difference (good or bad) betweamnadd and actual
performance. Three options are generally possilsledemonstrated
earlier in the control loop: i) Continuing unchaxgii) Taking action to
correct or improve performance; iii) Revising tharslard.

In reality, you may respond to a problem with atomig of all three.
4.3.6 Continuing Unchanged

This option is less straight forward than might eqp Perhaps your
monitoring suggests that not only is an individuat likely to meet his

or her targets, but also there are reasons whigabeoption might be to
avoid taking corrective action. For example, ightibe that the gap is
so insignificant that you might have to delay imtsring and allowing

more time to establish reasons for the observazhdty.

4.3.7 Correcting performance

This option might involve insisting that the work done again or
improved, getting directly involved yourself to obse difficulties,
arranging additional training for staff or any attierm of appropriate,
corrective action. Whenever you have to take amyective action,
think critically about what it is you are corred@inrhere may, of course,
be occasions when you have no choice but to cureetfect while
seeking the cause. On some occasions, discipliret beienforced to
ensure that standards are not compromised, undednunignored. In
dealing with this type of situation, you will ne¢al take into account
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other aspects of the social aspects of work, inctudeadership,
motivation, power, conflict and disciplinary procees.

4.3.8 Revising the Standards

The standard or target may need revision whennalgtd is exceeded.
Do not simply raise the standards as a 'rewdfldere you feel that the
standard is unrealistic and should be revised,ihportant to consider
whether you will cause more problems by changira thy holding

firm. For example, by changing would you:

i) Encourage people to ignore any future standardgafgets) you
set?

i) Remove a good incentive, even if the standardgiaet) cannot
quite be achieved?

iii) Make those who have really exerted themselves ifegtas a
waste of effort?

iv) Be setting no more realistic standards (or targsp you had
before? v) Engender a feeling of failure?

These are crucial points to consider before embgrkon taking
decisions on revising set standards. Their coraiid® may also help
you to decide that the original standard (or olye¢t was not
appropriate and needs modifying. The conclusioa cem make from
the above discussion is that continuous improvenoérperformance
will only happen, if individuals are able to makeealistic assessment
of their performance, and modify their targets ahahs, if they are no
longer appropriate or effective.

Self-Assessment Exercise
| Explain the concept of performance management

19,

4.4  Summary

In this unit, we have discussed what performanceagament system is
all about, and utilized the concept of the conlivop framework to show
how performance management can be carried out eoryh The
detailed steps involved as well as the problemslved in the practical
application of the framework have been describetdascussed.

Performance monitoring and management are desigmezhcourage
managers and individuals to work and organize thefraviour in such a
way that they help the organization achieve itslggaad objectives. A
useful framework through which to approach the [@awbis framework
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that involves setting individual or group standardsieasuring
performance, applying corrective action where appate, and revising
the objectives where necessary. The feasibilitthisf framework is still
open to debates.

The performance management framework, howgwewvides a
theoretical  backcloth  for meaningful discussioh performance
appraisal system.

F

(1]
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u::4.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE

Armstrong (1994) defines performance managemeat@®cess which
is designed to improve organizational, team andsiddal performance
and which is owned and driven by line managers.

Performance management is concerned with improwiog only the
performance of the individual, but also the perfante of the team and
organization. As a process, it is concerned withdffectiveness of the
individual, the team and the organization.
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UNIT 5 PERFORMANCE APPRAISAL SYSTEM
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 The need for a performance appraisal syst&B)P
5.3.1 Setting up a PAS
5.3.2 Methods of appraisal
5.3.3 Problems of validity and reliability
5.3.4 Making PAS more effective
5.3.5 Performance Reviews
5.3.6 Multiple Appraisals
54  Summary
5.5 References/Further Readings/Web Resources
5.6 Possible Answers to Self-Assessment Exercises

@5.1 Introduction

Of all the activities in HRM, performance appraisabrguably the most
contentious and most popular among those who arelvied. Line

managers do not seem happy doing it, employeesseeint in it, and
personnel or human resources managers, as guard&nan

organization’s appraisal policy and proceduresroftave to stand by
and watch their work fall into disrepute. Since mwed performance is
a basic criterion for individual and organizatiorggtbwth, individual

employee's performance and progress need to beiatedl against
established goals on specific set of expected hehav By appraising
individual's performance, areas of relative streagtould be identified
and reinforced, while areas of weakness or shoitogencan be
communicated to the employees, and thus be encedirayg redirect
their work habits. It has therefore become an @teck part of
management orthodoxy, that there should be somensnbg which

performance can be measured, monitored and cadrolln this unit,
critical issues relating to performance appraisslaa information-
processing system, providing vital data for ratlpnabjective and
efficient decision-making, regarding effective humaresources
management will be examined.
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@5.2 Learning Outcomes

By the end of this unit, you will be able to:

o Identify the purpose and uses of appraisal system

o Explain some of the important operational impeegivthat
should guide the choice of appraisal techniques

o Identify different methods of appraisals

o Describe some of the problems and obstacles toceaessful
PAS.

The need for a performance appraisal system &%)

Appraising others is not only inevitable, but alsatural in human
existence. Whenever we have to make a sociatehsuch as a friend,
a political candidate or an employee, it is unaabld for people to rate
one another. Performance appraisal, which can teereformal or
informal can be viewed as a systematic processugfr which an
individual employee’s behaviour is evaluated anchsneed. The major
aim of appraising and measuring an employee's halra to judge the
relative worth or ability of the employee in perfong a given task or
responsibility. Such appraisal, if well conductedables management to
obtain feedback information about the effectivenek®rganizational
processes, including the performance of employeas ttherefore a
systematic method of obtaining, analyzing and miogr information
about an employee. Every organization needs fe&dipdarmation for
monitoring and reviewing performance, so as towalfor appropriate
adjustments to be made with respect to: i) Asglsthnanagement to
manage efficiently; ii) Assisting the individual playee to know how
well he is doing and plan his future; iii) Providiremployer with a
rationale for making and adjusting many personeelsions.

Thus, the performance appraisal system can servauditing and a
central device, by generating information necessargirect (and re-
orientate) organizational processes towards desigrttives.

In the context of HRM, performance appraisal sert@® major
purposes, namely: evaluation, administration ancld@ment.

Theevaluation aspect involves its use as a check on the effects®of
the following: i) Job analysis, job descriptiondaspecification process;
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i) Job evaluation;

i)  Wages and salary administration;

iv)  Staffing processes — recruitment and sele¢tgiPromotion,
discipline and dismissal.

As a developmentatool, PAS can facilitate the following:

)] The identification of training needs;

1)) Evaluation of training practices;

iii) Effective communication and feedback between supery and
subordinates with respect to role clarification;

iv) Career planning and development;

V) Effective motivation of employees; vi) Manpower mténg.

Table 7 summarizes the range of purposes that earseloved by
performance appraisal schemes.

Table 7: Role of performance appraisal

Administrative Developmental

Objective setting Identification of strength and
Auditing weakness of individuals
Compensation Discovering training needs
Promotion Identification of areas of growth
Dismissal Career planning

Motivation of staff Succession planning

Checking the effectiveness pPHuman resources planning

HRM practices procedures

Giving real effect to the multiplicity purposes BAS means paying
considerable attention to the construction andgnatiion of PAS as a
whole, and to the way in which it is managed byrgeee involved.

5.3.1 Setting up a PAS

The wide variety of performance evaluation techagwill be discussed
later. It is not very difficult to assemble a liftreasons why any of the
PAS methods will fail to work. Much of the respdsibty for choosing
a suitable technique and operating it effectivegts directly on your
shoulder as the manager. To achieve effectivetiem®fore, there are a
number of operational imperatives to guide youroact
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First, the success of any technique largely depesdsselecting a
technique (or a combination of techniques) thatcheg the objectives
you seek to attain. Figure 8 below provides sdhastiations.

Table 8: Matching PAS objectives and techniques

Purpose of PAS Suggested techniques
1. To provide back-up data fo6ample graphic scale essay form
management decisions oforced-choice rating rankin
merit, pay increase,methods.
promotion, redeployment,
dismissals and so on. Work standard technique, BARS
2. To assist supervisors ftgraphic rating, forced choice,

observe subordinates mar®BO critical incidents.
closely and observeMBO, critical incidents BARS

effective performance ranking methods, work standard
3. To motivate employee andechnique.
provide feedbacks, coachingritical incidents, MBO field
and counselling review, BARS.
4. To improve identification

training and development
needs, career development,
and effectiveness of HR

practice. ITA

The important point to emphasize here is that amaager, you should
endeavor to undertake a matching of techniques otgjectives, if many
of the common pitfalls of appraisal system are & dvoided. The
second requirement is informed by the belief thaSRs designed to
measure individual performance. This demands thatal or relevant

performance criteria (what counts for success iuraon the job) are
identified, isolated, measured, evaluated and s&led¢n choosing such
criteria, a distinction is generally made betweerspnality or traits and
observable work-related factors.

In choosing trait-related criteria, it is assumiedtithere are traits which
lead to productivity.

Commonly accepted traits include: reliability, tiaiive, drive,

determination, integrity, job knowledge, judgmeatdtjtude, cooperative
commitment and temperament. The second assuniptibat objective
measures of employee's productivity can be madethenbasis of
process and output measure. This focuses on tlyepe@ple interact
and go about their work, and the results actuatljieved. Typical
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examples would include the following: punctualitly veork, ability to
plan and organize, relationship and cooperatioh wileague, quantity
and quality of work, accuracy, time management,eting deadlines,
compliance with rules and regulation and so on.

Expert opinion suggests that personality-orient&eria are notoriously
difficult to correlate with job performance, becaus largely measures
rater-ratee interaction, while work related methaos easier to observe
and more susceptible to objective measurementiolBeeffort must be
made, however, to select a mix of performance raiteconsidered
relevant to success on the job. A third criticaperative for successful
implementation of PAS is that it is made acceptaloi@ well understood
by the parties involved in the PAS process. PA&nismportant means
of achieving a joint problem-solving approach to rfpenance
management and improvement. When both the chossessment
techniques and its applicability are clearly unterd, then you can
expect to attain the mutual problem-solving appnodbat is crucially
needed as a sound basis for a productivity-orierRé®. As the
manager with direct responsibility for a resulteoied PAS, the open
involvement of employee affords you the opporturitydiscover the
strengths and weakness of the employee, as wekrtioyee's views
and definition of contextual problems retarding bisher performance.
Thus, implementation should offer opportunity fompmoyee to
complete some parts of the PAS form (i.e. a sadpraisal section be
designed into the form) sign the completed form add any comments
on their perception of the accuracy of the assessnt@nally, it is
imperative to bear in mind the recognition thaggar administration of
a result-oriented PAS is an outgrowth of organaral culture that
values performance (productivity), and fosters digliand norms of
behaviour that supports such values. As was suggi@stan earlier unit,
values are the basis of human behaviour, and iipisn them that
missions, goals and objectives of organization. re€drganizational
cultures that profess to value high performanceillugtrated in Figure
11.
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Organisational values:
High
performance/productivity

Actions by supervisors

* Objectives are undefined Objectives well defined and
* Vague targets well communicated
. Arbltrary rewards system Yearly specified targets
e Promotion based on Reward based on results
relationship Promotion bases on capacity
and achievement
Belief Emphasis on people’s
Appraisal of performance is development
considered unless and
unnecessary Belief
Appraisal of performance is
Norms worthwhile and necessary
Performance appraisal is
poorly conducted
Norms
Performance appraisal is done
with priority and care

Figure 11: Cultural Norms in Organisations which Vdue
Performance

Source: Roy Serpa. Why many organizations often fail teegi
employees fair and usefglerformancereviews' Managementeview
(American Management Association) Vol. 73 (7) JuB84 Pp. 41 —
45; Management bgbjectivegMBO) to avoid the feeling.

The sequence on 'A' outlines the actions that angrary to the value of
productivity and the resultant beliefs and normsbehaviour. The
contrast is a performance-oriented culture whergragpals are
conducted with seriousness. In the sequence qrifiB’superior defines
and communicates clearly defined objectives andjetar rewards
employees on the basis of results achieved, prarmiecapability and
emphasizes development. These actions are corisisteth

productivity-oriented values and thus foster adiethat performance
appraisal is worthwhile. The conclusion to be draisnthat if an

organization values, high performance, the managemest ensure a
congruence between value statements and actioes.takhus, creating
and developing suitable work culture that valueghhproductivity and
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appraises performance fairly and equitably, istal @thical issue, which
management must give serious consideration.

Activity

Reflect on the PAS of the organization which yotkvar or which you
are familiar with:

1. Write out the features of the PAS to show the extewhich it
meets the above operationalperatives

2. Outline all the processes that have been put itel® ensure
employee's active participation the operation of the system.

5.3.2 Methods of appraisal

Performance can be appraised by a number of methddfortunately,
not only are there no acceptable standards tordeterwhich method of
appraisal produces the best results, there alsomononly acceptable
and utilized norm. In Table 9, various method$8{S are categorized
into four major groups and compared on a numbehafacteristics.

Table 9: Various methods of PAS

Method Techniques Major Typical content
purposes
Evaluation (E)
Development
(D)
1. Narrative Essay E and D Variable
Critical E and D behaviour
incident E Traits behaviour
Field review Traits and result
2. Ranking scalesGraphic E and D Traits and
ranking scale | E and D behaviour
Check lists E Traits and
Mixed standard behaviour
scale Traits and
behaviour
3.Comparative | Straight E Overall
method ranking E assignment
Paired ranking | E Overall
Forced assignment
distribution Overall
assignment
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4. Behaviour and BAR E and D Behaviours, traits

objective MBO E and D and result
Behaviours, traits
and result

Let us take a brief look at some of these methods.
1. Essay appraisal

In its simplest form, the rater is asked to writpaaagraph or more on
the employee's strengths, weaknesses, potentthlsanon, without
making a distinction on performance dimensionse Blssumption is
that an honest and informed statement from somedre knows the
employee, is as valid as more formal and caafd methods. The
major drawbacks are their subjectivity, varid@piln content, as well
as the problem of comparability

2. Graphic-rating Scales

This usually allows you as the rater to eass an employee's
performance on a continuum. Because of its lgiity it is a most

frequently used method. Typically, a graphic scassesses an
employee on the quality and quantity of his ber work (as
outstanding, above average, average or unsdtsfacand on a
variety of other factors that vary with the jokand usually include
personality traits, and some specific performarteens. Although it

remains most widely used, trait-rating scalege aextremely

vulnerable to problems of halo effect, regenkeniency and central
tendency rating that would seriously affect thaitidity and reliability

of rating.

3. Critical Incident Appraisal

In this method, you are required to keep a recordach employee, and
to record actual and observed incidents oftpesi or negative
behaviour, over a given performance periodhe hformation so
obtained can be used to review the perfoomaaf the employee.
The major drawbacks are, that you set the stdmféen without inputs
from employee, and you have to determine whicidents are critical
to job performance. The record keeping can alsormeca chore.

4, Comparative Method
Under this method, you are required to meviart overall

evaluation of performance of your employees bhgcking one of the
following: Top 1%, 5%, 10%, 20%, 30%, 50%, with ¢kan Top 1% -
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50% as highest, 30% as marginal and 50% as uredbsy.

Alternatively, the ratings of employee's perfonoa are distributed
along a bel -shaped curve, which typicallpges from outstanding,
very good, satisfactory marginal to unsatisfac The major
drawbacks of these methods are these:

a) The size of difference among individuals is not am well
defined, and

b) Supervisors may resist placing any individual ie towest (or
highest) group. Then there is the difficulty andtoof developing
forms.

5. Management by Objective

MBO was a vogue in Nigerian public sector followirtige Udoji
commission report of 1974/75. Under this methodjectives and
standards should be set, preferably jointly by ymd subordinate,
whom you are required to appraise. Appraisal thidin be based on the
extent to which the objectives / targets have beenin relation to the
predetermined standards. Typically, MBO has notedivup to
expectation, possibly due to the absence of negepsacondition for its
success, such as training to provide needed KSAtladulture that
favour's joint problem-solving approach.

Activity

Obtain a copy of the performance appraisal meth@gduin your
organization, and describe the features of the ,fiamd evaluate their
advantages and limitations.

5.3.3 Problems of validity and reliability

There are many problems and obstacles to the suotésrmal PAS. It
is important, for example, that you should be avadrihe problems that
can affect the validity and dependability of the?A

Validity problems

Performance appraisals are intended to evaluatéorpence and
potential of employees. But they may not be valdicators of what

they are intended to assess because of a varidigitdtions on their
use.
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1. The halo Effect

This is rating a person high or low on all itemsdigse of a specific
characteristic. It involves a tendency to geneealibm a predetermined
overall impression for the appraisal of specifattor characteristic.

2. Recency Effect

This occurs when a rater gives greater weight teme events when
appraising individuals. Giving an employee a higting even though he
made a quota only in the last two weeks of thengaperiod.

3. Central Tendency

This involves rating all employees in a narroweséiand in the middle
of the rating scale (i.e. around the midpoint).

4. Leniency and Strictness Error

Leniency error occurs when a rater artificiallyiges all or a specific

group of employees’ high-performance ratings ataimatertain scores

cluster at top levels of the scales. Strictnessuigcevhen a rater uses
only the lower part of the scale to rate employees.

5. Rater Bias

This covers error that occurs when a rater's vatugsejudices distort
the rating. You as a rater may be biased for maagans such as ethic,
regional or religious background, interpersonal ficin etc. It may
happen that you do not personally like the persom gre evaluating.
Age, sex, appearance or other arbitrary classifisatmay be reflected
in appraisals if the process is not properly design

Activity

From your experience, prepare a list of errors doidses which are
present in the PAS used in the organization youkwor. Suggest
possible ways of overcoming or reducing such.

5.3.4 Making PAS more effective

For performance appraisals to be successful, theyld be based on
performance standards and multiple assessmentslamald result in

face-to-face performance review.
* Be based upon multiple assessment.
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1. Result-oriented schemes

These forms of schemes embody the principles ofagament by

objective, first developed by Douglas Mc Gregor aqoopularized by

Peter Drucker. Their principles suggest that emighis performance

appraisal should be shifted from evaluation to ysial To them, this

would imply a more positive approach, since theosdimate would be

more involved in examining and identifying not omhlig weaknesses but
also his strengths and potential. He becomes ameaapent, not a
passive object to be appraised by you, the manager.

This procedure offers the following advantages:

a) The subordinate is given the opportunity to make bwn
evaluation of achieved results. By this procesgasficipation, he
develops a sense of ‘ownership’ of his results, gaths an
insight on how he can improve his own methods aftdhtsiour.

b) Your job as a manager shifts from that of critiogzito that of
helping the employee to improve his performance.

c) It is consistent with the belief that people workttbr and are
more committed when they participate in definingegbves to
be achieved within a given time frame.

5.3.5 Performance Reviews

The purpose of performance reviews is to analyzatvehperson has
done and is doing in his job, in order to help hiondo better by
developing his strengths, or by overcoming his wesk. It is a
deliberate stock-taking exercise. In a well conddctperformance
review session, you should ensure that the employedle to freely
discuss work problems and be encouraged to bribgpislown solution
to them. As indicated in an earlier section ofthnit, joint-problem
solving system should be encouraged. In today'$ectve
organizations, managers are trying to make thgwragal system into
one based on a shared process in which the empisasis mutual
development rather than traditional, one-way judgtsie This means
that managers are now faced with multiple respdlitsés and demands.

5.3.6 Multiple Appraisals

To reduce problems of validity and reliability,nitay be more useful to
use multiple rating than single evaluations. Whihke rating of one
supervision may not be valid, the overall pattefriseveral ratings does
provide an indication of overall performance apdtential for
development. Peer rating and self-rating are attertigat have been
made recently to improve the PAS. More positivelgluding self-rating
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is a useful development, because active particpatan improve the
guality and acceptability of PAS process.

Self-Assessment Exercise

List and explain the validity problems associateithwperformance
appraisals

|l/<.f/|
5.4 Summary

This unit is focused on sharpening your understanaf performance
appraisal as an important managerial tool, and atecanique of
organizational intervention. It has attempted taocréase your
knowledge and sensitivity as an appraiser or appeaiby bringing into
focus the manifold problems that beset the PAS its purpose,
methods and implementation strategies. A Kedge of these, it is
hoped, would have increased your skills for evatgathe PAS of an
organization more systematically and objectively.

This unit has examined an important way in whictfgrenance
appraisal can be designed, put in place and admatad. PAS are
introduced as we saw for a wide range of reasamkitas important to
be clear about the purpose, scope, and processies s¢heme in your
organization.

N
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LI::S.G Possible Answers to Self-Assessment Exercise(s)

Answer to SAE
1. The halo Effect

This is rating a person high or low on all itemsdogse of a specific
characteristic. It involves a tendency to geneediibm a predetermined
overall impression for the appraisal of specifattor characteristic.

2. Recency Effect

This occurs when a rater gives greater weight tne events when
appraising individuals. Giving an employee a higting even though he
made a quota only in the last two weeks of thenggperiod.

3. Central Tendency

This involves rating all employees in a narroweésafand in the middle
of the rating scale (i.e. around the midpoint).

4. Leniency and Strictness Error

Leniency error occurs when a rater artificiallyigas all or a specific

group of employees’ high-performance ratings amemtertain scores

cluster at top levels of the scales. Strictnessuscevhen a rater uses
only the lower part of the scale to rate employees.

5. Rater Bias

This covers error that occurs when a rater's vatugsejudices distort
the rating. You as a rater may be biased for maagans such as ethic,
regional or religious background, interpersonal flion etc. It may
happen that you do not personally like the persom gre evaluating.
Age, sex, appearance or other arbitrary classidioatmay be reflected
in appraisals if the process is not properly design
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MODULE 3 EMPOWERING AND REWARDING
EMPLOYEES

Unit 1 Career Planning and Employee Welfare

Unit 2 Employee’s Training and Development

Unit 3 Motivation of Employees at Work

Unit 4 Job Evaluation

Unit 5 Reward Systems

Unit 1 Career Planning and Employee Welfare

Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3  The Basics of Career Planning
1.3.1 The Roles in Career Planning
1.3.2 Benefits of Career Planning
1.3.3 The Role of Employee Welfare
1.4 Summary
1.5 References/Further Readings/Web Resources
1.6 Possible Answers to Self-Assessment Exercises

gl.l Introduction

This unit focuses on how you as a student, emplolyesiness owner
(employer) or a manager can effectively manage yaweer and help
your employees to manage their careers and alsdetosocially
responsible to your employees through indirect cemsption or
Welfare Programmes. The topics to be discussdtiisnunit are the
Basics of Career Planning, the Roles in Career ritign Career
Planning Benefits and the role of Employee Welfare.

@1.2 Learning Outcomes

By the end of this unit, you will be able to:

o Define Career Planning

o State the relationship between career nrphg, career
development and career management

o Discuss the major points in career planning asrosgihe role the
individual and others have to play

o Explain the benefits of career planning.
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The Basics of Career Planning

First of all, you may be wondering and asking yelirs what really is a
career? ‘There is nothing absolutely wrong with ryawondering and
asking to know what a career is because almostyenerasks these
guestions at some point during his or her workifg and the answers
help to identify the actions needed to further Bneareer.

What then is a Career?Career may be defined as the occupational
positions a person has had over many years (De26l@é8). Werther &
Davis (1996) refer to career as consisting oftel jobs held during one
‘s working life — for some people, those jobs asaet pf a careful plan
and for others a career is simply a matter of litkving defined career,
we can now go further to learn what career planrsrajl about.

Career Planning may be defined as the deliberate process through
which someone becomes aware of his or her persiitd, interests,
knowledge, motivations and other characteristicgjuaes information
about opportunities and choices; identifies carelted goals and
establishes action plan. (Dessler, 2008).

It is important to note that apart from planningaeer, other factors
such as education, hard work and superior perfoceaexperience and
occasional al play important role in making an wial successful.
Employers have a huge influence on employees ‘car@s some
institute formal career management processes, wthkers do

You may like to know what Career management isCareer
Managementcan be defined as a process used to enable emplayee
better understand and develop their career skillsiaterests and to use
these skills and interests most effectively botthini the company and
after they leave the firm (Dessler, 2008). Speaifareer management
activities include career — oriented appraisals dodnal career
development activities.

Career development is the lifelong series of activities such as
workshops that contribute to a person’s career cE&pbn,
establishment, success and fulfillment.

1.3.1 The Roles in Career Planning

Like we discussed earlier, the employer, employekthe manager all

have roles to play in planning, guiding and deviggthe employees
‘career. These roles are summarized as below:
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1. The Roles of the Employee

The employee is expected o:
O Accept regponsibility for his/ ber career
O Assess his/ hor inforost |, skills and values
O Seck ool varcer foomalion and resourees
0 Ystablish goals aml carcer plaos
0 Uiilize develxpmend spposhuaiiics
O Talk with ms/her manager about his / her career plans
O Fol ow through on realistic carger plans

2. The Roles of the Manager

The manager is expected o:
O Prowide itimely and accurate performance feedl ack
0 Provide descloproental assignmoents amd support
O Participate in career development discuszions with subordinates
I Sopport craployes development plans.

3. The Roles of the Employer

The Employer is expected 1:

Cormunicate the vision, rossion, polizies and procedures of the organization
Provide training and developroert opportunities including workshops

Provide careey tuformation and career programs

Offer u variciy of career path s

Prevvide career-oriented performance feedbe :

| Provide menioring opportunities to support growih and self-direction

0
t

|

0O Provides emplovees with individual development plans
0 Provide academic learning assistance program.

Self-Assessment Exercise 1
| How does career development differ from careermplag?

1.3.2 Benefits of Career Planning

In as much as the employer and manger play rolgsioing employees
‘careers, one task no employee should ever abaedais or manager or
employer is career planning (Dessler, 2008). Neéedss, the
involvement of the Human Resource department irazaplanning has
grown in recent years because of its benefits (Néer& Davis, 1996).
There are so many benefits to be derived from carle@ning, below is
a partial list of those benefits as identified bgiitier et al (1996).
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i. Aligns strategy with internal staffing reuirements —
by assisting employees with career planning, fkhenan
Resource department can better prepare them fmipated job
openings identified in the HR plan, resulting irbetter mix of
talents.

i Develops promotable employees- Career planning helps
develop internal supplies of promotable talent ®etnopenings
caused by retirement, resignation and growth.

i Facilitates International Placement —Global organizations use
career planning to help identify and prepare facpment across
international borders.

iv. Assists with workforce diversity — whenemployees are given
career planning assistance, those with diverse gnaokd can
learn about the organization ‘s expectation fof-gedwth and
development.

V. Lowers turnover — increased attention and concern for
individual careers can generate more organizatitmallty and
lower employee turnover.

Vi. Taps employee’s potentin — career planning encourages
employees to tap more of their potential abilitees matching
individual strengths and weaknesses with occupakion
opportunities and threats enables the individiwalpursue
occupations, jobs and a career that capitalize isnirtierest,
aptitudes, values and skills.

vii.  Furthers personal growth — career plans and goals motivate
employees to grow and develop.
vii.  Reduces hoarding-career planning causes employees, managers

and the HR department to become aware of employee
qualifications, preventing selfish managers fromarding key
subordinates.

Self-Assessment Exercise 2

| List 5 benefits of career planning.

The Role of Employee Welfare

Employee welfare or benefits represent an indirdotm of
compensation intended to improve the quality ofwlek lives and the
personal lives of employees. In return for theseelies, employers
generally expect the employees to be more commiitietieir jobs, be
productive and supportive of the organization.

Some companies go beyond pay and the usual berefitsprovide
services for their employees. These services geaviand the cost of
providing these services is largely dependent enpitilicy decisions of

99



BUS 809 HUMAN RESOURCE MANAGEMENT

the organization ‘s Human Resource Managementegies. According
to Werther & Davis (1996), the most common of thedewelfare
services are:

1.3.3 Educational Assistance

Studies reveal that tuition refund progsa are among the
more common employer services with 97 perceth®®617 companies
in one survey offering this assistance. these jrogr partially or
completely reimburse employees for furthering tleglucation but may
be limited to courses that are related to an engpltsyjob.

il Financial Services

This is probably the oldest employee welfare servivhich is very
common among retail stores and consumer goods menues. It
allows workers to buy products from the compang discount.

Credit unions or cooperative societies are anothell-established
employee service. The interest collected on loars iavestments is
distributed to members in the form of dividends,jchkhare allocated in
proportion to the amount employees have in tharelaving accounts.
There are also stock purchase programdich enables
employees to buy company stock, usually thrquaeyroll deductions.
There are also insurance benefits, which allow rfoma risks
encountered by employees and their families topbeasl by insurance.
These risks are shared when funds are pooled ifothe of insurance
premiums and when insured risks occur, the covenaployees or their
families are compensated.

ii. Social Services

A wide range of social services are provided by leygrs as they adapt
to a changing and diverse workforce, whichgesn from football
leagues to comprehensive employee assistarmgraons designed to
help employees with personal problems rangingmfdrug and
alcohol issues to family problems to people wiay be HIV-positive.
Other social services includeChild care — childcare is fast
becoming an important benefit. A huge number om&o who have
children during their careers, return to work withone year. Some
employers such as new generation banks, oil andngastries provide
on-site child care or creche for the nursing matherder their employ,
where their babies are taken care of while theykvasrd during break
periods, they can go to the créeche to attend tio biabies.
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There is als@lder care this is however not common in this part of the
world. It is very common in the western world wheslderly parents
present a special problem because of the limited day-care options
available to their working children. A growing nber of employees
are sandwiched between the responsibilities oingafor children and
aging parents. And this has resulted to a growinmler of Human
Resource departments developiglependent caregoolicies (Werther

et al, 1996)

Relocation care is also included among the wide range of social
services provided by employers. Relocation programnsist of the
support in cash oservices that a company provides to transferred or
new employees. This benefihcludes for moving expenses, in some
cases, some employees receive fully paid housergutrtps with their
spouses to the new location before the movéemporary living
expenses, subsidized home mortgages etc.

19,

1.4  Summary

This unit discussed career planning and the rolengfloyee welfare. It
explained the basis of career of career plannirjaso explained the
clear distinction between career management aneecalevelopment.
The unit also exposed you to the various roles thatemployee, the
manager and the employers have to play in ordecdoger planning to
be effective. The unit also enumerated and expthithe various
benefits both the employee and the employer stad fjom career
planning. Employee benefits which take the formcoimpensation
which is intended to improve the work lives and sosial lives of
employees were also discussed.

In this unit, we defined career as the occupatipaaition a person has
had over many years and career planning on the bdrel was defined
as the deliberate process through which someonentesc aware of
personal skills, interests, knowledge, motivationnda other
characteristics; acquire information about oppaties and choices;
identifies career related goals and establishemmgilans to attain
specific goals. We listed and discussed the besneficareer planning
which includes: aligning strategy with internal fitey requirements,
reduction of employee turnover, development of tahble employees,
facilitation of international placement, assistiagrkforce diversity, etc.
You also learnt about the role of employee welfane we discussed
some of the very common employee services whicitlude:
educational services, financial services amib$services.
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u::1.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE 1

Career development is the lifelong series of antisisuch as workshops
that contribute to a person ‘s career exploratestablishment, success
and fulfillment; while Career Planning may be defimas the deliberate
process through which someone becomes aware airlisr personal
skills, interests, knowledge, motivations and othdraracteristics;
acquires information about opportunities and chgjicgentifies career-
related goals and establishes action plan.

Answer to SAE 2

i It taps employee’s potentials

i. It furthers growth

i, It facilitates international placement
iv. It develops promotable employees
V. It reduces hoarding.
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UNIT 2 EMPLOYEES’' TRAINING AND DEVELOPMENT
Unit Structure

2.1 Introduction
2.2  Learning Outcomes
2.3 What is training and development?
2.4  Responsibility for training
2.5 Thinking about training
2.6  Planned approach to training
2.6.1 Formulation of training policy
2.6.2 Training need analysis
2.6.3 Specifying training objectives
2.6.4 Programme implementation
2.6.5 Evaluation of training programmes
2.7 Summary
2.8 References/Further Readings/Web Resources
2.9 Possible Answers to Self-Assessment Exercises

@2.1 Introduction

One of the objectives of PAS as you can recallsisise of a check on
the effectiveness of other HRM activities. Permodind effective
appraisal and monitoring often highlight obstat¢tegmployee’s ability
to contribute fully to the objectives of the orgeation. Some of these
obstacles may centre on the employee lacking thé& K&juired to
perform well and indicate an opportunity to usenirgy to acquire the
missing KSA. In this unit, we shall consider tingpprtance of training
and what has to be put in place so as to attailecéfeness in the
conduct of training.

@2.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain what training and development are all abantl the
difference between them

o Discuss the responsibility structure for trainingnétion in an
organization

o Explain the features of a planned approach to taing
functions.

104



BUS 809 HUMAN RESOURCE MANAGEMENT

What is Training and Development?

Human resource training and development are vitgluti in the
management process, aimed at improving and entgicenoutput of
organizations, both quantitatively and qualitatyvélhrough systematic
training and development, organizations' employaesequipped with
appropriate knowledge, skills, abilities and atiés relevant to the cost-
effective performance on the job. Both training adelelopment are
integral part of the total framework for effectivteanagement. The
purpose

of both training and development is similar. Theimmadifference

between the two is in respect to the levels of eyg#s for whom they
are meant, and the contents and techniques empldy&iting tends to
be a short-term process, utilizing a systematic @aganized procedure,
by which employees (mostly non-managerial) acoessential technical
knowledge and skills for a definite purpose. Itersfto instructions in
technical and mechanical operations, such as acquinowledge and
skills of using a computer package. It is oftendahort period, and for
a specific job-related purpose. Development israyderm educational
process, which utilizes a systematic and organmededure, by which
personnel (mostly managerial) acquire conceptuad #heoretical

knowledge. This refers not only to technical knedge and skills in
operation, but also to philosophical and theorétdaicational concepts.

It involves broader education and iturpese is long-term
development. Training and development are msacgsfor all
organizations, particularly in today’s world of fafianging technology,
changing values and environment. Both training dadelopment can
therefore be thought of as a form of investmenhwian capital. Not
only can both forms of intervention contribute teetorganization's
ability to achieve its objectives, but they camsfarm the lives and
prospects of the individuals who benefit from them.

Emphasis in this unit will, however, be devoted ttaining as a
management intervention tool, aimed at equippingoleyees with
relevant.
Activity
Recall all the programmes attended by you since ymoed your

present organization anchentionin respect of each, whether it was a
training or a development programme.
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2.4  Responsibility for Training

Training is a stupendous task, and a basic elestaof all those
who manage people. Typically, the total respohsildor training is
shared in organizations among the following people:

i) The top management who are responsible for forimgjadand
authorizing the basic training strategies and pesicreviewing
and approving broad outlines, training plans armyjam me, and
approving training budgets;

ii) The personnel (or HRM) department, which shouldnpla
establish, monitor, coordinate and evaluate trgiprogrammes;

iii) The line (or functional) manager who should notyasupply the
various training and development plans, but als@lement
them;

iv) Individual employee who attends the programmed ahould
provide feedbacks and suggestions for a contimweview and
improvement in the programme. A typical division todining
responsibilities between the HRM unit and line d&pants is
shown in Table 10 below.

Table 10: Division of Training Responsibilities

HRM Unit Line Managers

o Coordinates formulation qfe Provide technical inputs for
training policies and plans policy formulations

o Provides inputs an(le Prepares skill-training
expertise for training and materials
development ande Conducts on-the-job
organizational development training

o Monitor training needs o Continually discuss

o Conducts and arranges for employee’s growth angd
off-the-job training future needs

o Evaluate training e Participate in organizational
programmes efforts.

2.5 Thinking about Training

Training as we have confirmed earlier is one of aggment’s vital tool
for achieving organizational objectives, by ensgitimat the right caliber
of employees are available on a continuous bassnifig costs money,
and hence it represents a vital investment; in, facis commonly
regarded nowadays (this will be discussed in tha oait on human
resource development) as an investment in humatatap
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As with any investment, you like the assurance abvkng that

expenditure on training is well spent - i.e. thisrgalue for money. This
you can only realize when training benefits thewvaht organizational
stakeholders, namely: the organization, the teagr@d society at large.
You should therefore consider a number of vitaliess before coming
to the conclusion to embark on training. There ameumber of non-
training measures which are perhaps cheaper, aid a@ffects more
basic and long lasting than training remedies. Heeea few of them:

i) Incentive programmes to stimulate and motivate eyg#s to
high morale, motivation and productivity;

i) Redesigning of equipment;

i) Redesigning of procedures and work rules to makentimore
appropriate;

iv) Reallocation of tasks and duties;

V) Methods improvement;

vi) Improved information system;

vii)  Improved control system;

viii)  Job enlargement and enrichment;

iX)  Improved management and supervisory styles.

This list is not exhaustive, but the important poou need to note is
that not all work-related problems require trainingervention. These
non-training interventions may be cheaper and tlefects more
fundamental.

There are, however, many factors that can give tas¢he need for
training such as:

i) Employment of new and experienced employee woutpiire
detailed instructions for effective performancela job;

ii) People have not only to work, but work effectivehyith
minimum supervision, minimum cost, waste, and sg@land to
produce quality goods and services;

iii) Increasing use of fast changing techniques in priciu and
other operations requires training into newer mashéor the
operatives;

iv) Older employees need refresher training to endidentto keep
abreast of changing techniques and the use of stagdted tools
and equipment;

V) Training is necessary when a person has to be miveed one
job to another, as a result of transfer, promotiodemaotion.

A systematic approach (well-planned and impleméntedraining (as
well as development) should result in educationvaste and spoilage,
learning time, supervisory burden, grievances, nm&chreakage and
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maintenance costs and accident rate. It should ltsgy about an
improvement in methods of work, quality of prodygtsoduction rate,
efficiency and productivity, as well as in moral#. should also create
wider awareness among participants, and enlargenmergkill and
personal growth.

2.6  Planned Approach to Training

There are usually problems associated with traieiifigrt in themselves,
and in the design, structuring and sequencing. erQfamateurish
approaches to the training function prevails in ynarganizations. This
takes one form or another. In one form, trainingctions are
undertaken without a training policy to guide actidn another form,
training programmes are selected without any attemgde to assess
their relevance to the organization’s needs, orleyegs, whose training
needs have never been identified, are nominateghtiergo training.
Worst still, there is often no formal procedures fvaluating the
effectiveness of the training programmes undertdikeremployees. If
training efforts are to be purposeful, you neegubin place a policy to
guide the actions of managers. Put bluntly, a imginpolicy is a
necessary pre- requisite to a cost-effective tngimictivity. This is even
more necessary since most of the traditional p&elomanagement
functions (especially so in the case of trainingd mow being taken up
by line managers, as we saw in the introductory ohthis course. As
you will recall, training is one of the action ptathat is usually derived
from the HRM strategy of the organization.

Activity

Does your organization have a definite plan for @eping managers
for assuming highegposition? Do you know about the plan?

1 If your answer is yes to both questions, givedetailed
description of the plan.
2. If no, reflect on day-to-day practices in yanganization and

give a description of forms afevelopmentn your organization,
even if informally, i.e., without a definite plan.

As we discussed in the preceding unit on traininganagement
development should begin or derive from the HRMnplaof an
organization. Such plans should deal with anatyzierecasting and
identifying the organizational needs for human wveses. It helps to
identify the capabilities that will be needed by thrganization in the
future. Figure 12 below provides an illustratioh a management
development process.
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Human resources management strategy
and policies

l

Development need analysis

l

Development approach

l

Evaluation of programmes

Figure 12: Management Development Process

2.6.1 Needs Analysis

Much as with HR training, employee development naegin with an

attempt to analyze the needs of both the orgaoizatnd individuals.

Evidence from organizations, however suggestst thiig analysis of an
individual's management development needs is oftérgiven adequate
attention in most organizations.

You can anticipate development needs from corporaisiness
decisions. Consider the following examples:

A large Nigerian National Bank decides to mengg another in
Ghana to create one of the largest banks in the\ME® region;
maize. The common feature in the above situatioribat they
involve transitions by the organizations concernédnsitions
like these are familiar, and to a large extentdmtable responses
to environmental changes. Organizations go thropigases of
formation, growth, establishment and maturity, leeyt decide to
undertake a different type of wo(ky diversifying into related or
fundamentallydifferent line of businesspr they adopt a new
policy demanding new KSA and making new demandsteff.
Likewise, an individual’'s involvement within an @umgzation
often goes through several different stages as lsh@ becomes
responsible for a wide range of activities. The enctear-cut
transition, the more likely it is that those invetl/will appreciate
— and request — the chance to learn skills and kedge that
will help them in their new or future role, or tbage experiences
with others in comparable positions.
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Activity

Think of the last major change your department maaization went
through.

What were the staff development implications far god for those with
whom you work?

Apart from transition-related changes, there arbeotday-to-day
development-related problems.

For example, if someone is having problems copinitp work, or a

team is not working well together, they may benigbim opportunities

to learn new ways of handling difficulties. Whatngportant is that you
will need to conduct some forms of assessment, iwiriast involve all

relevant stakeholders. Appraisal sessions, assa@gynize in an earlier
unit, often lead most appropriately to a joint-desb solving approach
to management development needs analysis. It reagrdifitable for

you or a HR development officer, in collaboratioithathe relevant line
managers, to conduct a detailed training and dpwedmt analysis. This
could be as detailed as you saw in the precediinigpartraining analysis
(TNA).

For the purpose of emphasis, we saw that in such, §u would need
to do the following:

i) First, identify what the job involves — through jalmalysis, to
determine the purpose, area of responsibility kativigies, tasks
and demands of the job.

ii) Next, with the aid of job or persons' specificatignu will work
out the competences, knowledge, attitudes thatesy@red to do
the job, distinguishing as far as possible betwtb@se that are
essential, those that are desirable, and thosetba liability to
possess.

iii) Then draw up a profile of the existing skills oéthersons doing
the job, on the basis of their past experiencelifiqpsions and
demonstrated abilities in the workplace.

iv)  You will then match these with your list of KSA raged. |If
significant gaps are apparent between the reqyoledand the
existing ICSA, especially if they are so vital the job, then this
is identified as developme(dnd training)need.

The above approach has important benefits. Itstesyatic, and so helps
to prevent you jumping to the wrong conclusion. also helps, set
priorities for varied training needs that are based organizational
requirements. However, it works best with well-defi jobs, that
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require specific skills or techniques, that can re&ably cultivated
among people who are willing to acquire them Sorhé&e problems
that may complicate the use of this approach esalges you move up
the management hierarchy, are as follows:

i) The work is unstructured and rather fluid. In aiddit the smaller
the organization, the less specialized and defiwdd be the
roles.

i) The skills and knowledge may not be so obvious fthenlists of
the key activities. It may not be easy to trainaspn in the
abilities required.

People who offer particular skills may resent hggliold they are
‘deficient’ and need training; the organization rdaybetter to fit the

role to what the person can offer. A corollary fridme above is the need
for caution. A formal training-and development as& may not always
be fruitful or appropriate.

2.6.2 Development Approaches

You have earlier in the preceding unit, studiediotes methods of
training workers and supervisors. Similar to thgrapches for this
group of staff, a number of job-site and off-the-jonethods are
available. A major difficulty with development th&tkes place on the
job is that too often, many unplanned activitie® aegarded as
development. Depending on the size of the orgénrzathe number of
people involved and the complexity of what it isattmeeds to be
learned, the following methods are readily avadabl In reading
through, you will notice that what makes the majdference between
training and development approaches, is that indtter, the emphasis
is not on the skills but more on handling of sitoias, people, and
managerial problems.

Figure 13: Approaches to IR
Source: https://businessjargons.com/approaches-to-indlsstria
relations.html
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i) Job rotation: encouraging members of a team to be able to work
proficiently in each other's jobs, thus creatingager flexibility
and skills within the team as a whole.

ii) Special assignments/projects: Increasing the skills base of
individuals by arranging supervised project workpieparation
for greater responsibilities.

iii) Action learning: a group of individuals who work on their own
chosen problems, but share advice and approachssiting
each other's problems.

iv) In-house courses: aneans of conveying knowledge and skills
to groups of individuals through trainefsither from the
organization or from external providers).

iv) Course provided by external agencies: again, to convey
knowledge or skills to a group of individuals.

V) Distance learning:A course such as this one.

Vi) Creation of assistant to positions:here, the supervisor can act
effectively as the teacher and can judge the assistdecision-
making and leadership ability

vii)  Understudy: this is a person selected and being trained to
assume, at a future time, full duties and respdigb for the
position presently held by his supervisor.

viii)  Acting up: the candidate is moved up to the next rung of the
managerial hierarchy and tested for his/her perdowe and
made accountable during the period.

ix)  Coaching: this is the oldest on-the-job development techejqu
which involves daily observation, training and feadk given to
employee. Effective coaching requires patience aodd
communication skill from you as a managgee box below for a
summary of the ideal approach to coaching.

Coaching is a way of transferring knowledge andl skbm a more
experienced person to a less experienced persorallAimes, th
following principles applies:

The coach and the person being coached spend unjpied time
together. This is to define the problem. After simation has been
explained, the coach should ask questions forfdation. New idea
should be offered and simultaneously encouragenidligidual to see
their own solutions. Reach the point at which aslen is made. Ensure
that the individual being coached has all the imfation, they need.
Conclude the discussions, agree and summarisectiop.af necessary,
weigh up the benefits of a rather better resulinftbe work, against the
benefit for the individual of pursing their own ¢ea of action.

Source: adapted from Leigh (1984)
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Mentoring: this is similar to coaching, the di#ace being that a
mentor should not be the individual's line manadédentoring is a
relationship in which managers at the midpointsthrir careers aid
individuals in the earlier stages of their care@esxhnical, interpersonal
and political skills can be conveyed in such atra@hship from the older
to the younger person. Mentors provide supportoeragement and
opportunities for development, and act as a sognlard for ideas.

The attributes of a mentor include:

o A strong motivation to assist the development bead.

o Considerable experience in the skills being mexitore

o The ability to identify the strengths and weaknss&é the
protégé, and the ability to formulate developmeatad remedial

activities.
o The personal skills necessary to build a relatignshith the
protégé (and with their line manager) and to cattycoaching.
) Mentoring is often seen as a three-way relationstfipnentor-

protégé protégé’s manager, although it has beegested that
four roles are more appropriate.

o Mentoring is usually viewed as optional and treaded private,
one-on one activity. If it is to be more structused form part of
an organization's policies for human resource agraént, the
preparation for mentoring programme should inclute

following:
) Ensuring commitment from top management;
) Locating mentoring within the organisation's othkbuman

resources development programmes; Ensuring commitrice
participants;

o Ensuring support systems are in place;

o Making time and money available for effective ink@inent of all
four participants in the mentoring model;

) Matching mentors and protégeés carefully

o Clearly explaining what is involved to all partiaits;

o Ensuring confidentiality.

There will be occasions when you will be unableptovide adequate
facilities in-house to meet your staff developmeeeds, and you will be
obliged to seek provisions away from the workplae®ff job site.

The market-place is saturated with providers ofkalds, and you are
faced with the extremely difficult task of choositize most suitable
facilities. In considering where to look for suota help, one useful
approach is to consider first what local facilitee® available, and then
to move on to regional and national facilities.
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Activity

What management development programmes have youwatt in your
organization so far5tate in respect of each, how have you benefited as
a manager?

Self-Assessment Exercise

Examine the factors that can give rise to the needraining in an
Organisation.

9]
2.7 Summary

This unit has helped you to understand why it isessary to develop
managers in an organization, as well as measukpm@Ecess that you
need to put in place to enhance your ability toieeh effective
development of your managers.

If anything, this unit must have successfully breumto preeminence
the ways in which management development needsungrganization
can be recognized, and acted upon as part of therwrocess of
performance management.

0
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u::2.9 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAE
Factors that can give rise to the need for traiimingn organisation:

i) Employment of new and experienced employee woudplire
detailed instructions for effective performancehad job;

i) People have not only to work, but work effectivelyith
minimum supervision, minimum cost, waste, and sjg@land to
produce quality goods and services;

ii) Increasing use of fast changing techniques in priclu and
other operations requires training into newer mashéor the
operatives;

iv) Older employees need refresher training to endidentto keep
abreast of changing techniques and the use of Stoqated tools
and equipment;

V) Training is necessary when a person has to be mivoaed one
job to another, as a result of transfer, promotiodemaotion.
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UNIT 3 MOTIVATION OF EMPLOYEES AT WORK
Unit Structure

3.1 Introduction
3.2 Learning Outcomes
3.3  What is motivation?
3.3.1 Forms of motivation
3.3.2 Fear motivation
3.3.3 Financial incentives
3.3.4 Advancement motivation
3.3.5 Affiliate motivation
3.3.6 Competence Motivation
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3.6 Summary
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3.8 Possible Answers to Self-Assessment Exercises

@3.1 Introduction

'You either do it my way or you're fired'. This &pf motivation may

have worked at the turn of the' century, but todagny employees
would tell their supervisor to 'take this job artbge it'. Today's 'new
breed' of employees don't respond to ‘traditioradlies that might have
motivated employees twenty or thirty years ago. ployees in today’s
organizations are better educated, more highlyeskiland work with

more advanced technology. They have significantijrér expectations,
which create difficult challenges for manageravakiably, work is an

activity that is expected of all people of any oaii irrespective of tribe
or religion, unless one has a mental or physicaldltap. Even in the
Bible, we were told of how Adam and Eve were maedab make their
living through hard works, after their disobedience

In several places in the Bible, hard work is comdszh while laziness
Is condemned.

Apart from providing economic security, work addsaning to life. It
gives one an identity and feeling of self-worthbéstows status and a
feeling of belongingness to people who work in\aegiorganization. A
satisfying job can be self-fulfilling. Invariablyyork has a bearing on
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one’s emotional state and physical well -being. hds an effect on
marital, parental and community roles of peoplespite of the above
facts, research has shown that many people arsatistied with their
jobs. Job satisfaction has been linked with vaealike absenteeism,
labour turnover, labour performers and productiVivels. Industrial
work observers are concerned that the gap betweasotential and
actual performance is widening. It i®lidved that appropriate
motivational (strategies) moves by management wasult in
considerable benefits to both parties (Labour andndgement).
However, management should. try to find out thesseawhy an
individual wants to work. Behaviour scientists hafeeind out that
certain needs drive people towards certain goakaement. This drive
iIs known as motivation. This drive within human s might lead
them to get involved and to use their intellechtbieve desired goals.

In view of these major developments, the managest sk, 'How do |
motivate my employees to perform more effectively afficiently?'

This question reflects one of the most challengisigects of a manager's
job, and managers in all types of organizationgueatly ask it.

@3.2 Learning Outcomes

By the end of this unit, you will be able to:

° give a comprehensive definition of motivation;
o discuss the various content and process theorie®tvation;
o describe the applications of these theories by gemeant.

What is Motivation?

Motivating a worker today is considerably more céempthan the
simple application of the ‘carrot and the stickpagach used by many
managers of yesterday the dictionary of sociologiyngs motivation as
the process of initiating conscious and purposetftilon. It defines
‘motivation’ as the process of supplying an inceatiadequate to induce
deliberate and purposeful action. However, motoratin relation to
work could be defined as the condition of beingluahced to do
something. It is the process of influencing workiergjive off their very
best to their organization. Simply put, it is theviohg force that
stimulates an individual, i.e. a worker, into antin order to achieve his
or her organization’s objectives. It is also désmt as the willful or
volition act on the part of an individual. Howeyehe key to
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understanding motivation lies in the meaning arldtimship between
needs, drives and goals. The needs set up dowescomplish goals. A
need simply means deficiency Needs per set aréeckes a result of
physiological or psychological imbalance.

Drive can also imply motive, while goal is definadl anything that can
alleviate a need and consequently, reduce a dHa@v best to motivate
an individual to achieve desired objectives, hagylbeen one of the
world's most important, difficult and controversialoblems (Vroom,
1964). This problem has since the medieval pemtiacted the
attention of Social Scientists, Philosophers, ad$l we Novelists in

different parts of the world. The interest of psyidyists in this problem
dated back to the early part of the twentieth agnithich is reflected in
the emergence, and development of industrial pdggyo and

vocational guidance (Vroom, 1964). It is true thabple participate in
an organized enterprise in order to achieve sonaésgbat they cannot
attain as individuals. But this does not mean thay will necessarily
work and contribute all they can to be sure thaséh goals are
accomplished. A motivated worker would surely perfohis duties,
contribute to the achievement or organizationallgo®n the other
hand, even though frustrated and coerced workeng Imeaforced to
contribute to production, yet it must be realizkdttwhile it is possible
to push-start a stalled car or switch on and oftuaty machine, the
human being is none of these. Hence, force wiltllyamake much in
getting human beings to perform their assigned stas&tisfactorily.

Critically looking at the Nigerian situation, therdlicts, strikes and
related problems often experienced in our industrimay not be
unconnected with the lack of motivation.

TYPES OF MOTIVATION

REWARDS

EXTRINSIC MOTIVATION ==
i

BELONGING

INCENTIVES

INTRINSIC = EXTRINSIC
MOTIVATION MOTIVATION

PROMOTION

et

'

PUNISHMENTS

CRITICISM

= _on/
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3.3.1 Forms of Motivation

According to Davis (1977), four motivation pattethsit are especially
significant are achievement, affiliation, competaad power. We shall
consider these one after the other.

3.3.2 Fear Motivation

Fear as a motivation is one of the oldest and pariiae most widely
used for motivating workers. This type of motieatiplants fears in the
minds of employees. Such employees get thinge do the platform
of threat or punishment, loss of job or dismissads of status, loss of
facilities to the workers who do not conform todladown rules and
regulations. Fear motivates subordinates to waiddér and produce
more goods and services. It is also assumed tlogigaould work best
when they are forced into a situation in which timeyst produce or be
punished.

3.3.3 Financial Incentive

This has something to do with increase in pay gsanting of bonuses
on the basis of personnel appraisal, rather thacordimg to an
automatic standard. Money is an important incenitivsociety, because
it represents the power to save and the power émdspnoney, buys
thing that people value, thus providing a psychigiaglife through the
acquisition of economic goal (Tobes et al, 1977).

However, it should be recognized that money is sy in satisfying
the demand of the society as defined by our culuame. Managers in
industry and trade union leaders tend to place m@ance on pay,
bonuses and other financial incentive, because ey easier to
manipulate. In Nigeria, Adebo inquiry (1970), Udayard (1974) and
very recent Economic Relief Package (1980), Strattddjustment
Programme (SAP) relief of Babangida (1997), Abulakanew
minimum wages and finally Obasanjo's latest minimwage are typical
examples.

3.3.4 Advancement motivation

Advancement-motivation simply means regular proomf workers,
based on adequate personnel appraisal scheme, wbidth form the
basic core of the employee motivation for high jo&rformance in
organizations. The concept of job security is gediguaking firm root
in our various organizations. Workers feel secumnden their voices
are heard, when old age pension, unemploymentansar accident and
sick benefits are guaranteed. For the voices ofetmployees to be
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heard, Trade Union Achievement-motivation is a m@e$d overcome
challenges. C, the countries where achievemenitvatmn dominates
are those that made the most socio-economic pragres

Achievement-motivation leads to higher levels giesgtion, so that the
people work harder, and make more progress.

Achievement-motivated persons are the best soufceompetent
leadership in the nation’s organizations, and thosesons with more
achievement- motivation tend to rise to the highgsisitions.
Achievement-motivated persons seek accomplishnwentsd own sake.
They are not strongly ‘money consciouses, althoiingly may acquire
wealth in their drives to achieve. They work besmawf the sense of
challenge, accomplishment and service. Monetamargs are more of
a lure to people who are low in achievement-moiovat

3.3.5 Affiliation Motivation

Furthermore, affiliation motivation is a drive teelate to people.
Comparisons of achievement- motivated employees affiliated ones
will illustrate how the different motivational paths influence
behaviour. People with achievement-motivation woelkter when they
are complimented for their favourable attitude aod-operation.
Achievement-motivated persons select assistants arkocompetent,
regardless of personal feelings about them. Howyeua#iliation-

motivated people select friends to surround them.

3.3.6 Competence motivation

Competence-motivation is a drive to do quality wo@ompetence-
motivated employees often are so interested inte¢bknical aspect of
their job that they are blind to the human factowark. They seek job
mastery and professional growth. However, the tesidlvarious studies
on motivation and performance have led to the faation and
application of different types of motivational atgies such as fear or
coercive motivation, financial incentive, job satyropportunity for
advancement, just to mention a few. Knowledge dadtivational
patterns help management recognize those employbesare self-
motivated, as distinguished from those who depewdenon external
incentives. Management can then deal with peaffierently according
to their personal motivational patterns.

3.4  The Use of Theories in Motivation
For adequate understanding of motivation and wesrkattempt is made

here to explain certain motivation theories. Theae be grouped into
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two major categories: i.e., the content and protessries. The content
theories focus on the factors that are within teespn that actually
directs, sustains energize or really stop behavidarother words, they
attempt to determine specific needs, which motiyseple. However,
process theories focus on the provision of desoni@nd analysis of the
process of how behaviour is energized, directestagied and stopped.
In fact, the process theories focus attention edsend incentives that
cause behaviour. However, under the content theofienotivation, we
shall examine three important ones viz: Masloveésd of hierarchy,
Herzberg's two-factor theory and McClelland achieeat theory.
However, two process theories will also be treatadd they are
Vroom’s expectancy theory and reinforcement theory.

Self-fulfillment
needs

Self-

actualization:
achieving one’s
full potential,
including creative
activities

Esteem needs:
prestige and feeling of accomplishment Psychological

needs
Belongingness and love needs:
intimate relationships, friends

Safety needs:
security, safety Basic
needs
Physiological needs:

d, water, warmth, rest

Figure 15: Theory of Motivation — Abraham Maslow
Source https://www.simplypsychology.org/maslow.html

3.4.1 Abraham Maslow

Abraham Maslow was a psychologist, who developeal ttieory of
human motivation, and classified human needs in® dategories in a
hierarchical manner as shown in Figure 15; thatigyement from one
need to another particularly after a need has lsa¢isfied. The five
needs according to Maslow are enumerated below.
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Physiological need—Fhe need for food, drink, shelter and relief from
pain. They are required for maintaining the body anstate of
equilibrium i.e. survival.

Safety and security needs-The need for freedom from threat i.e.
threatening events and situations. The need noéssarily means
physical safety, but it also includes psychologgafety and security;
for example, provision for future, insurance suoke confirmation of
appointment.

Belongingness and love needThe need for friendship, affiliation,
interaction and love. This is also called soceas. Management can
reinforce these needs by providing recreation itas! for workers to
enhance interaction.

Esteem needs-These include the desire for self-respect, stiengt
achievement, competence, confidence, independemtdraedom. It
also includes the desire for reputation or respectsteem from other
people, status, dominance, recognition and attentiblowever, these
needs can be. satisfied through acquisition of poimethe work
environment or place.

Self-actualization needs-The need to fulfil ourselves by maximizing
the use of abilities, skills and potentials. Hoeewut could be said that
emergence of these needs’ rests upon prior sdbsjaof the other
needs earlier discussed.

Activity
List all the ‘goodies’ the management of your orgation have just put
in place, to motivate employees to work harder

3.4.2 Herzberg's two-factor Theory

Fredrick Herzberg propounded two factors theoryrmitivation. He

says that man has two different sets of needs. 'Oner level': for

example, basic needs and 'higher-level set of n&€bt is however

unique to human characteristics; the ability toi@od, and to experience
psychological growth. However, the two factors aamkso called

dissatisfies-satisfies, the hygiene motivators lwe extrinsic-intrinsic

factor theory. There are a set of extrinsic johditbons which result in

dissatisfaction among employees and they are resiept. However, if
they are present, they do not necessarily motiwat&ers.
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dk Demotivation ) (O Motivation

Achlievemaent
Supervision
Recognition
Rate of Pay Not
T W Responsibility

Secunty but not
A Advancement

Company Policies Opportunities
Relationships Personal Growth

Benefits Job Interest

Must be met before
otivation factors can
be effective

Figure 16: Herzberg’s Two-Factor Theory
Sourcehttps://managementworksmedia.com/blog/f/the-twdefiac
theory-of-motivation?ref=blog.greetinghr.com

These conditions are needed to maintain a leveloodlissatisfaction':

i) Salary

i i) Job satisfactory

I 11) Working conditions

iv)Status

v ) Company procedure or administration

Vv i) Quality of technical supervisor

v ii) Quality of interpersonal relations amongepg with supervisors
and with subordinates

Wages and salary— These are actual y the rewalabotir. However,

employee rewards are of two types-financial and-fireencial. Wages
and salary are financial rewards, and include docms as insurance
coverage, profit sharing and pensions. While niparicial rewards
include good working conditions, recognition for ceptional

achievement, and other types of job benefits.at,fa company should
be careful in the administration of wages and galalf workers are

underpaid, they become dissatisfied. If they arerpaid, a company's
products may be overpriced in a competitive market.
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Job satisfaction—This is the favourableness or wouvfeableness with
which employees view their work. It results wheerrthis a fit between
job characteristics and the wants of employees.

In fact, it expresses the amount of congruence dxatwone’s

expectations of the job and the regards that thepjovides. Therefore,
job satisfaction involves expectations comparedh ngceivable reward.
Job satisfaction may refer to either a persongnoap. It can even apply
to parts of an individual’s job. Working conditie-Each organization
has its own cultures, traditions and methods obactwhich in there

constitute its climate for people. Therefore, witthe organizational
climate, certain working condition must be providéol motivate

workers. Working condition will include wages rateseniority

recognition, pensions, and paid holidays and othigige benefits.

Status—This is referred to as the social rank péson in comparison
with others in a social system. Status may be fawthal and informal.

Formal status refers to the rank of people as dateg by the authority
structure of an organization, while informal state$ers to the social
rank according rank accorded to people becauseeainfs toward

them. In fact, it is the position that one haaminformal social system.
Company procedure/policy or administration—Eachaaigation, no

matter how small, has its own policies concerniogvtpeople will be

governed within the organization. His is regardasl company
procedure. It includes, personnel policies, manketproduction, etc.
Hence, to motivate workers, all these must be aatetyuput in place.
Quality of interpersonal relations—This referstie type of interaction,
which exists between persons within an organizafidrere is a chain of
relationship within any organization as well aseractions to exist.
Therefore, the interpersonal relationship betwele® managers and
managers, managers and supervisors, etc. mustrisiiaoze and not
hostile, so as to motivate workers. On the otherdh#here is a set of
intrinsic job conditions, which exist and operatighim the job that can
increase the level of motivation and good job penfnce. However, if
these conditions are not present, they do not phoylely dissatisfying.

These set of factors are called satisfiers or matirns. They may
include:

a) Achievement

b) Recognition

C) Responsibility

d) Advancement

e) The work itself

f) The possibility of growth

In conclusion, Herberg's model as shown in Figuseplovides new
insights into organizational behaviour. One majwight is the idea of
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job enrichment. According to Herzberg, building momotivation
factors into them should enrich jobs.

3.4.3 McClelland's Learned Needs Theory

McClelland's proposed a theory of motivation, whatbsely associated
with learning concepts. He believed that many neesle acquired from
culture. However, he laid emphasis on the threesieaamely: the need
for achievement (Narch), the need for affiliatioda{f) and the need for
power (Npow), as is depicted in Figure 17 McClallamas found that
everyone has each of these needs to some degreex&mple, one
person may be very high in his need for achievemaut low in his
need for affiliation and power.

Need for achievement—Here, a person tends or likéske
responsibility for solving problems. i) The perdends to set moderate
achievement goals and is inclined to take calcdlagks; ii) The person
desires feedback on performance

The need for affiliation—This actually reflects a desire to interact
socially with people. A person with high needs faffiliation is
concerned about the quality of personal relatignsiihis then implies
that social relationships is given priority oveskaaccomplishment or
such a person.

Need for power—A person with a high need for power concentrates o
obtaining and exercising power and authority. Hecasmicerned with
influencing others and winning arguments. Power dan positive if it
expresses persuasive or inspirational behavioarcan be negative if it
emphasizes dominance. Further still, the main themMcClelland's
theory is that their needs are learned through ngppwvith one’s
environment. Since needs are learned, behaviouichwis rewarded,
recurs at a higher frequency

Affiliation

Achievement
Power _

Figure 17: McClelland's Learned Needs Theory
Source: https://businessjargons.com/mcclellands-needs-yhison|
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3.4.4 VVroom's Expectancy Theory

Expectancy theory centres mainly on how motivatagurs as shown
in Figure 18. There are three major elements ia ekpectancy theory
according to Vroom; they are:

i ) Choice ii)Expectancy iii) Preference

I Choice—This simply represents the individual's willingiseand
freedom to select and pick from a number of altévea
behaviours. If fact, the theory suggests thatviddials are
motivated at work to make choices among differeftadviours or
intensities of work effort. For example, a workeayrdecide to
work fast or slow, hard or moderate, stay at homeame to
work. However, in some cases, working fast may lEamore
pay if compensation is simply based on the numideurots
produced. If a worker believes that his or her reféd the work
will be rewarded adequately, he or she will makehaice of
working, so that he/she can receive the reward tokows.
Therefore, the logic of expectancy motivation iatttndividuals
will exert work effort to achieve performance, whhiwill result
in preferred rewards.’

. Expectancy- Expectancy is the belief that a particular aitt lve
followed by particular outcomes. Put in anothemfpiit is the
belief that a particular behaviour will or will nbe successful. It
is a subjective probability. It represents empm®yudgment of
the probability that achieving one result will ledaol another
result. Expectancy would be '0' if a person belietleat it was
impossible to produce, say 20 units of output @sr. ¢t would be
to '1' if a person believed or felt certain that dreshe could
produce 15 units per day.

iii. Preference—The values a person associates withiows
outcomes are regarded as preference. Tleroethere can
be in form of rewards or punishment. Accordingyitmom, the
preferences are also referred to as valences. efidner valence
refers to the strength of a person's preferencerieroutcome in
relation to others. It is an expression of the amoof one's
desire for a goal. Take for example of an emplog&engly
wants a promotion, it is said that the promotios hagh valence
for the employed.
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The valence arises out of employee’s internal sedfconditioned by
experience, and it varies from person to persotentg may be positive
or negative, depending on the preference for theoouwe. However, if a
person is indifferent to an outcome, then the Vedes zero.

Instrumentality — This is another issue covered in the expectancy
model of motivation. It is the probability that &rpon assigns to the
performance outcome link. It is the probabilityatha particular
performance level will lead to a specific outcorb®iinel y, 1988).

Vroom’s
Expectancy

Theory Basedon  Resulting from

expected  those behaviors
outcomes

A person selects
behaviors

Figure 18: Vroom's Expectancy Theory
Suurce. https./Twww. Swuypobr.corduucu el S/ 6 1 boriresquaoy-

theory

3.5 Motivation: Implications for Management Practice

From our discussion of the theories of motivatiseyeral implications
for managers can be derived. They are as follows:

1. Managers should recognize and try to develop aebett
understanding of human behaviour, if they are &at& a climate
that encourages greater employee's performancsadistaction.

2. Human needs that are reasonably well-satisfied wvauati
behaviour. Thus, management should devote morts aftention
towards providing a climate for the satisfactiorttod upper-level
needs of esteem and self-actualizations.

3. Personnel have been wunderutilized and over-managed.
Organizations should try to provide more resposesilaind
challenging jobs, that allow a greater degree fczmtrol by the
individual.

4, Creation of recreational facilities in many orgatians such as
staff clubs, company canteens etc.,, are by-produsts
motivational theory. All these were borrowed fraviaslow’s
social theory of needs, and are greatly in useytbgananagers.
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5. The increased popularity of vertically expandinggoto al ow
workers greater responsibility in planning and colling their
work, can be largely attributed to Herzbergs figdinand
recommendations.

6. Employees have been successfully trained to stimulbeir
achievement need. If the job calls for a high agme
management can select a person with a high acheesnive.

Self-Assessment Exercise

Iltemise the conditions that are needed to mairsd@avel of 'no
dissatisfaction' among employees within the Orgdius.

19,

3.6 Summary

We have discussed several theories and concegtsnsn motivation
that may be useful to managers. From our analitssould be clear
that there is no one best approach (or theory) davate, that will be
effective or appropriate for all employees in agagzation or work
unit.

The theories of motivation provide approaches aagancan use in
motivating employees. However, the manager musptatles or her
motivational style to meet the needs of the sitwatiA number of
situational factors must be considered before aaganis able to
optimize his or her ability to motivate (internahvironment such as
objectives, structure, technology, management a@gbrpersonal).

All employees have different needs and aspiratidhs; motivational
factors for one individual will not be the same &other person. Thus,
a manager must evaluate each person, in ordertéonidee what will
stimulate that person to exert effort above andbdywhat is normally
expected. If possible, an environment should baterk so that each
employee can be motivated to his or her fullesepial. Thus, the
manager must be capable of adapting his or hewatainal approach to
meet the needs of personnel in a changing envirotinhe addition to
the major theories of motivation, managers shoufb alevelop an
understanding of the role of money as a motivadod the importance
of equity between an individual's performance amel pay he or she
receives.
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u::3.8 Possible Answers to Self-Assessment Exerci$e(s

Answer:

Salary

Job satisfactory.

Working condition

Status

Company procedure or administration

Quiality of technical supervisor

Quality of interpersonal relations among peershwiipervisors
and with subordinates
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UNIT 4 JOB EVALUATION
Unit Structure

4.1  Introduction
4.2  Learning Outcomes
4.3 Nature and perspective of job evaluation
4.4  Principles of job evaluation
4.5  Job evaluation schemes
4.5.1 Non-analytical schemes
4.5.2 The ranking method
4.5.3 Paired comparison method
4.5.4 Classification method
4.5.5 Analytical method: point rating
4.5.6 Factor comparison
4.6 Recent variations and trends
4.7  Summary
4.8 References/Further Readings/Web Resources
4.9 Possible Answers to Self-Assessment Exercises

@4.1 Introduction

Job evaluation is a generic term covering methdddetermining the
relative worth of jobs. In this context, a job issdribed as being all the
tasks carried out by a worker or a group of workershe completion of
their prescribed duties. As with all managemerthmeques, job
evaluation involves the acceptance of certain bassamptions, such as,
that different kinds of jobs have different valuasd that this value is
affected by the supply of labour and the demandtterresults of the
work. The immediate objective of job evaluatiortadind out the value
of work. Its aims is not to create a rate, butiszover what that rate is
at a given time and place. When job evaluatiorsedun the design of a
wage structure, it helps in rationalizing or sirfyphg the system by
reducing the number of separate and different ratesThese
characteristics of job evaluation will be consetkin this unit.

@L.Z Learning Outcomes

By the end of this unit, you will be able to:

o Define and explain the nature and principles ofgahluation
o List and discuss the major non-analytical and ditallymethods
of job evaluation
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o Explain the merits and demerits of each of thedawthods of
job evaluation.

4.3 Nature and perspective of job evaluation

Job evaluation is about the value of work. How Imiga job worth?
What are the relative differences between jobs? Hiwuld these
differences be reflected in remunerations? Thege naany ways of
determining pay scales.

Job evaluation is but one. It is consistent witlpeaformance-based
remuneration policy, which implies that job contriing most to
corporate objectives should receive the highestlle¥ remuneration,
and that relative worth is a sound basis on whalaghieve fairness.
(Smith, 1983). Job evaluation tackles internal @iBacy in pay
differentials. External consistency falls into tihealm of collective
bargaining and, or market mechanisms. Job evalu#iitself a generic
term and comprises a range of techniques.

By the application of judgment and analysis, theissential
characteristic is to appraise the salient featafesjob.

This is done according to the range and degreeeohtiman demands,
which it makes upon incumbents, and according te tbklative
contribution of the job to the organization us eoleh This is to provide
yardsticks for assessment, and to provide bas& @atvhich to come to
conclusion, and agreement about the rate for thenononetary terms.
The aim of job evaluation is to provide a systematnd consistent
approach, to determining and defining the relatweeth of jobs within a
workplace or multiple site organization. It proegda fair basis for a fair
and orderly grading structure. In job evaluatidgnis the job that is
evaluated, not the person doing it. Its overajectives are to produce a
rational, coherent pay structure, with a consequesduction in
anomalies and grievances, to help ensure equalopagual work, and
to provide a basis for fixing differentials wherease for these carts be
demonstrated. As a way of summary, job evaluatanotly speaking, is
concerned with determining the relative positionoat job to another.
It is a preliminary exercise for the establishmeit grades and
associated wage or salary levels. It seeks to meterthe value of a job
relative to other jobs within the same organizatiomhrough job
evaluation, the importance of a job to the orgaiomaas a whole can be
established, and it can then be placed in the @ppte position within
an overall job-grade structure.
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4.4  Principles of job evaluation

Job evaluation should begin with a factual studyofk content. This
means that jobs must be analyzed and subjectedetprocess of job
analysis, which systematically reviews duties aotivdies undertaken
by a job incumbent, the degree of responsibilityd agiscretion

exercised, and the skills brought to bear in thecakon of the job. In an
earlier unit of this course, we discussed the aalee of job analysis to
most core functions of managing people in orgaionat The

information obtained by the process of job analysmild be used to
produce specification, which would be utilized iangparing one job
with the others in the organization. The success ¢bb evaluation
exercise depends in the long run, upon its accéipyato the relevant

stakeholder—employees and employers. Thus, in tmEuwct of job

analysis, it is advisable to involve the concerpadies. Typical y, a job
evaluation committee is normally constituted, whiai have the tasks
of evaluating job and hearing grievances. After toenparison have
been made, jobs are normally grouped into gradeshich either a.

Jobs of broadly similar values are grouped togetber b. Jobs are
formed representing natural division in the exigtiorganizational
structure.

The translation of job grades into levels of payteeils a separate
exercise, requiring either unilateral negotiation settlement by
management, after a consideration of market rateb the type of

remuneration policy they would like to see emexgmsistent with the
ranking produced. Job holders should be kept fiulfprmed of the

procedures at all stages. Grievance and appeeégures should be
set up, through which individuals (and groups) rmagk redress if they
feel aggrieved by their relative position.

45 Job Evaluation Schemes

There are a variety of job evaluation schemes istexce. We shall
seek to give, in what follows, a brief outline adnse of the more
commonly used types of job evaluation schemes. tars be divided
into non-analytical and analytical schemes, andstal consider each
of these groups in turn

4.5.1 Non-analytical Schemes
The non-analytical job evaluation schemes compdrelavjobs rather

than analyzing the components of each job, andsaisgpthem factor by
factor. The three common types of non- analyscilemes are: -
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o whole job ranking
. paired comparison
. job classification

4.5.2 The ranking method

This is the simplest method of evaluating a jobcHeEpb is considered
as a 'whole'—an overall view is taken of the dersaoidthe job and its
contributions to the organization. There is noadetl analysis of
examination of the individual components of the. jdb places jobs in
order, ranging from the highest to lowest in valoghe organization.
The content of each job, in terms of job descripti® compared with
that of various benchmark jobs and the jobs aré gacen a ranking.
The main attraction of the ranking method is thas relatively simple,
inexpensive and it can be done on time. Its soiplis also its major
source of weakness. There are wide margins far emr misjudgment
and precisely because the scheme lacks detakrinstof information
and clear standards, there is no formal means wfiging substantive
evidence for the decisions reached. Thus, the a@dgas of ranking
methods are simple, cheap to operate and easyderstand. However,
its disadvantages are subijectivity, lack of analysi jobs to explain
reason for rank order, and difficulty in usage watge number of jobs.

4.5.3 Paired Comparison

This is also a simple method of job evaluation, ibus slightly more

refined arid systematic than whole job ranking. ttms method,

assessment of jobs are not simply made againsthbenrk jobs, or

against one or two ‘proximal’ jobs, but under &cle job is compared
with all the others in turn. In each case, theesssr is faced with a pair
of jobs and must take a decision as to which isntleee important. It

still does not analyze particular jobs in detaildaralthough the

numerical values attached to each job create aressn of objectivity

this is really not the case as there is nothinmdicate what the criteria
used might be. The use of modem computer facilitsslitates the

complex computations needed to produce results.edewy like ranking

scheme, this method has its oaclvantages:

l. It is simple and easy to understand,
1. Its slightly more systematic than job ranking, and
1. It is easy to fit new jobs into this system.

The disadvantages,which are similar to the ranking method are as
follows:
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l. it is subjective, and no analysis of jobs are dmnexplain reason
for ranked order.

Il. There is also the need for an enormous numberlofilesions, if
it is to be used with a large number of jobs.

Job Evaluation

‘ Methods
Non-AnaIytlcalJ Analytical
| ) |
. Paired . Factor : ;
Ranking h Job Grading : Point-Ranking
Method J C°ﬁ‘eﬁa’;g°"” Method ] c‘m‘:;g;""J Method J

Figure 19: Methods of Job Evaluation {Job Evaluation Scheme)
Source: https://businessjargons.com/job-evaluation-methd.

45.4 Classification Method

This method is similar to job ranking but uses fiedent approach. It
starts by trying to establish a logical structuce job grades. The
numbers/groups of jobs or pay grades, and theioe&dtip between
them are determined, and a general job descripsigogroduced for all
the jobs in each of these groups. The Box belowvshan example of
the grades and definition of clerical jobs.

Scale 'D' Routine Clerical Work
Scale 'C' Work requiring specialized training, kihedge and experienge
of particubr spheres of work. Very good personal qualiteguired.
High degree of reliability and accuracy essentiork should be
acceptable without checking. Exercise of initiatieed individual
responsibility in order to interpret instructionsdaadapt to the routine
accordingly may involve supervision of small or mued-sized groups
Scale ‘A’ Work requiring highly specialized or widgeneral knowledg
and experience of particular spheres of work. iBbtlo organize ang
carry out procedures and systems on own initiatay be responsibl
for work and behaviour of large groups of staff. igh degree o
responsibility in work involving leadership or pemal contacts bot
inside and outside the organization

= (D =1

Figure 20: Clerical Job Grading
Source: B800 People Book 5
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An individual job that is considered to typify tigeoup of jobs, is then
used as a bench- mark. Each job is compared wéttbémchmark jobs
and the general job description, and placed inpgmagoriate grade. Like
ranking, the method assesses the job as a whele i no subdivision
and comparison of component factors.

The main advantage of the method is that it is dbam®e an explicit
grading structure that is open to scrutiny. ltretatively simple and
inexpensive to operate, and it's easy to undersaaadapply. It is easy
to fit new jobs into job classification structurks disadvantages are that
it is difficult to use with a wide range of jobs.

4.5.5 Analytical Method: Point Rating

This is a most widely used method. It is more ssiptated than the
non-analytical schemes. It is an analytical methdadich compares jobs
on various factors rather than comparing ‘wholddgolt breaks down
jobs into various comprehensible factors and plageights, or points

on them. Typically, a table of factors and sulidex is drawn up,

which can be used to analyze each job. There raagsbmany as 40 or
fewer. According to the International Labour Orgation (1986), the

most frequently used job factors comprise the Yaihg:

Accountability Analysis and judgmentAccuracy
Complexity Creativity Effect

Decision making Dexterity Education
Initiative Judgment Know-how
Knowledge Skill Mental fatigue
Mental effort Mental skill Physical demands
Physical effort Physical skills Problem solving
Planning effort Resource central Social skills
Supervision given Supervision received  Work pressu
Training Responsibility for cashExperience
Responsibility Responsibility for data Work condition
for equip.

It is obvious that many of the above factors woadrlap. However, it
is unlikely that all factors will be of equal valwe that they will each
make an identical contribution to the performandéethe job. Some
factors will be more important than others, andusthdoe weighted
accordingly.

Each job is analyzed on each of the factors, andtpare allocated

according to an assessment of the degree to whach ¢actor is
required. The main advantages of the point-rataiigeme are as follows:

136



BUS 809 HUMAN RESOURCE MANAGEMENT

i. It focuses on points, which means it is less likiybe
influenced by existing rates of pay than other roéshof
job evaluation;

i It is easy to understand and it is more objectimeeseach
job is assessed on a range of explicit, quantéatcales.
This means it can be used to explain the extent of
differences between jobs, and hence, to justifyssgbent
difference in pay

The main disadvantages are as follows:

I It is complex and expensive to install, anduiegs considerable
technical skills; ii. It can be time-consuming asastly to
develop and implement; iii. Although the schemanalytical,
there is, an element of subjectivity in all job kexadion schemes,
including point rating, as subjective decisionséntoybe made.

4.5.6 Factor comparison

The factor comparison method is a quantitative aramplex
combination of the ranking and point method. Ivalves first
determining the benchmark jobs in an organizati@glecting
compensable factors, and ranking all benchmarkfttsr by factor. A
compensable factor, determined from job analyss,ome used to
identify a job value that is commonly present tlyloout a group of
jobs.

Next, the jobs are compared with market rates &rchmark jobs, and
monetary values are assigned to each factor. Tiad $tep is to
evaluate all other factors in the organization bgnparing them with the
benchmark jobs. A major advantage of the methadtias it is tailored

specifically to an organization. Each organizatwunst develop its own
key jobs and its own factors. Furthermore, it ooly tells which jobs
are worth more, but also indicates by how muchthst factor values
can be more easily converted to monetary wages.e Tajor

disadvantages are its difficulty and complexity's hot easy to explain
to employees, and it's time consuming to develog establish. It is
also found to be inappropriate for an organizatiath many similar

types of jobs.

4.6 Recent Variations and Trends

Recent attempts to update traditional methods bfgwaluation have
introduced certain trends.
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According to Cowling and Mailer (1990), the firdtthese is emphasis
upon participation and consensus. In part, thisearifrom the general
social pressures towards greater consultation,imarnmhrt, the growing
realization that workers have something useful tontgbute.

Consequently, it is common practice to set up jamainagement union
committees, to monitor the progress of job evatuatischemes.
Secondly, the trend is towards modern technologigh wparticular

reference to computers. This is evident in largganizations, where
many jobs need to be compared and benchmark jopsxraeed fifty in

number. Increasingly, organizations are linking ttomponents of
wages and salary programmes through computerized statistical

techniques, because of the advanced expertise ch@éedegevelop and
computerize the integrated systems.

Self-Assessment Exercise

Itemise the factors and sub-factors that can bd ts@analyze each job
within an organisation.

19,

4.7  Summary

This unit has examined the conventional approathgsb evaluation.
It does not purport to describe the nature andiggmn of methods in
any detail. The aim has been to consider the gatgiinvolved in job
evaluation as a technique, and the various metti@mdsare available in
the field.

We have seen that job evaluation can provide tlse k& a rational pay
structure and that it takes into account the bpaicfor the job and not
the total earnings for the individual employeesddie job.

The five conventional methods-ranking, pairedcomparison,
grading, points and factor comparison-have mamaknesses
including lack of a logical premise, subjectivitydathe inability to
compare jobs of dissimilar families. Yet, theande made to provide
very worthwhile benefits for both workers and magragnt. The point-
rating method, which is the most popular, is als® ihost complex and
pseudo-scientific, but has the advantage thatrahking information is
provided in a form that is helpful to final, colte@ bargaining.

Investment in job evaluation is probably expensivéhe short term but
a sound prospect in the long run, for the effeatigeermination of wage
rates and wage differentials, among jobs withiroeganization. As we
have seen, job evaluation is a systematic approacketermining the
relative value or worth of each job in an organ@at This job
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evaluation of same kind is a necessity in modegamizations. The hub
of the matter, is that the method used must bepaable to those
concerned. Its continued success requires ongoiamtemance and
review.

In the immediate following unit, we shall examineetrole of job
evaluation, in the operation of effective rewardteyns.

M

—
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u::4.9 Possible Answers to Self-Assessment Exerci$e(s

Answer: The underlisted are the internationally recognitzedors

Accountability
Complexity

Decision making
Initiative

Knowledge

Mental effort

Physical effort
Planning effort
Supervision given
Training
Responsibility for equip.
Analysis and judgment
Creativity

Dexterity

Judgment

Skill

Responsibility for cash
Responsibility for data
Accuracy

Effect

Education

Know-how

Mental fatigue
Physical demands
Problem solving
Social skills

Work pressure
Experience

Work condition
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UNIT 5 REWARD SYSTEMS
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3  Why have a reward system?
5.4  Developing competitive pay system
5.5  Monitoring the market
5.6 Pay and motivation
5.7 Designing reward systems
5.7.1 The time and flat-rate system
5.7.2 Annual increments
5.7.3 Collective bargaining
5.7.4 Performance-related pay
5.7.5 Profit sharing
5.8 Summary
5.9 References/Further Readings/Web Resources
5.10 Possible Answers to Self-Assessment Exercises

@5.1 Introduction

It is extremely important to have a well-designempensation system
in an organization. If the effort reward exchangeibasic one in our
modem society, the organization's reward systermgpemsation) is the
device for administering that exchange. In agmedm work for an
organization, an individual is agreeing to exchaeffert for reward.
The various rewards that people get from work camlibided into two
parts: intrinsic and extrinsic. Intrinsic rewa$se directly from doing
the job itself. Extrinsic rewards are provideddmymebody else. These
include: social rewards, such as praise and rettognand material
rewards, (such as pay). This unit focuses on esitrimaterial rewards,
especially pay, which organizations have to deaigh operate, not only
to attract and retain valued employees, but alsmdtivate them for
desired productivity.

@5.2 Learning Outcomes

By the end of this unit, you will be able to:

o Discuss why an organization needs a well-designadand
system;
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o List the criteria that a well-designed material agg system
should satisfy and apply them to particular arramgets and
proposal;

o Explain in some detail, the main types of paymeydtem in

common use, the elements within them and the cistamces in
which they are likely to be appropriate;

o Contribute to the planning and implementation of ehanges to
the pay system within your organization.

Why have a Reward System?

Organizational effectiveness can be defined agganization's capacity
to acquire and utilize its scarce and valued resmjras expeditiously as
possible ii the pursuit of desired, operational lgoand objectives.
Human resources has been accepted as a vital cesafr the
organization. The compensation a firm offer is iemportant factor
which can affect how and why (and for how long) mleochoose to
work for a firm. Compensation contributes to origational
effectiveness in a number of ways, and can be dedigo achieve the
following objectives:

I To attract qualified employees to the orgatizzg and who are
most likely to be highly productive; ii. To retacompetent and
valued employees. Although retaining valued staf€ontingent
on many other factors, compensation policies hglmhintaining
an equitable and internal pay structure;

i, Align the interests of employees with the succes$sthe
organization

iv. Serve as an incentive to motivate employees tofquib their
best efforts, and develop required KSA;

V. Encourage employees to achieve their job and argtonal
objectives; vi. Channel employees' effort to diiats desired by
management;

vi.  Encourage employees to work the hours requitey the

organization;

viii. Encourage the employee to engage in flexiated team-work
relationships;

IX. Minimizing the cost of compensation can cdmite to
organizational effectiveness since compensatioa ssgnificant
cost for most employers— in some organizations, pEmsation
can take up a third or more of recurrent expenejtur

X. Recognize the contributions people make to dhganization.
What is most important for you as a manager isnibed to be
reasonably competitive in the choke and design esard
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package so as to be effective in attracting, asgyiretaining,
utilizing, maintaining and rewarding performance your
organization.

Effective management of rewards lies at the hdastiocessful human
resource management. Compensation or rewardaiedan some way,
to almost every other functions you perform in ngang people. This
relationship is clearly illustrated below

Human resources Planning specifies HR goals which can be furthered
by reward system

Staffing process reward system used to attract scarce and valued
applicants

Rewards: provides direct financial rewards to employees xohange
for effort and performance

Job analysis:provides data for conducting job evaluation fosigeing
pay system

Performance evaluation a factor in pay, promotion, training and
development as motivator Career  planning ashelvelopment. pay
associated with some jobs may influend¢R development
activities.

Labour-management relations Wage reflects effort-reward
negotiations between labour management aiel agencies

Compensation represents both a cost and an investment to the
organization. It is the largest cost item for mamgployers, especially
those in labor-intensive organizations. Consedygesiiudious attention

to budgeting and control is paramount. It is alsanvestment because

it represents money spent in pursuit of produgtivitEnsuring that
money devoted to rewards is invested wisely ispifi@e objective of a
company's reward policy.

5.4  Developing Competitive Pay System

The basic requirement of an organization's rewamstesn is that it
should be sufficient to attract and retain enouigtff svith appropriate
competencies, to perform the work needed to setsr®bjectives.
Failure to offer competitive rewards invariably de#o high labour
turnover, and inability to recruit valued staff. de@quently, a pay policy
should aim to facilitate the attraction and retemtf valued employees,
to motivate productive workforce, and encouragepeoation as well as
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a willingness to adapt to change. To be competitiwo elements are
relevant: the level of pay and its structure. $tracture depends on the
norms for different jobs — for example, sales fouseially expects to
have a significant element of commission in themuneration, whereas
a bank clerk may be more averse to risk and notgdirm in which pay
is quite so indeterminate. Paying rewards at a ebityge level but no
more than necessary, is a difficult policy to casfiy First, you need to
define the job in question, to make comparison. &gubs are easy to
categories, yet it may be more difficult to delegaibs that are more
general, in their scope, or those that are moreifspdo a particular
employer. Several techniques for job evaluationehbgen established
for use in these situations. The aim of job evadmatas we have seen in
a previous unit, is to establish some form of raglkif jobs, based on an
explicit analysis of each job's content, rathentbamarket forces. The
ranking can then be used to established agreed ddt@ay for the
different jobs. The main methods of job evaluatioas the focus of the
last unit.

5.5  Monitoring the Market

Once you have, through the use of job evaluationrtigues, established
the internal relativity of a job, you need to knevihat competitors are
paying for the same job. Given that it will varpifn place to place, and
over time, this requires detailed and ongoing lo&alowledge.
Information on external pay can be accessed inrgeways. The most
common methods include the following:

1. Monitoring Advertisements

Many personnel departments monitor the local pf@ssformation on

the pay rates of rival employees, particularlyheit industrial level of
environment. This is especially true for less-Iskiljobs.

2. Industrial Associations

Some industrial associations offer a service incWwhthey gather
information on pay rates from their member firmsd ahen summaries
the information for the benefit of members, withoavealing the pay
rates of particular firms— i.e. the industrial payes

3. Professional Pay-monitoring Services

Some organizations, including specialist firms aowhsultants, in

particular fields, offer a service in which theyeke their clients
informed of pay developments in their sector.
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4. Pay Surveys

A pay survey is a collection of data on compensataies for workers
performing similar jobs in other similar organizats. An employer if
the can afford it, may use surveys conducted bysélim(or other
organizations). The desirability of monitoring thearket pay levels is
another argument  for retaining some  cemgdl HRM
specialism. If many departments in thgaoization recruit for
similar jobs, a common information source will peav any duplication
of (and wasteful spending on) intel agency gatigeri Also under
collective bargaining systems, the pay-sgttifunctions are more
specialized and formal. Pay negotiation typicathkes place at a
national level between employees' representativssiafly industrial
Trade Union) and Senior Negotiators from the emgisy side,
supported by specialist industrial-relationsndiions. Rates for the
jobs and annual increases would then appifpumly across the
organization's operations. This system is currenthger pressure in
some industrial sector of the economy, such a8#nking and finance
sector, where the centralized approach is beintaced by company-
based compensation system.

Activity

How is the level of pay for pour job determined areViewed
periodically? How didyour organization set pay levels for staff? Did it
use any of the formal methods we have discuskede? Which one?
Attempt a full description of how it was done?

5.6 Pay and Motivation

Most managers know from experience how complex viddal
motivation can be. People are motivated by momel/lay a lot more
things. Money can be used in a number of differgays to motivate
people. Pay policy has to reflect the complexityhoman nature if it is
to succeed in its objectives. Both the amount oh@yoand the manner
in which it is offered have to be kept under comdins review in order
to achieve optimal results. Organizations must nsakécient payments
to attract (and indeed retain) the employee thegdn€o that extent, the
organization views people as a resource, and eysnarket price for
labour just as it does for capital and raw matsrial

As we saw in unit two, however, managing peoplduisdamentally
different from managing other resources. Thithen is the
principal reason  for  motivation. The reds  which
organizations pay can have important effects on rfwivation of
employees. For example, the expectancy theoryadivation tells us
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that employees are likely to be motivated to penfan a certain way
only if the employee genuinely believes in thegedtthings: effort will
cause an observable result (expectancy), the redulead to a reward
(instrumentality), and the reward is desirable énak). Often, at least
one of these conditions is fulfilled. Equity thegmredicts a general and
unintended consequences of reward system:

If employees consider their rewards to be unfalative either to their
own efforts or to those of their colleagues, thegyrtose their desire to
work for the organization. An important factorjudging whether we
think the rewards we receive from work are fairthe contribution:

reward ratio, or effort: reward ratio (see Tahlg Whether people view
their own ratio as fair will depend on how theynthitheir own ratio

compares with those of other groups of similar veosk either within or
outside their organization.

Table 11: Factors determining perceived fairnessawards

FACTORS EXAMPLES
S/IN
SN | Contributions Rewards
1. | Inputs: e.g. skill, experience aplatrinsic rewards, e.g.
efforts responsibility, achievement,
etc.

2 | Activities: e.g. responsibility,

tasks, identity Social Rewards: Belonging

3 | Outputs: e.g. quantity of work| Material Rewards, e.g. pa
and quality of work pension task identity

The many factors involved in the contributioneward ratio means
that the potential for disagreement over pay ahdratewards is huge:
This is exacerbated because people are likelyriepe and value their
own contributions and other people's contributiondifferent ways.

As well as being 'fair', reward systems must reéfleovide range of
organizational factors and external pressures andtints, as shown
in Table 12 below.

Increasingly, reward systems need to be flexibléh\WWhe growing rate
of change, both within organizations and in theemdl environment in
which they operate, adaptability is now crucial.

Table 12: Factors Influencing Pay and Material Rewed System

External factors Internal factors

Legislation (e.g Minimum wage- Organization's value

policy) - Organization's Policies-
Government guidelines Workforce and Attributes

146



BUS 809 HUMAN RESOURCE MANAGEMENT

Labour market Comprising:

Competition - Workforce  attitudes and
Founders satisfaction

Competitors - existing agreements

Compliant - financial position

Client groups

5.7 Designing Reward Systems

Periodically, every organization will need to irduee a new or revised
payment system, to meet changing circumstance$ &whoice should
reflect the organization's circumstances, espgcitle nature of its
product, the production system, and the charatteyisf the workforce.
In addition, the system should take account of aifieng economic
factors, such as the appropriate labour market ratations with the
employee. The discussion below provides an ovengéwome of the
elements which can be included in a reward sysféne following
summarizes some of the conditions under which wdiffe types of
payment systems are appropriate.

Figure 20: Elements of Reward System
5.7.1 The Time and Flat Rate Systems
Time or flat-rate systems, which are used in veanynorganizations,
link pay to the work done. Pay is usually exprdsas an hourly,

weekly or annual rate. Jobs are usually gradedrdirgpto the difficulty
of the risks involved, the skills needed or therdegof responsibility.
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Pay is often determined through bargaining, or frehat is thought to
be market rate for the job.

Activity

Interact with the personnel department of the aegdion you work for
and obtain information from about time rate. Whidtybu discover as
the main advantages of this system? Has it anylzhek?

Once pay rates have been established, this systertihé advantage that
it is easy to administer and control. The systemaisily understood by
employees and causes few disputes, except perlvapdasic rates. A
potential disadvantage is that pay is unrelate@l@vant inputs (such as
effort) or output (such as effectiveness). Sogcan provide little
incentive to improve productivity or quality of worPoor performance
may earn as much as good ones, which can causatisfiastion. If
volume or quality of work cannot be measured obyett, or if they are
affected by factors largely outside the employeenstrol, then flat rate
may be the fairest way of determining pay. Howegeflat-rate system
is often combined with other payment systems.

5.7.2 Annual Increments

Many organizations use pay grades with incremestales within each
grade. Usually, regardless of any improvement grfqumance,
individuals receive an increment each year. Amrdment may be
regarded as a reward for long service. In jobs whkmg-term
experience is a considerable asset, there may l@s@ link with
performance. However, it may cause resentmentasetivho are newer
to the job, particularly if they feel they are pmrhing as well as the
‘older hands'

5.7.3 Collective Bargaining

The room for discretion in designing pay policieaynbe limited by
agreements with trade unions or other organizatioggresenting
employees. In many organizations, collective baigg is between
management and employee representative. As welkgstiating over
pay rises, and rates for particular jobs, collectivargaining often
includes formal discussion about working conditions

5.7.4 Performance-Related Pay (PRP)
PRP refers to a range of payment systems whiche ster common

characteristics of linking employees' income tohait their own
performance, that of the group, or that of the pizgtion as a whole.
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Particular forms of PRP include piece work, meay and profit-related
pay

5.7.5 Profit Sharing

This is a system in which a proportion of organaal profits is
distributed to employees. Typically, the propattiof the profits
distributed to employees is agreed on by the enthefyear before
distribution.

The various ways to share profits to employeesutel equal payment
to all employees, employee earnings, years of egrgontribution or
performance. Unions are sometimes skeptical ofitpgharing plans,
because such plans only work when there are prfishare, and the
level of profits is influenced by factors not undlee employee's control.

Self-Assessment Exercise

List and explain the methods that can be used tesacthe internal
relativity of a job within the organization.

19,

5.8 Summary

In the foregoing, we have argued that paying rewaatl levels

competitive with other employers is an essentia@cpndition for an

organization to succeed in meeting its objectiveaio elements go into
the design of a pay policy: the level of pay arlstructure. We also
showed that achieving competitive levels of payolwgs determining
the job in question, and then monitoring the labmarket for jobs of
that type. The unit ended by taking the reader uiino different,

common types of payment systems.

This discussion in the unit, among other things clestrated the
centrality of payment system to HRM functions. showed how
structured payments can play an important role,just in attracting
recruits, but in the motivation of employees fosidagble performance,
self-training and development and career planning.
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LI::S.lo Possible Answers to Self-Assessment Exercsge(
Answer to SAE

1. Monitoring Advertisements

Many personnel departments monitor the local pfessformation on
the pay rates of rival employees, particularlyheit industrial level of
environment. This is especially true for less-Iekiljobs.

2. Industrial Associations

Some industrial associations offer a service incWwhthey gather
information on pay rates from their member firmsd ahen summaries
the information for the benefit of members, withoavealing the pay
rates of particular firms— i.e. the industrial payes

3. Professional Pay-monitoring Services

Some organizations, including specialist firms acmhsultants, in
particular fields, offer a service in which theyeke their clients
informed of pay developments in their sector.

4. Pay Surveys

A pay survey is a collection of data on compensataies for workers
performing similar jobs in other similar organizats. An employer if

the can afford it, may use surveys conducted byséim(or other
organizations)
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MODULE 4 LABOUR MANAGEMENT RELATIONS

Unit 1 Industrial relations context

Unit 2 Discipline and disciplinary procedsire
Unit 3 Grievance procedures

Unit 4 Collective bargaining

Unit 5 Managing employee's organizational ex

UNIT 1 INDUSTRIAL RELATIONS CONTEXT
Unit Structure

1.1  Introduction
1.2 Learning Outcomes
1.3  The unitary and pluralistic perspectives
1.3.1 The unitary perspective
1.3.2 The pluralist perspective
1.4  What is industrial relations?
1.5 Actors in industrial relations
1.5.1 The state
1.5.2 The worker and trade unions
1.5.3 Reason for restructure of trade unions
1.5.4 The employer
1.6  Problems in industrial relations
1.7  Managerial responsibility for industrial redets
1.8 Summary
1.9 References/Further Readings/Web Resources
1.10 Possible Answers to Self-Assessment Exercises

@1.1 Introduction

The manager, as practitioner in industrial relatisnon realizes that the
subject involves attitude as a significant factwig what people believe
can be as important as what is. In no other fidldnanagement is
generalized assertion accepted so readily as aitstdor facts. Even
the experienced manager will make important andlycatecisions on
labour matters based on personal judgment, witaoytsubstantive data
to support them. This unit, therefore, gives angimsinto the context of
industrial relations, the institutions and beli#fat interweave the fabric.
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@L.Z Learning Outcomes

By the end of this unit, you will be able to:

o Describe the contrasting frame of references thdbrm
industrial relations practices of managers;

o Explain the meaning and features of industrialtietes;

o Describe the structure and processes of the theee attors in
an industrial relations system;

o Identify and discuss the common types of, and nu=thof
expressing conflicts in industrial relations;

o Explain the role of managers in achieving effectimdustrial
relations.

The Unitary and Pluralistic Perspective

The types of labour-management relationship, ardtéichniques that
are utilized to regulate this relationship, arduehced by the beliefs
(frame of reference) of the employer. In the seafoh effective

employee relations, and a common commitment togbals of the
organization, consideration should be given to. Tbentrasting

approaches which present two major ways of penogivivork

organization — the unitary and pluralistic perspext

1.3.1 The Unitary Perspective

Unitarists believe that all members of an orgamrahave the same
interest, that is to say that, the firm is viewesl an integrated and
harmonious whole, with managers and staff sharmmmoon interests
and objectives. There is an image of the orgaozats a team, with a
common source of loyalty one focus of effort, oneeptable leader, and
source of authority.

Conflict is perceived as disruptive and unnatuaall can be explained
by poor communication, personality clashes or tloekwof agitators.

Trade Unions are seen as an unnecessary evil atigttiee practice, as
outmoded or sponsored by trouble makers. The yniperspective

views the company and trade union loyalty as miytuedclusive. This

raises the question of Hunan resource managementedsrmation of a
unitarist managerial ideology Developments in HR&s we have seen
in earlier units) in seeking to optimize co-opeyatand organizational
loyalty, can be seen as imposing new forms of |almoanagement
control system.
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1.3.2 The Pluralistic Perspective

The pluralistic perspective views the organizatias made up of
powerful and competing sub- groups, with their owegitimate

loyalties, objectives and leaders (Fox, 1966). nkrihis perspective,
conflict in an organization is seen as inevitabid anduced, in part, by
the very structure of organizations.

Conflict is not necessarily a bad thing. The umitamployer is more
likely to resist unionization, and pluralist empoy are likely to accept
unionization more readily. Unionization implies thexistence of
different sets of interests and the will to set spategies and
mechanisms for managing conflicts.

Unitarists expect everyone to have the same gaalsh that there
should be no conflict, and therefore no need toehanechanism for
representing different points of view and resolvaupflicts. These are
important points to bear in mind as we move to tlout industrial
relations1ln a workplace.

Activity

Consider what you have just read about the unitand pluralist
approaches to employeelations. Which would you consider to be
more likely to accept unionization and which is elikely to resist it?
Give reasons for your choice.

1.4 What is Industrial Relations?

At its simplest, industrial relations cane boperationally defined
as labour management employment policies, pioes and practices
for organizing co-operation and managing differenc®d interests
between labour and management. Every work orgaomza-public or
private, and regardless of size and complexity siash a system of
labour-management relations through which interastsdifferences are
adjusted on a continuous basis. The system magiaievely crude, with
one side simply imposing his wish on the other ulgiothe use of naked
force, or it may be relatively subtle, embodyingnyaevels of jointly
agreed rules and various checks and balances arpow

It may be highly formal with many levels and forrmo$ rules and
regulations to guide interactions, or it may be@xiely informal, based
on customs and practices developed over the yBatswhatever is its
character, one can always identify an industrildtiens system within
an employment situation. In so far as the systembeasaid to function
effectively, you as the manager is the leader efdbcial partners that
make up the system. Thus, the function of coseatiffe organization of
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co-operation and of managing the inherent and ermdeonflicts of
employment relations is primarily that of the magagvho must view
this as an integral part of his/her overall resgality for marshaling
resources in the conduct of corporate businesdusinal relations has
also been viewed as concerned with job regulatiiat is, with
institutions concerned with the making of rulesdgulate and guide the
conduct of social partners, (Labour and Managemerdah employment
situation (Flanders, 1968). In this connectiono twets of rules,
substantive and procedural, form the main outputsaro industrial
relations system. Substantive rules are concerssehéally with issues
of terms and condition of employment, such as #étesrand periodicity
of pay, hours of work, holidays, fringe benefitsdamther employees'
entittements. Procedural rules, on the other hagldfe to 'HOW and
WHO' has authority to make specific rules on sutista issues, and the
methods to adopt in the decision-making processes. instance,
whether decision on pay should be unilaterally @nt]y taken by
employee and management, and the procedure to adden
disagreements arise during either the -decisionimgaland/or the
implementation process. Both sets of rules maydéeved from a
number of sources including:

) Legislation, decrees and regulations;

1)) Trade unions and professional associations rules;
iii)  Collective bargaining agreements;

Iv)  Conciliation, arbitration, tribunal and industr@urts;
V) Managerial policies and practices;

vi)  Customs and practices.

From the foregoing, it is obvious that industrialations is about the
management of people as actors in an employmeiattisin.

1.5 Actors in Industrial Relations

Three main actors are identifiable in any indubktredations system.

Each of these actors normally presents an infpeienutation of goals,

objectives, and values which influence, shape asusind transform the
industrial relations processes at the firm, induaind national levels. It

must be added that the context or environmenthichvthese actors
operate sets limits a well as create opportuniieesbehaviuor that is

optimal. The actors in the industrial relationsteys include: the state
and its agencies, the workers and their represeatatide unions, and
the employers of labour. We shall briefly consitterse features of each
of these actors.
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Figure 21: Actors in Industrial Relations
Activity

Consider the organization you work for or one yae familiar with.
List all the main actors ahdustrial relations that operate in it. Identify
the objectives of each of the actors, how eadnganized and how each
operates.

1.5.1 The State

In Nigeria, as in most other countries in the wptiee government's role
as employer of labour, manager of the nation’s eoon and

maintenance of law and order in the wider societfiuences the
development and operations of Industrial relatisgstem. Specific
agencies of the state also include, the indusiihbitration Panel (I1AP),

the National Industrial Court (NIC) and the Prodwity Price and

Income Board (PPIB). A detailed description of thesstitutions can be
found in Fasoyin (1980). It is common knowledget thiace the late
1960's, through the 1970's, the state's traditigmalicy of non-

intervention in industrial relations has drastigalhangedgeeOribabor,

1988) The establishment of more and more quasigovental,

industrial relation institutions are evidence offgmment intention to be
more actively involved in monitoring the activitiesf all decision

makers in the industrial relations system.
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1.5.2 The Worker and Trade Unions

In terms of industrial relations, this includes doyees as individuals as
work groups and workers representatives such ae ttanions and

professional association. The enactment of ser@s Decrees (now
Acts) between the late 1960's and 197&s led to a major
transformation of the Nigerian trade union movemdsnions have

become a formidable force in Nigeria and also activgeneral, social
and economic spheres of individual industry andnidgon as a whole.

What are trade unions?

Figure 21: Colléiv Action
Sourcehttps://thelegalquotient.com/labour-laws/collective
bargaining/trade-union/2654/

The Trade Unions Act of 1973 defines a Trade Uni&s any

combination of workers or employers, whether terappor permanent,
the purpose of which is to regulate the terms aodditions of

employment of workers. From the definition, it wile appreciated that
for an organization to qualify as a trade union,must fulfil the

following conditions: the combination must be oforkers or

employers, and it must be for established purpbsegulating the terms
and conditions of employment of workers. The genemasion of the

trade union has traditionally been that of protegtihe individual

worker, and improving his lot through collectivetian as depicted in
Figure 21. The pre-1976 trade union structure ingeNa was

characterized by mushroom house (and few industriations,

numbering over a thousand. The Trade Union Centrabour

Organization Decree No 44 of 1976, cancelled theerunions' four
centres, and the Trade Union (Amendment) Decree2loof 1978

formally restructured the unions into 42 junior ams, affiliated to the
Nigerian Labour Congress, as the only labour cer®erecent, the
unions have been reorganized. With the promulgatib the Trade
Union (Amendment) Decree No. 4 of 996, a furthestnucturing of

trade unions different from that of 1978 has conte force.
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There are now twenty-nine trade unions affiliated the Nigerian
Labour Congress (see TRADE UNION LIST BELOW) These
developments have important implications for th&lviole the trade
unions must now play as 'managers of discontenthe industrial
relations systems.

1.5.3 Reasons for the Restructuring of Trade Unian

In December 1975, the Government published its adati Labour
Policy which represented a fundamental shift in thede of state
intervention in labour relations in Nigeria. It engsized a shift from an
abstentionist (Laissez-faire) to an interventionpgisture (Oribabor,
1988). The principal objectives of the new policyg as follows:

a. The need to give a new sense of direction and neage to the
trade union movement;

b. The desirability of removing completely from thede union
arena, ideological or external influences which ehgdagued
Nigerian trade union unity for more than a quaotea century.

C. The need to rationalize the structure and orgapizadf trade
unions and to ensure they are self-sufficient famaty and not
dependent upon foreign sources of finance;

d. The need to provide facilities for trade union eatign, in order
to improve the quality of trade union leaders;
e. The need to strengthen the labour's administragystem,

through the provision of adequate material and hunesources
for the Ministry of Labour, for the enforcement labour laws
and regulations.

It was in pursuance of these objectives thta@ Decrees noted
earlier were enacted. Today, Nigerian Trade bsi@re now:

Industrially organized

Have a single central organization — Nigeria LallGangress
Financially self-sufficient

Placed in a recognized category in law

Conferred the de facto right to negotiate with esgpks
Represented in a number of national governmentisodi

The new list of Trade Unions

Agriculture and Allied Workers Union

Amalgamated Union of Public Corporation

Civil Service, Technical & Recreation Service Enyges
Medical & Health Workers in Nigeria

National Association of Nigerian Nurses & Midwives
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National Union of Air Transport Employees

National Union of Banks, Insurance & Financial ington Employees
National Union of Chemical, Footwear, Rubber, Leath
Non-Metallic Workers

National Union of Civil Engineering Construction Vkers

National Union of Electricity Workers

National Union of Food, Beverage & Tobacco Employee
National Union of Hotel & Personal Service Workers

National Union of Petroleum & Natural Gas Workers

National Union of Postal & Telecommunication Empeg

National Union of Printing, Publishing & Paper Puots Employees
National Union of Road Transport Workers

National Union of Shop & Distributive Employees

National Union of Textiles, Garment & Tailoring Wkars in Nigeria
National Union of Civil Service, Secretarial & Segmaphic Works
Nigeria Union of Journalists

Nigeria Union of Mine Workers

Nigeria Union of Pensioners

Nigeria Union of Railway men

Nigeria Union of Teachers

Non-Academic Staff Union of Educational St Asstibusions
Radio, Television & Theatre Workers Union Steel &giheering
Workers Union of Nigeria

Activity

Visit a Trade Union office of the organization you wérk obtain
information on theorganization and the operation of its union. Prepar
a write up on the union for your file. Tiformation should cover the
history, structure and activities of the union

1.5.4 The Employer

This category of actors in the industrial relatiormprises of
individual managers, group of managers as a coleagroup and
employers as an association - such as the Nigeriemployers

Consultative Association (NECA) which came intostance in 1957,
and function particularly in the private sector,the sole employers'
representative to Government on labour-managematiera. Changes
in the environment of businesses, and most imptytahanges in the
role of state in industrial relations and the gtowf trade unionism,
have all had great impact on the structure andgases of NECAsee

Fashoyin, 1992). In a free-enterprise economy saght operates in
Nigeria, the primary responsibility for managing timdustrial relations
structure and processes of an organization fallsnanagement. How
this could be achieved by management is treated. I&uffice to say
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here that every managerial decision directly orirgadly shapes or
influences the structure and tone of industriabtitehs of enterprise.
For example, management policies and practicekdrfdllowing areas
shape industrial relations at the workplace:

) Work-organization and hence workgroup structame the
contour of occupational groups and trade uniorcaires;

i) Manning levels;

i)  Work rules and procedures — limits to workecontrol;

iv)  Promotion and deployment procedures;

V) Wages and salary systems — rates, levels, metHqus/o
determination etc.

vi)  Supervision and control systems;

vii)  Union recognition and facilities for operatip

viii)  Grievance and disciplinary procedures;

iX)  Collective bargaining structures and processes

All these practices are influenced and shaped ey ghilosophy—
whether unitary or pluralistic managers are subedrto. A final point
to note, in terms of the interaction between theracin the industrial
relations system, is that ‘good’ industrial relagas viewed as a shared
responsibility of all the three main actors (okstaolders) in the system.

Activity
What are the common labour-management problemsythatare aware
of in the organizatioryou work for

1.6 Problems in Industrial Relations

In the minds of many people, industrial relatiomsljpems are equated
with strikes. The absence of strikes in an entsepis claimed as a good
indicator of industrial harmony. Strikes are no¢ thole indicators of
industrial conflict, much less are they the soléicator of good,
industrial conflict. Conflict, however, needs to $een, not only in such
dramatic manifestation as strikes, but as the tatage of behaviour and
attitudes, that express opposition and divergemntation between
management and employee. In terms of the varietpofiict, its means
of expression are as unlimited as the ingenuitynah. It may take the
following forms:

Peaceful bargaining, go  slow, overtime bdrgeateeism, rag-
wearing at work, boycott, grievance, work-tdersit-in, indiscipline,
labour turnover, sabotage and strike. Some of theseh as
absenteeism, labour turnover, poor-time keepingy ma&ke place on
individual (unorganized) basis. Others, such agkwo or sit-in,
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overtime ban and strikes, generally take the fofneadlective/ group
(organized) action. In some cases, they can bditubd.

1.7  Managerial Responsibility for Industrial Relaions

Without doubt, this is the duty of management. sTposition is
underscored by the Trade Dispute Act of 1976, whpthces the
responsibility for initiating and maintaining an fedtive labour-
management relations framework within each entseprsquarely on
management. To ensure an effective manageriating and control at
all times, management should seek to develop industelations
policies and action plans, that command the respedtconfidence of
employees. The aim should be to establish a phplog@overning the
nature of work within which industrial relations tadies can be
conducted on a day-to-day basis.

A first requirement in this direction, would be fmanagers to formulate
industrial relations objectives it would seek tohiage. Some may
consider objectives such as:

) Developing an atmosphere of mutual trust anapeoation;

ii) Proffering of solutions problems which arise thrbuggreed
proceedings, with the minimum expenditure of timepense and
disruption of work;

i) Promotion of high employees’ morale amdmmitment
to organizational goals and objectives;

iv)  Development of human resources' skills and éheouragement
of high productivity.

Having defined objectives, the next step is toipyplace principles or
guidelines for action, aimed at encouraging theedydand equitable
conduct of labour-management relations on a dajago-basis. Such
rules for action could be established to coveryy pad productivity,
disciplinary issues, grievance and disputes praesjuwages and salary
system, union recognition, dismissal and redundaheglth and safety
collective bargaining and employee participationAlthough the
principles and guidelines on the above are not @sthae what has been
listed should provide effective and consistent #anork which day-to-
day actions can be taken. Above all, such rulesldvguomote the
following:

)] Orderliness and equitability in the conducirafustrial relations;

1)) Consistency in management behaviours;

i)  Elimination or minimization of uncertaintieg’hich could exist
when reliance is placed on customs and practices;
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iv)  Easy communication of company's policy by mgtias an
objective reference point;

V) A basis for change by enabling management an plhead and
anticipate events;

vi)  Ability to secure and return initiative changisituation.

Self-Assessment Exercise
| Explain the concept of industrial relations?

19,

1.8 Summary

From the foregoing, it is obvious that industrialations, more than
anything else, has to do with people and the strastand processes
they design to accommodate their divergent intsyesthich are
constantly generated in their employment relatioMghile conflict is
endemic and inherent in all work situation, it neeut be disruptive.
The key to a realistic basis for cooperation aridotiive management of
conflict lies in the formulation of, and implemetta of appropriate
rules for action, to guide day-to-day workplacatieins.

The theme of the discussion in this unit has beahwhile there is no
panacea for industrial relations problems, managefisenced by their
philosophy and ideology, can do much to developativeness in this
area. Effective performance of industrial relasidanctions is linked to
managers' ability to diagnose objectively and dsspmately the nature
of problems.

Without a set of policy guidelines, consistency day-to-day
management of industrial relations can be diffitalachieve. A policy
should form an integral part of the total strategy,we pointed out in
unit three, with which management pursues its aateoobjectives.

)
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u::l.lo Possible Answers to Self-Assessment Exercs3e(
Answer to SAE

Industrial relations can be operationallyidei as Ilabour
management employment policies, procedures and tiggac for

organizing co-operation and managing differencesgrests between
labour and management.
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UNIT 2 DISCIPLINE AND DISCIPLINARY PROCEDURES
Unit Structure

2.1 Introduction
2.2  Learning Outcomes
2.3  Meaning and nature of discipline
2.4  The need for disciplinary action
2.5 Fundamental causes of disciplinary action
2.6  Disciplinary procedures
2.6.1 Rules
2.6.2 Offences
2.6.3 Penalties
2.6.4 Procedural steps
2.7  Essential features of disciplinary procedures
2.8  Appeal Procedure
2.9 The role of personnel managers
2.10 Summary
2.11 References/Further Readings/Web Resources
2.12 Possible Answers to Self-Assessment Exercises

@2.1 Introduction

Organization involves bringing people together ¢hiave defined goals
and objectives. In such an organization, howevedgbe management
and however highly motivated the workforce, thengll be occasions
when problems or difficulties occur beéme management and
employees. In order that employees are able to wotkeir optimum
performance, and that the problems do not turn énten bigger issues,
suitable ways of dealing with them need to be a=l/lsefore they occur.
If problems arise from the behaviour or attitude af employee,
disciplinary action may be called for. That is &y $hat, in a disciplinary
procedure, an employer is concerned with somethmgatisfactory in
the employee's performance. As we shall find outha discussion on
grievance in the next unit, discipline is in mangys the converse of
grievance. In grievance, a problem has risen framething that a
manager has done. In what follows, the concept istigline is
examined, with a view of identifying what constéuhe elements of a
framework for organizational justice (Torringtonrda@hapman, 1979).
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@ 2.2 Learning Outcomes

By the end of this unit, you will be able to:

Explain the meaning of discipline;

Explain the causes of disciplinary action;

Explain the importance of disciplinary procedures;

Describe the main stages in a disciplinary proce@und design a
simple disciplinary procedure;

o Discuss the role of human resource manager andraregers in
discipline handling.

2.3 Meaning and Nature of Discipline

The shorter Oxford English Dictionary defines duicie in the
following ways: to subject tadiscipline is to educate or train; to bring
under control. The term discipline can be used in various wdysan
refer to self-discipline, where an individual, asesult of practice and
training, works in an ordered, self-controlled wais is self-control or
voluntary submission, arising from the inner mosivé the individual to
organize and regulate his/her behaviour in a syastienand acceptable
manner. Increase in self-discipline often redudke need for
supervisory control in the place of work. It cascabe used to refer to
esprit-de-corps. This is concerned with orderly évebur within an
organization, similar to self-discipline. It invas a spirit of loyalty and
dedication or devotion, to group norms and valwesich unite and
integrate the members of a group who are engaged oommon
endeavour. In an organization it calls for monngrof group behaviour
and control of group performance, to ensure compéawith rules and
to correct deviations. It can refer to a judiciabgess. This involves the
monitoring and enforcement of obedience, and apglyestablished
rules, so as to avoid occurrence of undesirabteunacceptable acts.
It assumes that in group efforts, some individual occasionally
break established rules. Thus, some processeshaysit in place for
deviations to be brought to light, and the needrgrovement ensured
by applying some form of punishment or sanctionss lobvious from
the above discussion, that the concept has thrae beanings: i) It is
training that moulds behaviour; ii) It is controlaiged through
enforcement of obedience; iii) It is punishmensanction.

166



BUS 809 HUMAN RESOURCE MANAGEMENT

2.4  The need for Disciplinary Action

The need for discipline lies in the desire of agamization to direct its
employees towards an acceptable standard of balraviscipline is

indispensable to management control. It assisteagement in the
maintenance of harmonious relations in the worlglaEmployees need
to be motivated and rewarded for their contributitowards the

accomplishment of corporate objectives. They atgst be controlled
and punished if they flout the laid down rulesd aregulations.

Disciplinary action therefore ensures just and éequweatment of

employees, efficient and effective communicatiamg gerves as a tool
or device for enforcing organizational standard3n the one hand, its
major purpose is to ensure that employee behaisoconsistent with
the firm’s goals, and encourage employees to &pmijth established

standards and rules, so that infractions do noturodpreventive

discipline). On the other hand, it seeks to disagarfurther infraction of
rules, so that future acts will be in compliancahwilesired standard
(corrective discipline).

2.5 Fundamental Causes of Disciplinary Action

Disciplinary actions usually come out of dissatisan of the manager
with flouting of work rules, and intentional dev@t from role
prescriptions by an employee. Formal behaviourt tmay elicit
disciplinary actions vary from organization to amgaation, but often
depends on the size, complexity, nature of prodmecgnagement
policies, materials dealt with, processes involaad clientele of the
organization. Common causes of the need for disaly action
include the following:

a. Attendance problems

) Unauthorized absence from work; ii) Chronic efutgeism or
irregular attendance; iii) Excessive lateness ardirtess; iv)
Leaving office without permission; v) Time recordinffences.

b. On-the-job behaviour problems

) Loafing or sleeping on duty; ii) Insubordinatioiii) Fighting a
customer or staff while on duty; iv) Intoxicatiobhvaork/smoking
in restricted area; v) Gambling; vi) Willful breaoh safety rules;

vii)  Delay in performing official duties, so asetklicit gratification;

vii)  Failure to report injuries/damages;

viii)  Abusive or threatening language to supervisor.

C. Dishonesty and related problems

) Falsification of company records or complicityth such acts; ii)
Deliberate faking of records/payment bills; iii)t&ting or use of
forged documents; iv) Entering into unholy alliang#h others;
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v) Stealing or complicity in the act; vi) Maliciotmgllful damage
to company property;

vii)  Disloyalty, including failure to disclose kmdedge of
misconduct committed or about to be committed ajahre firm;
viii) Working for competing firms; ix) Espionage oomplicity in
such act;

X) Collusion with the aim of defrauding the firmj) Fraud or
complicity in such act. It would be impossibleitemize fully
the range of behaviours that might result in distgsy action
being taken. Employers seem to regard the more @mm
offences as being issues about absenteeism, orkeey@ng, or
poor performance at work. Many employers divideces into
two categories, depending on the seriousness witbhvwthey are
viewed within the organization. They list issueattthey regard
as disciplinary offences, and then itemize some gasss
misconduct and as other offences, that they considbe more
serious.

Activity

Consider any organization that you know reasonatdyl, perhaps one
where you have workaasburself

1. What disciplinary rules did the firm have?

2 How were the disciplinary rules made known to you?

3. What were considered to be disciplinary offences?

4 Which offences were regards as serious? List them.

2.6  Disciplinary Procedures

A procedure is a series of steps or stages thradmgth a matter may be
processed towards a decision or conclusion. Aiglisary procedure
should specify the following key elements: ruleffences, penalties,
procedural steps and appeal procedures.

2.6.1 Rules

An ideal disciplinary procedure provides for wordinrules and
arrangements, that are tailored to the specificséer the organization.
For example, the minimum standards for the perfocea

or conduct of employees are referred to as workstullost employers
state those rules in the organization’s handbook daciplinary
procedure code book. Typically, work rules spesiigndards affecting
matters, such as listed below: i) Working hour¥;Time for break; iii)
Safety rules and reporting of injuries; iv) Repuaytof lateness; absence
due to illness; v) Designated areas for smokingj; Standards of

168



BUS 809 HUMAN RESOURCE MANAGEMENT

personal conduct; vii) Theft, fraud or dishonesiti)) Immoral conduct;
ix) Falsification of records;
X) Sabotage of company material or property.

2.6.2 Offences

When a rule is broken, an offence has been conunifiedisciplinary
procedure must seek to identify offences with waatldact disciplinary
action. In practice, offences are commonly clasgdifinto minor,
serious, or gross misconduct.

2.6.3 Penalties

These are measures for dealing with specific ofsnthey may also be
referred to as 'negative rewards'. The objectofepenalties are: to
reform offenders, deter would-be offenders, andhtai the integrity of

the organization. Another way of putting it, is $e@e penalties as
educative, corrective and punitive. Most formaaiblinary processes
often employ what is often called 'progressive igigte'.

i)  Warning; oral/written(informal/formal); i) Sugmsion and
downgrading; iii) Fines, withholding annual incremh@r promotion; iv)
Retirement or outright dismissal or terminatiorappointment.
Invariably, penalties for minor offences are aimetdeducating and
counseling employees, and giving them opportumitigarn and adjust.

2.6.4 Procedural Steps

These are usually guidelines which set out the adjmeral drills,
associated with the imposition of penalties foreaffes, and for
appealing and challenging the penalties. The proeddsteps will
involve the following:

i) Specify who has the responsibility and authoritynake relevant
decisions — immediate Superior, Department manageneral
Manager, Managing Director, Personnel manager, ipisary
Committee, Appeals Committee etc.

i) Provide for a right of appeal to a level of managetnnot
previously involved in the action;

i) Specify the mode of imposing various penalties Whaust be
proportionate to offences or misconduct committed.
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2.7 Essential Features of Disciplinary Features
Disciplinary procedure should possess the-follovesgential features:

1) Be in a written form; i) Specify to whom thapply;

i)  Provide for matters to be dealt with quickly) Indicate the
disciplinary actions which may be taken;

V) Specify the level of management which haveatority to take
the various forms of disciplinary action, ensurthgt immediate
supervisors do not normally have the power to dismwvithout
reference to senior management;

Vi) Provide for individuals to be informed of themplaints against
them, and to be given the opportunity to statertbases before
decisions are reached;

vil)  Ensure that, except for cases of gross midaot) no employees
are dismissed for a first breach of discipline; Ehsure that
disciplinary actions are not taken until the caas lheen carefully
investigated:

iX) Ensure that individuals are given an explanatianafoy penalty
imposed;

X) Provide a right of appeal and specify the procediarebe
followed (Cole, 1986).

If rules are not written down, people are likelyreamember the rules
differently and varying approaches to disciplindl wccur. Employees

may be uncertain as to what they can and can‘amib,supervisors and
managers may adopt different approaches to diseifletween different
departments, with some supervisors unsure of witabaty/power they

have, and can put to use.

2.8  Appeal Procedures

The 1, -6.1 section of the disciplinary procedunewd indicate what
the employee should do, if he or she is not hapiply the action taken
against him or her. There should be a clear agpeakedure, with time
limits for the submission of appeal stated. It lgobe too important to
leave disciplinary decisions solely to the disanetiof immediate
superior or committee, no matter how powerful thee, without
providing opportunity for an appeal. Thereforeasiessential that there
be some ways for employees to initiate a reviewhe Tollowing
channels of appeals against disciplinary actioasuaually adopted.

a. Up-the-line approach: Here, the employee shouie lihe right

to appeal, first to the supervisor, and then thep-bly-step
process may continue up the line, through the Deyeartal
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Head, Personnel Department, General manager, &aed t
Managing Director and Committees.

b. Personnel Director's intervention: In this apprgatle appellant
would simply appeal to the Personnel Director faeivention
and possible settlement.

C. Disciplinary and appeals committee: In most orgamons, this
iIs the committee which is given authority to reegihiear and
settle employee's appeal arising from disciplinacgion. The
committee could either overrule a line manager'sistten or
uphold it.

2.9 The Role of the Personnel Managers

Discipline is a sensitive issue requiring skilllundling, and in many
organizations, it has traditionally become a fumttihat has been left to
the personnel or human resource managers. Thibdes partly due to
the fact that personnel managers were more likelyoé trained in
skillful handling of sensitive interpersonal issuésit also many line
managers were often unwilling to handle issuesrtiight result in their
unpopularity and cause difficulties in maintaineguitable relationship
with someone they had to work with on a daily basi$is attitude is
said to be changing as more and more human resotunetions are
being devolved to line management. Line managersmany
organizations are nowadays expected to handleptiismiy matters that
arise in their sections, at least, in the earlgesa

The personnel or human resources managers stél $eweral important
roles to play. They should devise the disciplinprgcedure, provide
specialist advice, ensure that everyone is awaendfacts consistently
with the procedures. In addition to these, theg &r monitor the

effectiveness of the procedures and ensure thatgelsain policies are
brought about when necessary.

Self-Assessment Exercise

What are the essential features that disciplinargcgdure in an
organisation must possess?

‘l/cf/‘
2.10 Summary

We have shown in this unit, the meaning and impaeeof disciplinary

procedures in the organization. Both line managacshuman resource
managers have an extremely important role to phkathe design and
implementation of procedures that are fair to alhd that cases of
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discipline are dealt with in accordance with thegamization's
procedures.

Organizational discipline, as we have shown, armésof the need for
management to be able to control the conduct ofléyaps and to re-
direct their energies towards the attainment opeomte mission and
objectives. Discipline is management action thabenages and ensures
compliance with laid-down rules and regulationsyegaing the smooth
operation of an organization. It is managemeng&sponsibility to
develop and maintain effective discipline withire torganization. As in
most peoples’ management functions, discipline i@t or shared
responsibility of all managers — human resource agars as well as
line managers:

Management must learn to maintain discipline bylyapg standards in
a consistent, fair and flexible manner. In the naxit, we shall have a
look at the importance of grievance procedure amasicder how it is
closely related to the issue of discipline.

n
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LI::Z.lZ Possible Answers to Self-Assessment Exercsge(

Answer to SAE

i)
ii)
iii)
V)
v)

It must be in a written form;

Specify to whom they apply;

Provide for matters to be dealt with quickly;

Indicate the disciplinary actions which mayth&en;

Specify the level of management which havediority to take
the various forms of disciplinary action, ensurthgt immediate
supervisors do not normally have the power to gisrmwithout
reference to senior management;

Provide for individuals to be informed of tllemplaints against
them, and to be given the opportunity to statér theses before
decisions are reached;

Ensure that, except for cases of gross midaot) no employees
are dismissed for a first breach of discipline;

Ensure that disciplinary actions are noteaakuntil the case has
been carefully investigated:

Ensure that individuals are given an explanatianafoy penalty
imposed,;

Provide a right of appeal and specify the procediarebe
followed.
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UNIT 3 GRIEVIANCE PROCEDURES
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 The meaning and nature of grievance

3.4  Grievance versus discipline

3.5 Dealing with grievances

3.6 Grievance procedures
3.6.1 Purpose and scope of the procedure
3.6.2 The principles that underline procedure
3.6.3 The stages in the grievance procedure
3.6.4 Expectational circumstances
3.6.5 Appeals

3.7 Weakness in grievance procedures

3.8 The use of peer review

3.9 Summary

3.10 References/Further Readings/Web Resources

3.11 Possible Answers to Self-Assessment Exercises

@3.1 Introduction

This unit deals with areas of conflict which cenbre particular type of
disagreement within an organization. We shall ttuges concentrate on
handling of issues of grievance. In a grievancegdare, as noted in an
earlier unit, when an employee is concerned withmetbing
unsatisfactory in the employer's performance, acedure is put in
place to enable the employee raise some complabtat his/her
dissatisfaction. The position of the discussiorgaevance procedure is
that employer and employee, through suchcemores, are seeking
to establish a good employment relationsHiprough it, both the
employer and the employee have an opportunity toedy their
dissatisfactions with each other. Through the gsses of grievance, an
employee seeks adjustment to his/ her perceivesaitii$action. In what
follows therefore, the nature and meaning of thecept of grievance is
examined.

@3.2 Learning Outcomes

By the end of this unit, you will be able to:

o Explain the meaning of the term grievance;
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o Distinguish between discipline and grievance;

o Describe critically the main stages in a formal geaure for
handling grievances within an organization;

o Discuss the role of human resource managers aadrianagers

in grievance handling.

The meaning and nature of grievance

The meaning and nature of grievance the shortero@xEnglish
Dictionary defines grievance as the infliction oforg or hardship on a
person, injury, oppression, a cause or sourcejofyifPigers and Myers
(1977) give us a useful approach to the quest ibmgrevance by
drawing a distinction between the term’s dissatisfsm, complaints and
grievance as follows:

Dissatisfaction: Anything that disturbs an emplqye&ether or not he
expresses his unrest in words; Complaint: a gspobe written

dissatisfaction brought to the attention & thupervisor. Grievance:
a complaint which has been formally presented tonagament
representative or to a union official.

We shall use the term grievance as a fofrdissatisfaction, about
which an employee feels sufficiently stronghat he or she
formally raises the issue with his or hernagement representative
or supervisor. The grievance step according toifigion and Chapman
(1979), is when a complaint is presented formalhd driggers the
procedural machinery, moving the issue out of tagaw confines of
the particular workplace in which it began. Griesammay arise for a
multitude of reasons. An employee may become dssigat with his or
her hours of work or working conditions, or he/shay feel a supervisor
shows unfair favouratism to others. Some grievameg become a
collective issue with negotiations between manageraed a trade
union, arising over an issue such as a dolkcgrievance about
pay or working conditions. In this unit, we Bhacus solely on
grievance as an individual issue.

3.4  Grievance versus Discipline

Discipline action is, as we have seen in the pregednits, normally
initiated by management to express dissatisfactain, and bring
abrupt changes in employee behaviour. Grievancéhemother hand, is
normally initiated by employees for similar reasohat in respect of
management or co-worker’s behaviour. That is, gni@vance situation,
an employee is concerned with something unsat@mfacin the
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employer's performance. There is a need for fasria@sl justice in both
procedures, although they are initiated by differparties. For this
reason, it is sometimes suggested that they shbaeldviewed as
complementary processes in industrial justice.

Activity

Consider what you have just learned about grievaacd discipline.
Write out the ways yotonsider discipline and grievance to be opposite.
Are there any facts which make you think tltla¢y are not truly
opposites?

As we have shown, discipline and grievance are looticerned with
fairness and justice. They differ in that the peopho initiate the action
in each case differ. The management initiategpalisary action against
employees, and employees initiate grievance maadginst their
supervisor and managers. In this way, they may dresidered to be
opposite faces of industrial justice. However, thsregards the balance
of power in these cases.

3.5 Dealing with Grievances

Many factors can contribute to the extent to whacgrievance may be
actual or potential, relatively unimportant or putelly serious. These
include the following:

) Individual and group attitudes;

i) Beliefs and perceptions about employee's gght

i)  Working practices and norms;

iv)  The relationship between parties, the balance ofepdetween
them and the degree of: trust and openness;

V) The culture of the organization also has a panpl&y; in role-
based cultures differentiation, between what peapéeexpected
to do or not do, grievance usually relates to rolesorms being
ignored or broken. In cultures where rules areimmh and
where autonomy is prevalent, individual percepti@nd
interpersonal or inter-group conflict.

According to Bouwen and Salipante (1990), theref@ue distinct stages
through which a grievance can pass, although tne taken at each
stage will vary in individual cases. The first bise is the individual's
perception of dissatisfaction or private formulatiof a grievance. The
person feels unfairly treated or perceives an actaken by someone
else as being unfair. The person feels unfairlgtee and keeps his/her
dissatisfaction private. The second stage is Wiegshe decides to talk
to another person about it — public formulationaofirievance. At this
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stage, the person is seeking support in respetiieofjrievance. In the
foregoing stages, it is possible to prevent thevgmce from becoming
serious. This means being aware of what is goingaad more
importantly, listening to what your staff have tays An ‘open door'
policy whereby employees know that you are avadlabldiscuss their
problem as they occur, is likely to provide oppaities for them to
come to you in the early stages of a grievanceen&ing time with your
staff, showing them interest in what they are dpikgeping them
informed about developments in the organizatiortogeaizing their
individual differences, will all contribute to antnaosphere of trust.
Perceived fairness is important in work situatiombe third stage of
grievance — action follows the public formulatioh the grievance.
This may involve a formal or informal statementgoievance to people
with authority over the situation, or such acti@n avorking to rule,
decreasing productivity in the level of servicelliog in trade union
support, and so on. The final stage is an outcanehich the grievance
may be settled or it may result in some form oglasthe individual or
the organization through the ruling of an outsigerecy

3.6 Grievance Procedures

A grievance procedure is commonly thought of as nmethod, by
which.an individual raises some query or complalmut his/her pay or
working conditions, and the steps which are laid/aidor dealing with
the matter. In order that both employees and nexsagre clear about
how to handle grievances, a grievance procedueld be designed
and issued to employees. A suitable format forgitievance procedure
might be to use similar headings to those usedhe design of a
disciplinary procedure. This could be: the purpasescope of the
grievance procedure, the principles that undetie procedure, the
stages in the grievance procedure, exceptionaumistances and the
appeals procedure.

3.6.1 The purpose and scope of the procedure

This section would indicate which employees areeced by the
particular procedure. It should also state the @firthe procedure which
is to settle any grievance as near to the sourcéhefgrievance as
possible. The procedure should be simple to usslyi and rapid in
operation.

3.6.2 The principles that underlie the procedure
This is likely to include some statements conceynine employer’s
views on fairness and justice, and how these wilabhieved. Some of

these are stated below:
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i) All employees have a right to raise a grievancénouit fear of
recrimination against themselves;

ii) Grievance will be promptly investigated within spied time
limits and concerned staff notified of outcomes;

iii) At each stage of the procedure, employee will etl@yright to
be accompanied by a trade union representative ohasen
person; iv) If employee is not satisfied with thetame, they
will have a right of appeal.

3.6.3 The stages in the grievance procedure

Typically, four levels have been found to prove qudse for most
grievance procedures. The common main stagesd@cthe following:

Stage 1 The employee should raise the grievance, eithédlyaa
in writing with the immediate supervisor, who wiply
within a specified time, usually days. The timmiti
principle ensures that matters are debated witteso
reasonable speed.

Stage 2 If the grievance has not been resolved, the ergploy
should request an interview with the manager, iwith
specified time, usually one week, to discuss tievgnce.

Stage 3 If it failed to be resolved at stage the employee fluid
raise the grievance with the General manager or

Stage 4 Subject to the agreement of both parties, if thily reot
resolved, an outside body might be asked such as a
grievance committee or external conciliation doitaation.

The grievance of an individual can neverthelessyehaollective
implications. For this reason, there is custorgagh extension of
grievance procedure where trade unions are recegia

allow for collective endorsement of an individualegance with which
an employee has not been successful. At such a itimens itself to a
collective dispute (Torrington and Chapman, 1979).

3.6.4 Exceptional Circumstances

In exceptional circumstances, it may not be prable to raise the
grievance with the immediate supervisor or managéhss may be,
among other reasons, because the grievance isdchyske manager, or
to deal with the grievance with the urgency thatleserves. In such
exceptional circumstances, the grievance may bentéi the next level
of management.
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3.6.5 Appeals

A right of appeal should be specified for each swph specified time
limits within which the appeal should be heard.

Activity

Asses your organization’s grievance procedure imgeof:
How simple and rapid ioperation it is.

Does it involve the immediate supervisor at angeta
Does it provide for an appeal mechanism?

The strengths and weakness of the grievance progedu

3.7 Weakness in Grievance Procedure

Weakness in grievance procedures which are appareimt most
organizations include the following:

) There are too many stages and the process take$ong. It
should never be necessary for the number of stagesceed the
level of management. ii) Too few stages in practiOften the
first stage involving the immediate line managerkeft out. This
undermines the line manager’'s position and can mide
problem more difficult to resolve.

i) Lack of clarity about the situation while the grexe is being
discussed. A dispute can be exacerbated if thersoislear
agreement, or established custom and practice t dfv@yosition
of the aggrieved if, for example, the dispute iswtha change in
working practice.

iv) Lack of a clear appeal mechanism, including at wiaht an
employee is entitled to go to external forms of
mediation/conciliation/ arbitration. It is importato develop a
positive attitude towards grievances. Complaimsnfemployees
usually indicate that something is wrong, and ihdged,
employee satisfaction, morale and motivation ateelyi to
diminish with concomitant loss of performance. Ifn a
organization has strong grievance procedure andvefct
encourages its use, employee can express griesgecdy, in the
knowledge that action will be taken and they walt ibe branded
‘trouble makers’. Without appropriate outlet, gaaces will be
repressed and ultimately debilitate the organimatidhe active
and sensitive urge of grievance procedure serveligblight
potential areas of serious conflict. For exampteg@ient claims
for higher wages when changes have been made tojdbnt or
working practices can indicate a need for the dmgdion to
communicate more effectively
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with its staff about planned changes. Complaiftsuéa organizational
policies can point to confusion about how they afeiand the need for
clarification, effective communication and incredisseemployee

participation in decision making and / or implenamn. Effective

communication of organization's policy towards thepression of

grievance and the procedures to be followed id.Vitamany cases, the
development and creation of such an atmosphere sndeat many

grievances need not reach the formal stage. Ifrsigmes and managers
encourage open relationships with their employdes, first signs of

impending trouble can be recognized and dealt wtimediately and

effectively.

3.8 The use of peer review

A method of handling grievances which is gainingoiar and popularity
In some organizations is that of peer review. his process, grievances
that cannot be resolved at supervisory or manddexials are referred
to a committee of ‘Peers’ group of other employeethe organization
— from whom a small panel is selected by the persoin the
grievance, and his/ her supervisor. The benefithief method includes
the following:

1) Efficiency — training peers is less costly toetlorganization than
bringing in outside help; ii) Speed — grievancas be dealt with faster
than through more conventional means; iii) Pemgifairness —

employees are more willing to accept the judgmenhtheir peers than
of their supervisor in many cases; iv) Peer aavican help develop
an organizational culture which includes catfliresolution, team-
work, decision making at lower levels, and emplogagowerment and
ownership. There are, of course, disadvantagesear peview. It is

costly in terms of time for other employees andntrey is necessary.
There are also occasions when employees would prei@o discuss
personal grievances with their peers.

Self-Assessment Exercise
| Explain the stages of grievance procedure in arm@sgtion.

19,

3.9 Summary

We have shown in the foregoing the meaning and itapoe of
grievance and grievance procedures to organizafibrmanagers, line
and specialist human resource, have a vital rolpldag, in the design
and operation of procedures that are fair (and josall. It is important
that cases of grievances are dealt with promptly.
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As we have shown in the discussions on grievarioegyrievances to be
dealt with effectively, a framework of organizatabrnustice, as seen in
the case of discipline, should be put in place. filles, the clarity of
roles, and the steps to be taken must be cleariyuseGrievances are to
be encouraged and not avoided as they are thd tipealissatisfaction
iceberg. If they are dealt with quickly and faiviythout delay, they will
reduce dissatisfaction, with its negative implioatifor employees'
performance.

|1‘L |
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u::B.ll Possible Answers to Self-Assessment Exercs3e(
Answer to SAE
Basically, there are four common stages.

Stage 1:The employee should raise the grievance, eitradtyaor in
writing with the immediate supervisor, who will tgpvithin a specified
time, usually days. The time-limit principle enssitbat matters are
debated with some reasonable speed.

Stage 2:If the grievance has not been resolved, the engglashould
request an interview with the manager, within ac#psl time, usually
one week, to discuss the grievance.

Stage 3:If it failed to be resolved at stagethe employee fluid raise the
grievance with the General manager or

Stage 4: Subject to the agreement of both parties, if tisélf not

resolved, an outside body might be asked suchgaieeance committee
or external conciliation or arbitration.
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UNIT 4 COLLECTIVE BARGAINING
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4.6.1 Industrial or centralized systems
4.6.2 Company or decentralized systems
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@4.1 Introduction

Whenever people are employed in an organizatiors rtecessary to
establish the terms and conditions of their emplayin This may be
achieved through various methods. It may be aeliethrough
unilateral decision of the employer, or by an agreet between an
individual employee and the employer. It may beiegtd through the
government, through some kind of legislative areangnt. It may be a
collective agreement between a group of employagarozed in a trade
Union/ Professional Association, and the employekwvital element in
any modem form of constructive industrial relatioms seen as the
development of appropriate intuitional frameworlkor fcollective
determination of terms and condition of labour. dther words,
collective bargaining has come to be accepted asntbst desirable
machinery, for the regulation of labour-managemetdtions. Thus, in
what follows in this unit, you will be introduced the basic elements of
collective bargaining.

183



BUS 809 HUMAN RESOURCE MANAGEMENT

@L.Z Learning Outcomes

By the end of this unit, you will be able to:

Define the collective bargaining concept;

Discuss the key conditions for effective collectbargaining;
Distinguish between negotiation and consultation;

Identify and discuss levels of collective bargagirand the
merits and demerits of these levels;

o Explain the concept of bargaining unit.

4.3 Collective Bargaining

Collective bargaining has been variously conceigad defined. It has
been defined as a process of decision making,tarfdriction has been
recognized as a rule making process [Flanders,]196® a rule-making
process, the main objective of collective barganiis to replace
unilateral action by employers, by a system in wiboth the employers
and employee jointly share the responsibility fue tontent of rules and
their observance. Through the process of collectbargaining,
employment relations have evolved from a ‘preregatcontract’,
according to which labour power carries with it fefxany, prescriptions
on its acquisition and utilization by management,the ‘constitutive
contract’, which establishes procedures and reiguist for the
utilization of labour. Collective bargaining hdsabeen described as a
form of industrial government. As a form of intafrgovernment of
industry, it serves to generate a common interetstden employees and
management, in the survival and growth of the @nise. Collective
bargaining has also been described as a methochodgement, and a
method of furthering basic trade union purpose mfoivement in
decision making, relating to working conditions asahtrol over work
relations. As a synthesis of the above views dective bargaining, it
can be regarded ahe institutionalization of conflict in the labour-
management relations. In this regard, it servedigplace conflict from
the shop floor or workplace, where it can lead tsruption of
operations, and reconstitutes conflict in a framéwaf negotiations at
the firm or industrial (national) level. In orgamg or institutionalizing
conflict this way, collective bargaining genesmte a  common
interest between employees and managemssiticts managerial
or trade union arbitrary rule, and enhances théggaation of workers
in decision making, relating to employment relasioThis participation
by employees in industrial management can alsoesepit a way of
working towards industrial democracy.
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Finally, collective bargaining has been said torespnt a form of
modification of market determination of the prick labour, within a
guasipolitical system. Collective bargaining, asdacision-making
process, is seen as not restricted to economisidacilt brings into the
process of decision making, ideas of social justaistributive justice
and adaptation of rules to changing socio-politicatumstances. In
this form, collective bargaining represents paltion of labour-
management relations, from the management of thitgsthe
governance of man.

4.4  Key Conditions for Effective Collective Bargaiing

For effective collective bargaining to survive asiable joint decision-

making process, a number of important charactesistiust evolve or be
stimulated. The following are some of the prerstes of effective,

collective bargaining.

a. The social partners — labour, management, the statk its
relevant agencies must evolve appropriate orgaoimat
Effective collective bargaining demands, among othimgs, the
existence of a strong and virile trade union movamehich is
willing and able to engage in meaningful negotiatwith its
members, and yet not so strong as to pose a cballém
managerial responsibility for the organization, @oatrol of the
production process. Similarly, the employers ofbolar
(including the state) should be well organized.

b. Social partners must demonstrate their genuimterests
and readiness to enter into meaningful @gent by the
establishment of machinery for that purpose. Téathiere should
be in place a negotiating machinery, which cleagglls out the
power and authority of each of the partners, a$ agtlefine the
relationships between them, the structure and sobpellective
bargaining — al to facilitate joint authorship ofes.

C. Partners must respect and observe the agreemewtserktat the
bargaining meetings.
d. Lastly, the interest and support of the state ifical to the

survival of collective bargaining, as a process of
institutionalization of industrial conflict. Theade is interested in
constructive labour-management relations, amongratsasons,
because of its role as a leading employer, the genaf the
economy, and above all, the maintenance of lawaaddr in the
wider polity. It is therefore, the responsibility the state to seek,
through the enactment of facilitative and suppertiggislative
measures, to encourage the development of cokebiwvgaining
machinery, procedural and substantive rules.
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4.5 Negotiation and Consultation

According to Ubeku (1975), there is a general jicacin industry that
not all demands brought by workers are subject égotiation.

Employee handbooks of several companies contaiaicaetems that are
reserved exclusively for collective bargaining asttlers that are ‘for
consultation. Among the items for collective bangag are wages,
hours of works, leave and leave pay, overtime pad/s®o on. More and
more items are added to this list from time to tin¥hose for

consultation, where the parties do  nonegotiate but discuss

include staffing, promotion, discipline, trainirgpme aspects of welfare
and safety at work. Under these agreements, th&emsrcan go on
strike if a final deadlock is reached over itemschhare negotiable, but
are not expected to do so over items that canlmnkjiscussed.

4.6 Levels of Collective Bargaining

Collective bargaining can take place at variouglevTypical y, this
could be at the industry or plant levels.

4.6.1 Industrial or Centralized System

This seeks to determine, at the industry or natitavels, all procedural

and substantive rules, with interpretative issuetllesl at local or

company/ plant levels Usually, certain issues aghisputes and basic
wages and benefits are centralized, in order tairrengairness and

consistency in decision and application. A cergesli system has a
number of advantages, some of which are as follows:

i, It facilitates uniformity of wage rates and emplaymh
conditions, for all similar jobs within the indog

i It ensures a common approach and procedure, foregwution
of disputes and grievances.

i It stimulates joint-union approach on recognitiomttars, and
enhances negotiating status of unions

iv. It allows for greater predictability and controllabour cost.

V. It minimizes the problems of parity claims and walgé

vi. It facilitates the development of coherent poliay toade union
recognition.

vii. It facilitates the development of coherent poliay tbade union
recognition.
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A centralized system is not without its disadvastagome of which are
the following:

i. Difficulty of accommodating the industrial relat®nequirements
of diverse technology products and local labourkatsrdemand.

i It poses the problem of alienating lower levelslabour and
management, in the decision-making process.

i. There is problem of effective communication whedemstress.

iv. It could lead to excessive formalization and stadidation, and
thus render the industrial relations systemimflexible to meet
changing circumstances.

V. It can induce delays in the dispute proceduressases are
pushed upwards which can lead to erosion of thboaity of
local social partners.

4.6.2 Company or Decentralized System

This is a system in which guidelines on major issoa items and
conditions of employment are determined at locanplor company
levels. The common merits of this model are a¥adl i. It provides
shorter lines of communication and therefore feadéis speedier
resolution of disputes.

Local labour and management are more likely to hgreater view of
their responsibility for their industrial relatians ii. It enables
management to adopt a flexible approach to lochbua market
demands.

The problems of this approach are many, some otlwlare listed
below: i. Plants may be exposed to parity claims.

It leaves a company particularly susceptible tooast by strategic
groups of employees. iii. There is difficulty ohsuring equity and
uniformity for similar jobs throughout the industryVith the

promulgation of the Decree 22 of 1978, decdmtd Ilabour

relations in Nigeria yielded place to a caled labour relations
system, which has since made joint colledh&egaining the practice
at the national level; while each company at ttaplevel is left alone
to implement the final agreements.

4.7  Bargaining Units
This refers to the specific group or category ofkeos that are covered

by a particular collective agreement. Specificalhgre is a relationship
between bargaining levels and bargaining units.
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While the former focuses on the management sidéh@fnegotiating
table, the notion of unit is concerned with theresgntative role of the
trade unions. Individual unions or group of unionay function as the
bargaining agents for workers within given bargagnunits. In some
cases, the structure of bargaining units may diifem level to level.
For instance, at the company or firm level, nedgaia may be
conducted separately for different categories ofkexs, while at the
industrial levels, agreement on certain subjectg apply to all workers
in the industry, and the bargaining unit may beustdy-wide.

For the process of collective bargaining in Nigeparhaps the most
important regulation that was aimed at bringing samder into labour
management relations is the Trade Union (Amendnmiatree No 22
of 1978. This has among other things, made it adsapy for
employers to recognize trade unions and seniok &gbciations. It has
also streamlined employees’ representative unions (i) industrial
unions and (ii) senior staff associations (whiddar unions) as
representatives of clearly defined bargaining urfits the purpose of
collective bargaining. This Decree, coupled witte tharious Trade
Disputes Decrees (Acts), can be said to have pedvadfoundation for
the development of comprehensive agreement, agplgra given (or
specified) group of workers.

4.8 The Bargaining Process

The collective bargaining process is typically magbeof a number of
stages which are discussed below:

4.8.1 Preparation and Initial Demands

It is usual practice for labour and managementpgend some time
studying the situation and preparing for negotratio A wealth of
relevant data on items like wages, benefits, warkiconditions,
productivity and others are collected and studieddrial partners. The
typical bargaining would include initial proposat$é expectations by
both sides.

4.8.2 Continuing Negotiations

After opening positions have been taken, each wideld attempt to
determine what the other values highly, so thatbdst bargain can be
struck. For example, the union may be asking thpleyer to pay for
meal break benefits, as part of a package thatiatdodes increased
wage demands and retirement benefits. Howeveyrlm may be most
interested in the wages and retirement benefit$, may be willing to
trade off the meal break for more wages.
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4.8.3 Settlement and Contract Agreement

After the initial agreement has been made, barggiparties usually
return to their respective constituencies to cdnaodd make up their
minds. A crucial stage is the ratification of tlgreement, when
members vote to accept the terms of a negotiatextagent.

4.8.4 Bargaining Impasse

Regardless of the structure of the bargaining m®cdabour and
management do not always reach agreement on thesid$ an impasse
occurs, then the disputes can be taken to furthexld for settlement.
These may include the following:

a. Mediation

This is a process whereby a neutral, third partgrerihe labour dispute
when a bargaining impasse occurs. The objectivenefliation is to
persuade the parties to resume negotiation andh reacprivate
settlement. A mediator has no power to force deseéint. Successful
mediation depends on the tactics, diplomacy, pe¢éieand perseverance
of the mediator. Section 4 (1) of the Trade Dispéiet of 1976,
provides that if within fourteen days of the datewhich a mediator is
appointed, the dispute is not settled, the dispbtdl be reported to the
Minister by or on behalf of either of the parties.

b. Conciliation

Section 6 (2) of the Trade Dispute Act of 1976y @ttes that the person
appointed as conciliator shall inquire into thesmsiand circumstances
of the dispute, and endeavour to bring about ¢esatit by negotiating
with the parties. If a settlement of the dispstegiached within fourteen
days of his appointment, the person shall repertfalst to the Minister.
If a settlement of the dispute is not reached withe fourteen days, and
the conciliator is satisfied that he will not beleatbo bring about a
settlement, he shall report to the Minister, whallshwithin fourteen
days of the report, refer the dispute to the indisArbitration Panel
(IAP)

c. Arbitration

This is a process in which a dispute is submitteart impartial, third
party, which the IAP, to make a binding decisioAs stipulated in
section 7 (3) of the Act, the IAP shall consist afchairman, vice-
chairman and not less than ten other members,falhom shall be
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appointed by the Minister. The IAP shall malgeatvard within forty-

two days of its constitution or such longer perasdthe Minister may in
any particular case alow. On receipt of the awardhe IAP, the

Minister shall notify the concerned parties: Spaéeg the time

(usually 21 days) within which to communicate adcaape or rejection
of the award. If notice of objection to the awadjiven to the Minister
within the stipulated period, the Minister will, im manner specified
under section 9(3) of the Act, further refer thepute to the National
Industrial Court, which was established by the Act.

d. National Industrial Court

Section 14(1) of the same Act provides for the ldsament of a

National Industrial Court, which has jurisdictiomda powers with

respect to the settlement of trade disputes, itberpretation of
collective agreements, and matters therewith. cthet has jurisdiction:
I. to make awards for the purpose of settling d@ralisputes, and to
determine questions as to the interpretation ofanlgctive agreement,
any award made by an arbitration tribunal or by ¢bart. on terms of
settlement of any trade dispute, as recorded inna@yorandum under
section 6 of the Act. The award of the court isfiand binding on the
parties. No appeal shall lie to any other body erspn from any
determination of the courts.

Self-Assessment Exercise

What is collective bargaining? List and discussrtheessary conditions
for effective collective bargaining.

19,

49  Summary

In the foregoing, we have looked at the conceptotiective bargaining
and discussed what it means to many schools ofgtitpuand the

preconditions for its effectiveness as a useful, thoy handling of the

inherent and endemic conflict in labour-managemetations. The

structure of collective bargaining and its variolevels were fully

examined and attention drawn to their merits anchedds. Lastly,

collective bargaining as a process and the stopghdrprocess, which
include both internal and external decision-makprgpcesses, were
discussed. It is obvious from the discussion tladlective bargaining

provides a useful tool for the institutionalizatiohlabour-management
conflict.

Collective bargaining, as the discussions in thmit ieve shown, occurs
when management negotiates with representativesle(tunions) of
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workers over wages, hours of work and other workiagditions. The
issues subject to collective bargaining fall intoree categories:
mandatory, permissive and loyal. The process bédove bargaining,
as we have shown, includes preparation, initial alehs, negotiations
and settlement. When an agreement is signed betieeparties, it
becomes a document governing what parties can amaot do. When
an impasse occurs, external processes are braughplay in efforts to
achieve harmonious relations between the partiés obvious therefore
that while it is accepted that labour-managementlict is endemic in
industry, efforts have been made, through collectbargaining, to
institutionalize the conflicts of industrial relats.

n
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LI::4.10 Possible Answers to Self-Assessment Exercs3e(

Answer to SAE

Collective Bargaining is defined as a process ofsien making, and its
function has been recognized as a rule making psoce

For effective collective bargaining to survive asiable joint decision-
making process, a number of important charactesistiust evolve or be
stimulated. The following are some of the prersf@es of effective
collective bargaining.

a.

192

The social partners — labour, management, the state and its
relevant agencies must evolve appropriate orgaoimat
Effective collective bargaining demands, among iothmgs, the
existence of a strong and virile trade union mova&mehich is
willing and able to engage in meaningful negotmatiwith its
members, and yet not so strong as to pose a cballéem
managerial responsibility for the organization, @oatrol of the
production process. Similarly, the employers ofbolar
(including the state) should be well organized.

Social partners must demonstrate their genuine interests
and readiness to enter into meaningfutament by the
establishment of machinery for that purpose. Thathiere should
be in place a negotiating machinery, which cleapglls out the
power and authority of each of the partners, a$ agetefine the
relationships between them, the structure and sobpellective
bargaining — al to facilitate joint authorship odes.

Partners must respect and observe the agreemewtserktat the
bargaining meetings.

Lastly, the interest and support of the state ificat to the
survival of collective bargaining, as a process of
institutionalization of industrial conflict. Theade is interested in
constructive labour-management relations, amongratasons,
because of its role as a leading employer, the genaf the
economy, and above all, the maintenance of lawaaddr in the
wider polity. It is therefore, the responsibility the state to seek,
through the enactment of facilitative and suppertiggislative
measures, to encourage the development of colebtivgaining
machinery, procedural and substantive rules.
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UNIT 5 MANAGING EMPLOYEES’ ORGANIZATIONAL
EXIT

Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3  The need for organizational exit
5.3.1 Voluntary exit
5.3.2 Resignation
5.3.3 Retirement
5.4  Methods of redundancies
5.5 Drawbacks of strategies for voluntary reduregtan
5.6 Managing redundancy
5.7 Managing dismissal
5.8 Summary
5.9 References/Further Readings/Web Resources
5.10 Possible Answers to Self-Assessment Exercises

@5.1 Introduction

Organizational exit is the last phase of the fuoral human resource
management cycle. It is a difficult phase for btite organization and
the employee. Whether employees leave throughrenedint,
resignation, redundancy or dismissal, the depardfiremployees is a
traumatic time for the organization, as personitienships have to be
forged, working patterns altered, and the motivatad the remaining
staff buffeted. The importance of managing this @wuld suggest that
this HRM function be studied most carefully, to yide some tested
guidelines, which will enable managers to effedyivand sensitively
manage the process. To date, it is one aspeced¥lfRM function most
under-researched and under documented. Our aimsirunit therefore
IS to sensitize you to the issues involved in ghizcess.

@5.2 Learning Outcomes

By the end of this unit, you will be able to:

o explain the importance and difficulty of exit inwoorganization;

o identify the different ways in which retirement mhg managed
and the potential benefits for both the individuaad the
organization;
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o discuss the advantages and disadvantages of differays of
implementing redundancy programmes.

5.3  The Need for Organizational Exit

The one certainty for people working in organizasictoday is the
certainty of change. The driving force for orgamians in both the
private and public sector or in both large and $nsahle, is the
challenge that comes from operating in a competiind increasingly
hostile environment. In addition to environmentttbrs that influence
organizational change, there is the need to inttedyprocess
improvements, often in response to technology drsteange.

Given this, it is not surprising that the organiaats need for human
resources in terms of the number of people and toenpetencies will

also be subject to change, and that this chandesenhetimes require
redundancies. These redundancies may be made #oeossyanization

(what has been termed the downsizing of the orgéiniz) or be limited

to certain newly, redundant jobs. Exit does notpesponly because of
the changed needs of the organization. People,nay, want to bring

their employment to an end, for reasons that ireladnore attractive
offer from another firm, a move to a different afeapersonal reasons,
or the decision to retire from work. In other wardgit may be a result
of the changing needs of the people, or the chgngeeds of the
organization. In a rapidly changing world, it iskdly that both

organizational entry and organizational exit wél imore frequent in the
lives of individuals and companies than in the pa#ten to some
extent, they represented the monumental 'beginaimd)’end’ to people's
working lives.

Activity

a) How many organizations have you worked for so faryour
working life?

b) How many more do you estimate you will work forobefyou
retire?

c) How many organizations did your parent(s) work fortheir
professional life?

While the answers to these questions will, of cewary from person to
person, most people we asked reported that theenfgmhad worked for
significantly fewer organizations, than they thelmsg expected to in
their careers. There is another cause of emplogsggrture from the
organization, one which is not attributable to desin the needs of the
employer or employee: dismissal or termination. isnidssal (or
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termination) may follow from disciplinary rqreedings for
misconduct or demonstrated incompetence (declipragluctivity), or
other incapability to do the job. Most countriegukate dismissal with
rules, to which every organization must adheréhef dismissal is to be
considered ‘fair' and legally acceptable. Unfaisnudssal can leave
companies open to compensation claims and can penyeexpensive.
It is therefore important that you, or someone @uryorganization is
familiar with the law governing employment.

Activity

Estimate how many people have left your organinatioring the last
two years.

What proportion of this number left for the follogireasons?

a) Changes in the needs of the organization;
b) Changes in personal needs (including retirement);
c) Dismissal for misconduct or incapacity.

Managing exit involves different issues, dependoy whether the
reasons for exit correspond to any of the abovis. Uiseful therefore to
know the relative size of each of the above categor

Indeed, it may be important to monitor the promortof people exiting
of their own accord, since a high rate of laboundwer (or brain drain)
can represent an undesirably high outflow of hucegital. As you may
recall, 'brain drain' became a major problem naiigrin Nigeria in the
early 1990's to merit the setting up of a Natio@@mmission, to
examine the reasons for it and identify a way duthe problem. we
shall now take a more detailed look at the fomgaaizational exit
takes. In particular, we shall concentrate ondhi@ms: retirement,
redundancy and dismissal.

5.3.1 Voluntary Exit

Many instances of employees’ exit will be voluntaryChanging
personal needs will lead individuals to resign frimair jobs to pursue
other activities, or to retire. This rational actiof staff, while it may be
instigated by the employee, has important consempserfor the
organization. If there is no change in the orgainn's need for human
resources, it must ensure that staffing and/onitrgi programmes are
put in place to meet the needs of employees, wapabilities to
continue to meet the organizational goals and ¢ One of the
traditional, functional tasks of personnel spestalihas been to collect
information on labour turnover rate, in order tarplahead for timely
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replacement. Typically, labour turnover may vanirone occupational
group, or unit of the organization to the other.

5.3.2 Resignation

Resignation can tell you a lot about your orgatimn. Some people
will always leave for unavoidable reasons, sucfobewing a partner to
other parts of the country, (or out of the countey emigration). Others
will quit the organization because of dissatisi@atti of one kind or
another. You will recall the rate of voluntaniteamong employees in
the Federal Civil Service, in the late 1980's dsllaw up to the move
from Lagos to Abuja. Just as the observation dhf@m's customers are
'voting with their feet' by switching their loyaltp another product, the
labour turnover rate should be carefully scrutidiZer the message it
conveys about an organization. A sudden increasedignations or a
level of turnover above that of experienced by otltempanies
competing for similar staff, may indicate problethat are specific to a
unit, department, professional or occupational graar general to the
organization.

Traditionally, many organizations use exit intewseto glean further
information on people’s reason for leaving or rasig. These
interviews have advantages and disadvantages. ©rorie hand, an
employee may be inclined to be franker and more ofen they would
otherwise be, given that they do not have to faeedonsequences of
being associated with negative views as a contghemployee. On the
other hand, the decision to leave is a major omenfost people. A
detailed questioning of their motives may put peogh the defensive,
with a consequent loss of candour.

5.3.3 Retirement

Sooner or later in their working career, most peagitire from work.
Retirement may seem an automatic event: someomhagdhe magic
age, a big 'do’ is arranged, the clock, water-cogl@f clubs, wall clock
or whatever are presented, and that is that. dsig as a manager, you
have no influence in the matter. There is a stsgmgse in which this is
an irrational way of structuring retirement, botin the organization, and
for the individual. People do not become unempdbgaovernight.
There are several retirement options availableyfar as a manager to
bear in mind and consider. Many may require deossi@t the
organizational level, but you may be able to infice those decisions.
Others you may be able to do something about yburSkey will,
however, mainly involve a change to the contracewiployment that
will need to be agreed by both parties. The fihge of options
involves a phased withdrawal rather than an abyopt
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In option (a), there is the traditional abrupt etod employment. A
typical example of this option was the monumentaksiretirement of
the 1970's, when many civil servants were suddeetyed for one
reason or the other from the public sector. Op{mnnvolves reducing
the demands made on the employee before retiremenierms of
reduced hours of work or reduced level of work)om® employees
approaching retirement, particularly if their hbais less than perfect,
may welcome either parttime work, or work at a lowevel of
responsibility. In either case, the person wiléanore time and energy
to start expanding their out-of- work activities, that when retirement
comes, they are more prepared. This approach, ftiheyecan have
benefits for the individual and for the employingganization.
However, even with this approach, the organizati@y be losing out.
The retiring person does not at 60 or 65 automlitibeacome worthless
to the organization. All the training and experiesi@ained over the
years may still be extremely relevant. Many orgations are aware of
this, and continue to employ the person, sometiomeshort, fixed-term
contract. This employment may be either (as in spita out) at a
reduced level or part-time, Or the individual mag émployed as a
consultant or an outworker. Sometimes, organimatiprovide the
machinery or other equipment to make this form afp®yment
possible. Options (c) and (d) represent these opity

Activity

a) Consider anyone who is due to retire in the nexd fw®ars in
your own unitof the organization. How abrupt is the transition
likely to be?

b) What could you as the manager do to make the tiansi
smooth?

c) What problems might be associated with taking theva steps?

For the organization, two of the principal problemssociated with
retirement in phases or gradually are overheadspandions payment.
An employee, whose retirement is being introducedigally may still
feel entitled to an office, a secretary, as welbter benefits allotted to
the position. If the output of the employee isdyraly declining, it
could be that, even with a salary which is shrigkipro rata,
employment overheads may make it no longer wortlewvfor the
employer to continue the relationship. Anotherlyea is pension. In
most organizations, occupational pension schemes te be based on
payments calculated as a proportion of the emplsyéeal salary.
Under such schemes, it obviously makes no senséh&employee's
retirement to be in phases, with a shrinking salary
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5.4  Methods of Redundancies

Ideally, the need for redundancies should be rletgoarticular areas of
work, rather than an ‘across the board’ affairs.avidg decided to
institute a programmed of redundancies, severahaoaist for achieving
the required savings are open to organizations.peb&ing on the
reduction in the number required, and the annumddaturnover rate of
the organization, the easiest policy may be torictstew recruitment
and simply wait for the process of attrition to wed the organization's
staff to the desired number.

The pros and cons of this approach are similarhtisé of another
common policy, which is to offer a package of congsgion to people
willing to opt for voluntary redundancy. The atitians of the voluntary
redundancy route are reasonably easy to see: rfenipation may
achieve its target reduction without forcing disgeonto any of its
valued employees, which in turn may ensure thatateoamong the
employees that remain does not suffer. HRM, faneple, reduced its
staff by almost 80,000 between 1986 and 1992 with@usingle

compulsory redundancy This reflected the policytad management,
which stated that compulsory redundancies changectliture of a

company completely The relationship between therpnse and the
individual changes forever, and that such a chahgeld be avoided, if
it can be avoided. In certain industries, typicaiclical businesses,
such as the construction industry, a policy of-ladirst-out (LIFO) has

been the traditional way of all coating redundasi@enong staff. The
redundancies methods discussed so far share comhayacteristics.
They are all predicated on a perceived ‘fairnes®rnployees, rather
than on an analysis of the needs of the businessh Bf the methods
mentioned has an essential roundness from the pbiniew of the

business. For example, a hiring freeze may disptamately affect

one department rather than another, undermininghiity to function

Voluntary redundancy packages may see the orgamzhise its star
performers to competitors. 'Last-in, First-out' nragult in promising,

new recruits being discharged early, while longawsg but mediocre
performers are retained. This is not to say, howetat organizations
are necessarily misguided in using such stratetfigbey are the best
way to maintain staff morale, or curtail industriglations disputes,
such methods may commend themselves. On the ok ihds entirely

possible that these strategies are not adoptedytitiolly, but instead

reflect ‘head in the sand' approach to this traiemasue, one which
removes the need to have to choose individualseftundancy based on
assessments of their performance or potential. @entonsidered
strategy might be based on a thorough assessmettteo$kills and

competences, that will be required to meet theréutneeds of the
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organization. The aim should be to avoid the lospemple with key
skills and expertise.

5.5 Drawbacks of Strategies for Voluntary Redundacy

Although voluntary redundancy programmes are a laopumeans of
achieving reductions, they have several importaatvdacks, some of
which are discussed below:

i. It can cut swathes across the organizations imdoa manner,
since the 'volunteers' can come from any part efotganization,
and the objective is to reach predetermined numtfersdundant
posts, rather than to focus on retaining key skills

i It tends to attract employees nearing retiremem, &y whom
redundancy packages are more attractive, becauséongf
service. This can mean that the redundancgranome may
be very expensive.

iii. It creates unease in the organization. Those vengain may
begin looking for jobs elsewhere, fearing that tlext phase of
restructuring may mean compulsory redundancies.

iv. People who apply for redundancy but were not sisfaksnay
feel demotivated, even if they were not selectedabse they
were regarded as key staff.

V. There may be syndicating, if the organization hasvipusly
made public statements about valuing and investipgople.
Vi. Additional stress is placed on those employees rehmin, who

are often required to take on the responsibiliied absorb the
workload of colleagues who have left.

vii.  The people most likely to accept a voluntary redunay package
are those who are most confident that they wililgdse able to
find jobs elsewhere — in other words, the bestletilpeople
may leave, and the less skilled and poorer wonkerg stay. Viii.
People leaving may well be older workers close @trament.
Their departure may suddenly deprive the orgaminatof
experience, and place too much responsibilitiethehands of
the relatively inexperienced.

5.6 Managing Redundancy

One of the reasons why redundancy is so probler(taticoth managers
and theorists) is that it runs counter to many e hew but popular
theories of management. In particular, those de&fits of human
resource management which emphasize the need toresdbe
commitment of employee to the organization. klesarly problematical
to attempt to secure employee commitment to tharorgtion, while a
programmed of compulsory redundancies is being emphted.
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Creating redundancies, therefore, require carefulagement, if it is not
to have consequences that will undermine the msliavhich affect
many employees of the organization.

5.7 Managing dismissals

At some time during your career as a manager, ydlupvobably be
required to take disciplinary action against oneyofir employees. In
the most serious or most persistent cases, thisnaaill result in the
dismissal of the employee.

Your organization should have a set of disciplinargcedure which it
utilizes to handle cases of dismissal. The nuts bols of such a
procedure is discussed in a separate unit of thisse.

Activity
Can you recall the name of any senior staff of yorganization who
had to be dismissed? Whaere the offences he committed?

Employees could be dismissed form their organimatior various
“reasons, some of which might include the followirigismissal for
striking: While an employer might dismiss all thosking part in a
strike, al must be re-engaged without discrimima@ggainst some, in an
unfair Way. That is to say that the striking em@ey must be treated as
a single group.

Dismissal for misconduct: This is by far the mosimmon cause of
dismissal. However, it is important that you haslearly specified
disciplinary procedures, that employees are awhatbease procedures,
and that you follow the established proceduresetypsf the dismissal
for misconduct is to be seen to be fair. A triduhat would be set up,
would want to be sure that the organization’s pdoce had been
followed; so it is very important that a writtencoed is kept of the
actions taken or agreed to, at each stage of gwptihary procedure.
The tribunal would also want to be satisfied th&ndssal was a
reasonable step to take in the circumstances.

Self-Assessment Exercise
| Examine the drawbacks of Strategies for Voluntaggdidancy. |

9,
5.8 Summary
In this unit, we have addressed important issuektimg to

organizational exit, including what typically givese to it, types of
exits and strategies for managing them. The needrfanizational exit
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arises as a result of the changing needs of ba&hotbanization, the
individual employee, or as a result of actions te&éer a breach of the
contract linking the firm and the employee. Vohnmyt departure from
the organization was also discovered to reveal ssipte underlying
dissatisfaction.

In this unit, issues relating to managing, an elygdds exit have been
discussed. Although exit, (commonly referred toreiirement). From

organizations, and its management normally receoreparatively little

attention in management literature, the need toemmdople redundant
or for people to withdraw from the organization, shdecome

increasingly common in many organizations. The aoigation’s

decision to lose members of staff is inevitablyfidifit and sensitive.

Similarly, dismissal is fraught with pitfalls. Alssues relating to exit
from the organization require effective manageméeicause of the
implication of its poor handling.

M
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u::S.lo Possible Answers to Self-Assessment Exercige(
Answer to SAE
The several important drawbacks, are discussedvbelo

i It can cut swathes across the organizations imdomm manner,
since the 'volunteers' can come from any part efdtganization,
and the objective is to reach predetermined numifersdundant
posts, rather than to focus on retaining key skills

i. It tends to attract employees nearing retiremem, &y whom
redundancy packages are more attractive, becauséonof
service. This can mean that the redundancgrparome may
be very expensive.

i, It creates unease in the organization. Those wenoain may
begin looking for jobs elsewhere, fearing that tlext phase of
restructuring may mean compulsory redundancies.

iv. People who apply for redundancy but were not sisfaksnay
feel demotivated, even if they were not selectedabse they
were regarded as key staff.

V. There may be syndicating, if the organization hasvipusly
made public statements about valuing and investimpgople.
Vi. Additional stress is placed on those employees rehwin, who

are often required to take on the responsibilited absorb the
workload of colleagues who have left.

vii.  The people most likely to accept a voluntary redunay package
are those who are most confident that they willlgdse able to
find jobs elsewhere — in other words, the bestletilpeople
may leave, and the less skilled and poorer wonkexg stay.

viii. People leaving may well be older workers sgoto retirement.
Their departure may suddenly deprive the orgamnatof
experience, and place too much responsibilitiethé hands of
the relatively inexperienced.
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