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INTRODUCTION

PAD 124: Human Resources Management is a one semuesirse for
students offering B.Sc course in Public Administraiat the 100 level. It
is a 3 units course consisting of 25 units. Eacih isnsupposed to be
covered in three hours. It is a core course. Thiar€e Guide tells you
briefly what the course is about, what course neltgou will be using
and how these materials would be used. It alsdigiyis issues of timing
for going through these units, and explains thevities and Self-
Assessment Exercises. There are supposed to balutitached to this
course and taking advantage of this will bring ywo contact with your
tutorial facilitator which will enhance your und&&sding of the course.

COURSE GUIDE

To complete this course you are required to relael,study units and
recommended textbooks and explore more current riasteon the
Internet.

In this course, each unit consists of exerciseactivities to test your
understanding from time to time. At a point in yatourse, you are
required to submit assignments for assessment pespat the end of the
course, is a final examination.

Below you will find listed all the components ofetltourse, what you
have to do and how you should allocate time to eauhin order to
complete the course successfully on time.

MEASURABLE LEARNING OUTCOMES

The overall aim of this course on Human resourcaddament Principles
is to explore and explain the management of hunagital in the work

place and organizations. This is done to broadem lgnowledge on the
issues of human resource development.

During this course you will learn about differeapact of human resource
development, as job design and job analysis, trginstaffing, career
systems, motivation and conflict resolution and ag@ment amongst
others.

THE COURSE AIM

The aim of this course as pointed out earlier isXpose the students to

the concept of human resource management. Thisbeithchieved by

aiming to:

o Introduce you to the basic concepts and princigieshuman
resource management.



PAD 124 COURSE GUIDE

. Compare issues relationships authority and respibifsiin the
organization

. Give an insight in leadership and personnel systanthe
organization.

o Explore job design and job analysis.

o Appraise the important and function of training iany
organization.

o Have an over view of what happens in Human Resource

Department of any organization.
SELF-ASSESSMENT-EXERCISE (SAEYS)

Two Self-assessment Exercises each are incorponatethe study
material for each unit. Self-assessment Exercisesh&udents to be a
realistic judge of their own performance and to riavye their work.
Promotes the skills of reflective practice and-setitoring; Promotes
academic integrity through student self-reportirigearning progress;
Develops self-directed learning; Increases studesitvation and Helps
students develop a range of personal, transferskiils.

SUMMARY

Each Unit contained a summary of the entire unisumary is a brief

statement or restatement of main points, especallg conclusion to a
work: a summary of a chapter. A brief is a detadedline, by heads and
subheads, of a discourse (usually legal) to be é=egh a brief for an

argument.

POSSIBLE ANSWERS TO SELF-ASSESSMENT EXERCISE(S)
WITHIN THE CONTENT

The materials contained Possible Answers to Sedefsment
Exercise(s) within the content. The possible Seffeasments answers
enable you to understand how well you're performimthe contents. It
is a way of analysing your work performance and argas for growth.
Reflecting on your strengths, weaknesses, valudsaanomplishments
can help you determine what goals to work towaod.ne

COURSE MATERIAL

The course material package is comprises of foligWlodules and unit
structure:

Module 1

Unit 1 Introduction to Human Resource Planning
Unit 2 Organizational Design and Personnel Functio
Unit 3 Job Design and Job Analysis

Unit 4 Staffing

Unit 5 Training
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Module 2

Unit 1 Performance Appraisal

Unit 2 Compensation

Unit 3 Motivation

Unit 4 Career Systems

Unit 5 Leadership

Module 3

Unit 1 Communication in Human Resources Management

Unit 2 Collective Bargaining and Negotiation

Unit 3 Organizational Culture and Socialization

Unit 4 Management Development

Unit 5 Decision-Making

Module 4

Unit 1 Ethics in Public Service

Unit 2 Discipline and Grievances

Unit 3 Conflict Management

Unit 4 Separation (Tenure and Turnover)

Unit 5 Separation (Retirement)

Module5

Unit 1 Recruitment and Retention

Unit 2 High Performance and Work System (HPWS)
and Instructional System Design

Unit 3 Performance Appraisal System

Unit 4 Compensation, Salary and Wages

Unit 5 Human Resources and Audit, Future, Challenge

and Prospects

vi
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MODULE 1

Unit 1 Introduction to Human Resource Planning
Unit 2 Organizational Design and Personnel Functio
Unit 3 Job Design and Job Analysis

Unit 4 Staffing

Unit 5 Training

UNIT 1 INTRODUCTION TO HUMAN RESOURCE
PLANNING

Unit structure

1.1  Introduction

1.2  Learning Outcomes

1.3 Human Resource Management
1.3.1 Definitions and Terminologies
1.3.2 The Human Resource, Philosophy and Procedure
1.3.3 Human Resources Policies and Practice
1.3.4 Historical Evolution of Human Resource Masragnt
1.3.5 Human Resources Management as a ProcessiSyst
1.3.6 Human Resources Management or Personnelgdarent
1.3.7 Models of Human Resources Management
1.3.8 Human Resource Management: Functions

1.4  Summary

1.5 References/Further Reading

1.6  Possible Answers to SAEs

N\
@1.1 Introduction

This unit attempts to present the fundamental goned Human

Resource Management. This encompasses the philgsotite

importance of human resources in any organizatom, the issue of
human resource planning. A student must understaegk in order to
appreciate specific issues covered in subsequetd. unwill include

Human Resources definitions and terminologies, tfans, and any
differences (if any) between Human Resources Managé and
Personnel Management.
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@ 1.2 Learning Outcomes

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

o Discuss what Human Resource Management is

. Analyse the historical evolution of Human Resource
Management.

o Demonstrate the models of Human Resource Management

o Evaluate and advance the functions of Human Resourc
Management.

Human Resource Management
1.3.1 Definitions and Terminologies

The term "human resource management" (HRM) is usetkscribe the
theories, practices, and policies that pertaitnéonhanagement of people
within an organization. The process of finding theal fit between
people, jobs, organizations, and the environmerkniswn as human
resource management. Bringing people and orgaoimtogether is the
process of achieving each party's objectives. Atiogrto Byan and
Rue, “Human Resource Management encompasses tloisaties
designed to provide for and co-ordinate the humasources of an
organization... Human resource functions refers tosehtasks and
duties performed in an organization to provide dad co-ordinate the
human resources”.

To Wancevide and Gluecle, “Human Resources Managerfsethe
function performed in organizations that faciligtdhe most effective
use of people (employees) to achieve organizati@mal individual
goals”.

As a result, Human Resource Management emphascem aather
than maintaining records, following rules, or foliag written

procedures. Because it emphasizes resolving emplalyrissues to
support the achievement of organizational goals@otote employee
development and satisfaction, human resources rear&g is action-
oriented.

It also promotes individualism. Each employee isated as an
individual by human resources management, whicarsfgervices and
programs to address their needs.
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Future-oriented human resource management. By gimgvicompetent,
motivated employees, effective human resource nanagt aims to
help an organization in the future achieve its cibyes.

Features of Human Resources Management.

In order to achieve effectiveness, each of thesmitiens emphasizes
the importance of integrating personal and busirsdgsctives. These
definitions reveal some fundamental truths aboumdmu resource
management.

The achievement of goals by employees, both indalig and
collectively, is a concern of human resources. Addally, it is
concerned with social factors, human behavior,endtions.

It focuses on the growth of human resources, inetudknowledge,
capability, skill, and potential, as well as the rquit and
accomplishment of employee objectives, such asgbisfaction.

I. The organization utilizes human capital managemeéuéryone
in an organization is impacted by personnel dexssio

il. It has to do with how employees are managed at wWodpplies
to all staff members. At each level of the orgatrel
hierarchy, personnel work may take on different pgisaand
forms, but the overarching objective of achievirgamizational
effectiveness through effective and efficient hum@source
utilization remains the same. Essentially, it issteategy for
maximizing employee potential to ensure that they laappy
with their work and give their all to the company.

iii. The process of managing human resources is onglbingn't be
done for just an hour a day, every day of the wéelemands
ongoing awareness of human interactions and thmgoitance in
routine activities.

iv. Human capital management is conscious ofdtsas obligations
to society at large and to its workforce in paiacu

Importance of Human Resources Management

1. Human resources help an organization produce gcous
services, in addition to financial and material owgses.
Resources in the form of money and materials canhgt
themselves, increase effectiveness or result ingheh rate of
return on investment. The combined and concertéortef of
people are used to harness financial or matesalurees in order
to accomplish organizational goals. To maximize the
effectiveness of human resources and equip thertake on
significant challenges, these efforts, attitudes akills must be
regularly sharpened. Human resource managemengeiluin
this situation.
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2. The best employees can be attracted to and keptarby
organization with the help of good human resouremagement.
Planning alerts the business to the kinds of waerkewill need in
the near, medium, and long terms.

3. It selects the right candidates for open positidimgls the best
candidates, and ensures that they are placed inptbper

positions.

4. Performance evaluations and training assist irdéwelopment of
people who need to acquire new abilities, undedsteys, and
attitudes.

5. Effective use of human resources can motivatpl@yees to

produce their best work.
1.3.2 The Human Resource Philosophy and Procedure

The term "human resource philosophy" refers to ititention and

conviction that treating the human components efpfoduction process
not as an instrument of work but as a resource ¢batd be used to
accomplish an objective and the ensuing need @te@n environment
that is conducive to the supply of that resourceak and beliefs of
managers also influence how they view and treat gtaff members.

The philosophy accepts the justification or logfoark. It implies the

presence of genuine worker interest. This implieg employees have
more than just their hands; they also have theartseand minds. This
philosophy is not followed by the majority of smdllsinesses and
many third-world nations.

Human Resource Procedures

These facilitate policy implementation by outlinitige precise sequence
in which those steps must be carried out. Procedane a series of steps
that must be followed in a particular order andalerthe presence of a
process. The actions are merely a means to an end.

1.3.3 Human Resource Polices and Practice

These serve as a roadmap for the actions requoedchieve the
objectives of human resources. Human resourceipsland objectives
both specify what must be done and how it mustdreedPolicies are a
decision-making tool because they provide the mdéansarrying out

management processes. The human resources palreieaformed by

the philosophy of human resources.

Human Resource Practice
Putting policies and procedures into practice itleorto achieve human
resources objectives is what this entails. Theticglahip between the
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philosophy of human resources, policies, procedaed practice is best
illustrated by the following example:

The Human Resources Philosophy serves as the fbondgon which
the other factors are constructed. This human ressuphilosophy is
influenced by factors like union pressure, the mefdr a competitive
advantage, and public outcry.

Self-Assessment 1

Discuss Human Resource policies and Practice.

1.3.4 Historical Evolution of Human Resources Mangement

There is disagreement in the literature regardiveg drigins of human
resources management because different authorstizesl the history
of the subject based on the economic developmethedf respective
nations.

The American version of the history of human reseumanagement
made mention of the industrial revolution and thetdry system, the
rise of managerial capitalism, industrial psychglog/orld War | and
the requirement for personnel administration, theman relations
movement, the "golden age" of industrial relaticth&, quality of work-
life, and finally the requirement for crisis managmnt.

However, the development of human resources maremeim Britain
has been an unplanned, haphazard process that nflasnced by
external factors rather than following a logical @onscious
development.

However, the British version of the evolution of nmn resources
management can be broken down into six main stages.

The first phase is the WELFARE-ERA (1915 — 1920Baction
management was required at the time to provide flien® their
employees, such as a canteen and health facildres$,to demonstrate
concern for their overall wellbeing.

The second is the Personnel Administration, whischnsed the years
1930 to 1940. The need to provide factory managetis personnel
support services in the areas of hiring, trainengd record keeping was
made more pressing by the great depression ofaB@sl

The period from 1940 to 1970 is covered by Phas# personnel
management, which consists of two (2) phases. ifstephase spans the
years 1940 to 1950. During this time, the role efspnnel expanded

5
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from the straightforward delivery of welfare andppart services to
other, more intricate tasks.

In order to maximize the advantages of the compasya result of
organizational restructuring and the effects it bastaff size, personnel
directors participate in downsizing and redundaeggrcises. Human
resources professionals increased their focus aohoearking in order
to find best practices as they were reminded ofrtigortance of having
a strategic mindset.

1.3.5 Human Resources Management as a Process 8yst

"Human resource system management is the systerpédiening,
development, and control of a network of interrediatprocesses,
affecting and involving all members of an organmaf' claims the
process system analysis.

A behavioral sciences study has opened up new tppbes for
enhancing organizations' outlook. It has proven importance of
efficient human resource management and developroenbusiness
organizations' survival and success.

High-profile companies’ human resources manageranggd the
function's purpose, objectives, and organizatisiraicture as a result of
this discovery.

The restructuring and re-engineering of the humasources
management department was motivated by the neednfantegrated
system that highlighted the direct connection betweéhe business
objectives of the organization and the human ressumanagement
sub-systems.

Proces: A process is a group of tasks or actions thadtrne completed
sequentially in order to accomplish a task. It isoaa discernible
progression of related events moving in the dioecf predetermined
goals.

According to the notion that managing human reseailis a process,
one task or phase must always come before the next.

System:A system is a predetermined group of proceduresjaipment
used to manage a process. It is also a group efcminected parts that
come together to form a whole. As a result, a syste composed of
various subsystems.
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Viewing human resources as a system has two intgiafor human
resource management. This has both micro and miagpbcations.
From a micro perspective, it implies that each fiomcor element of
human resources, such as staffing, compensationplogeae
participation, and training, is a sub-system of theM system and
contributes to the objectives. From a macro petspgec the
organizational system's human resources managesystem devolves
into a subsystem.

Consequently, the organization's goals and objestare supported. The
organization's macro and micro human resource stdrsg should, in
an ideal world, support the achievement of impdrtgoals like
effectiveness, efficiency, development, and custaagsfaction.

Process system analysis defines human resourcegeraeat as the
methodical planning, development, and managemerd oétwork of
interconnected processes that affect and invoheyegmployee in an
organization. These steps include the following:

- Human Resources Planning

- Job Design

- Staffing

- Training and Development

- Performance Approach and Review

- Compensation and Reward

- Employees Protection and Participation

- Organizational Improvement.

a. To effectively manage these processes, all ggmaand human
resource specialists collaborate to plan, devedmg, implement
human resource systems with full employee partimpa

b. The large organization is viewed as an inputtite human
resource management system. It generates outpubofir the
organization and the individuals within it. The hamresource
management system is made up of several subsystems.

C. To achieve the objectives, technological foséog, market
analysis, and organizational capabilities are coetiin the
corporate planning process at the start of eacmnpig,
performance, and feedback cycle. These object@rde viewed
as the company's annual performance benchmarksstateenment
of organizational objectives is then the single miogportant

input.
d. Organizational Staffing
e. Organizational Change

The staffing plans for the organization are credigdcombining the
human resource plans related to the organizatieeesl for manpower
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with the inventory of manpower resources. To acdahpthis, the
statement of manpower requirements must be defineterms of
expected performance level, skills, training, atlteorequirements. The
subsystems involved in the modification of the ing environment are
organizational development systems, reward systermsnd
communication systems. (Performance appraisal)atabor relations
system

System analysis of human resource management usredgto ensure
that subsystem plans and actions are determineklation to one
another and are complementary rather than overigppi

There are two types of output produced in termgesformance:

- The organizational output is the production abods and
services;

- the individual output is the fulfillment, satisfam, and
development of needs. Individual output translatego
motivation and inertia for future performance; thusdividual
output serves as input into organizational output.

To be effective, any human resource managemergraysiust include a
mechanism for assessing and evaluating the immitatof various
human resource policies. Individual and organirati@mutput feedback
flows into the system for evaluation and reportwjch then feeds into
the system for analysis and control.

The comparison of organizational objectives andltess the first step
in organizational appraisal. Individual goals andtcomes are also
contrasted in the appraisal system. The evaluasiarsed by managers
to determine how to appropriately reward employbased on their
performance.

Furthermore, the evaluation is integrated into @malysis of training
needs; this system assesses the outcomes of indivadurses as well as
their strengths and weaknesses.

1.3.6 Human Resources Management or Personnel Magement

Because these two concepts are frequently usecchategeably, the

distinctions between them must be assessed.

- Personnel Management is defined as the procureme
development, compensation, integration, and maames of an
organization's personnel for the purpose of coutiilg to the
achievement of the organization's major goals abgctives,
whereas Human Resource Management is viewed as$ af se
initials or old wine in new bottles by some perseinmanagers. It
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could be more for personnel management, but itawvalue of
emphasizing the importance of treating people ksyaresource,
and management is a direct concern of top manageaseguart of
the enterprise's strategic planning process, as tommonly
perceived. Despite the fact that the concept isnet, it has
received insufficient attention in many places.

Human resource management and other personnel srapag
strategies flow from business strategies.

- Personnel management is more structured becdhiseuses on
non-management  personnel, whereas human resource
management includes both management and non-maeagem
personnel.

At the macro level, the term human resources rdferthe sum of all

components possessed by all people, such as skilceeative ability,

whereas the term personnel, even at the macrg Iefels to employees
of all organizations.

Human resources at the organizational level inclde of the
component resources of all employees, from rank fiedto top
management, influencing the former group’'s humaouees. In fact, it
includes the resources of all people who contriltnégr services to the
achievement of organizational goals, as well agrsthvho contribute
their services to the achievement of organizatigoals.

1.3.7 Models of Human Resources Management

The MATCHING MODEL is the first type of model to lmnsidered
here.

This model simply advocated for the managementurhdn resource
systems and organizational structure in a way thatongruent or
compatible with organizational strategy.

The second is simply known as the Harvard FramewanH it is based
on the belief that historical personnel managemesitlems can only be
solved. When general managers form an opinion abowt they want

employees to participate in and develop the eritegpand what human
resource policies and practices will help them eohithat goal, they are
developing a point of view.

Walton (1985s) of Harvard University advanced thguenent that "the
New Human Resource management model is compospdliofes that
promote mutual goals, mutual influence, mutual eesp mutual
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rewards, and mutual responsibility.” The theoryt tmaituality policies

will elicit commitment, resulting in improved ecamn@& performance

and greater human development." The following apenes of the
advantages of this model: -

- It takes into account the interests of varicakeholders.

- It recognizes the significance of trade-offshei explicitly or
implicitly, between the interests of owners and Eyges, as
well as between various interest groups.

- It expands the scope of human resource manadaménclude
"employee influence," work organization, and thiatesd issue of
supervisory style.

- The model takes into account a wide range oftecdunal
influences on management's strategy selection, yimpl a
convergence of product markets and socio-cultogitk.

- It is not influenced by situational or environmt& determinism
because it emphasizes strategic choice. It is wasting that the
approach and teaching in this text are based oncandistent
with the Harvard model of human resource management

1.3.8 Human Resource Management: Functions

The personnel management program of each orgaomzai unique.
True, personnel activities differ from one compawoythe next, but
certain broad functions that apply to all organaag can be listed.

HRM functions are broadly classified into two types
(1) Management
(i)  Operative

Management functions: Personnel management functions include
planning, organizing, directing, and controlling@oyees.

Planning - It is a deliberate course of action. The advant¢erdenation
of personnel programs and changes that will comigibto the
achievement of organizational goals is referred a® planning.
Acquisition, recruitment, selection, and traininighoman resources are
all part of the planning process. Forecasting perebneeds, changing
employee values, attitudes, and behavior, and tmepact on the
organization are also included.

Organising - An organization is a tool for achieving a goal.idtthe

structure and process by which a cooperative gafupuman beings
assigns tasks to its members, establishes relatpssand coordinates
its activities toward common goals. Complex relagioips exist
between specialized departments and general degraidas many top
managers seek the advice of personnel managers. organization

10
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fosters employee relationships so that they catalmodate to achieve
company goals.

Directing - At any level, the primary goal of HRM is to motieadirect,
lead, and activate people. Employees can willinghyd effectively
cooperate to help the organization achieve its ggoaith proper
direction, and motivation and command can help f[geogach their full
potential. This direction is critical manageriaskabecause it fosters
healthy employee and workplace relationships initemfdto securing
employee contributions.

Coordination is the process of combining effortetsure that a goal is
met successfully. The personnel manager must cuatelia variety of
managers at various levels when it comes to peedofunctions.
Personnel management should be coordinated withr esttanagement
functions.

Controlling - This includes checking, verifying, and comparing th
actual to the plans, identifying deviations, andrecting any deviations
that are discovered. Control adjusts this actiord aperation to

predetermined plans and standards.

Operative Functions
Personnel management's operational aspects aredlim specific
activities such as hiring, development, compensataod relations..

These tasks must be carried out in conjunction miémagement tasks.
Employment - It is one of the first operational responsiit of HRM.
Employment is all about securing and employing ¢hosith the
necessary level and type of human resources t@waelurganizational
goals. It entails responsibilities such as job wsia] human resource
planning, hiring, placement, onboarding, and ireémobility.

0] Job analysisis the process of conducting research and gatiperin
data on the duties and responsibilities of a spegib. This
includes gathering data and information, developijap
descriptions, and providing job design guidelines &ll HRM
operations functions.

(i)  Human Resource Planningis the process of determining and
assuming that the organization will have a suffitisumber of
qualified individuals performing jobs that will nteethe
organization's needs at the appropriate times.

(i)  Recruitment - This process entails locating potential emplsyee
and encouraging them to apply for positions atragamy.

(iv)  Selection- It is the process of determining whether or ant
applicant's credentials, experience, skills, andwkadge are a
good fit for a position.

11
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(v)  Placement- It is the process of finding the best job fasedected
candidate. It entails matching employees' qualitoces to those
of the position.

(vi)  Induction and Orientation - These are the techniques used to
acclimate a new employee to their new surroundiagd to
introduce them to the company's procedures, psligeals, and
people.

Self-Assessment Exercise 2
Explain in detail, the Human Resource Managemannttions

9,

Let's go over the main topics covered in this unit.

1.4 Summary

Human resources are the most important component ay
organization's production process. The evolutiontr@d management
system, as well as its procedures, processes.

N

Armstrong, M. (1995)Personnel Management. London: Kogen.

1.5 References/Further Readings/Web Resources

Brody R. (2000).Effectively Managing Human Service Organization,
(2nd ed.). London: Sage Publication.

u:ilﬁ Possible Answers to SAEs

Answer to SAEs 1

These serve as a guide for the actions requiredctoeve human
resource goals. Human resource objectives stat¢ wingt be done,
whereas human resource policies state how it neuslone. Policies are
decision-making aids because they provide the mé&ansarrying out
management processes. Human Resources policieavae of the
Human Resources philosophy.

Human Resource Practice

This is the process of implementing policies anocpdures in order to
achieve human resource objectives. The followingangpie best

12
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exemplifies the relationship between human resouptdosophy,
policies, procedures, and practice:

The Human Resources Philosophy serves as the foondar the other
factors. Some of the factors that influence thismho resources
philosophy are union pressure, the desire for apatitive advantage,
and public outcry.

Answer to SAEs 2

(i)

Management functions:
The management functions of personnel managementves,
planning, organizing, directing and controlling.

Planning - This course of action has already been decided.
Planning is the early selection of personnel ihites and
adjustments that will advance organizational objest
Recruitment, selection, and training of human reses are all
part of planning. The organization's impact on cfaa
employee values, attitudes, and behavior is al$@ntainto
account, as well as forecasting the need for pason

Organising - A company is a tool to achieve a goal. It is a
framework and method by which a cooperative grotipemple
divides up the work among themselves, establisbesections,
and coordinates their efforts towards a common.doaé to the
fact that many top managers consult personnel nemsathere
are complicated relationships between specializepadments
and general departments. In order for the employeework
together to achieve company objectives, the orgdioiz forges
relationships among them.

Directing - At any level, motivating, directing, leading, and
activating people is the fundamental purpose of HRMrough
proper direction, employees can willingly and efifesly
cooperate to help the organization reach its obgst and
motivation and command can help people reach thealir
potential. In addition to securing employee contiitns, this
direction is a crucial managerial task becausesteirs healthy
employee and workplace relationships.

Coordination is the process of combining effortartake sure a
goal is successfully attained. Regarding persofurgdtions, the
personnel manager must coordinate a variety of gersaat
various levels. The personnel management functimuld also
be coordinated with other management functions.

13
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(ii)

14

Controlling - This entails checking, verifying, and comparing the
actual with the plans in order to detect any dewmst and, if
present, correct them. Through control, this actiod operation
are modified to adhere to predetermined plans tartlards.

Operative Functions

The operational aspects of personnel managemerdoarected
to particular activities, such as employments, t®ments,
compensation, and relations. These tasks must ieca@ut in
conjunction with management tasks.

Employment is one of HRM's first operational fuocs.

Securing and employing those with the necessami lavd kind

of human resources to accomplish organizationalsgsawhat

employment is all about. It includes duties likeb janalysis,

human resource planning, hiring, placing, onboaydiand
internal mobility.

- Job analysis is the process of learning about atitegng
data regarding the duties and tasks associated avith
particular job. This entails gathering data an@rnfation,
creating job descriptions, and offering job desgndes
for all HRM operations functions.

- - Human resource planning is the process of detengi
and presuming that the organization will have digaht
number of qualified individuals performing jobs tha
would meet the needs of the organization at the
appropriate times, and at the right locations.

- Recruitment - Finding potential employees and
encouraging them to apply for jobs at an orgarorats
what this process entails.

- Selection - It is the process of evaluating an iappt's
credentials, experience, skills, and knowledge rukep to
determine whether or not they are a good fit fppsition.

- Placement - It is the process of matching the jodsfor
the chosen candidate. It involves lining up the
qualifications of employees with those of the posit

- Induction and Orientation - These are the methe@sl Wo
acclimate a new hire to their new surroundings and
introduce them to the company's procedures, pslicie
goals, and personnel.
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UNIT 2 ORGANIZATIONAL DESIGN AND
PERSONNEL FUNCTIONS

Unit Structure

2.1  Introduction

2.2  Learning Outcomes

2.3  Organizational Structure

2.4  Designing Organizational Structure

2.5  Steps in Designing Organizational Structure
2.3.1 Relationships, Authority, Accountability
2.3.2 Organization Design and Line and Staff Retahips
2.3.3 Personnel Management as a Staff Function
2.3.4 Staff Role in the Personnel Department
2.4.1 Personnel Department in a Matrix Organizatio
2.4.2 Qualifications and Qualities of Personnehauger

2.5 Summary

2.6 References/Further Reading

2.7 Possible Answers to SAQs

|/ [‘:_
@' 2.1 Introduction

In this unit, which aims to explain organizationdgsign as a key
component of human resources, you will gain famijfawith the steps
in designing organizational structure, relationshipauthority and
responsibility, line and staff relationships, orgational design, and
line and staff relationships. Finally, the persdndepartment and
personnel management as a staff function in a xnatganization.

@ 2.2 Learning Outcomes

At the end of this unit, you should be able to:

Advance reasons for designing an organizationatire
Enumerate steps in designing organizational stractu

State Line and Staff relationships and Personneldgament
Outline the role of personnel department in an oigion
Enumerate qualifications and qualities of a persbnmanager.

15
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Organizational Structure
2.3.1 Designing organizational structure

“Organizations are economic and social entitiesvinch a number of
persons perform multi-farious tasks in order taiattcommon goals.
Organizations are effective instruments in thatytielp individuals
accomplish personnel objectives which they canndtiexe alone.
According to Argyus, organizations are usually fednmto satisfy
objectives “that can best be met collectively” (Welh & French,
1988)".

Organization is only a means to an end. It convespecific
environmental inputs into societally desired ouspu®rganizational
design addresses organizational structure. It seekgamine roles and
relationships in order to explicitly organize groefforts to achieve
specific goals. The design process results in iendtion of an
organizational structure based on units and postioThere are
relationships between these groups and rolestkialvie the exercise of
authority and the sharing of knowledge. This orgational design may
result in the definition and description of a mordess formal structure.
Organizational design is defined as "the procesgrofiping activities
systematically and logically, delegating responigypband authority, and
establishing working relationships.

2.3.2 Steps in designing organizational structure

An examination of current and future circumstances, well as

environmental factors, is the first step in orgatiamal design. The
following stage is all about detailed planning axeécution. The process
of defining an enterprise's goals, objectives,védts, and structure is
known as organizational analysis, and it serveshasfoundation for

organizational design.

The following aspects of organizational analysis examined:

- External Environment - This includes economiglitizal, legal,
and social factors.

- The overall goals and objectives of the business

- Specific objectives or goals that must be met.

- Activities such as evaluating current work arededmining what
needs to be done in order for the company to niegbils.

- Decisions that must be made both horizontally aertically.

- Relationships based on the new communicationemod

- The organizational structure, which includesivégt grouping
and management level span.

16
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- Job structure consists of job design, analydescription, and
specification.

- Working environment, collaboration, teamwork, nooitment,
communications, creating, conflict resolution, ¢dehce, and
trust

- Human Resources, which include the availabiliy skilled,
knowledgeable, dedicated, and talented individuals.

- Management Style - This category includes mamag styles
such as laissez-faire, democratic, benevolentaataktratic.

Self-Assessment Exercise 1
| 1. State the steps in designing organizations |

- Every manager is accountable for assembling a aghésam in
order to achieve department or unit objectives. aDizational
structures can be designed using departmentalizatod
relationships. Departmentalization refers to theocpss of
dividing work for an organization into various sitor
departments. Important departmentalization basgade:

- Functions

- Product/Service

- Territory

- Relationships

- Matrix organizations.

Another crucial component of organizational desgyrelationships. The
role of a chief executive in the overall design af organizational
relationships with the objective of creating relaghip-based
organizational structure.

2.3.3 Relationships, Authority, Responsibility

Organizational processes bring together workerglifierent levels,
techniques, resources, and equipment. The prodesemtifying and
grouping the work that needs to be done, definimgl assigning
responsibility and authority, and establishing tieteships in order to
allow people to collaborate most productively thiage goals is known
as an organization. An organization's relationslipa be formal or
informal.

Formal Organization: - Each position in this system has a distincelev
of authority, responsibility, and accountabilityhd manager provides
written and visual descriptions of organizationalationships in this
section.

17
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Informal Organization: - While formal organizations are the result of a
deliberate and planned effort to pattern activiaesl relationships in a
specific way to facilitate the successful achievetred goals, informal
organizations are known as social groups withilor@anization.

Responsibility

Edwin B. Flippo defines “responsibility as “one’bligation to perform

the functions assigned to the best of one’s abihtyaccordance with

directions received. Responsibility is derived friamction which is the

origin for relationship”. Hence it is called a fuimmal derivative”. The

important principles which could be observed in edaling

responsibility are:

- Lack of overlapping obligations

- When assigning responsibility, functional simija that
encourages specialization should be taken intoustco

- Clearly defining the boundaries of responsipilit

- Preventing gaps in responsibility delegation.

- Avoid unnecessary tasks or responsibilities timat't advance the
objectives of the organization.

Authority

This gives them the power to give commands and ddnsampliance.
The choice of what should or shouldn't be done rigdoto each
individual. When carrying out a delegated respdhisipauthority is the
capacity to demand or exact a response from otfesefore, authority
comes from functions. The fundamental tenet of @it is that
responsibility and power should be seen as beingle®r to put it
another way, responsibility should be dischargeth e appropriate
amount of authority. This principal aids in the peo discharge of
responsibility while also preventing abuse of pawer

Accountability

This is the performance-related accountability negjoent. It is the
opposite of responsibility in that accountabilityvs upward for proper
performance while responsibility flows downward ngmne can be held
accountable for the outcomes if they are given kequahority and

responsibility. When authority is transferred froan superior to a
subordinate, accountability is established. Accahbitity stems from

authority. Single accountability is the most criiceccountability

principle. This responsibility is a functional desdant of

accountability, which itself is a descendant ohauity.

Self-Assessment Exercise 2
| Discuss the important bases of departmentalization.

18
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2.4  Organization Design and Line and Staff Relatiaships

Organizations can be split up into staff and lirRslationships between
line and staff are prioritized over departments.

While some functional managers within a company ehastaff
relationships with other managers, others have ielationships with
other managers. However, functional managers whwe hgood
relationships with their staff may also have goelationships with their
direct reports. Thus, the departmental structuleie and staff
relationships serve as the foundation for the dmgdional structure.
The idea that the personnel manager has stafiaesips with other
managers in an organization is common.

Line and Staff Relationship
Generally speaking, there are two types of relatgrs between
managers in an organization: Line and Staff

The terms Line and Staff are frequently used hagtiyz and
inexplicably. Line, auxiliary, and service departitee are frequently
replaced by these operating managers. Relatiortdtapmacteristics, not
departmental characteristics, include Line and fStafthe most
significant kind of relationship is the line retatship.

Due to the delegation of power and responsibilitydiving or receiving

instructions or orders, there are line relationshipetween two

managers. Positions with responsibility, authorilyd accountability for

achieving key goals are referred to in this sergehine managers are
exempt from punishment.

Line authority describes the ongoing transfer a/@oand responsibility
from the management level down.

Almost as old as the organization itself is theaidef staff. Line
executives are required to focus on all organipafi@ctivities in order
to carry out their duties. They are compelled by th look for help and
help from experts. The relationship between marsagerand B is
referred to as a staff relationship because it ld@geover time.

As a supporting unit, the staff has advisory autirowhich allows them
to advise the line manager on potential coursestén.

Personnel Management as a Line Responsibility

It is widely believed that "Personnel Managemest'ai staff function

rather than the responsibility of line managersoider to accomplish

the objectives of their respective departmentg, firanagers must strike
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a favorable balance between the resources of manhimes, money,
and resources.

As a result, line management is in charge of oesngethe four Ms,
including personnel management in each department.

Because management accomplishes goals throughepdiopl managers
are accountable for managing people. Through eéffecpersonnel
management and collaboration with various departspehe general
manager is in charge of achieving the organizationerall goals. The
various functional heads involved are in charge nenaging the
personnel in the various departments.

2.4.1 Personnel Management as Staff Function

Personnel managers offer line managers speciatigestance because
top management thinks organizational ability depgermuoh efficient
management of human resources. In order to frdmepnanagers from
the burden of personnel management and free thetm cgncentrate on
their technical operations, personnel managers established to offer
assistance, counsel, and information to line marsage

Personnel managers handle a variety of tasks imgudiring,
development, administration of wages and salariemtivation,
grievance redress, worker participation in managgmeollective
bargaining, industrial relations, and other duties.

However, line managers continue to be in charge pefsonnel
administration. Line managers are responsible foersgnnel
management, but employees handle it.

2.4.2 Personnel Department in a Matrix Organizatio

A matrix organizational structure implies that eoyses are subject to
dual authority because they report to two superieusctional chain of
command is one, and project team is the other. &oixrstructures are
also called multi-command systems (both verticall amorizontal
dimension). The project manager (horizontal dimamsiand the
personnel manager (vertical dimension) are the 'teawo superiors
(horizontal dimension). With functional and projenanagers holding
equal power, both structural dimensions are staitebalanced.

2.4.3 Qualifications and Qualities of Personnel Maager

The nature and extent of personnel managementsdutiges from
organization to organization. As a result, depegdin the type, size,
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and location of the organization, different quabfions are needed for a
personnel manager. The following qualifications aralts, however,
will be applicable to all positions:

1. Personnel Attributes - Like any other manager, the personnel
manager must demonstrate initiative, resourcefglndepth of
perception, maternal in judgment, and analyticalitgb The
personnel manager must be free of prejudice inrormeview
management and employees objectively. He must havally
upright thinking. The human resources manager ra¢suls to be
knowledgeable about labor law. Human behavior mist
understood by the human resources manager. Witlaout
understanding of human needs, wants, hopes, degakees, and
aspirations, it is impossible to effectively motwaeople.

2. Experience and Training - It is without a doubt beneficial if the
prior experience was obtained in the approprigteason and at
the same location. Training in managerial subjéikes general
management, personnel management, and psychol@gpatts
of labor laws is an added benefit. Experience esalhn
understanding of general management issues as aeella
practical approach to solving personnel issues.

3. Professional Attitude- If the prior experience was gained in the
appropriate circumstance and at the same locatiewithout a
doubt advantageous. An additional benefit is traniin
managerial topics like general management, personne
management, and psychological aspects of labor .laws
Experience allows for a practical approach to hagdbersonnel
issues as well as an understanding of general reareag issues.

Qualification: - Each industry has different educational requiresent
for personnel managers. On the other hand, theequsites that are
typically needed are:

A degree from a recognized University.
(a) Post-Graduate degree in Social Sciences or Sogiolagustrial
Relations and Personnel Management.

9

2.5 Summary
Finally, the unit concentrated on structure, humesource management
as a staff responsibility, the role of human reseumanagement in an

organization, responsibilities within the human owgges division,
organizational design, and the relationship betweenand staff.
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2.6 References/Further Readings/Web Resources

Baryoko, Simbo (1996 uman Resource Management: An Expository
Approach. Lagos: Saban Publishers.

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

Answer to SAE 1

The first step in organizational design is to amalgurrent and future
conditions, as well as environmental factors. Téllowing stage entails
meticulous planning and execution. Organizationyamsis the process
of defining an enterprise's goals, objectives, v#ets, and

organizational structure, and it serves as the dation for

organizational design. Analyzing an organizationags investigating

the following aspects:

External Setting: Political, legal, social, and momic considerations,

etc.

- The overarching goals and objectives of the mizgdion.

- The precise goals or objectives that must be met

- Activities such as evaluating previous work adetermining
what needs to be done if the company is to meebjectives.

- Decisions in both the horizontal and verticahdnsions must be
made.

- Relationships built around the new communicatibannel.

- The organizational structure, which includes dhasion of labor
and the management hierarchy.

- Job structure, which includes job design, anslydescription,
and specification elements.

- The organizational climate, which includes theorkplace,
teamwork, commitment, communications, creativityonftict
resolution, confidence, and trust.

- Human Resources, which include the availabitityindividuals
with the required aptitude, skill, knowledge, amdnenitment.
Laissez

- Management that is fair, democratic, benevolengutocratic

Answer to SAE 2

A manager's responsibility is to build a cohesieant in order to
facilitate the achievement of departmental or goials. Organizational
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structures can be designed using departmentalizatial relationships.
Departmentalization is the process of dividing wovkthin an
organization into various units or departments. Turelamental pillars
of departmentalization are:

- Functions

- Product/Service

- Territory

- Relationships

- Matrix organizations.

Relationships are another important tenet of omginal design. The
role of the Chief Executive in the overall designadl organizational
relationships with the goal of creating a relatlipsbased
organizational structure.
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UNIT 3 JOB DESIGN AND JOB ANALYSIS
Unit Structure

3.1 Introduction
3.2  Learning Outcomes
3.3 Approches to Job Design
3.3.1 Job Design Process
3.3.2 Job Design Methods
3.3.3 Job Rotation
3.3.4 Job Enlargement
3.3.5 Job Enrichment
3.3.6 Factors Affecting Job Design
3.3.7 Job Analysis and Job Terminologies
3.3.8 Techniques of Job Analysis
3.3.9 Process of Job Analysis
3.3.10 Sources of job Analysis Information
3.3.11 Job Description
3.3.12 Job Specification
3.3.13 Job/Employee Specifications
3.3.14 Impact of Recent Development on Job Desigh
Analysis
3.4 Summary
3.5 References/Further Reading
3.6  Possible Answers to SAEs

’e ' L13.1 Introduction

Job design has a significant impact on the prodigtiand level of
satisfaction of any organization. Jobs today areremcreative and
educational than they were in the past, when thenewnerely repetitive
and demanded interesting, difficult work.

Employee productivity and satisfaction have beenormgnthe top
priorities for personnel managers in recent yedsspersonnel managers
have learned, the type of work an employee doesahagnificant
influence on these areas.

The design of a job has a significant impact on lamnemployee feels

about it, how much control they have over the wodnkw much

decision-making power they have, and how many tals&g have to

complete. Managers realized that their jobs didtatew they worked.

(1) To meet the organizational requirements such ashehig
productivity, operational efficiency, quality of q@ucts and
services.
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(2)

To satisfy the needs of the individual employe&e linterests
challenge achievement and accomplishments.

Furthermore, it is to integrate the need of theividdal within the
organizational requirements.

@

3.2 Learning Outcomes

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

Discuss job design and job analysis

Analyse approaches to job design

Write what is called the techniques of job analysis

Evaluate between job description, job specificatod employee
specification

={3.3 Approaches to Job Design

There are three important approaches to job design:

1.
2.
3.

1.

Engineering Approach
Human Approach
Job Characteristic Approach

Engineering Approach - This approach can be attributed to

Federick W. Taylor, (1911) on the issue of the Tadka.

According to him “The work of every workman is fyllplanned

out by the management at least on a day in advamte@ach man

receives in most cases complete written instrustia®scribing

in details the task which he is to accomplish....hisTtask

specifies not only what is to be done but how tbide done and

the exact time allowed for doing it. The principleBered by

Scientific Management to job design can be sedallasvs-

- Work should be scientifically studied

- Work should be arranged so that workers can beiexii

- Employees selected for work should be matched ¢ th
demands of the job

- Employees should be trained to perform the job

- Monetary compensation should be used to reward
successful performance of the job.

- These principles to job design seem to be quitemnalt
and appealing because they point toward increases i
organizational performance.
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Specialization and routinization over a period iofe results in
job incumbents becoming experts rather quickly, leading to
higher levels of output. Despite the assumed gairesficiency,
behavioural scientists have found that some jolurments
dislike specialized and routine jobs”.

Human Approach —“The human relations approach recognized
the need to design jobs which are interesting awlarding.
Hertzberg's research popularised the notion of ecing need
satisfaction through what is called job enrichmédhe widely
publicized approach to job enrichment uses whaaled the job
characteristics model.

According to Hertzberg there are two types of fescto

(i)
(ii)

(iif)

26

Motivators like achievement, recognition, work itself,
responsibility, advancement and growth.
Hygiene Factors- Which merely maintains the employee on the
job and in the organizational policies, interpeedaelations, pay
and job security. This Hertzberg asserted thajabelesigner has
to introduce hygienic factors adequately so as ¢duce
dissatisfaction and build motivating factors. THertzberg has
laid emphasis on the psychological needs of emp®ym
designing jobs”.

Job Characteristics Approach - According to this strategy,

which was put forth by Hackman and Oldham, “workeii put

in extra effort when they are rewarded for thefog$ and when

their work fulfills them. Thus, they advocate famtegrating

motivation, satisfaction, and performance into tiesign of the
job”. This method states that any job can be desdrin terms of
the following core job dimensions:

a. Skill variety refers to the number of differemttivities
required by a job in order for workers to use aemidnge
of abilities and skills.

b. Task Identity - The extent to which a job regsithe
completion of a comprehensive and recognizableepagc
work.

C. Task Importance - The extent to which the jas fa
significant impact on the lives or jobs of others.

d. Autonomy - The degree to which the job giveg th
employee significant freedom, independence, and
discretion in planning and deciding how the workll we
done.

e. Feedback - The degree to which an individuglires
direct, understandable feedback on the succes$eif t
performance.
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This strategy clarifies
Jobs with high motivating potential must also léadneaningful work
and have a positive impact.

3.3.1 Job Design Process

The process of designing a job must begin with tdsks required to
achieve organizational goals. It necessitates egfieé such as
organizational analysis, process planning, androzgsional methods.

The other aspect of job design is the technicalpmmnt, which has to
do with structural engineering.

3.3.2 Job Design Methods

This is a scientifically structured job design tleatcourages employees
to work more effectively and productively while alproducing higher
levels of job satisfaction than one created usipgc#ications. Job
designs should include specifications that addessployees' needs for
psychological development, accomplishment, and geition.
Personnel departments use a variety of technigaesnprove job
rotation.

3.3.3 Job Rotation

This is a type of accelerated experience desigoeinprove current
knowledge and skills or gain new experiences oeatsi the typical
workplace. It also includes frequently changing Eyges' jobs in order
to increase variety and reduce monotony. Job ostadibes not have a
long-term motivating effect on employees, but doisgmething
different, especially something dynamic, often &x@an employee to be
more cautious.

However, due to the negative effects on both theleyer and the
employee, frequent job rotations are not recommende

Job rotation, on the other hand, may benefit mansagye exposing them
to a variety of tasks, allowing them to developigeneralists.

3.3.4 Job Enlargement

As a job is expanded, the number of tasks perforimgda worker
increases. Job expansion does not deepen a posdtber, it modifies
the pace of work and the operation by reallocatiagks and
responsibilities. Larger jobs necessitate a lomigening period because
there are more tasks to learn. Employee satisfastimuld rise because
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job scope expansion reduces boredom. Howeveraitinigis to increase
employment will be successful only if workers aphier in positions
with more responsibility.

3.3.5 Job Enrichment

This is the addition of a more difficult task tojab with greater
autonomy and responsibility. Increases in skilietgr task identity, task
significance, autonomy, and feedback are all périt.oThis is also
known as verified restructuring because it involthe inclusion of
some responsibilities previously performed by abigauthority in the
organization's hierarchy, requiring the employedetrn new skills in
order to perform the enriched job. Job enrichmerda deliberate effort
to instill a greater sense of challenge and achev in jobs.

The following are characteristics of a well-roungeol:

- It is a completed product. This means that tbheker will be able
to identify a specific outcome of his or her wotkitze end of the
task processes.

- It provides the employee with as much variety,oicé,
accountability, and control over the task as pdssib

- It provides immediate feedback on how well theplayee is
performing his or her duties through the work itsel

3.3.6 Factors Affecting Job Design

The two main variables that influence job desige @b content and
intrusive motivation.

The job content is the first component of a jobiglesThis is made up
of several interconnected functional elements.dmpglex jobs, people
may perform a variety of interconnected tasks wathnumber of
functions.

The number and variety of tasks that must be cameglmay reflect the
complexity of a job. The range and depth of theiglews that must be
made, as well as the various abilities to be used.

The second factor influencing job design is thek tasgtructure
characteristics. The job content, which can incluglevariety of
interconnected elements on functions, is the faetement of a job
design.
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3.3.7 Job Analysis and Job Terminologies

Job Analysis

The job design serves as the foundation for a jalyais. Job analysis

is the process of describing and documenting varjol aspects such as
goals, task characteristics, task duties, behawveod required skills in a

specific organizational setting.

It also includes an in-depth examination of thekdast hand, the
physical environment in which they are carried ocamd the skills
required to carry out the duties. The cornerstoneskeleton of most
human resource systems is job analysis. Some ofysiems that are
based on job analysis data include human resoure&nipg,

recruitment, selection, training, career developmeperformance
appraisal, and compensation. Corporate restrucfurirguality

improvement programs, to name a few.

Job Terminologies: -
Task: This is a specific type of work activity with éear beginning and
end point.

Duty: A set of tasks linked together by a sequencevents.

Position: A set of responsibilities that must be fulfillegt one person.

A job is any of the various positions that an oigation has.

A job family is made up of multiple similar jobsaihmay be close to
one another or dispersed throughout the organizatia perform the
same function.

A methodical examination of tasks and responsibgdiis referred to as
job analysis. a job's responsibilities

Job requirements: The minimum qualifications, train and experience
required for a person to perform a job.

Job evaluation The evaluation of a job's worth to a company. Job
evaluation is typically combined with an interngiéy comparison

3.3.8 Techniques of Job Analysis

There are a variety of techniques that can be gsedllect data.
- Interviews

- Direct observations

- Maintenance of long records

- Questionnaires

- Critical incident technique
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In practice, these techniques may be used sepawatel combination.

Interviews - There are two types of interviews for the purpade
gathering information for a job analysis. One-om-dnterviews with
groups of workers performing the same task, as waglisupervisory
interviews with one or more superiors who have msies knowledge of
the job under consideration, could be included.

The interviewer must gather accurate and comprérengata and
information while fostering a positive attitude amgoemployees and
supervisors. There are a few fundamental attitashesmethods that can
be used to obtain the most accurate and comprefeemsiormation
possible. Furthermore, these behaviors and methadslimit the
interviewer's ability to arouse the applicant's #meir superiors' natural
mistrust.

- The goal of such an interview is to gather datdhas

- The job title of the holder

- The job title of the job holder’'s manager or teaader

- Job title and numbers of people reporting to thehjolder.

- A brief description of the purpose of the job.

- A list of the main task or duties that the job lewldhust carry out.

Direct Observations - This is especially useful for jobs that require a
lot of visible physical activity. This method caa bsed, for example, by
observing the employee's performance over the eonfrs work cycle.
Concurrent observation and interviewing is an aléve strategy.

Maintenance of Long Records- maintaining extensive records
Employees are required to keep daily logs of tlskdahey complete

each day. For each activity performed, the emplmmers the activity

into the provided list. When combined with subsequeterviews, these

methods provide comprehensive job information.

Questionnaires- Job analysis questionnaires are used in thiatgiu to
collect data on job requirements relating to typidaties and tasks,
tools, and equipment used.

Critical Incident Technique - This method is useful for scientific
analysis and selection research. Incidents aref meamples of

successful or unsuccessful work behavior. Followtimg collection of

successful or unsuccessful job behavior categotiesse categories
describe specific desired job behavior that camdeful in recruitment
and selection decisions. Actions that distinguishwmeen effective and
ineffective job performance are also included ie ttategories. As a
result, they are extremely particular about theeypf performance that
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should be evaluated. It is also useful for detemmgirhow well the job
description and job specification work.

3.3.9 Process of Job Analysis

A process for analyzing jobs is comprised of sindamental steps.
Gathering background data, selecting a job to aealgathering data
from the job analysis, and creating a job desaiptjob specification,
and employee specification are all steps in thie@ss..

1.

Collection of Background Information: Background
information  includes  organizational diagrams, ceurs
requirements, and current job descriptions. Orgdiural charts
show how a job relates to other jobs within a largempany.
Class specifications are the general specificatudribe job class
to which this specific job belongs. The current pdscription is
an excellent starting point for job analysis.

Selection of Representative Positions to be Analyke
Analyzing each job would be extremely time-consugniand
difficult. As a result, the job analysis must sélsome of the
sample occupations in order to analyze them.

Collective of Job Analysis Date:This step entails gathering
information about a job's characteristics, requirethployee
behavior, and human resource requirements..

Developing a Job Descriptionin this step, you must outline the
position's tasks, responsibilities, and operatiofise position
holder is expected to complete the tasks, opergtiand duties
outlined in the job description.

Developing Employee Specification: The final step is to
translate the human qualities listed in the jolrBmation into an
employee specification. The job specification sfesi the
minimum human qualities that candidates must hatereas the
employee specification specifies the physical, atlanal, and
experience requirements that must be met.

Collective of Job Analysis Date:This phase entails thoroughly
analyzing a job by gathering data on its charasties, required
employee behavior, and human resource requirements.
Developing a Job Description:You must outline the position's
tasks, responsibilities, and operations during thimse. The
person in the position must complete the taskdyiaes, and
responsibilities outlined in the job description.

Developing Employee Specification:The final stage is to
translate the human traits listed in the job d&bni into an
employee specification. The job specification sfesi the
minimum human characteristics that candidates npostsess,
while the employee specification specifies the ptals
educational, and experience requirements.
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Self-Assessment Exercise 1
List and explain the processes of job analysis

3.3.10 Sources of Job Analysis Information

Job analysis information can be obtained from thmegn sources,

which are as follows:

- From employees who actually do the job.

- From other employees, such as supervisors aremin, who
observe and learn about the workers while theyparéorming a
task.

- From outside observers who have been assignedfisplly to
observe employees performing a task. Those thimtiegaare
trade job analysts. In addition, special job revewnmittees are
formed on occasion.

- The following information is provided by job agais.

- Job classification: Its title, as well as thedeo number.
Significant job characteristics Its geographicalaton, physical
setting, supervisory union, jurisdiction, risk, afidcomforts.

- From outside observers who have been asked w&erob
employees performing a task. Trade job analyststtese third
parties. Additionally, specialized job review contiees are
formed on occasion.

- Job Responsibilities. A comprehensive list ofleso and
responsibilities

3.3.11 Job Description

Job descriptions are written explanations of thendémental
responsibilities of a given job. They provide trssential details about
the position under the categories of job title r8pg connection,
overarching purpose, and major accountabilitiesm@in duty. The
nature and scope of the task may also be includew. hA job
description is an important document that is modégcriptive in nature
and provides a declaration of job analysis.

As previously stated, a job description primarilgsdribes the work
rather than the person performing the work.

How to prepare a job description

- Job Title: Each position or job-Holder must have a title or
description. The duties associated with a job shdel specified
in the job title. An account manager, for examptandles
accounting tasks.
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- Whom to Report: It is assumed that the board of directors,
rather than any single individual, serves as thgamization's
ultimate decision-making body. Any employee in arkpbace
must thus report to someone else. Because the gebrigtion
does not include a multiple reporting connectidrg job holder
may have other functional heads who must be ignavedn
describing their reporting relationships. It onlyanmes and
describes the job holder's immediate superior.

- Reporting to the Job-Holder: The number of employees who
share the same job as the job holder is statetieérabsence of
subordinates. Several employees may report taotnéaglder.

- Job Purpose and ScopeAn effort is made here to define the
job's function as precisely as possible. This isatd in the
formation of a mental image of the profession thistinguishes it
from others. The actions that the jobholder must ta fulfill the
position's purpose will occur naturally.

- Description of Duties: The duties that the position holder must
perform in order to achieve the role's goals atérmd.

- Nature and Scope:The right job description provides insight
into the employee's role within the organizationemphasizes
the significance of the assignment as well as tmsequences of
poor performance in specific organizations. Thé&'sasature and
scope are divided into three categories, as showlmei example.

- Human Relations

- Management Content,

- Financial and Human Implications.

The financial and human implications are actuallyieve the job
description ends, and the next section is the pezification.

3.3.12 Job Specification

This is the final stage of job analysis. Its goslto find the best
candidate to perform the duties outlined in thedebcription.

A "job specification” is a written description dfe skills, abilities, and
dispositions that an employee must possess in twdrrccessfully carry
out their duties and fulfill their obligations.

Job Specification Information
The first step in developing a job specificatiomgnam is to compile a
list of all positions held by the organization vesll as their locations.

The second stage is to collect and compile infalmnaabout each job
within a company.
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This data typically includes:

- Physical specification

- Mental Specification

- Emotional and Social Specification
- Behavioural Specification

Height, weight, chest size, eyesight, and hearing all physical
characteristics, etc.

The capacity for mathematical computations, thétaho interpret data,

the capacity for planning, the capacity for readargl understanding

scientific material, the capacity for concentratigche capacity for

dealing with uncertainty, general intelligence, @he capacity for good

memory are all performance requirements for mesgactifications.

- Emotional and Social Specifications:These requirements are
more important for positions as managers and sogeri

- Behavioural Specifications:Behavioral criteria are heavily used
in the selection of applicants for higher level iposs in the
organizational hierarchy. In contrast to the attiés that drive
actions, this specification aims to characterize nagar
behaviors. Evaluations of research, originality,d aleaching
abilities are among the requirements., etc.

3.3.13 Job/Employee Specifications

To determine the type of person needed for the tipasi job
specifications must be converted into employee iBpatons. A
candidate who meets a specific employee specificdias the qualities
listed in the job specification. This is comparatdea brand name. The
following are details about employee specifications

- Age

- Sex

- Educational Qualifications

- Experience

- Physical Specification

- Social Background

- Family Background

- Extra-Curricular Activities

- Hobbies.

If questions about social and family background asked and
considered when determining whether a candidatesgsses certain
traits, behavioral specifications, and social dpEations, some
employee specification information may be the targé employee
criticism.
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3.3.14 Impact of Recent Development on Job Designd Analysis

Recent developments that have a bearing on jolgrniesid job analysis
are:

Quality of Work Life (QWL)

Simply put, the quality of one's working life refeto how enjoyable it
is. Managers and executives alike are discovetiegimportance of a
high-quality work life as they seek ways to boosbductivity. QWL
entails the development of work systems that imerthe working life
experiences of organizational members in ordemigrove commitment
to a motive for achieving organizational goals.sThas frequently been
accomplished by creating occupations that give eygals more direct
control over their immediate working environmenheTextent to which
employees of a company can meet significant petswes as a result
of their experiences there is referred to as theirk life quality. It is
implemented in terms of how employees perceiver thaysical and
mental health.

Pay - QWL must be based on an equitable pay system

Benefits -Because workers are better organized, educatedidemdnd
more from their employers

Job security: is the creation of conditions that allow all empeyg to
work without fear of losing their jobs, as well g development of a
system with healthy working conditians

Try a different work schedule to combat job boredorhe four-day
work week, flexible time, and part-time employmere just a few
examples of alternative work schedules being erparted with by
modern businesses.

A compressed work week is a work schedule in whieh number of
days worked per week is exchanged for the numbkoofs worked per
day. Managers of large industrial companies repinificant savings
from reduced startup times, improved energy efficie and the savings
that are frequently realized from improved staff rale when an
alternate work schedule is used.

Occupational Stress:A person who is under uncomfortably high levels
of work-related stress cannot lead a successfiegsmnal life. Stress,
as it is commonly understood, occurs when extefaetrs disrupt a
person's physical and mental functioning. Diseftiiim is a term used
by psychologists to describe someone who doeserbiat ease at work.
a person who is a good fit for the workplace Subjec(Feeling tired)
(Feeling fatigue), psychological (mental block)yspiological (elevated
blood pressure), behavioral (accident prone), agdrozational factors
can all cause it to be absent in person (highegraigsrate). As a means
of coping, many businesses have recently implendertaining
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programs aimed at reducing employee stress. Thuissséates changes
to the rules, organization, and job qualifications.

Self-Assessment Exercises 2
1. Explain the utility of job specification and elopee specification in
selection process.

2. What is job design? How is it different from jabalysis?

19

3.4  Summary

We now understand the key elements of job designaaalysis, as well
as how they can improve workplace productivity.

N

Banjoko, Simbo (1996 Human Resource Management: An Expository
Approach. Lagos: Saban Publishers. nd

3.5 References/Further Readings/Web Resources

Cowling A and MailerManaging Human Resources (2 ed.). London:

u::B.G Possible Answer to SAEs

Answer to SAEs 1

A procedure for analyzing jobs is comprised of &iasic phases.
Gathering background data, selecting a job to aealgathering data
from the job analysis, and creating a work desinpt a job
specification, and an employee specification are palrt of these
processes.

1. Collection of Background Information: Background
information  includes  organizational diagrams, ceurs
requirements, and current job descriptions. Orgditrnal charts
show how a job relates to other jobs within a largempany.
Class specifications are the general specificatudribe job class
to which this specific job belongs. The current gidscription is a
good place to start for job analysis.

2. Selection of Representative Positions to be Analyke
Analyzing each task would be extremely time-consigmand
difficult. As a result, the job analysis must sélsome of the
sample occupations in order to analyze them.
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Collective of Job Analysis Date:This step entails gathering
information about a job's characteristics, requirethployee
behavior, and human resource requirements.

Developing a Job Description:You must outline the position's
tasks, responsibilities, and operations during thimse. The
person in the position must complete the taskdyiaes, and
responsibilities outlined in the job description.

Developing Employee Specification:The final stage is to
translate the human traits listed in the job d&bni into an
employee specification. The job specification sfesi the
minimum human qualities that candidates must hatereas the
employee specification specifies the physical, atlanal, and
experience requirements that must be met.

Collective of Job Analysis Date:This phase entails thoroughly
analyzing a job by gathering data on its charasties, required
employee behavior, and human resource requirements.
Developing a Job Description:You must outline the position's
tasks, responsibilities, and operations during thimse. The
person in the position must complete the taskdyiaes, and
responsibilities outlined in the job description.

Developing Employee Specification:The final stage is to
translate the human traits listed in the job d&bni into an
employee specification. The job specification sfpesi the
minimum human characteristics that candidates npostsess,
while the employee specification specifies the ptals
educational, and experience requirements.

Answer to SAEs 2

1.

To determine the type of person needed for thsitipo, job
specifications must be converted into employeeifipatons. A
candidate who meets a specific employee standagudéntly
possesses the characteristics listed in the jotifsgaion. This is
comparable to a brand name. The following are exasnpf
employee specifications:

- Age

- Sex

- Educational Qualifications

- Experience

- Physical Specification

- Social Background

- Family Background

- Extra-Curricular Activities

- Hobbies.
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If questions about a candidate's social history danhily
background are asked and considered when detegnihim
candidate possesses specific qualities, behavapetifications,
and social specifications, certain employee speEibn
information may be the subject of employee crititis

2. Job design has a significant impact on the pripdtycand level
of satisfaction of any organization. Job desigrdayoare more
imaginative and educational than in the past, wtiemy were
simply monotonous and required exciting, diffiowtrk.

Employee productivity and happiness have been anttemdgop
priorities for personnel managers in recent yeAss.personnel
managers have learned, the type of job an empldges has a
significant impact on these areas.

The design of a job has a significant impact on lamnemployee feels
about it, how much control they have over the wodnkw much

decision-making power they have, and how many tals&g have to
complete. Managers discovered that the natureef jbbs determines
how they work.

To meet corporate requirements for increased ptodiyc operational
efficiency, and product and service quality

To meet individual employees' needs, such as ihtgrests, challenges,
and successes.

It also entails integrating human needs with caponeeds.

The work design is used to generate a job analysis.analysis is the
practice of identifying and documenting various kaspects such as
goals, task characteristics, task duties, behgvand required abilities
in a specific organizational environment.

It also includes a thorough examination of the $aatkhand, the physical

environment in which they are carried out, and sk#ls required to
carry them out. Job analysis is thought to be dadlation or skeleton.
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UNIT 4 STAFFING
Unit Structure

4.1  Introduction

4.2  Learning Outcomes

4.3  Staffing
4.3.1 Definitions and Terminologies
4.3.2 The Recruitment Process
4.3.3 Placement
4.3.4 Induction

4.4  Summary

4.5 References/Further Reading

4.6  Possible Answer to SAEs

€
A1 Introduction

This is the course's fourth unit. After taking thisit, you will be more
familiar with the concept of staffing in any orgaaiion, public or
private. The main topics covered are recruitmesigction, placement,
and induction.

@ 4.2

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

Learning Outcomes

. Discuss recruitment and distinguish the concepeofuitment in
the context of its theory from the context of itagice.

. Analyse and explain the various tools used in theruitment
process.

. Demonstrate and explain the difference betweenctefe and
recruitment.

o Evaluate and know the situations demanding theafisehich

type of examination aspects of selection.

Staffing
4.3.1 Definitions and Terminologies

Definition of Selection Some authors divide this procedure into two
parts. On the one hand, the term "selection prbecegs's to the process
of determining the most qualified individuals, whimay involve either
external or internal selection. The identifying qedure includes
examination and additional factors.
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Examination and their types

Examinations: Exams are a type of meritocracy that aids in tmmdi

process. The competitive examination-based sefegtiocedure, which
aims to secure the best candidate for each positioite excluding

favoritism, is the foundation of the public persehmprogram. The
second asserts that, all else being equal, exasnuaertell the difference
between a superior and a subpar service. No megpaan afford to
evaluate job candidates in anything less than aptetely professional
manner. Nothing less than the best examinatioresyst encouraged in
today's government, which has a diverse range b$, jskills, and

responsibilities with the potential to change theld:

Criteria for Effectiveness of Examinations: Three conditions must be
met for examination to be effective as a selediémmnique.

The first is objectivity. A job interview is objage if it successfully
determines the necessary mental and technicaliebifor the job.

The second requirement is validity. An employmesst is legitimate if
it measures what it claims to measure. A genuirst weould place
potential employees in the same position as thayldvonce they started
working.

The third argument is reliability, which refers how consistently the
exam acts as a measuring tool.

Types of Examinations

Systematic Evaluation of Education and Experience

The evaluation of education and experience isalgpe of examination
under this type of examination system that canetbffitiate between
candidates in terms of their degree of fithess #orposition or
occupation.

Here, academic personnel are appointed to evaledteation and
experience by assigning weights to each elemenedafcation, for
example, first degree 5 points.

Upper two points for second class.

Lower one point for second class.

Done this way, whether or not the applicants appetore the employer

for a further examination, a differentiation can dreived at amongst
competing candidates.
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Glenn Stahl refers to this as “paper and pencisteand says “they are
included in examinations for which aptitudes, iingeince or concrete
knowledge is prime determinants. They are mostulisefcases where
no experience is required. As a method, they hoshtgr promise of
objectivity than many others”.

Written tests may be divided into two types depegdin their intended

use. The essay and short-answer questions are/dhiypes of objective

guestions. When evaluating a writer's literary rigléhe essay format,
which is more subjective than the other format)sed. Short answers
are used to assess intellect or specialized kn@eldstcause they are
easier to administer once developed and less dilslegip subjectivity.

Performance Tests:Performance exams require a certain level of on-
the-job presentation of knowledge, especially absdi They differ from
other types of tests in that they include perforogarather than writing

or speaking. The most common examples are teststémographers,
typists, mechanics, and drivers.

Reference Checks:According to Stahl, “candidates may meet all
requirements in terms of education, experiencelifqpaions have an
excellent written test record, and skill but unshié for employment by
reason of character, temperament, quality of pevémce or similar
/established to distinguished one applicant from obher. But in all,
selection is defined as a personnel function whaygglicants amongst
others whose function includes examinations, @hgithe qualities of
peoples purpose which is to identify the most &litdnave made a bid
for employment”. These are the interview questiand other criteria
for selection. In the definition provided abovecretment and selection
are still distinct terms.

When applicants apply to work for the company, tleeg securing

employment based on variables that cannot be fidlysidered during

the official testing session. For this reason, rezfee checks are useful.
The most common method is to create questionntorebe candidate's

previous employers or friends.

However, if there aren't many people involved,at'good idea to check
references before proceeding with any other evialuaprocedures.
However, where the quantity is significant, and eesgly for
management positions, such examinations are cosdilat a final or
nearly final exam.

Physical Examination: In most organizations, a physical examination
is part of the hiring process. This step can rafrgen a thorough
examination and matching of an applicant's physadalities to job
requirements to a simple check of overall physaggiearance and well-
being.
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The primary goal of this test is to determine whketthe candidate is
physically capable. The second goal is to proteetdrganization from

frivolous claims that may arise as a result of teaths of ill new

members of the group. The third goal is to keeproamicable diseases
out of the organization.

The results of this examination, which is frequemiie final stage in the
selection process, are often the first things tleeassful applicant must
provide while being "documented” before being athbditinto the
program.

4.3.2 The Recruitment Process

Ibrahim Omale defines “recruitment as “that processch starts from

getting an applicant interested enough in a job andh particular

organization to write and application, and the pescstops when his
application has been received in the organizafidrus recruitment is
the salesmanship which organizations do for therasednd the various
jobs they have for filling”. Recruitment can alse tefined as the effort
to attract a sufficient number of qualified potahtemployees to apply
for open positions in the organization.

The Field of Recruitment: There are various areas that is open to the

public as recruiting agencies.

- The schools: These are the most important markets for both
governmental and commercial organizations to souat¥or.
Universities and polytechnics can be found here.

As a result, the availability of potential emplogeén the
educational system is determined by their areaspetialization,
with colleges and universities of education, foample, hiring
teachers and lecturers.

- Citizenship: Typically, a country's citizens are the only
candidates for public sector jobs. Public orgamzest can hire
from the entire population, though age and placeowngin
restrictions can narrow the pool of potential ergples.

- Place of Origin: It is customary to demand that occupations be
distributed in order to prevent one sector of d9diem having a
"monopoly” on employment. In Nigeria, it is refadréo as a
"Quota System." This limits it because, even if lest employee
comes from a specific location, it may not be tloaation's time
to be represented or it may have used up all @flicsment.

- Age Limits: Despite the fact that Nigeria's entire population
serves as a market for potential employees, aggictems
prevent all Nigerians from finding work. No one @ndhe age of
16 is currently permitted to work for the governmen
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Furthermore, no one over the age of 50 may beeffartenure-
track position in the civil service. A tenured gasi is one in
which, barring exceptional circumstances, a speeifnployment,
typically in the public sector, is tied for a setripd of time.

The Methods of Recruitment

The traditional methods of recruiting include pfagiadvertisements in
newspapers and magazines, posting notices onibulieards in public
buildings and other gathering places, and dissemganformation to

people, groups, and institutions who are likelyb® in contact with
qualified applicants.

Employment Procedures

In this context, this serves as an example of tigarwzation's code of

conduct. The following is an example of a typicadliry policy

statement at a company:

- Post all available positions.

- Respond to every job applicant as soon as possible.

- Make an honest effort to inform potential recraitsout the basic
details and job conditions of each job advertised.

- Strive to process all applications in a timely aocourteous
manner.

- Seek candidates based on their qualificationshi@mpbsition.

- Assure that each person invited for an interviegeives a fair
and thorough hearing.

The Organization should not:

- Unfairly discriminate against applicants based beirt gender,
race, religion, or physical disability.

- Unfairly discriminate against applicants with aneinal record.

- Make any false or exaggerated claims in its recreitt literature
or job advertisements with knowledge.

Self-Assessment 1
What do you understand by Methods of Recruitmentslist what the
Organization should not c

4.3.3 Placement

When a candidate reports for duty, the company rassign him to the
position for which he was selected right away. Bgrihe probationary
period, the candidate will begin receiving trainimg a variety of
relevant jobs. Following the completion of the imlittraining, the
company frequently determines the final placemeased on the
candidate's ability and performance throughoutrti@ing probationary
period.
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A typical probationary period lasts six months wotyears. If the
candidate's performance falls short of expectatitims employer may
decide to extend the probation period or ask thentesign. If the
employee's performance during the probationaryodeis adequate, his
services will be regularized and he will be givepeamanent position.

4.3.4 Induction

When a new employee joins a company, the indugh@tess begins
with greeting and welcoming him/her and providirasic information
that will allow him/her to settle in quickly and eérfully and begin
working.

The final stage of the hiring process is to intrcelthe new probationer
employee to the job, job location, surroundingsgaoization, and

various employees. Some companies place less empiaghis task

because they believe the new hires' coworkershaitidle it for them.

This is more visible in educational institutionsedduse new hire
turnover is higher than that of older employeess pgrocedure is even
more critical.

This is primarily due to the adjustability issue.

Self-Assessment Exercises 2
List the Various areas open to public as recruiiggncies

19

This team was able to critically evaluate the orgaiion's staffing, from
hiring to onboarding.

M

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

4 Summary

1.5 References/Further Readings/Web Resources

Omale, 1. (1992).“Past Practices in Personnel Maeagent in the
Nigerian Civil Service”.

Stahl, Glenn O. (1962Rublic Personnel Administration (5th ed.). New
York: Harper & Row Publishers.
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u::4.6 Possible Answers to SAEs

Answer to SAEs 1

The traditional methods of recruiting include pfagiadvertisements in
newspapers and magazines, posting notices onibulieards in public
buildings and other gathering places, and disseimganformation to

people, groups, and institutions who are likelyb® in contact with
qualified applicants.

Procedures for Hiring

In this context, this serves as an example of tigarzation's code of

conduct. The following is an example of a typicafirnty policy

statement at a company:

- Make all open positions public.

- Respond as soon as possible to each job caadidat

- Make every effort to accurately and honestlycade candidates
on the essential information and requirements @hegaosition
offered.

- Make every effort to process each applicationicldy and
courteously.

- Select candidates based on their qualificatifmrs the open
position.

- Make every effort to ensure that everyone whvéted for an
interview receives an impartial hearing.

The Organization should not:

- Unfairly discriminate against candidates witttraninal record,
regardless of ethnicity, gender, religion, or pbgbability.

- Intentionally use deceptive or exaggerated statgs in job
advertisements or recruitment materials.

Answer to SAEs 2

The schools: These are the most important markets for both
governmental and commercial organizations to sourdedor.
Universities and polytechnics can be found here. @Asesult, the
availability of potential workers in the educatibsgstem is determined
by their areas of specialization, with colleges amuiversities of
education, for example, hiring teachers and lecture
- Citizenship: Typically, a country's citizens are the only
candidates for public sector jobs. Although pulalgencies can
recruit from the entire population, age and plade odgin
restrictions limit the pool of potential employees.
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Place of Origin: It is normal to insist on the spread of vocations
in order to avoid a "monopoly" of employment by meztor of
society. It is known as a "Quota System" in Nigefihais limits it
because, even if the best employee is from a speeifjion, it
may not be the right time for that location to bpresented, or it
may have used up all of its allocation.

Age Limits: Despite the fact that Nigeria's entire population
serves as a market for potential employees, aggictems
prevent all Nigerians from finding work. No one @ndhe age of
16 is currently permitted to work for the governmen
Furthermore, no one over the age of 50 may beedfartenure-
track position in the civil service. A tenured gasi is one in
which, barring exceptional circumstances, a speeifnployment,
typically in the public sector, is tied for a setripd of time.
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UNIT 5 TRAINING AND STAFF DEVELOPMENT
Unit Structure

5.1 Introduction
5.2. Learning Outcomes
5.3 Training
5.3.1 Definitions and Scope
5.3.2 Training Objectives
5.3.3 Need for Training
5.3.4 Pre-Entry Training
5.3.5 The Liberal Arts School of Thought
5.3.6 The Science Oriented School of Thought
5.3.7 Professionals with Administrative Training
5.3.8 In-Service Training
5.4 Summary
5.5 References/Further Reading
5.6 Possible Answer to SAEs

_<|"-5.1 Introduction

Despite the fact that Nigeria's entire populatienves as a market for
potential employees, age limitations prevent aljedians from finding

work. No one under the age of 16 can now work liergovernment. No
one over the age of 50 may be appointed to a tenack position in the

civil service. A tenured position is one to whiclsecific employment,

typically in the public sector, is tied for a setripd of time, unless
exceptional circumstances exist.

@,

At the end of this unit, you should be able to:

Learning Outcomes

Discuss what training is

Analyse the training needs and objective of tranin
Demonstrate training plans

Evaluate and conduct Training needs Surveys
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Training
5.3.1 Definitions and Scope

G.A. Cole defines training as any “learning acyiwthich is directed
towards acquisition of specific knowledge and skithr the purpose of
an occupation or task. The focus of training isjtieor task”.

Scope:Scope is the quantity and quality of training. GQuole gives a

long list of what determines the quantity and gyabf training in

organizations. They are:

- “Degree of change in the external environment e.g.
Technological and environment changes.

- Degree of internal change-new processes, new nsarket

- Availability of suitable skills within the existingiork force.

- Adaptability of existing work force

- The extent to which the organization supports tfe iof internal
career development.

- The commitment of senior Management to training aas
essential part of economic success.

- The extent to which management sees training a®tavating
factor in work.

- Knowledge and skills of those responsible for dagyout the
training Cole, G. A. (1997)".

The quantity and quality of training provided istetenined by the
organization's training policy. Training is chaotimplanned, and done
on the fly in some businesses, particularly inhgerian public sector.
Other businesses are cautious about training anthoaieal about
identifying training needs. They then rationallamplraining activities to
meet the demands before evaluating the results. Khlogvledge and
skills that are or are not available in the pulskctor are dependent on
two phenomena: training or a lack thereof. The fgpre-entry training,
and the second is in-service training.

5.3.2 Training Objectives

The personnel manager formulates the followingnirg objectives in

mind:

- To prepare both new and experienced employeesnéet
changing work and organizational needs.

- To provide new entrants with the fundamental kieolge and
skills needed for the intelligent execution of aafic profession,
as well as to prevent obsolescence.
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5.3.3 Pre-Entry Training

Pre-entry training is the training that a new ergp® receives before
starting work for a company. This is done to ensha¢ new hires have
some pre-entry knowledge and skills that will astfiism in adapting to
and fitting in with their current position.

5.3.4 The Liberal Arts School of Thought

According to the liberal school of thought, "thadst administrators are
those who have received a general liberal educatidrich produces
flexibility of mind, inventiveness, and breadthvaéw." During its early
years, this school of thought dominated the Nigefavil Service. For
entry into the administrative class of the Nigeri@ivil Service, an
undergraduate degree in the liberal arts with astlea second-class
standing was primarily required. This entry quaifion was thought to
be adequate for progressing through the career wonghe highest
position—that of a head of service—without the ndéed additional
training.

5.3.5 The Science -Oriented School of Thought

According to this school of thought, administratisna combination of
science and art. As a result, principles that eatabight and learned can
be deduced from its application. According to tiistitution, a student
with a liberal arts degree can receive specializeadining in
administrative procedures. With this training anadteinship
opportunities, young people can become qualified & job in
administration. This school of thought believes ttheocational
administration training is possible, with the tapicovered in such
training being determined by an administrator'siaictvork. Personnel
administration, budgetary theory and practice, pastng and handling
supplies, and administrative law are all coverethase programs.

5.3.6 Professionals with Administrative Training

The third school of thought aims to convert thejscbmatter expert
into an administrator in order to increase thereleof expertise and job
scope. The majority of non-clerical government joegquire technical
knowledge in one or more fields. By definition, erg examine
problems from a specialized perspective. The naresw is reduced
when an administrator has some training.

In Nigeria, the second and third schools of thousylet now the norms

for administrative training. Aside from the smalimber of students
who choose public administration as their first @amamany come from
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the Social Sciences. However, those with a backgton the basic and
medical sciences are preferred.

5.3.7 In-Service Training

In-service training begins with the application ioformation that a
person brings to the work he is assigned. It corsnby providing older
workers with the tools they need to perform thairrent tasks more
effectively and even qualify for advancement in onenore directions.

The following are the in-service training formatsdadelivery options

available to you:

a) Group Training: The majority of the pre-entry trainings
mentioned above are done in groups. Within the rorgdion,
however, conferences and seminars are held, aswé#ld trips.
They are all exercises. This type of training candjit both the
subordinate and the supervisor. This format is usedinitial
induction courses with a large number of partictpan

(b)  On —The — Job Instruction: This is the most popular training
method, especially for new recruits. The bettemdsuout - To
provide workers with the knowledge, abilities, andting-edge
ideas they will require in their specialized donsain order to
function more successfully in their current positio
- To train and develop a second line of capablieest for

positions of greater responsibility.

- To counteract the narrowness of perspective ezhus/
over-specialization, senior managers’ minds shdugd
broadened by providing opportunities for internalda
external experience exchange.

- To ensure that a department operates effectialyg
efficiently.

- To ensure efficient production of required quyal

- To foster positive emotions, responsibility, pecation,
and morale on an individual and group level.

5.3.8 Need for Training

Employers should provide training to all employeegjardless of their

qualifications, skills, fit for the position, and ©n. Training is used

continuously in every well-run business; it is something that is done

only once to a new hire. Furthermore, automatiod tecthnological

advancements necessitate the updating of knowladdenbilities. As a

result, the veteran employees must be retrained.

The following factors, in particular, contributettee need for training:

- To match the employee’s specifications with the job
requirements and organizational needsAn employee's profile
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may not completely match the needs of the posiaod the
business, regardless of prior experience, credsntabilities,
expertise, and so on.

As a result, management may discover discrepariméseen
current workforce requirements and firm needs. ning is
required to close these gaps by enhancing and ngpldi
employees' abilities, knowledge, attitudes, and abihs to
match changing organizational and job demands.

- Organizational viability and the transformation process.The
majority of companies’ main priorities are Vvialilitand
efficiency. However, external factors constantlyfluance an
organization's viability. If the company does nalapt to the
changing circumstances of the environment, it vafle market
share. Employees must be taught specific skillskaraiviedge in
order to contribute to the efficiency of the orgation and cope
with the changing environment if the business wsshe
implement these changes. It also ensures the tensys of
organizational development and processes. Orgaonzaht
productivity can be increased by improving the effeeness of
the transformation process, which is dependennoreasing the
level of knowledge and skills that employees alyclaave.

- Technological Advances:To thrive and be effective, every
company must implement cutting-edge technology,hsas
mechanization, computerization, and automation. hiielogy
cannot ensure success on its own without the nage$siman
resources and abilities. As a result, organizatsinsuld provide
their employees with training to help them maintaimeir
technical skills and knowledge.

- Organizational complexity: As a result of increased
mechanization and automation, the production oftipial goods
and byproducts, the sale of a variety of servicasd the
expansion of operations into other parts of thentguor beyond,
most organizations now have complex organizatistractures.

As a result, both the levels and types of persorinethe
organizational hierarchy increase. This, in tuwses problems
with the integration and coordination of operaticatsvarious
levels. In this environment, training in coordimatj integration,
and flexibility to the needs of development, divwgrs and
expansion is required. Businesses are constarakjrig for new
ways to improve organizational effectiveness. Tirgn is
responsible for a large portion of a company's cgrdied
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transformation and success because it prepareogeasl for the
future.

- Change in the Job AssignmentFurthermore, when an existing
employee is promoted to a higher position withitoenpany, and
when a new career or vocation emerges as a refsaltransfer,
advanced disciplines, methods, or technology, itrgirmay be
required.

Training is also needed to:

- Increase productivity

- Improve quality of the product/service

- Help a company to fulfil its future personnel needs
- Improve organizational climate

- Improve health and safely.

- Prevent obsolesce

- Effect personal growth

- Minimise the resistance to change.

To the work desk or bench and gives instructionhow a particular

work is done.

(&) Manuals and Bulletins: These are important study materials that
are distributed at work. Creating visually appeglend easily
understood handbooks, procedure manuals, or mobthilgtins
is an excellent way to teach employees in a busingfe
handling of personnel manuals in accordance wiil service
rules The most important part of administrative kvor Nigeria
is the handbook. No administrator, no matter hongltne has
been with the company, has a table that does mhide these
documents. They go with the administrator.

(b)  Correspondence CoursesThis is the same as distance learning.

(c) Use of Audio-Visual Aids:This category includes still photos,
models, specimen posters, maps, charts, film stipd movies.

In Nigeria, in-service training refers to any tiag completed by an
employee while they are still on the job, whethempleted inside or
outside of the organization.

Self-Assessment Exercises 1
| Define and differentiate between training and stiaffelopment. |

Self-Assessment Exercises 2
State the characteristics of each of the schooleafght giving rise to
a preentry training.
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5.4  Summary

In Nigeria, in-service training refers to any tiag that an employee
receives while still on the job, whether it is danside or outside of the
company.

jS.S References/Further Readings/Web Resources

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

Stahl, Glenn O. (1962]ublic Personnel Administration (5th ed.). New
York: Harper & Row Publishers.

J:: 5.6 Possible Answers to SAE

Answer to SAEs 1

Definition of Training

The training process allows students to learn Hsemtial skills required
to perform their jobs. Learning while earning ifereed to as training. It
assists employees in fully understanding all jajureements.

Definition of Development

Development, also known as management or execdgéwelopment,
refers to the training provided to senior-level émgpes. Through an
ongoing, methodical process, the managerial teaamgeto improve
their conceptual and theoretical knowledge. Itsssihe individual in
improving the effectiveness and efficiency of theark performance.

The goal of development is to improve a person'staiigy and attitude
in order to prepare them for future challenges. ddgwment is not
limited to a single activity. It changes employesttudes, making them
more competitive or tough.

The following are the main distinctions between inirey and

development:

1. Training is a learning process in which new Eygpes learn
about the essential skills required for the jobvé&epment is the
training process that current employees go thromgbrder to
improve themselves on all levels.
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2. Training is a short-term activity that lastset to six months,
whereas development is a continuous process ts& rauch
longer.

3. Training focuses on acquiring the knowledge skitls required

for the job. Unlike development, which focuses auaring
skills, knowledge, and abilities to face future lidrages.

4, Training is task-specific and limited in scofevelopment, on
the other hand, is career-oriented, so its scopsigsificantly
limited.

Answers to SAE 2

Pre-Entry Training

Pre-entry training is the training that a new ergp receives before
starting work for a company. This is done to enshe¢ new hires have
some level of pre-employment knowledge and abislitizat will assist
them in adapting to and fitting in with their curteemployment.

The Liberal Arts School of Thought

According to the liberal school of thought, "thadst administrators are
those who have received a general liberal educatidrich produces
flexibility of mind, inventiveness, and breadthvaéw." During its early
years, this school of thought dominated the Nigefavil Service. For
admission to the administrative class of the NmerCivil Service, an
undergraduate degree in the liberal arts with astlea second-class
standing was primarily required. This entry quaifion was thought to
be sufficient for advancement through the careergwo the highest
position—that of a head of service—without the ndéed additional
training.

The Science -Oriented School of Thought

According to this school of thought, administratisna combination of
science and art. As a result, principles that eatabight and learned can
be deduced from its application. According to tiistitution, a student
with a liberal arts degree can receive specializeadining in
administrative procedures. With this training andteinship
opportunities, young people can become qualified & job in
administration. This school of thought believes ttheocational
administration training is possible, with the tapicovered in such
training being determined by an administrator'siaictvork. Personnel
administration, budgetary theory and practice, pastng and handling
supplies, and administrative law are all coverethase programs.
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MODULE 2

Unit 1 Performance Appraisal
Unit 2 Compensation

Unit 3 Motivation

Unit 4 Career Systems

Unit 5 Leadership

UNIT 1 PERFORMANCE APPRAISAL
Unit Structure

1.1  Introduction

1.2  Learning Outcomes

1.3 Performance Appraisal
1.3.1 Reasons for Appraisal
1.3.2 Difficulties with Appraisal
1.3.3 The Appraisal Document
1.3.4 Rating Scales in Performance Appraisal

1.4  Appraisal Interviews

1.5 Summary

1.6 References/Further Reading

1.7 Possible Answer to SAE

/<" 1.1 Introduction

Appraising the performance of individuals, groupd arganizations is a
common practice of all societies. According to G@ole, “employee
performance appraisal is one out of only three dBXhe numerous
personnel functions that evaluates the employemdisiduals. In the
Nigerian parlance it is known as confidential repuanich is done by the
Manager/Supervisor without the knowledge of inputtbe employee
being appraised and at another time as “an opdorpgnce appraisal”
system. While in some instances these appraisakpses are structured
and formally sanctioned in-other instances, theg arformal and
integral part of the daily activities”.

@ 1.2

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

Learning Outcomes

Discuss the concept of performance appraisal

Analyse the reasons for which appraisals are done
Demonstrate and recognize an appraisal form

Evaluate and construct a rating scale for emplaygeaisal
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Performance Appraisal

Definition: A performance evaluation of an employee's behawvidhe
workplace frequently takes into account both quatiie and qualitative
aspects of job performance. In this context, peréoice refers to an
individual's level of task completion. In a perf@ante appraisal, he
evaluates a worker's performance as well as hisenpat for
advancement.

Scope: In the context of the definition provided aboverfpemance
appraisal entails a number of factors.

First and foremost, it is an assessment of the @yepls current and
future abilities. It is an employee trait rating.

Second, it is a data analysis of labor performed.

As a result, it is not only an assessment of agpéscharacteristics, but
also an accurate assessment of the work that lessdeenpleted. When
these two variables are considered together, pedioce appraisal may
be viewed as involving both behavior and perforneagxaluation.

Its third goal is to enable decisions about tragnirdevelopment,
promotion, and pay increases to be made.

Self-Assessment Exercises 1
Define performance appraisal and list all the fexto be considered in
the appraisal

1.3.1 Reasons for Appraisal

Motivation for Performance Reviews - To provideamhation on the
performance rankings used to determine salary, ircoation,
promotions, transfers, and demotions.

- Share feedback on subordinates' performancebahdvior. This
information assists in reviewing subordinates' @ariance,
correcting any flaws, and, if necessary, estabighmew work
standards.

- Share information that will help you advise studdoates.

- Provide data to identify knowledge and skill gap employees,
areas in need of training, and employee developsteategies.

- Provides information for proper positioning.

- To avoid complaints and to serve as a discipjimaeasure.
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Finally, the goal of an assessment is to highligiirent work
performance in order to: a. fairly compensate pmophd b. identify
people who could be transferred or promoted.

1.3.2 Difficulties with Appraisal

As previously stated, performance appraisal is lecate and complex
process. According to A. G. Cole, there are "thréficulties
concerning both accuracy and fairness of approdches

They are:

- The construction of the appraisal

- The style in which the appraisal is done

- The culture of the organization Cole, G. A. (1997)”

1.3.3 The Appraisal Document

The target of appraisal can either be performancbebaviour of an
employee. The instrument or document use for apalaiusually
indicates what is that is being appraised. A.G. eCglives the
“characteristics of forms which seek informatioroabthe person rather
than about his performance as:

- Generalized criteria.

- Generalized ratings of performance

- Individual qualities rather than results

- Box ticking as a method of performance Cole, G(1897)”

Application Styles

The following are the three main techniques foeaaluation interview:

1. Tell and Sell Approach In this strategy, the manager updates
his staff on his performance while attempting tespade them to
accept the decisions made to improve his perforeanc

2. Tell and Listen Approach: In this method, the manager first
informs his staff of his performance before takiagseat and
hearing their thoughts on the assessment and aogssery
follow-up actions.

3. Problem-Solving Approacht The manager effectively
relinquishes the position of judge in this methaod arder to
participate in the subordinates’ mutual assessnoéntheir
development and discussion of the necessary reps$.st

Self-Assessment Exercise 1
| List and Explail the basic approaches to appraisal inter
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1.3.4 Rating Scales in Performance Appraisal

Assessors must still evaluate each individual'soperance, which they
do by employing one or more scales, regardless hadtiver the factor
under consideration is behavior or performance.

Liear ! Graphic Rating Scales

A B c D s E
: , :
Initiative | ‘ | |I
L s T | 1 T
Initiative ]] 2 3 . I~I 5
- . |
l : ‘ _ A
Low
Initiative Excellend . - Good - Average . Poor
1. Behavioural ScalesThis type of evaluation seeks information
about the employee rather than information abost dri her
performance.
2. Free written Reports:In this section, the appraiser writes essay-

style responses to questions about document apprais
1.4  Appraisal Interviews

The employee and his or her boss or supervisor ellpresent in
person. Its purpose is to go over each item onasessment form in
detail. This is due to the open appraisal proaasisthe private appraisal
method.

It intends to accomplish several goals.

- Evaluate the subordinate's recent performanBevelop work
enhancement plans

- To identify job-related issues and/or investgapotential
candidates.

- To improve managers and employees

- To provide feedback to employees on how wellythare
performing their duties.

- To provide justification for pay increases

- Identify potential performers for promotion oansfer.

- Assess the need for training and development.
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Self-Assessment Exercises 2

1. What is performance Appraisal?
2. How do you get appraised in your organization?

7N\ A
Vo7
1.5 Summary
This chapter goes over the definition, scope, sire¢c and style of
assessments. This section has addressed sensitivaiaical personnel
tasks. Evaluation in this context rates both pemntorce and behaviour.

performance appraisals' role in fostering closati@hships between
superiors and subordinates.

M

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

u::lj Possible Answers to SAEs

Answer to SAEs 1

1.6 References/Further Readings/Web Resources

The three fundamental methods for an evaluatioervigw are as

follows:

1. Tell and Sell Strategy: In this strategy, thenager updates his
staff on his performance while attempting to pedsughem to
accept the decisions made to improve his perforeanc

2. Tell and Listen Method: In this method, the @ger first informs
his staff of his performance before taking a seat lésstening to
what they have to say about the assessment anchexrgssary
follow-up actions.

3. Problem-Solving Approach: In this method, theanager
effectively relinquishes the role of judge in orderparticipate in
the mutual assessment of the subordinates' develaprand
discussion of the necessary next steps.

Answer to SAEs 2

1. A performance evaluation of an employee's behain the
workplace often takes into account both quantigatignd
qualitative aspects of job performance. In this terp
performance refers to an individual's level of tasknpletion. He
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evaluates a worker's performance as well as hisnrdor
advancement in a performance appraisal.

2. First and foremost, it is an assessment okthployee's current
and future abilities. It is a worker's charactécisating.

Second, it is a data analysis of labor performed.

As a result, it is not only an assessment of agpéscharacteristics, but
also an accurate assessment of the amount of wmripleted. When
these two variables are considered together, pedioce evaluation may
be possible.
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UNIT 2 COMPENSATION

Unit Structure

2.1
2.2
2.3
2.4

2.5
2.6
2.7

Introduction

Learning Outcomes

Compensation

Factors Determining the General Pay Level
2.4.1 Economic Consideration

2.4.2 Social and Ethical Consideration

2.4.3 The Basis of Compensation and Reward
2.4.4 Aims and Objectives of Reward Management
2.4.5 The Nigerian Situation

Summary

References/Further Reading

Possible Answer to SAEs

2.1 Introduction

Compensation is the payment an employee receivesdhange for the
services they provide. This lesson will look at heampensation is
calculated as well as the factors that influendar&s and earnings.
This unit will also look at the major factors thiatluence the amount of
salaries and wages that different organizations antbloyees are
required to pay.

@

2.2 Learning Outcomes

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

Discuss what compensation is

Analyse the effects of economic, social and ethfeators on
salaries and wages

Demonstrate and identify reasons why some employrees
organizations pay higher wages than others

Evaluate facts to be used in establishing a pag.sca
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Compensation

Definition
The term compensation has many different meanihggpurpose and
policy provide insight into what it means.

According to Edioni Flippo (1984) there are threggmses of employee

compensation programmes, namely:

(1) “To attract capable employees to the organization.

(2) To motivate them towards superior performance.

(3) To retain their services over an extended periotinoé Edioni
Flippo (1984)”.

But to A. G. Cole (1997) the fourth purpose is tbampensation is to
reward employees for effort, loyalty, experiencel achievement Then
with all these, compensation can be defined ase“fioney being
salaries and wages, which an employer pays an gewldor the
services rendered, and which is meant to keep Rindaring such
services for an extended period of time A. G. GaR97)".

“Wages and Salaries is the most single obligatioemployer owes his
employees.

The most common system by which non-managementoyegt are
compensated is wages, which are based on timemects or the
number of units produced. Non-management employeastionally
have been paid at an hourly or daily rate, althosyne are now being
paid bi-weekly or monthly. Employees who are conga¢ed on a
weekly or longer schedule are paid salaries A. @e C1997)".

2.4  Factors Determining the General Pay Level
2.4.1 Economic Consideration

A critical link exists between the total amountsipen salaries and total
output, or the total quantity of products and ssgsiproduced.

Second, there is a significant correlation betw#en percentages of
total income flowing to other production elememntsl ahe salaries paid.
Because of how a society is economically structutieere is a practical
limit to how high the overall level of all competisa can be. This limit
is determined by two factors: the overall produgtivof industry, and

the irreducible needs of the many other produciémtors. A salary that
considers these factors is referred to as a "ecunmage,” and private
businesses that pay "uneconomic” rates are likegotout of business.
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2.4.2 Social and Ethical Consideration

In terms of social and ethical freedom, the govesninhas less than the
majority of competing private institutions, despitee fact that this is
true economically.

This is because the government is the entity taskiéd ensuring that
every person in a nation has a "sufficient" lifdieh is accomplished by
providing a salary that cannot fall below a cerlairel.

The reason for the social and ethical concernaisttie following factors

limit public employees' bargaining power:

- Ineffective labor organization among governmafitials.

- Restrictions on the right to strike and partate in political
activities

- And the one-of-a-kind nature of much government.

2.4.3 The Basis of Compensation and Reward

Compensation and reward administration, as a mamage tool, is

intended to achieve specific goals.

- Adequacy: Employees meet their demands by wgrkimot so
much to assist their employers in increasing psadis to do so
themselves. Employees expect that the income dadesathey
receive from selling their labor will "adequatelulffll their
requirements” in large part. If these needs arenmet, it may
result in poor work habits such as absenteeisniamanorale.

- Equity: A fair day's pay should follow a fair s work. Equal
labor must also result in equal pay. People withilar abilities
and talents performing the same task must be cosapeoh
equally, and the organization's compensation anéne system
must be perceived as fair and equitable.

2.4.4 Aims and Objectives of Reward Management

An organization's ability to achieve economic perfance is heavily
reliant on its reward system.

The following are the objectives of the incentiystem:

- Enhance personal and organizational performance
A performance-based or competence-based rewarensyst
more likely to improve individual performance, whidn turn
will improve organizational performance. Individysrformance
is added together to form organizational perforneancahis case.

- Promote Value-Added Performance
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Continuous improvement is intended to be achiewetbbusing
attention on areas where the most added value easbtained
from improved performance.

- Assist with Culture Management

In order to accomplish this, reward systems provaemeans of
changing an organization's culture as expresseatsiwalues and norms
for innovation, risk-taking, and performance.

Self- Assessment Exercise 1
1. Define compensation. How would you distinguigiiween salaries
and wages.

2. Why can’t the government not totally do withaiie economig
consideration in fixing salaries and wages of itskers?

2.4.5 The Nigerian Situation

The 1974 Udoji Commission refers on “salaries argje@s had a major
impact in the Nigerian Public service. The workté public service
review commission popularly known as the Udoji Cossion; the

salary policy was developed based upon the follgypremises:

Public Service Salaries: If they are to have argnemic base must be
generally related to salaries for comparable waorkhie private sector,
which reflects the economy of the market.

- In view of the super-abundance of labour at theelolevel of
skills, the market price of labour at these leadsreflected in
private sector pay is likely to be below that whitdie public
service should be willing to pay and below that athiwill
support a desirable standard of living of publio/aats.

- Similarly, at the highest levels of managementdectsuch as
contributory pensions, security of tenure and p&yshtisfaction
contributes to salaries in the top management ipasitin the
public sector being lower than those in the privsaetor.

- The principle of equal pay for equal work militategainst
establishing regional or urban rural differentiateetween
employees in the same grade.

- Fringe benefits such as pensions and allowanceshwhre
qguantifiable should be taken into account in conmgar
compensation between the public and private secldrese are
the salient and most relevant premises upon whochpensation
is based in Nigeria 1974 Udoji”.

64



PAD 124 ELEMENT OF HUMAN RESOURCE MANAGEMENT
N\
)
19
2.5 Summary

Compensation is one of the most important motiwafor an employee
to provide his skills to an employer, if not theshomportant.

M

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

2.6 References/Further Reading

Stahl, Glenn O. (1962Rublic Personnel Administration (5th ed.). New
York: Harper & Row Publishers.

Answer to SAE 1

2.7 Possible Answer to SAEs

1. There is no one singular definition of the woninpensation. Its
meaning is deduced from its purpose and policy.

According to Edioni Flippo (1984) there are thregpmses of

employee compensation programmes, namely:

- “To attract capable employees to the organization.

- To motivate them towards superior performance.

- To retain their services over an extended periodimné
Edioni Flippo (1984)”.

But to A. G. Cole (1997) the fourth purpose is that
“compensation is to reward employees for effortyalty,
experience and achievement Then with all these,peasation
can be defined as: The money being salaries andsyadich an
employer pays an employee for the services rendereti which

is meant to keep him rendering such services foextended
period of time”.

“Wages and Salaries is the most single obligatioreaployer
owes his employees.

The most common system by which non-managementogegs
are compensated is wages, which are based onrigcrements or
the number of units produced. Non-management erapky
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traditionally have been paid at an hourly or dadye, although
some are now being paid bi-weekly or monthly. Engpés who
are compensated on a weekly or longer schedulpaadesalaries
A. G. Cole (1997)".

A critical link exists between the total amoupest on salaries
and total output, or the total quantity of produatsd services
produced.

Second, there is a significant correlation betwisenpercentages
of total income flowing to other production elenerand the
salaries paid. Because of how a society is ecoraliyic
structured, there is a practical limit to how hidpe overall level
of all compensation can be. This limit is deterndingy two
factors: the overall productivity of industry, atite irreducible
needs of the many other production factors. A galtnat
considers these factors is referred to as a "ecmnasage,” and
private businesses that pay "uneconomic" ratedilkely to go
out of business.
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UNIT 3 MOTIVATION
Unit Structure

3.1 Introduction
3.2  Learning Outcomes
3.3  Motivational Work of Douglas McGregor
3.3.1 The Conventional View-Theory X
3.3.2 A New Theory of Management Theory Y
3.3.3 The Carrot-and- Stick Approach
3.3.4 The Works of McClelland and Hertzberg
3.3.5 The Works of Maslow and Victor Vroom
3.4 Summary
3.5 References/Further Reading
3.6  Possible Answers to SAEs

€
1031 Introduction

This unit discusses the mechanistic human relateam$ behavioural
science approach to motivation. The article's nmi@ais is on employee
behaviour at work.

@ 3.2 Learning Outcomes

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

o Discuss the Carrot-and-stick approach as a mativatheory

o Analyse the motivational work of McClelland and Eéerg

o Demonstrate and distinguish between Mc Grégdiheory X and
Theory Y

o Evaluate the works of Maslow and Victor Vroom

Motivational Work of Douglas McGregor

The Motivational work of Douglas McGregor is “clé#gsd under a
movement called “Industrial Humani§mand it is a movement standing
on human relations theory and that of the behasloscientists. So
close was industrial humanism movement to thathef ibehavioural
scientist that McGregor'sTheory Y was born as a result of the work of
the behavioural scientist”.
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3.3.1 The Conventional View-Theory X

The conventional conception of management’s tasiaimessing human
energy to organizational requirements. AccordinilttiGregor’s theory
Y has three (3) propositions that are:

- “That management is responsible for organizingdleenents of
productive enterprise — money, materials, equipmpebple in
the interest of economic ends.

- With respect to people, this is a process of dingctheir efforts
motivating them, controlling their actions modifgintheir
behaviour to fit the needs of the organization.

- Without this active intervention by management,geavould be
passive, even resistant to organizational needsy Timust
therefore be persuaded, punished, controlled —taetions must
be directed. This is the task management of gettinggs done
through other people McGregor’s theory”.

Although less obvious, a number of underlying agstions underpin
this concept.

The average man is lazy by nature and works &es it possible.
He lacks ambition, dislikes taking on responsiieifif and prefers to be
led.

He is innately self-centered, insensitive to orgational interests,
resistant to change, and not particularly intefitge

Traditional organizational structures, managemetciges, procedures,
and programs reflect these assumptions. Using thes@mptions as a
guide, management has experimented with hard agaiént techniques
to regulate and steer human behavior. The "hardoapp” in modern

Nigeria entails coercion and threat, close supmmjsand strict

behavioral controls. Acts such as barring latecenfesm the office

serve as examples.

3.3.2 The New Theory of Management Theory X

McGregor says that the issue of managing peopleldhioe change,
based on more adequate assumptions about humare retd human
motivation. The broad dimension of such a theorwlist is known as
“Theory Y.

The assumptions here include the following:

- Management is responsible for organizing the elesneof
productive enterprise — money, materials, equipmami people
in the interest of economic ends.
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- Human beings by nature are not passive or resistant
organizational needs. They have become so as dt reSu
experience in the organization.

- The motivation, the potential for developing thepaeity for
assuming responsibility, the readiness to direbalm®ur towards
organizational goals, are all present in people.islt the
responsibility of management to make it possible deople to
recognize and develop these human characteristios f
themselves.

- The essential task of management is to arrangeniaag#nal
conditions and methods of operation so that peoate achieve
their own goals best by directing their own effottsvards
organizational objectives.

This process does not involve management delegatenabsence of
leadership, the lowering of standards, or any otblearacteristics
associated with Theory X's soft approach. It indtEuses on creating
opportunities, unleashing potential, removing leas;i encouraging
growth, and providing guidance.

3.3.3 The Carrot -and- Stick Approach

The Carrot-and-Stick theory of motivation accorditqy McGregor
“works under certain circumstances. The means &iisfging main
physiological and safety needs can be provided ahheld by
management. Employment itself is such a means andres wages,
working conditions, and benefits. By these measesinkividual can be
controlled so long as he is struggling for subsiste McGregor (1906-
1964)".

However, once man has reached an adequate legelstdnance and is
primarily motivated by higher desires, the carmtlastick hypothesis
ceases to exist. Management cannot provide a midmnseif-respect or
satisfy his desires for self-fulfillment. Failureo testablish these
conditions may impede him or encourage and empbwero seek this

fulfillment for himself. Conditions, on the otheaid, are beyond our
control. It is an ineffective tool for behavior mfication. As a result,

management finds itself in an awkward situatione Tigh quality of

life provided by modern technology provides appiater guidance for
addressing physiological and safety concerns. Hewedwy allowing for

low levels of satisfaction.
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3.3.4 The Works of McClelland and Hertzberg

“McClelland theory of motivation is a very signiinot motivational
theory due to the research conducted on this aréa theory of
motivation is based on three major motives:

The need for achievement and fear of failure
The need for power
The need for affiliation

Most of McClelland research and writing is basedmnphe need for
achievement (n-arch) The main tenet of n-arch & tit is said that
there are two basic types of people. There areethvaso strive for
success and are challenged by opportunity and dliagao spare no
effort in order to attain a desired goal. Thereas® those who do not
really care very much at all whether or not they successful. So much
has been the work on these that there exists aigest in assessing the
achievement of NEED in people. One such test iswknas the
Thematic Appreciation Test (TAT) McClellandcClelland (May 20,

1917.

The common characteristics of High N'Arch people: ar

“Setting goals that are moderately difficult toaatt and pose a
certain amount of challenge to their energy anduesfulness.
If goals are early achieved, they feel Ilittle sensé
accomplishment.

People with high n-arch are attracted by work situes which
allow them to take personal responsibility for gachievement.
Concrete feedback on performance is essential éople with
high n-arch, so that they know how well they arendo

They are more ignited about their environments.

The final characteristics of individuals who havghhneeds for
achievements are that they are more inclined tankthi
spontaneously about how they might achieve thithar desired
objectiveMcClelland (May 20, 1917)

The work of Frederick Hertzberg is popular for prapding a two-
factor theory of motivation — the hygiene factorsdahe motivator
factors. Here is known for the word motivating WithTA.

(@)

(b)
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“Negative Physical Kita: This is a lateral application of the
term. Hertzberg notes that Negative Physical Kits lthree

drawbacks. It directs, and stimulates automatictily nervous

system, it is not elegant and contrasts the beracel image of

the organization which often results in negativedfeack.

Negative Psychological Kita:Rather than use physical force,
Psychologists had advised for the use of psycholbgyights to
make the punishment more painful. Those who pradtidook



PAD 124 ELEMENT OF HUMAN RESOURCE MANAGEMENT

like saints who would not physically hurt a fly bdb more
damage to the ,ego than physical hurt. Hertzbergclemes
discussion on negative Kita by saying that if yoaken someone
do a piece of work by kicking him, you have “moted’, but

have moved him to doing something. Since negatiita Hoes
not lead to motivation, he therefore posted foritpes Kita

Frederick Hertzber.

(C) Positive Kita: This is where a worker is motivated in a positive
manner by being rewarded maybe with promotion cgresas
trip”.

Self- Assessment Exercise 1

Compare Negative Physical Kita to Negative Psyadhiold Kita. Which
of the two in your opinion and in your environménimore effective’

3.3.5 The Works of Maslow and Victor Vroom

In 1943, Abraham Maslow presented a paper titledttieory of human
motivation, where he stated that a person’s motaat needs could be
arranged in a hierarchical order.

- “Physiological Needs:These are the basic human needs to

sustain life such as food, clothing, and sheltartilithese basic
needs are satisfied to the degree needed, neetlsefeufficient
operation of the body. But once the physiologicakdas have
been satisfied, other levels of need become impbrta

- Safety or Security NeedsThese needs are essentially the desire

to be free from fear of physical danger and theridapon of
basic physiological needs. There is a need forpelervation
and the concern for the future.

Here Maslow stressed emotional as well as physafaiy.

- Social or Affiliation Need: Social needs include the need to

belong and be accepted by people, this also medasgingness,
acceptance and friendship.

- Esteem Needs:The esteem needs represents self-esteem and

recognition from others. The satisfaction of theseds produces
feelings of self-confidence prestige power and ntPeople
begin to feel that they are useful and have sorfectedn their
environment.

- Self - Actualization: This is the need to maximize one’s
potential, whatever it maybe 1943, Abraham Maslow”.

Self-Actualization
Esteem

Social Needs
Safety Needs
Physiological Needs
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VROOM *s Expectancy Theory

In 1946 Victor Vroom the propounder of Expectandyedry of
motivation defined motivation as a “process govggnchoice among
alternative forms of voluntary activity.

To understand the individual’'s choice of voluntaagtivities, it is
important to first appreciate certain concepts tirat embedded in the
expectancy theory”. These concepts are:

- “Outcome: This is the result of doing a particular thing. The
outcome can be first level or second level. Thest filevel
outcomes are the products of behaviour associaithddwing the
job such as productivity absenteeism, while theosdclevel
outcomes are the products of the first level outonhhis
includes punishment and reward.

First level outcome of students includes attendaofckectures,
studying and partaking in class assignment, whike $econd
level outcome is success or failure in examina#diod ultimately
first class or second class degree status.

- Instrumentality: This is the individual's perception or belief that
the first level outcome is associated with the nsdcdevel
outcome. E.g. do student believe that hardwork sult in
examination excellence. This belief or otherwisewhat is
known as instrumentality. Instrumentality rangesrirl +0 + 1

| Instrumentality is the perception that attainmeftsecond level
outcome is certain without the first level outcoare that second level
outcome is impossible with first level outcome.

+l Instrumentality is the perception that first leweitcome is necessary
and sufficient for the second level outcome to occu

O Instrumentality is the perception that there idinkage between first
level and second level outcome.

C Valence

This is the preference for second level outcomeoAgthe second level
outcomes which to them do the student prefer. Dbesstudent desire
an A B C D E or F score in the examination.

An outcome is positively valent when it is prefefret is negatively
valent when the individual is indifferent to it.
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D Expetancy

This refers to the individual belief concerning thigelihood or

subjective probability that a particular behavieul be followed by a
particular outcome. That is an exhibited behavicanr elicit a particular
outcome. Expectancy ranges from Oto + 1

O Expectancy:This implies that there is no chance of the ocaweeof
an outcome after the behaviour.

+1 Expectancy:This implies that the outcome will certainly follotve
behaviour.

E-Force (M): This is equalled to motivation. The intent of exjaecy
theory is to assess the magnitude and directiail tfie forces acting on
the individual. The act associated with the gredtese is most likely to
occur.

F-Ability (A): This refers to a person’s potential for doing a job
Ability could be physical or mental1946 Victor Vioo.

Self-Assessment Exercise 2
| Discuss the work of Maslow and Victor Vroom

19

3.4  Summary

In this unit, which examined industrial humanismdahehavioral
sciences, you were introduced to the works of thestmwvell-known
motivational theorists.

M

Blunt, Peters (1985)Organizational Theory and Behaviours — An
African Perspective. London & New York: Longman.

u:;B.G Possible Answer to SAE

Answer to SAEs 1

3.5 References/Further Reading

I The majority of McClelland's research and writisgmotivated
by the desire for "achievement” (n-arch) The cérigaet of n-
arch is that "there are two basic types of peoflbére are those
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(@)

(b)
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who strive for success, are motivated by opporyuraind are
willing to go to any length to achieve their objees. There are
also those who do not give a hoot whether theysaceessful or
not. There has been so much work done on thesdhtia is a
test used to assess people's achievement of NEEDTRematic
Appreciation Test is one such test (TAT).

High N'Arch people share the following charactérsst

- Setting goals that are moderately difficult to iattand
pose a certain amount of challenge to their enengyy
resourcefulness. If goals are early achieved, teellittle
sense of accomplishment.

- People with high n-arch are attracted by work sibumes
which allow them to take personal responsibility fmal
achievement.

- Concrete feedback on performance is essentialdople
with high n-arch, so that they know how well theye a
doing.

- They are more ignited about their environments.

- The final characteristics of individuals who havighh
needs for achievements are that they are morenettlio
think spontaneously about how they might achieve @h
that desired objective”.

“Negative Physical Kita: This is a lateral application of the
term. Hertzberg notes that Negative Physical Kits lihree

drawbacks. It directs, and stimulates automatictily nervous

system, it is not elegant and contrasts the beracel image of

the organization which often results in negativedfeack.

Negative Psychological Kita:Rather than use physical force,
Psychologists had advised for the use of psycholbgyights to
make the punishment more painful. Those who pradtidook
like saints who would not physically hurt a fly bdb more
damage to the ,ego than physical hurt. Hertzbergclemes
discussion on negative Kita by saying that if yoaken someone
do a piece of work by kicking him, you have “moted’, but
have moved him to doing something. Since negatiita Hoes
not lead to motivation, he therefore posted foritpes Kita
Frederick Hertzber”.
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Answer to SAEs 2

Maslow’s work

In 1943, Abraham Maslow presented a paper titled‘tineory of human

motivation, where he stated that a person’s motaat needs could be

arranged in a hierarchical order.

- Physiological NeedsThese are the basic human needs to sustain
life such as food, clothing, and shelter. Untildhdasic needs are
satisfied to the degree needed, needs for thecmiitioperation
of the body. But once the physiological needs Haeen satisfied,
other levels of need become important.

- Safety or Security NeedsThese needs are essentially the desire
to be free from fear of physical danger and theridapon of
basic physiological needs. There is a need forpelervation
and the concern for the future.

Here Maslow stressed emotional as well as physafaiy.

- Social or Affiliation Need: Social needs include the need to
belong and be accepted by people, this also medosgingness,
acceptance and friendship.

- Esteem Needs:The esteem needs represents self-esteem and
recognition from others. The satisfaction of theseds produces
feelings of self confidence prestige power and mnteople
begin to feel that they are useful and have sorfectedn their
environment”.

- Self - Actualization: This is the need to maximize one’s
potential, whatever it maybe.

VROOM *s Expectancy Theory

In 1946 Victor Vroom the propounder of “Expectantlyeory of
motivation defined motivation as a process goveynimoice among
alternative forms of voluntary activity.

To understand the individual's choice of voluntaagtivities, it is
important to first appreciate certain concepts tra embedded in the
expectancy theory. These concepts are:

- Outcome: This is the result of doing a particular thing. The
outcome can be first level or second level. Thest filevel
outcomes are the products of behaviour associaithddwing the
job such as productivity absenteeism, while theosdclevel
outcomes are the products of the first level outonhhis
includes punishment and reward.

First level outcome of students includes attendasfckctures,
studying and partaking in class assignment, whike $econd
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level outcome is success or failure in examinaiod ultimately
first class or second-class degree status.

- Instrumentality: This is the individual's perception or belief that
the first level outcome is associated with the gsdcdevel
outcome. E.g. do student believe that hardwork sult in
examination excellence. This belief or otherwisewhat is
known as instrumentality. Instrumentality rangesrirl +0 + 1

| Instrumentality is the perception that attainmeftsecond level
outcome is certain without the first level outcoare that second level
outcome is impossible with first level outcome.

+l Instrumentality is the perception that first leweifcome is necessary
and sufficient for the second level outcome to occu

O Instrumentality is the perception that there idinkage between first
level and second level outcome.

C Valence

This is the preference for second level outcomeoAgthe second level
outcomes which to them do the student prefer. Dbesstudent desire
an A B C D E or F score in the examination.

An outcome is positively valent when it is prefefret is negatively
valent when the individual is indifferent to it.

D Expetancy

This refers to the individual belief concerning thigelihood or

subjective probability that a particular behavieul be followed by a
particular outcome. That is an exhibited behavicnr elicit a particular
outcome. Expectancy ranges from Oto + 1

O Expectancy:This implies that there is no chance of the ocaweeof
an outcome after the behaviour.

+1 Expectancy:This implies that the outcome will certainly follotve
behaviour.

E-Force (M): This is equalled to motivation. The intent of exjaecy
theory is to assess the magnitude and directiall ¢fie forces acting on
the individual. The act associated with the gredtese is most likely to
occur.

F-Ability (A): This refers to a person’s potential for doing a job
Ability could be physical or mentsIROOM ".
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UNIT 4 CAREER SYSTEMS
Unit Structure

4.1  Introduction
4.2  Learning Outcomes
4.3  Career System
4.4  Classification of Career Systems
4.4.1 Open and Closed Career
4.4.2 Programme Careers and Organizational Careers
4.4.3 Job — Oriented Careers and Rank in-the-Man
4.5 Summary
4.6 References/Further Reading
4.7  Possible Answers to SAEs

€
A1 Introduction

A person is accepted into a group or service basmechis or her
occupation. The employee works his or her way wmfithe lowest
wing to the highest, one step at a time. This msgion is referred to as
a career.

@ 4.2 Learning Outcomes

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

o Discuss what a career is list various types ofarare

o Analyse what each type of career stands for

o Demonstrate and list factors used in distinguistbegveen one
type of career from another

o Evaluate and choose between careers.

Career System

Definition

Career is defined as the progression of an indalidu a field of work
throughout the employable years of his life.

In his own way Edwin B. Flippo defines “career assequence of
separate but related work activities that providestinuity, order and
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meaning in a person’s life. Two factors are commonthe two
definitions above.

Firstly, longevity both definitions allude to lileng work experience.
Secondly, continuity the first definition whichmsore relevant to public
service related careerism to a given or choosd Géwork. The second
definition speaks of separate, bur related workividiels. Such
phenomena are common in the private sector EdwHiBpo”.

Self-Assessment Exercise 1
| Define the concept of care

4.4  Classification of Career Systems
4.4.1 Open and Closed Career

An open career structure allows for military seevat any or all grade
levels (by rank or post). This gateway, too, hasyerequirements in
certain situations and locations.

However, in Nigeria, these restrictions are lifted person has powerful
"god Fathers."”

To keep other entrants out, a closed career systeptoys the tactic of
a low maximum age for admittance and nearly corepieternal filling
of upper-level positions. In a closed career stmgtentry at the middle
or upper levels is not possible. A system like thidbased on the idea
that keeping upper ranks while replenishing theanehy with personnel
from the bottom will provide ample opportunity fadvancement.

Self-Assessment Exercise 2
| Classify the career syster with explanations

4.4.2 Programme Careers and Organizational Careers

An employee may accept a position in a programsoa part of a large
organization with many activities and programs, kghas another person
may accept a position that allows movement betwm®grams. The

former is a programming career, whereas the l&tan organizational

career.

In Nigeria, an employee's participation in a paftac program also

determines the type of career or occupation to hwhie employee is
assigned.
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4.4.3 Job-Oriented Careers and Rank in-the-Man

Individual career progression, according to theitjos concept, is a
sequential progression from one position of emplaymin an

organization. This classification is also refertedas the position and
personal rank conceptions. Consider a stenograpftér senior and

junior stenographer levels of responsibility.

People should be hired here based on their genesdifications and

given assignments that are occasionally adjusteadetet the needs of the
company and the individual's aptitudes, accordmghe rank concept.
Allow their advancement and rewards to be deterdhibg the length

and overall quality of their service rather thae significance of the

specific assignments they take on on occasion.

19

In this section, the concept of a career, whiclhes progression of a
single employee up a professional ladder over tbarse of his
employable life, must be used. It has also beegestgd that careers be
classified in various ways based on two key chargstics: one that
allows mobility and the other that restricts it.

1.5  Summary

This career has covered the concept of careerifitas®n, from its
definition to its various forms and approaches.

N

Flippo, Edwin B. (1984)Personnel Management (6 ed.). New York:

1.6 References/Further Reading

Stahl, Glenn O. (1962Rublic Personnel Administration (5th ed.). New
York: Harper & Row Publishers.

u::4.7 Possible Answers to SAEs

Answer to SAEs 1

Definition of the concept of career
A career is defined as an individual's advancenmerg field of work
over the course of his employable years.
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In his own way Edwin B. Flippo defines “career asseguence of
separate but related work activities that providestinuity, order and
meaning in a person’s life. Two factors are commonthe two
definitions above.

Firstly, longevity both definitions allude to lileng work experience.
Secondly, continuity the first definition whichmsore relevant to public
service-related careerism to a given or choosd béwork. The second
definition speaks of separate, bur related workividiels. Such
phenomena are common in the private sector EdwHliBpo”

Answer to SAEs 2

Classifications of Career with Explanations

An open career structure allows for military seevat any or all grade
levels (by rank or post). This gateway, too, hasyerequirements in
certain situations and locations.

However, in Nigeria, these restrictions are lifted person has powerful
"god Fathers."”

To keep other entrants out, a closed career systepioys the tactic of
a low maximum age for admittance and nearly corepieternal filling
of upper-level positions. In a closed career stmgtentry at the middle
or upper levels is not possible. Such a structsitgased on the idea that
maintaining higher ranks while replenishing therdéwiehy with workers
from the bottom will provide significant opportupitor advancement.
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UNIT 5 LEADERSHIP

Unit Structure

5.1 Introduction

5.2  Learning Outcomes

5.3 Leadership
5.3.1 Definition
5.3.2 Concept of Leadership and Leadership Thgorie
5.3.3 Trait Theory
5.3.4 The Group Basis of Leadership
5.3.5 The Situational Approach to Leadership
5.3.6 Forces in the Subordinates

5.4  Summary

5.5 References/Further Reading

5.6 Possible Answer to SAEs

_<|"-5.1 Introduction

When two or more people collaborate to achieve al,gane of the
actors or participants usually has a greater infleeon the group's
behavior than the others, and the group alwayssldoksomeone for
leadership, guidance, and vision. This individuaulld be classified as a
leader.

@,

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

Learning Outcomes

Discuss leadership

Analyse and explain a number of leadership theories
Demonstrate and differentiate types of power inléeship
Evaluate Leadership Positions

Leadership
5.3.1 Definition
Leadership has been defined by McKinney and Hoveartthe person

who can mesh divergent and conflicting forces, gace and create
opportunities, use the influence and morale baislsisoor her position,
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and employ the minimal amount of resources to makymachieve
publicly desired ends. The concept of leadership Business
Management has been surrounded by controversygarsi from
conceptual clarification but rather the identifioat of who truly is a
leader. Leadership is synonymous with positionhawty or with the
task process or the exhibition of a particular lveha”.

The use of persuasion, the aspect of interpersetsionships, acting as
a change agent, and achieving goals in prison #dreaspects of
leadership.

5.3.2 Study of the Concept of Leadership

Power and how it is used are critical componentsfgictive leadership.
Power is defined as the ability to influence othémsthe context of an
organization, power is defined as the ability tovedhings along or
achieve one's goals through others, even in the éhopposition and
resistance.

The following fundamental sources of power underpiganizational

leadership:

- Legitimate Power: This type of authority is bésen a specific
position of authority that the holder inherits amks to demand
compliance from others. Workers are more likelyeffuse orders
from a supervisor who is acting outside of theithauty or
jurisdiction.

Legitimate power is power derived from positionhaarity. As an
employee moves up the organizational hierarchyir thewer
grows.

- Reward Power: This refers to the leader's gitiditoffer praise.

Those who follow the rules, make an effort, or aghi organizational
goals. The mere existence of this power is enowgpersuade those
employees who desire the reward to comply.

When rewards are determined through standard angaithe leader's
ability to use reward power as a tool is occasigriahited.

SOURCES OF POWER

Authority

Control over Reward

Control over Punishment
Appealing Personal Character
Expertise
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As a result of the central role played by leadgrshi organizational
effectiveness research outcome have grouped thenthiree:

a. Trait

b. Behaviour

C. Situation

5.3.3 The Leaders Attributes (Trait Theory)

Leadership was traditionally discussed in termghefqualities a leader
possessed and how those qualities affected thearhent of corporate
goals.

A leadership attribute is a physical or psycholabicharacteristic that
can be used to distinguish leaders from follow&re primary emphasis
of trait theory, which predominated throughout tbarly twentieth
century, was the identification of the qualitieschiaracteristics that may
be found in leaders. The main point is that leadeesborn, not made.

As a result, distinguishing characteristics musstexetween the group's
leaders and other members. According to proporase trait theory,
people who crave power prefer careers in the mylitthe clergy, and
education because these fields allow them to eseen&al control over
others:

- Drive: This set of characteristics demonstrates a sigmific
amount of effort. It included the need for succehs, need for
continuous progress, as well as ambition, vigorseeerance,
and initiative.

Although some people are born with these derivedattteristics,
others can acquire them by changing their behavior.

- Leadership Motivation: There are times when people are born
with the desire or inclination to influence othefsom the
perspective of trait theory

Leaders prefer to lead rather than be led. Leapkise a high
value on power. People who crave power try to @tswthers,
which keeps them interested in and satisfied with leadership
process.

- Integrity: This is the relationship between an individual's
actions, behavior, and words and their level oftimorthiness
and honesty. The moral character and adherencethicale
principles of a leader are also referred to agnitie
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Self- Confidence:This is the ability to persevere in the face of
adversity and recognize that setbacks are only napdeary
stumbling block. A self-assured leader can movevéod in the
face of challenges and obstacles, make decisiottiseirface of
uncertainty, and inspire others to be confident.

- Knowledge of the Business: A leader must be highly
knowledgeable about their industry or businessrdeoto lead,
show others the way, guide, direct, or motivaterthe

5.3.4 Group Approach

- Broad decision-making participation

- Face-to-face group interactions

- Mutual trust is the primary integration in theganization

- Inter-Group and Intra-Group communication

- Organizational members' growth is identifiecagsriority goal.

As the collective approach to leadership becomesordtically
acceptable, the leader's function gradually shiftene of assisting the
group in defining and achieving its objectives. Gignificant effect of
this adjustment was a shift in the priority of t@ups' organizational
goals, if not outright displacement.

Another shift in authority occurred almost unnotilye from executive

to managerial and supervisory levels. The groupghotealso includes:

- Created functional leadership that changed basdtie needs of
the group.

- Implemented legislation similar to that of thegislature after
realizing the potential for group norms to changeciety
externally;

- Implemented legislation similar to that of thegislature after
realizing the potential for group norms to changeciety
externally;

- transformed the role of the leader into tha& @o-ordinator who
is both leading and being led.

5.3.5 The Situational Approach to Leadership

Leadership characteristics must be determined Iy cilcumstances,
according to the situational approach. In this ctfee leader is modified
to meet the needs of the organization rather thamther way around.
The following situational factors are highlighted:

- Expectations of doing the following
- The technology required to complete the mission.
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- The delivery environment and time constraints.
- Required levels of social interaction
- Various stages of organizational development

There are six organization growth factors that neadous forms of
leadership.

- Starting a new business - Maintaining an ongsygiem

- Achieving stability

- Building status and reputation

- Fostering originality and adaptability

- Giving back to society

Self-Assessment Exercise 1
Differentiate trait theory and situational theoryppeaoaches to
leadership as a conce

5.3.6 Forces in the Subordinates

Before deciding how to lead a particular group, thanager should
consider a number of factors influencing his submaid's behavior.
Numerous aspects of personality influence subotefma The
subordinate anticipates the boss's behavior tosact a subordinate.

The manager's ability to predict the type of bebawhat will best
enable his subordinates to act is determined byuhtderstanding of
these aspects.

When the following critical requirements are metamagement can

grant more freedom to his employees:

- When the subordinates' desire for independesceeliatively
strong.

- If the subordinate is wiling to take on decisimaking
responsibilities.

- If they are tolerant of ambiguity.

- If they are worried about the situation

Self-Assessment Exercise 2
| Explain what you understand by Forces in the Stibates

19

5.4  Summary

We looked at leadership in terms of its conventiodefinition and
studied it in this chapter. The three most popthlaories used to study it
have all been investigated: the trait, group, ansonal approaches.
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This unit covers the definition and theories ofdeship as they are
currently understood.

M

Edwin B. Flippo.Personnel Management 6th ed.). New York: Harper.

u::S.G Possible Answer to SAEs

Answer to SAEs 1

5.5 References/Further Reading

Trait theory

Leadership was traditionally discussed in termghefqualities a leader
possessed and how those qualities affected thearhent of corporate
goals.

A leadership attribute is a physical or psycholaficharacteristic that
can be used to distinguish leaders from follow&re primary emphasis
of trait theory, which predominated throughout tbarly twentieth
century, was the identification of the qualitieschiaracteristics that may
be found in leaders. The main point is that leadegsborn, not made.

As a result, distinguishing characteristics musstexetween the group's
leaders and other members. According to proponeoits the
characteristic theory, those who crave power pref@reers in the
military, the church, and education because theddsfallow them to
wield real power over others.

These are the main characteristics:

- Drive: This set of characteristics demonstrates a sigmific
amount of effort. It included the need for succehs, need for
continuous progress, as well as ambition, vigorseeerance,
and initiative.

While some people are born with these derived dbanatics,
others can acquire them by changing their behavior.

- Leadership Motivation: There are times when people are born
with the desire or inclination to influence othefsom the
perspective of trait theory

Leaders prefer to lead rather than be led. Leapkise a high
value on power. People who crave power try to @etswthers,
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which keeps them interested in and satisfied with leadership
process.

- Integrity: This is the relationship between an individual's
actions, behavior, and words and their level oftimorthiness
and honesty. A leader's moral character and adterenethical
principles are also examples of integrity.

Self-confidence is the ability to persevere in fibee of adversity
and the realization that setbacks are only a tearpatumbling
block. A self-assured leader can move forward despbstacles
and challenges, make decisions despite uncertaamgy, inspire
others to be confident.

- Knowledge of the Business: A leader must be highly
knowledgeable about their industry or businessrdeoto lead,
show others the way, guide, direct, or motivaterthe

The Situational theory approaches to leadership aa concept
Leadership characteristics must be determined by cilcumstances,
according to the situational approach. In this ctee leader is modified
to meet the needs of the organization rather thamther way around.

The following contextual variables have been iderdi

- Expectations for the subsequent

- The technology needed to do the mission.

- The delivery environment and scheduling pressure
- Necessary levels of social interaction.

- Different organizational development phases

There are six — identified organization developmémt calls for
different kinds of leadership.

- Creation of a new organization

- Survival of a continuing system

- Attainment of stability

- Gaining reputation and prestige

- Achieving unigueness and adaptability

- Contributing to the society

Answer to SAEs 2

Forces in the Subordinates

Before deciding how to lead a particular group, thanager should
consider a number of factors influencing his submatd's behavior.
Numerous aspects of personality influence subotefma The
subordinate anticipates the boss's behavior towacth a subordinate.
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The manager's ability to predict the type of bebavhat will best
enable his subordinates to act is determined byuhtderstanding of
these aspects.

When the following critical requirements are metamagement can

grant more freedom to his employees:

- When the subordinates' desire for independesceeliatively
strong.

- If the subordinate is wiling to take on decisimaking
responsibilities.

- If they are tolerant of ambiguity.

- If they are concerned about the problem andebeliit is
important.

- If they understand and support the organizatigoals.

- If they have the necessary skills and knowletiyeesolve the
problem.

- If they have learned to expect to be involvedeagision-making.

The general sense of trust that subordinates havkeir boss, whom
they have come to respect and trust, will, of ceutsave a significant
impact on the reorganization effect of many of theces. As a result,
the boss has the freedom to alter his behavior.nMigemakes his own
decisions, he will not be perceived as a superwvidw imposes policy.
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MODULE 3

Unit 1 Communication in Human Resources Management
Unit 2 Collective Bargaining and Negotiation

Unit 3 Organizational Culture and Socialization

Unit 4 Management Development

Unit 5 Decision-Making

UNIT 1 COMMUNICATION IN HUMAN RESOURCES
MANAGEMENT

Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3 Communication
1.3.1 Definition
1.3.2 Models of Communication
1.3.3 Organizational Communication Patterns
1.3.4 Barriers to effective communication
1.4  Summary
1.5 References/Further Reading
1.6 Possible Answers to SAEs

j" 111 Introduction

Management is communication. Every management tasttertaking,
or decision involves some level of direct or indireommunication.
Management decisions and organizational policies @eaningless
unless the people in charge of implementing or renig them
understand them.

Communication is crucial in human resource managéme
Communication provides a means for information esdlbn and
dissemination in all aspects of human resource gemant.

@ 1.2

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

Learning Outcomes

Discuss communication

Analyse and state models of communication

Demonstrate and explain communication channels

Evaluate various barriers to effective communicatim an
organization.
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Communication
1.3.1 Definition

Communication is the transfer of all types of im@tion from one
person to another.

The English term "communication" comes from the ihatvord
"Communes,"” which means "common.” The communicate,sender,
wishes to establish a "Commune" with the recipiefthis
communication may be classified as knowledge trésson or
knowledge and comprehension because it employslifgnsymbols.
These common signals can be either spoken or uaspdihother way
to consider communication is as a process in whickender and a
receiver interact to give meaning to a message.

Scott and Ordeus defined “communication as a psoaaslving the

transmission and accurate replication of ideasfosied by feedback,

purporting to stimulate actions to accomplish orgational goals Scott
and Ordeus”.

- Three factors contribute to the importance ofmpwnication
within an organization: - All management functiomscluding
planning, organizing, leading, and controlling,yrein effective
communication to function.

- Managers devote a significant amount of timedomunication
activities.

- Interpersonal and group relationships can onlysbetained and
grown through the communication system. Commurooais
essential for the organization's employees to boliate and
coordinate their tasks. Without effective commutarg it is
impossible to achieve corporate objectives.

1.3.2 Models of Communication

A — Sender:This refers to a person, group, or organization aft@mpts
to convey or communicate information to anothersper group, or
organization.

B — The Receiver:The sender-receiver connection's goal is to peesuad
the recipient to behave or act in ways that thelsenonsiders desirable.
This is the individual or group with whom the sendeishes to
communicate or deliver information.

C — Encoding: This is the process of converting thoughts, desioes
mental concepts into a language or code that ttended recipient
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understands. In the encoding process, words, fgurgestures,
nonverbal factors such as facial expressions, aed photographs are
used.

D — The MassageThis is the result of encoding messages, which may
contain hidden intent or elicit a violent or emotib response. Messages
convey what the sender has encoded.

E — Medium: The medium transports the message. It is the meikod
which the message is transmitted. Messages caalivergd in a variety
of ways. These include phone conversations, writterd verbal
exchanges, in-person meetings, faxes, and memos.

The type of audience, proximity to the audienaegtirame for message
dissemination, personal preferences, and messagentall play a role
in determining the appropriate medium.

F — Decoding: To complete the communication process, the message
must be decoded so that the receiver can undergtabdcoding is the
technical term for the receiver's interpretive naéprocesses. It entails
converting the vocal, audible, or visual componerita message into a
form that can be understood.

G — Creating Meaning: Meaning is transmitted verbally from one
person to another, according to the conduct motl@ommunication.
The perception model, on the other hand, is basethe assumption
that the message's recipient invents its meanimhgsior her mind.

In him, the receiver acts on his own interpretatiaher than the
sender's. The interpretation of a message by tever may differ from
that intended by the sender.

H — Feed-Back: The primary component of the feedback loop is the
receiver's reaction to a message. A feedback ladypch provides a
channel for the receiver's response, allows thenmonicator or sender
to verify whether the message was received andedatise desired
reaction. The new message has now been encodezhalyded, and the
feedback informs the sender of how well his messege understood.
At this point, the receiver takes over as the sende

| — Noise: This refers to anything that impedes the transmmssind

comprehension of a message, as well as any dismmactrom the

intended message, which can occur in any of thenoamcation parts.
These elements include physical distance, poor e@hogception,
illegible handwriting, and difficulty speaking. Magers can improve
communication by lowering the volume.
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Self-Assessment Exercise 1
| State and discuss in detail models of Communication

1.3.3 Organizational Communication Patterns

Organizational communication is not fundamentalljfedent from
interpersonal communication. Getting a clear messegn one person
to another in this situation also necessitatesg¥e communication.

The four factors listed below influence how well @mpany
communicates:

- The formal channels of communication

- The organizations authority structure

- Job specialization

- Information ownership

Formal channels have an impact on communicatioitaef§y in two

ways:

(1) They bridge the gap that frequently occurs nvieseganizations
grow and evolve.

(2) The formal channels obstruct unrestricted comigation
between organizational levels, particularly whenvimg up.

The company's power structure also has an impaaoammunication
effectiveness. Power and position differences hésge an impact on the
accuracy and quality of information.

Job specialization also has an impact on commuaicaffectiveness.
Members of the same group speak the same languaheralerstand
each other more easily, but communication betweemups that are
significantly different is likely to be difficult dr both parties.
Employees' specific expertise and knowledge abbeir tjobs are
described as information ownership.

Downward Communication

This method of communication is used from the haghlevels of

management all the way down to the lowest levetraployee. This is
mostly used to direct, instruct, counsel, and eatglsubordinates. This
method is also used to inform members about tharzgtion's goals
and rules.

Upward Communication

Here what is happening at the lower levels is madevn to the upper levels
through the upward communication.
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This is typically in the form of progress reporsiggestions, and
explanations, and is especially useful for top ngangent in aligning
their policies with the attitudes of the peopleovel

Horizontal or Diagonal Communication

Horizontal communication occurs when two employaesthe same
level in the organizational hierarchy communicate,in the case of a
production manager and a marketing manager.

Horizontal communication is essential because deyants within a
company are linked and must coordinate their work.

Informal Communication or Grapevine

This type of communication develops as a resukamfial interactions.
This mode of communication is not entirely undee tbontrol of
management. This informal route meets the commtiaicaneeds of
many groups within the company. Even though evezytias the
freedom to add to or subtract from the messageheg see fit, the
information shared on this channel is frequenthuétulent or at the very
least incorrect. It is critical to remember that thanager's role includes
some level of control over informal communicati@llowing him to
take the necessary steps to reduce it, particulagynegative effects of
this channel.
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1.3.4 Barriers to Effective Communication

A few factors may impede the proper flow of comnuation. The term
"barriers to communication” refers to all of thettas that undermine
communication effectiveness.

agpLNPE

=

These impediments are categorized as follows:
External

Emotional or Psychological

Organizational

Personal

External Barriers

These manifest in the following ways:

Semantic Barriers: Language barriers exist between the
sender and the receiver. These impediments appeagd
the encoding or decoding phases of communication.
Badly Expressed MessageThe message may not be
conveyed clearly and precisely, and the wrong wondy

be used.

Faulty Translation: Managers are frequently required to
translate communications into a language that their
superiors or subordinates understand. One canmfutrpe
his duties effectively unless he is fluent in thrduage.
Specialist Language:Technical staff and other experts
frequently use jargon that people outside theldfao not
understand.

2. Emotional or Psychological Barriers

Premature evaluation: People in this town frequently
jump to conclusions before the message has beén ful
communicated. This discourages the sender and &y e
make him feel useful.

Existence of pre-concerned notions.

Inattention due to lack of interest.

Distrust in the communicator.

Fears

(1) of misinterpretation

(i)  of distortion

(i)  of exposure to criticism

(iv) deliberate information holds back

(v)  Poor retention by the receiver

(vi) defensive behaviour.

When they feel threatened, employees have a pribpetts
defend themselves. They frequently cease payiegtaih to the
sender’'s message in such situations.
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3. Organizational Barriers
Organizational policies, rules and regulations, asthtus
relationships all have an impact on communicatibecéveness.

4, Personal Barriers
Personal barriers can again be classified intotypes
- Barriers in superiors
- Barriers in subordinate

When there are obstacles in the supervision, tipersisors'
attitude is critical. Adequate information canna bonveyed
from the subordinate to the superior if the supdnas a negative
attitude toward the subordinate's act of commuimgathis can
occur when there is a lack of trust in the subatdina lack of
understanding of the importance of communicatiom, am

insistence on using the proper channel.

Barriers that subordinate face include:
- Unwillingness to communicate
- Lack of proper incentives.

Self- Assessment Exercise 2
| Mention and explain barriers to Effective Commutima

19

3.5 Summary

This unit covered the topic of communication, whisha managerial
function. Definitions of communication models andnmamunication
impediments were successful. It has been estalishbat
communication is a management function and thabnganization can
function without communication. Communication issestial in both
organizational settings and in everyday life.

M

Drunker, P. F. (1997Management Cases. London: Heinemann.

3.6 References/Further Reading

Rao, Subba (1997IPersonnel and Human Resour ce Management.

Delhi-India: Shubba Offset Printing Press.
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u::&? Possible Answers to SAEs

Answer to SAEs 1

A — Sender:This refers to a person, group, or organization aftmpts
to convey or communicate information to anotherspey group, or
organization.

B — The Receiver:The sender-receiver connection's goal is to peesuad
the recipient to behave or act in ways that thelsenonsiders desirable.
This is the individual or group with whom the sendeishes to
communicate or deliver information.

C — Encoding: This is the process of converting thoughts, desioes
mental concepts into a language or code that thended recipient
understands. In the encoding process, words, fgurgestures,
nonverbal factors such as facial expressions, aed photographs are
used.

D — The MassageThis is the result of encoding messages, which may
contain hidden intent or elicit a violent or emotib response. Messages
convey what the sender has encoded.

E — Medium: The medium transports the message. It is the meikod
which the message is transmitted. Messages caalivergd in a variety
of ways. These include phone conversations, writterd verbal
exchanges, in-person meetings, faxes, and memos.

The type of audience, proximity to the audienaegtirame for message
dissemination, personal preferences, and messagentall play a role
in determining the appropriate medium.

F — Decoding: To complete the communication process, the message
must be decoded so that the receiver can undergtabdcoding is the
technical term for the receiver's interpretive raéprocesses. It entails
converting the vocal, audible, or visual componerita message into a
form that can be understood.

G — Creating Meaning: Meaning is transmitted verbally from one
person to another, according to the conduct motl@ommunication.
The perception model, on the other hand, is basethe assumption
that the message's recipient invents its meanimgsior her mind.
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In him, the receiver acts on his own interpretatiaher than the
sender's. The interpretation of a message by tever may differ from
that intended by the sender.

H — Feed-Back: The primary component of the feedback loop is the
receiver's reaction to a message. A feedback ladych provides a
channel for the receiver's response, allows thenwanicator or sender
to verify whether the message was received andedatise desired
reaction. The new message has now been encodezhalyded, and the
feedback informs the sender of how well his messege understood.
At this point, the receiver takes over as the sende

| — Noise: This refers to anything that impedes the transmmssind
comprehension of a message, as well as any dismmactrom the
intended message, which can occur in any of thenoamcation parts.
These elements include physical distance, poor e@hogception,
illegible handwriting, and difficulty speaking. Magers can improve
communication by lowering the volume.

Answer to SAE 2

A few factors may impede the proper flow of comnuation. The term
"barriers to communication" refers to all of thettaxs that undermine
communication effectiveness.

These barriers are classified as follows:-
1. External

2. Emotional or Psychological

3. Organizational

4 Personal

External Barriers

These manifest in the following ways:

- Semantic Barriers: Language barriers between the sender
and the receiver are to blame. These impedimergeaap
during the communication encoding or decoding phase

- Badly Expressed MessageThe message may not be
conveyed clearly and precisely, and the wrong wondy
be used.

- Faulty Translation: Managers are frequently required to
translate communications into a language that their
superiors or subordinates understand. One canmfurpe
his duties effectively unless he is fluent in thrduage.

- Specialist Language:Technical staff and other experts
frequently use jargon that people outside theldfao not
understand.

=
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Emotional or Psychological Barriers

(i

(ii)
(iii)
(iv)
(V)
(vi)

Premature evaluation: People in this town frequently
jump to conclusions before the message has beén ful
communicated. This discourages the sender and &y e
make him feel useful.

Existence of pre-concerned notions.

Inattention due to lack of interest.

Distrust in the communicator.

Fears

of misinterpretation

of distortion

of exposure to criticism

deliberate information hold back

Poor retention by the receiver

defensive behaviour.
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UNIT 2 COLLECTIVE BARGAINING AND
NEGOTIATION

Unit Structure

2.1  Introduction
2.2  Learning Outcomes
2.3  Collective Bargaining
2.3.1 Definition and Scope
2.3.2 Processes of Collective Bargaining
2.3.3 Strategy of Bargaining
2.3.4 Union Bargaining Pressures
2.3.5 Strikes
2.3.6 Picketing
2.3.7 Boycotts
2.4  Summary
2.5 References/Further Reading
2.6  Possible Answers to SAEs

€
21 Introduction

Employee engagement and protection have only rigcbeén included
in the study of human resource management. Howéherpractice is
much older than human resource management. Empfpéection and
the role of labor unions are discussed in collechargaining.

@ 2.2 Learning Outcomes

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

Discuss collective bargaining

Analyse the process of collective bargaining
Demonstrate and be able to apply the strategy roilr@ng
Evaluate Collective Bargaining
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.3 Collective Bargaining
2.3.1 Definition and Scope

According to Edwin B. Fllipo, “collective bargairgnis a process in
which representatives of two groups meet and attémmegotiate an
agreement that specifies the nature of futureioglships between the
two.

According to Flippo, subjects where bargainingaguired by law the
employer is no longer free to make and enforceateniél decision. And
on matters not so legally mandated, the employerfisenced by such
risks as strikes, slowdown and withholding of cewmaive efforts
Edwin B. Fllipo”.

2.3.2 Processes of Collective Bargaining

The Pre-Negotiation Phase

This stage entails gathering information for thecarping contract
negotiation, such as facts and figures on pay, $jopensions, and
vacations. Negotiation, as a method of resolvirgputes between two
or more parties, entails the belligerent partiemnging their demands in
order to reach a mutually acceptable compromise.

Negotiations take place in industrial relationswesn management,
who represents the means of production, and uniemlmers, who
represent the workforce.

Three fundamental components make up the bargaipingess. the

following:

(a)  Social relations between those individual gralps, which are a
party to collective bargaining.

(b)  The representatives and communication funstion

(c)  The power relations between the parties tondgotiation.

Every negotiation has a negotiation continuum $aiws the union and
management's range of negotiation as well as thetiadion parameter.
Typically, the goal of discussions is to reach greament within the
parameters that have been established.

Negotiating Teams

A team or committee is usually formed by the empfoyAs a result,
more people will be able to participate. It is atsommon to have legal
representation present. The organization's CEOraguéntly not a
member of the negotiating team.
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On the union's side, they typically include sernioron officers, some
organization employees, and a "representative ef ititernational
union." The vast majority of union negotiators wouk-time as experts
in the art of negotiating with various levels ofmagement.

2.3.3 Strategy of Bargaining

Because the labor agreement is so important, marage must
carefully plan its strategy and tactics ahead ef lthrgaining sessions.
Outlining the plan and selecting the policy thall wuide the company
during the negotiation process are both necessepg sn developing a
strategy. The union does the same thing on its omich includes
developing strategies and establishing guidingggpies.

Before management enters the conference room tageng bargaining,
the most significant concessions to the union'ssetqel demands must
be agreed upon. Before the meeting, the union @&eitys submits its
requests. The corporation must be aware of thallbids beyond which
it will not risk a group strike.

- Avoiding terms that require mutual consent anould prevent
management from acting. Management shall retaihoaity to
run the company, subject to challenges from theruninder the
terms of the contract.

- Take into account the entire package. Eventuallgoncession to
a work technique may be more costly than a lartgrysa

- Inform the firm's staff of the status of the oagtions. Both
union members and supervisors must be present.

- Make agreements that allow union leaders tarchaictory on a
consistent basis. To clean up their records, uteaders must
prevail, whereas management can shift frequentlyhout
appearing to "lose."

- Determine the point at which the company wiloal a union
strike. Management must cultivate the fundamentaldeet of
not

Self-Assessment Exercise 1

| What is Collective Bargaining? Why is it neededity organization |

2.3.4 Union Bargaining Pressures

Labor unions' strategies and tactics for pressumagagement to make
more concessions are well known.

These include boycotts, picketing, and strikes, mgrather things.
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2.3.5 Strikes

This is a deliberate and temporary withholding oipéoyee services
from the employer in order to obtain more favoraklaployment-
related concessions than the company is willing nteke at the
negotiating table.

Different sorts of strikes include:

- Recognition Strike: This is intended to comps tompany to
engage with and recognize the union.

- An economic strike in which higher wages are deded.

- Wild Cat Strike: This category includes unapmayunplanned,
and sudden work stoppages. These strikes are latigio of the
collective bargaining agreement and are not supddoly union
leadership. In this case, fractional bargainingsied.

Sit-Down Strikes: These are illegal strikes in whiemployees go on
strike while still working for the company. Theyeaa violation of
private property.
2.3.6 Picketing

Picketing is the practice of striking workers pding in front of a
building's entrance in order to ensure a completekwtoppage.

2.3.7 Boycotts
Several companies in the same industry may paateip this type of
work stoppage in an attempt to persuade the tagyepany to give in to

the union's demands.

One example is the pressure Company B and C p@oonpany A to
stop doing business.

Self- Assessment Exercise 2

Explain the following concepts
- Economic Strike

- Wildcat Strike

- Boycott

19

2.4  Summary

The concept of collective bargaining was discussetihis lesson. You
have been given a definition of collective bargagnias well as
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information on the procedures involved. It has éedlihe necessary
management and union preparation for successfglabang, which is
highlighted by a process of giving and taking thespures that the
union can apply and give bargaining, particulatlykes, the necessary
"bite."

In this unit, one of the most important roles aidie unions has been
examined: collective bargaining.

N

Emiola, Akin (1985).Public Servant and the Law. University of Ife
Press.

2.5 References/Future Reading

Flippo, Edwin (1984)Personnel Management (6 ed.). New York:

u::2.6 Possible Answers to SAE

Answer to SAEs1

Because the labor agreement is so important, marage must
carefully plan its strategy and tactics ahead ef lthrgaining sessions.
Outlining the plan and selecting the policy thall wuide the company
during the negotiation process are both necessepg sn developing a
strategy. The union does the same thing on its ommich includes
developing strategies and establishing guidingggpies.

Before management enters the conference room tageng bargaining,
the most significant concessions to the union'ssetqel demands must
be agreed upon. Before the meeting, the union @&eity submits its
requests. The corporation must be aware of thallbids beyond which
it will not risk a group strike.

- Avoiding terms that require mutual consent anould prevent
management from acting. Management shall retaihoaity to
run the company, subject to challenges from theruninder the
terms of the contract.

- Take note of the entire package. Eventuallyoacession to a
work technique may be more costly than a largergala

- Inform the firm's staff of the status of the oggtions. Both
union members and supervisors must be present.

- Make agreements that allow union leaders tarchaictory on a
consistent basis. To clean up their records, uteaders must
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prevail, whereas management can shift frequentlyhout
appearing to "lose."

Determine the point at which the company wiloal a union
strike. Management must adopt a fundamental mindketot
being perfect.

Answer to SAEs 2

a.

104

Economic Strike

Workers who go on strike in order to get their eoypl to make

a financial concession, such as more pay, fewershworked, or

better working conditions, are referred to as "ecoitc strikers."

These strikers are still classified as employeégseé strikers can
be replaced, but they cannot be fired.

Wildcat Strike

A wildcat strike action, also known as a wildcatks, is a strike
called by unionized workers without the authoriaati support,
or approval of the union leadership; it is also Wwnoas an
unofficial industrial action.

Boycott

Several companies in the same industry may paatiein this
type of work stoppage in an attempt to persuade ténget
company to give in to the union’'s demands.

One example is the pressure Company B and C pQoompany
A to stop doing business.
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UNIT 3 ORGANIZATIONAL CULTURE AND
SOCIALIZATION

Unit Structure

3.1 Introduction

3.2  Learning Outcome

3.3  Culture
3.3.1 The Concept of Culture
3.3.2 The Concept of Organizational Culture
3.3.3 Characteristics of Organizational Culture
3.3.4 Functions of Organizational Culture
3.3.5 Socialization and Culture
3.3.6 Socialization and Mentoring

3.4 Summary

3.5 References/Further Reading

3.6  Possible Answers to SAEs

€
1031 Introduction

Modern business enterprises are viewed as soeialg lorganisms; as a
result, they have life, interact, and, implicitdyculture, just like people.

G,

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

Learning Outcome

Discuss the concept of organizational culture
Analyse the characteristics of organizational aeltu
Demonstrate the functions of organizational culture
Evaluate socialization and monitoring.

Culture
3.3.1 The Concept of Culture

People have always believed that culture is thensidryy which they
share, pass down, and learn about their life val@sdture is the
meaning framework that influences how people peecetheir
experiences and decide how to behave. Culture glynbuman-made,
affirmed by others, conventionalized, and transdittfor younger
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people or newcomers to learn. It provides peopléh i reason to
interact with one another, with themselves, andh Wit outside world.

Different environments have different cultures. tGrd, like everything
else, has layers.

- The outer layer

- The middle layer

- The core layer.

The Outer Layer

This item advertises itself as pornographic. Thisvident in the dialect,
cuisine, landmarks, and clothing. Prejudices steamfthis visible and
symbolic level of culture, which is the outer layar culture and the
symbols of a deeper level of culture.

The Middle Layer: Norms and Values

Norms are a group's shared understanding of whatight" and
"wrong." Values, which define what is good or evdre thus
inextricably linked to the concepts that the grebpres.

The Core Layer
This relates to the presumption of existence.

People are most concerned with their ability tossmar. The fundamental
layer of culture is the process of resolving evagyissues so that they
no longer bother us.

This organizational culture is formed by how groupsve arranged
themselves to address issues and difficulties twer.

Self- Assessment Exercise 1
| Discussthe concept ¢ Culture

3.3.2 The Concept of Organizational Culture

As a part of organizational life, culture influescemployee behavior,
attitudes, and overall effectiveness.

Edgar Schun (1985, P9) defines “organizationalucalas “a pattern of
basic assumptions invented, discovered or develbyea given group
as it learns to cope with its problem of exterrddation and internal
integration that has worked well enough to be aersid valuable and
therefore, to be taught to new members as the ctoway to perceive,
think and feel in relation to these problems”.
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These definitions highlight two important charaisiécs of

organizational culture:

(1) “Organizational culture influences people’hideiour at work.

(2) Organizational culture operates on two levelich vary in
terms of outward visibility and resistance to changt the less
visible level, culture reflects the values, sharednong
organizational members, these values tend to pesser time
and are more resistance to change. At the moréleisevel,
culture represents the normative behaviour pattaotepted by
members of the organization. These patterns of \belna are
passed from one generation to another through theeps of
socialization. At these levels, culture is susd#ptio change. It
is instructive to note that each level of culturBuences the other
Edgar Schun (1985)".

3.3.3 Characteristics of Organizational Culture

- Culture has an impact on how people act botlsqrelly and
professionally.

- Organizational members are compelled to inteaact socialize
with one another. People frequently use a commaalvaary,
terminology, and subtleties associated with deferesed
demeanor during these interactions.

- Norms are the accepted standards of behavitveimvorkplace.

Culture has a strong influence on values. The org#don
encourages and anticipates that participants wililese to these
fundamental principles.

- An organization's philosophy is defined as thiesuhat outline
its convictions about how to treat its customersraployees.

- Rules are the stringent requirements for getthgng in an
organization. These policies and procedures musixpkined to
new organization members. They (the rules) detegmiine
participants' behavior and where behavior occurs.

Organizational Climate: The physical layout, participant interaction,
and group members' interactions with consumersaitribute to the
overall mood. An organization's atmosphere carribadly or hostile.

Self-Assessment Exercise 2
Discuss Characteristics of Organisational Culture
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3.3.4 Functions of Organizational Culture

Organizational culture provides members with an anizational
identity. As a result, staff members can feel mammmitted. It
improves their ability to relate to the companyoglg and objectives.

Second, a positive corporate culture fosters grmupmitment. In this
context, employee identification, loyalty, and papation in the
company are all examples of commitment. When #htbeé case, there is
a proclivity for a low rate of turnover.

It also contributes to the social structure's $tgbiThis reflects how
well conflict and change are dealt with at workwaedl as how well the
workplace environment is perceived.

3.3.5 Socialization and Culture

Through organizational socialization, a person reatthe values,
standards, and acceptable behavior, enabling ipatiicn as a member
of the organization. Socialization is the primargahnanism by which
businesses establish their organizational culturetramsmission of
assumptions, presumptions, and attitudes from reergor to younger
employees.

All the while a worker is employed by the comparsgcializing

happens. However, it must be made clear that asi¢heands of the
business change, the socialization process is dgnand not static or
stereotype-based. In order to comply with these reguirements and
adapt to them, employees must socialize. recogpisocialization's
pervasive nature as a catalyst for organizationahge

3.3.6 Socialization and Mentoring

Mentoring - This is how a senior and a junior (the mentor &mel
protége) develop and maintain a close, long-lasttationship. In three
ways, using mentoring as a socialization tool geasial to creating high
performance cultures:
i) Mentoring contributes to the development of asgeof unity by
promoting the adoption of the organization's cakies.
i) It encourages a mentoring mindset.
iii) It fosters more interactions amongst indivéds inside the
company.
- Initiation
- Cultivation
- Separation
- Re-definition
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Initiation During the six to twelve month period known asiation,
relationships start to grow and become significanboth the mentor
and the protége.

Cultivation - The range of professional and psychological sesvi
available during this time period, which is betwedeo and five years,
was at its greatest.

Separation - after a material change in the structural rolensztion
and/or emotional experience of the partnershipyben six months and
two years.

Re-definition - Following the separation phase is an undetermiimee
period during which the relationship ends or dcadly alters, becoming
more like a friendship between peers.

Mentoring roles includes the following:
a. Upholding the relationship's secrecy and preglgt fostering

trust.

b. Being excited about the connection and encaugathe student
to advance.

C. Assisting students' personal growth and capé&aitlearning

Building students' self-confidence.

19

3.4  Summary

This unit has covered the idea of culture, soadlon in relation to
culture, and mentoring. In this unit, you were albdeobserve how
culture is applied to raise organizational staAdditionally, it covered
organizational culture's characteristics and goals.

M

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.).

3.5 References/Future Reading

Flippo, Edwin B. (1984)Personnel Management (6 ed.). New York:
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u::3.6 Possible Answers to SAEs

Answer to SAEs 1

People have long held the belief that culture i theans by which
people share, transmit, and learn about their maniaktiples. People's
perceptions of their experiences and behavior laaped by the cultural
framework that provides meaning to their lives. tGud is largely

created by humans, validated by others, converimsth and

transmitted, which younger people or newcomers taash. People can
interact with one another, with themselves, andhwite outside world in
a purposeful environment thanks to it. Culture banrecognized in a
variety of settings.

Answer to SAEs 2

Through organizational culture, members are givesersse of identity.
As a result, staff members can feel more commitiechakes it easier
for them to understand the company's goals andctwgs. Second, a
supportive workplace environment fosters teamwdadnkthis context,
commitment is exemplified by employees' identifieat with the
company, loyalty, and participation in its operao When this is the
case, there is a tendency towards a low rate nbuar. Additionally, it
helps keep the social structure stable. This reflée effectiveness with
which conflict and change are managed at work &edperception of
the working environment.
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UNIT 4 MANAGEMENT DEVELOPMENTS
Unit Structure

4.1 Introduction

4.2  Learning Outcome

4.3 Management Development
4.3.1 Definition and Scope
4.3.2 Management Development Methods
4.3.3 Formal Training/On-the Job Training
4.3.4 Off the-Job Techniques

4.4  Summary

4.5 References/Further Reading.

4.6 Possible Answers to SAEs

€
A1 Introduction

It has been customary to refer to people at valiewusls of hierarchy as
"managers.” Naturally, their actions have a sigatiit impact on how
well the organization as a whole or a specific apssforms. An
employee may be considered a potential manageth®mpurposes of
management development.

@ 4.2

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

Learning Outcome

o Discuss management development

o Analyse management knowledge and skills

. Demonstrate, list and explain various methods used
management development

. Evaluate Management Development as a concept

Management Development

4.3.1 Definition and Scope

Definition

Managers' leadership abilities are enhanced byn#ttbodical process of

growth and development known as "management dewvedop” It is the
result of both engaging in formal education proggaand gaining real-
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world work experience. It aims to enhance the marggerformance
by offering them opportunities for growth and degshent. Any
intentional effort to improve current or upcomingamagement
performance qualifies as well. The company's mamagé development
responsibility is to develop the program and theagh opportunities for
its current and future managers.

Scope of Management Development

It is intended to define the region or scope ofdfimanagement. The
objective is to reduce the performance gap betveetmal performance
and expectations.

This is it:

- The understanding of the basics

- Valuable work experience

- Constant receptivity to events

- Possessing the capacity for analysis, problewirgn judgment,
and decision-making

- Social skills and abilities

- Emotional stamina
Pro-acting is the propensity to address issueg®diey arise.

- Having mental agility, creativity, and balandedrning strategies

- Self-knowledge.

To keep the manager knowledgeable and keep him loking in any
of the aforementioned skills, management developrisamecessary.

This exemplifies the variety of requirements for nagement
development.

Self-Assessment Exercise 1
Define Management Development and list the varisaspes of
management development.

4.3.2 Management Development Methods

Using primarily two types of strategies, managean develop the
knowledge, abilities, and attitudes required todbective managers.
One is acquired through academic study, while ttreerois acquired
through practical experience.

4.3.3 Formal Training/on—the Job Training
It is impossible to overstate the importance oftleHob training
because only when the student applies what he daasdd does real

learning take place. However, it's also crucial remember that
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conventional classroom instruction and pedagogieahniques have
their own value in aiding students in learning newowledge, abilities,
and concepts.

Learning is haphazard without a theoretical undweripig, and theory
without application can never be referred to asnieg. When on-the-
job training is effectively matched with classroamstruction, real
learning happens.

Workplace strategies include, among others:

Coaching— In this situation, a specific supervisor is givesponsibility
for training the trainee and acting as an instmygiassing on knowledge
and abilities related to the job. He clarifies whaeds to be done and
how it can be done before checking in to see ingheng is proceeding
as planned.

Since counseling requires a conversation betwesisupervisor and his
employees about issues such as their hopes, cencamd emotions,
coaching should be distinguished from counselinge Therapist must
have extensive training and experience in ordgortwvide counseling.
Coaching can be done through routine tasks, dimmsf complex
issues, and giving participants the chance to ndakesions. Despite the
fact that the individual's potential is constrained

Job — Rotation - Executives are being moved methodically from
position to position and from department to departtrin this manner.
The rationale behind this approach is to provide nienager with the
necessary diverse skills and a wider perspectiveciware essential at
the upper management levels. If management beliaveandidate has
the potential to advance to higher levels, theytnguge them a variety
of work experiences before promoting them.

Through job rotation, the monitory of work is reédc and
interdepartmental cooperation is increased. It gméy the executives
from specializing in just one field and forces thdnto general
management.

Under Study - A person who is preparing to eventually assunhefal
the duties of the position that his superior cuiyeholds is known as a
"understudy.” With this tactic, the company carl &hy vacancies
caused by a promotion, retirement, or transfer \&iferson who is just
as qualified as the superior.

An understanding may be decided by the departmeits teader. Then

he will give him a thorough explanation of his lioework and an idea
of what it entails. This understudy learns how taken decisions as his
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superior involves him in the discussion of both ietate and long-term
issues. Giving him the duty of overseeing two oe¢hindividuals will
also assist him in learning how to exercise leddprs

Multiple Management: Managers participate in ongoing advisory
committees that research business issues and mes#mmendations to
senior management in a system known as multipleagement. It is
also known as the Junior Board of Executives Sysi&sfore meetings,
these Committees discuss the pressing issues aadga of feasible
solutions.

4.3.4 Off-The Job Techniques

Off-the-job procedures are seen as crucial to addtiee gaps because
on-the-job tactics have their own constraints.

Several of the off-the-job methods include:
Case Study
Incident Method
Role Playing

In Basket Method
Business Game
Sensitivity Training
Simulation

Grid Training
Conferences

0. Lectures

PHBOO~NOoORrMWNE

Case Study:Here, cases are developed based on actual busivests
that happened in various firms. The trainees avergcases to discuss
and decide on. -making. Then they are required dentify the
problems—both obvious and obscure—and offer saistio

Incident Method: This method was developed by Paul Pigors. “It aims
at developing the trainee in the areas of intallgctbility, practical
judgment and social awareness. Incidents are prdpam the basis of
actual situations which happened in different orgations. Each
employee in the training group is asked to study iticident and to
make decision®igors (1900-1994'.

Role Playing: A problem situation is simulated by asking the
participants to assume the role of a specific pensothe situation.
While taking on various roles, the person interagigh other
participants. There is no dialogue, but the characmental attitude is
described.
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Role-playing exercises provide participants withdfecial vicarious
experiences that aid in their understanding of rsth&his strategy
fosters interpersonal skills through practical a&milon. Role-playing
scenarios include a sales presentation, a jobvietey and a grievance
discussion.

In Basket Method: The trainees are first given background information

regarding a fictitious company, its product, keyspanel, numerous

documents, requirements, and all firm data. Pradiie this enhances

the following skills:

I Situational judgment in terms of rememberingads, setting
priorities, etc.

. Social sensitivity in establishing politenasswriting, setting up
meetings with those involved, and justifying demns.

iii.  The capacity for decision-making and action.

Business Game Here, trainees are divided into various categories.
Each participant must manage a fictitious orgammawhile engaging

in discussions and trying to reach conclusions tbieaues like
production, price, research spending, and otheegssThe other teams
react to the choice by acting as competitors. thimediate information
helps to assess how each team is performing itioeléo the other.
Participants are encouraged to participate morévedyt and gain
knowledge of effective cooperative group dynamissaaresult. All of
this improved leadership, quick thinking, organiaaal skills, and the
ability to work under pressure.

Sensitivity Training - The primary objectivity of this kind of training
the growth of sensitivity to and awareness of ormisn and other
people’'s behavioral patterns. This development ledsto increased
empathy, concern for others, tolerance for indigiddifferences, and a
decrease in racial prejudice.

Simulation - Using this method, the situation is recreated wway that
conveys a more intimate setting. The learner feslsthough he is
actually going through all of these situations.islexpected to take on a
specific role in the scenario and make decisioregtiress the issues. He
gets immediate feedback on how he is doing.

Management Grid - It has six phases and takes three to five yemars t
complete. It starts with enhancing group interacti;anagement skills,
moves through corporate planning, develops implé¢atiem strategies,
and ends with an assessment stage. The conclusowcases various
leadership philosophies. Each style is a specialofu of two core
ideologies: concern for people and concern for wutp
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Conferences- There are several people present, and since @weng
building on the ideas of the others, it is possthig their contributions
will be improved. This approach works best whenbject needs to be
looked at and investigated from various angleshdlps participants
improve their capacity for perspective shifting.rtRgpants value this
method of instruction because it allows them toregp their opinions.

Lectures - It is the most fundamental strategy there is. bast way to
present and explain a series of ideas, concepdsrudes is in this way.
To a group of trainees, the lecturer organizesibaterial and presents it
as a talk.

Self-Assessment Exercise 2
| Discuss some of the off-the-job Techniques

19

4.4 Summary

The management development approaches were defiogdred, and
used in this unit. In this section, we've given yonumber of definitions
of management development. As we've mentionedetisen need for
management development initiatives due to a numidferfactors,

including the knowledge and skill gap among mansger this unit, we
gave you a wide range of management developmemitpees.

N

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

u::4.6 Possible Answers to SAEs

Answer to SAEs 1

.5 References/Future Reading

List the different aspects of management developrzied define it.

Answer

Managers can enhance their management skills throngnagement
development, a systematic process of growth andldpment. It is the
result of both academic coursework and practicalkwexperience. It
aims to improve managers' performance by givingnttfugoportunities
for advancement. Additionally, it describes anyemtional effort to
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enhance current or upcoming managerial performafice.company's
responsibility in management development is tougethe program and
the opportunities for advancement for its currerd tuture managers.

Scope of Management Development

Scope designates the field management definitioarea of coverage.
To close the performance gap between actual peafocen and
projections.

Here are several examples:

- Knowledge of fundamental truths

- Relevant professional experience

- Persistence in susceptibility to events

- Analytical, problem-solving, decision-making, dandecision-
making abilities

- Social talents and capabilities

- Emotional fortitude

- Pro-acting is the tendency to fix issues bethey occur.

- Creativity - Mental Agility - Learning Habits drSkills That Are
Balanced

- Self-awareness.

Answer to SAEs 2

Off-The Job Techniques
Because on-the-job tactics have their own limitadjo off-the-job
procedures are viewed as essential to close the gap

Several of the off-the-job methods include:
Role-playing

Case Study

Incident Method
Basket Technique
Workplace Games
Training in Sensitivity
Simulation

Grid Training
Conferences

0. Lectures

PHBOXO~NoarwhE

Case Study:Here, cases are developed based on actual busivests
that happened in various firms. The trainees avergcases to discuss
and make decisions about. After that, they muspgit the issues—
both obvious and obscure—and provide solutions.
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Incident Method: This method was developed by Paul Pigors. “It aims
at developing the trainee in the areas of intallgctbility, practical
judgment and social awareness. Incidents are prdpam the basis of
actual situations which happened in different orgations. Each
employee in the training group is asked to study iticident and to
make decisions Paul Pigors.”.

Role Playing: A problem situation is simulated by asking the
participants to assume the role of a specific pensothe situation.
While taking on various roles, the person interagigh other
participants. There is no dialogue, but the characmental attitude is
described.

Role-playing exercises provide participants withdfecial vicarious
experiences that aid in their understanding of rsth&his strategy
fosters interpersonal skills through practical a&milon. Role-playing
scenarios include a sales presentation, a jobvietey and a grievance
discussion.

In Basket Method: The trainees are first given background information

regarding a fictitious company, its product, keyseenel, numerous

documents, requirements, and all firm data. Pradiie this enhances

the following skills:

I. Situational judgment in terms of rememberingads, setting
priorities, etc.

. Social sensitivity in establishing politenasswriting, setting up
meetings with those involved, and justifying demns.

iii.  The capacity for decision-making and action.

Business Game Here, trainees are divided into various categories.
Each participant must manage a fictitious orgammawhile engaging

in discussions and trying to reach conclusions tbieaues like
production, price, research spending, and otheegssThe other teams
react to the choice by acting as competitors. thimediate information
helps to assess how each team is performing itioeléo the other.
Participants are encouraged to participate morévedyt and gain
knowledge of effective cooperative group dynamissaaresult. All of
this improved leadership, quick thinking, organiaaal skills, and the
ability to work under pressure.

Sensitivity Training - The main objective of this type of training is to
increase awareness of and sensitivity to one's logravioral patterns

and those of others. Greater empathy, greater essro others, higher
tolerance for individual diversity, and fewer rdcstereotypes are the
outcomes of this evolution.
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Simulation - Using this method, the situation is recreated wway that
conveys a more intimate setting. The learner feslsthough he is
actually going through all of these situations.islexpected to take on a
specific role in the circumstance and handle thelehges by making a
decision. He quickly learns the results of his perfance.

Management Grid - It has six phases and takes three to five yemars t
complete. It starts with enhancing group interacti;anagement skills,
moves through corporate planning, develops implé¢atiem strategies,
and ends with an assessment stage. The conclusowcases various
leadership philosophies. Each style is a specialofu of two core
ideologies: concern for people and concern for wutp

Conferences- There are several people present, and since @weng
building on the ideas of the others, it is possthig their contributions
will be improved. This approach works best whenbject needs to be
looked at and investigated from various angleshdlps participants
improve their capacity for perspective shifting.rtRgpants value this
method of instruction because it allows them toregp their opinions.

Lectures - It is the most fundamental strategy there is. bast way to
present and explain a series of ideas, concepdsrudes is in this way.
To a group of trainees, the lecturer organizesiaterial and presents it
as a talk.
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UNIT 5 DECISION-MAKING

Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 Main Content
5.3.1 Definition and Scope
5.3.2 Enlarging Decision-Making Capacity
5.3.3 Steps in Decision-Making
5.3.4 Improving Decision-Making Ability of Execuis
5.4  Summary
5.5 References/Further Reading
5.6 Possible Answers to SAEs

ﬂ%l Introduction

Making decisions is the responsibility of the Exwees. Both
individuals and organizations must occasionally end&cisions.

Understanding the options available to the orgaiirsand being able
to evaluate them have a big impact on how the aozgdon makes
decisions. Regardless of an employee's positiom,obmis most critical
duties is decision-making.

@,

Learning Outcomes

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

Discuss decision-making

Analyse where decision-making capacity can be gathr
Demonstrate and list steps in decision-making m®ce
Evaluate and recognise how decision-making abitgn be
improved.

=I5 3 Decision Making
5.3.1 Definition and Scope

Decision is derived from the verb "decide,"” whichndtes both the
freedom to conceive of alternatives and the freedonselect among
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options without the influence of others. The majoaf these factors are
inherent and unchangeable components of the sogalitical,
economic, and technical environments. Decisionsnaade within the
constraints imposed by these various factors.

Viable trajectories of behavior are constrained Ioydividual
interpretations of the law, morality, ethics, araigion. The person's
"culture,” both inherited and learned, at leasthe extent that he is
unaware that many viable options are closed to &sna result of his
irrational interpretation of "Custom."

Decision-making is viewed as both creative andgadlin this context.
According to Smiddy, an authority on the concepbetision — making,
“Deciding is a matter of value, judgement and cddam”. “The quality
of value judgement and of wisdom, the quality ofueajudgement will
be improved to the extent that they are influenmgdactual rather than
erroneous or inaccurate information Smiddy (187%2)9

It is a widely acknowledged fact that decisions ragde based on value
judgments, so effective decision-making requireat tthe decision-

maker in question have a strong sense of their values. One method
to improve a person's sense of values is to dtrexch toward the goals
of the organization for which they work. This wéhhance their ability

to make decisions and, as a result, the qualitthef decisions. Each
choice is stated explicitly as a function of theigsed position. The

person in this position is personally and indivitluaesponsible for the

results and effects of the decisions given to him.

5.3.2 Enlarging Decision — Making Capacity

While it is advised to seek the advice of otharsluding coworkers and
inferiors, when making decisions that are soledy rtesponsibility of one
person, it is crucial to keep in mind that the dexi-maker ultimately
bears responsibility for the choice.

- Decisions are made by leaders and communicatétetstaff as a
whole. Here, the leader identifies a problem omaeledges the
existence of an existing problem, weighs the atlglaoptions,
and chooses one. He doesn't always pay attentiois siaff.

- The leader's choice is promoted. Here, he keepters and
judgments to himself. But now he sells it to othemther than
announcing his own choice.

Self- Assessment Exercise 1

1. Define the term “decision-making”.
2. What is a programmed and Non-programmed decision
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5.3.3 Steps to Decision-Making

According to Peter Drunker, there are five stepdenision — making:
- “Defining the problem

- Analyzing the problem

- Developing alternative solutions

- Deciding upon the solution

- Converting the decision into effective actiorid?drunker”.

It is crucial to remember that not every decisiceads to go
through all five of these steps in order to be madanagement
scholars have divided decision-making into two fmental
categories:

- Programmes

- Non- Programmed decisions.

By allowing for the consistent use of well-defingglarch and selection
techniques, programmed decisions address challer§esause the
issues that give rise to them are persistent, awenmay be almost
invented.

Contrarily, challenges in non-programmed decisi@s frequently
novel and poorly defined, making it challengingidentify the factors
that are important for obtaining the desired res&luch problems
typically necessitate moving the decision-makinguupstairs.

5.3.4 Improving Decision —Making Ability of Executves

Because people are endowed differently, decisiokimgecapacity may
be increased so that executives can benefit. Setisions are based on
value judgment and are overly reliant on the irgilial.

One strategy is to ask a wise decision-maker fercadand record the
steps he takes. Then, this method can be revieusst], and taught.
This is not simple, though, as many wise decisi@iens are not aware
of how they developed.

Another way to strengthen decision-making skillstas make more
decisions.

Removing individuals who lack the ability to makecdsions is the third
method to enhance the quality of decisions madeganizations rather
than improving individual decision-making skills.

Self-Assessment 2
| Discuss how to improve the Decision Making abitfyExecutive
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19

5.4  Summary

Every organization's primary responsibility is dgon-making. It is a
personnel function because it is one of the mogiomant things a
worker does for the company, for which he recem@ditional training,
and because it forms the basis of his performassessment. In this
lesson, the idea of decision-making was examindte $cope and
definition of organizational decision-making wereeyiously given.
Additionally, you've been informed that decisionkimg isn't just the
responsibility of those at the top of organizatiortsierarchies.
Additionally, you've learned how "harnessing" th@owledge of
superiors and co-workers can aid in decision-makiAdditionally,

you've learned decision-making techniques.

M

Smiddy, Harold F. “Deciding” in HB Maynard Ed. Ibid

u::5.6 Possible Answers to SAEs

Answer to SAEs 1

5.5 References/Further Reading

Decision is derived from the verb "decide,"” whichndtes both the
freedom to conceive of alternatives and the freedonselect among
options without the influence of others. The majoaf these factors are
inherent and unchangeable components of the sogalitical,
economic, and technical environments. Decisionsnaade within the
constraints imposed by these various factors.

Viable lines of behavior are constrained by persamarpretations of
the law, morality, ethnicity, and religion. The gpen's "culture,” both
inherited and learned, at least to the extentliras unaware that many
viable options are closed to him as a result ofrggional interpretation
of "Custom."

Decision-making is viewed as both creative andgiadiin this context.
According to Smiddy, an authority on the concepbetision — making,
“Deciding is a matter of value, judgement and o$da@m”. The quality
of value judgement and of wisdom, the quality ofueajudgement will
be improved to the extent that they are influenmgdactual rather than
erroneous or inaccurate information”.
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It is a widely acknowledged fact that decisions ragle based on value
judgments, so effective decision-making requireat tthe decision-

maker in question have a strong sense of their values. One method
to improve a person's sense of values is to dtrexch toward the goals
of the organization for which they work. This wéhhance their ability

to make decisions and, as a result, the qualitthef decisions. Each
choice is stated explicitly as a function of theigsed position. The

person in this position is personally and indiviluaesponsible for the

results and effects of the decisions given to him.

Answer to SAEs 2

Because people are endowed differently, decisiokimgecapacity may
be increased so that executives can benefit. Setisions are based on
value judgment and are overly reliant on the irdilral.

One strategy is to ask a wise decision-maker fercadand record the
steps he takes. Then, this method can be revieusst], and taught.
This is not simple, though, as many wise decisi@ikens are not aware
of how they developed.

Another way to strengthen decision-making skillstas make more
decisions.

Removing individuals who lack the ability to makecdsions is the third

method to enhance the quality of decisions madeganizations rather
than improving individual decision-making skills.
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MODULE 4

Unit 1 Ethics in Public Service

Unit 2 Discipline and Grievances

Unit 3 Conflict Management

Unit 4 Separation (Tenure and Turnover)
Unit 5 Separation (Retirement)

UNIT 1 ETHICS IN PUBLIC SERVICE
Unit Structure

1.1 Introduction
1.2  Learning Outcomes
1.3 Main Content
1.3.1 Definition and Scope
1.3.2 Elements of Ethics in Practice
1.3.3 Discipline
1.3.4 Good Conduct
1.3.5 Courtesy, Co-operation, Tact, Industry
1.3.6 Attitude to Public funds
1.3.7 Flexibility and Decision - Making
1.4  Summary
1.5 References/Further Reading
1.6  Possible Answers to SAEs

€
111 Introduction

Man is born with an ethical sense. An ethical béanhavis one that is
expected and appropriate. People management istiampdecause of
this. The development of the behavioural study drspnnel
management has reached an ethical stage. In sisisnewe'll talk about
what ethics are and how to instil them in both phelic and private
sectors.

@ 1.2

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

Learning Outcomes

. Discuss ethics

o Analyse and identify its significance in organipati

o Demonstrate and list attitudes which can be terrasdgood
conduct

. Evaluate good conduct in an organization
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MAIN CONTENT
1.3.1 Definition and Scope

The set of moral values and principles that guidepfe's or groups'
behavior in terms of right and wrong has been reteto as ethics.

Both management and leadership are covered by ri@niaational
ethics framework. Regarding managerial ethics atiogrto Joseph W.
Weiss, “Business ethics is the art and disciplieapplying ethical
principles to examine and solve complex moral diteas. Ethics in
organization bothers on a moral way of behavioat th expected in an
organization. Issues bothering on employee coirflictinterests,
inappropriate gifts, sexual harassment, unauthdripayments and
affirmative action issues”.

Taking into account the moral dimensions of ledder¥Veiss contends
that successful leadership also entails moral déinida¢ leadership. The
sense of right and wrong of leaders and followaran organization's
business operations becomes more significant esgses geographic
and cultural boundaries.

Making ethical decisions can be challenging becamseality is so

"person-dependent.” The limits of ethical reasoniug, however,

determined by a number of factors.:

- In order to be ethical, reasoning must be Idgipgesumptions
must be backed up by data, and conclusions musebe

- Facts and evidence must be accurate, pertinertd
comprehensive.

- The standards should be adjusted if the critased in ethical
reasoning are not consistent.

The following items can be regarded as ethical gjinds:

Ethical Relationship: Moral authority is supported by personal or
cultural self-interests, customs, or religious &fksli A morally upright
action is one that satisfies one's cultural needsns, or self-interests.

Utilitarianism: A decision or policy that is made after performiag
cost-benefit analysis is one that is morally oricathy sound. For most
people, the benefits far outweigh the drawbacks.

Rights: The foundation of the utilitarian concept is thelidfethat

everyone has the right to pursue their pursuiteédom of expression,
choice happiness, and self-respect. A manager raapajdize the
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implementation of a decision, policy, or procediirthey disregard the
rights of just one person or group.

Universalism: In this situation, the degree to which an actiospests
and values all people as ends in themselves is wgivas it moral
authority. According to this standard, managers tmwsat people
differently depending on their circumstances arfdaie from treating
them like mere numbers.

Justice: The equitable distribution of opportunity, wealdnd burdens
among people is the basis for moral authority.his tase, justice and
equity are what will determine the verdict.

The three components of justice:

a. Administration - (How rules, procedures and tineans of
distributing burden and wealth are determined).

b. Reimbursement (How people are compensatedhjisstices done
to them).

C. Publication - (Does the crime committee equatmishment
given).

Self-Assessment Exercise 1
1. Define Ethics?
2. What are the components of Justi

1.3.2 Elements of Ethics in Practice

In essence, this is what distinguishes ethical gonhdn public and

private enterprises.

(1) Discipline All employees in the public and yaiie sectors are
urged to practice discipline and to put the neefdthe service
first in everything they do. It encourages all higimking
officials to create codes of conduct that they ead ought to
abide by.

(2)  Virtuous conduct and concepts:

To serve the government with unwavering loyalty levhi
receiving just compensation.

Honesty is a virtue that civil servants should dgdho their interactions

with the general public.

- Courage - Courage for a valiant effort

- Courtesy - It is expected of public employeestreat service
members and members of the general public withriesd and
courtesy.
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Collaboration - All elected officials ought to caerpte.

Tact is the capacity to manage a challenging cistante without
offending the parties involved.

Hard labor is referred to as "industry."
- Organization
- Create a tidy and clean office environment

Self-Assessment 2
| Explain the Elements of Ethics in Prac

19

1.4 Summary

The following are the accomplishments of this unit:

In terms of ethics, there are two fundamental caieg: management
and leadership. Ethics is used to determine whetliercision, policy, or
method is right or wrong. Regarding its public segvendeavors, it has
offered ethical guidelines. Ethics has been a topuiscussion. Making
moral decisions is a deeply personal decision.

M

Weiss, Joseph W (1996)Organizational Behaviour of Change,
Managing, Diversity, Cross-cultural Dynamics and Ethics.

1.5 References/Further Reading

Minneapolis Paul: West Publishing Company.

Federal Republic of Nigeria Civil Service Handbo&lederal Ministry
of Establishment and Service Matters Lagos.

u::l.G Possible Answers to SAE

Answer to SAEs 1

1. The set of moral values and principles thadgupeople's or
groups' behavior in terms of right and wrong hasnbesferred to
as ethics. Both management and leadership are exb\u®r the
organizational ethics framework. Joseph W. Weisdined
business ethics as "the art and discipline of apglyethical
principles to examine and resolve complex moraérdias”
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under management ethics. Organizational ethicscaneerned
with the moral standards of conduct that are exgaedConflicts
of interest among employees, inappropriate giftexual
harassment, unauthorized payments, and issuesaffitmative
action are among the problems.

According to Weiss, who is talking about the ethiagpects of
leadership, "leading effectively also means leaditigcally and
morally while businesses expand across geograptuccaltural
boundaries, questioning the sense of right becomese
prevalent.":

- In order to be ethical, reasoning must be Idgica
presumptions must be backed up by data, and cootus
must be clear.

- Facts and evidence must be accurate, pertinamd,
comprehensive.

- The standards should be adjusted if the critagad in
ethical reasoning are not consistent.

The following items can be regarded as ethical gjinds:

Ethical Relationship: Moral authority is supported by personal
or cultural self-interests, customs, or religioadiéfs. A morally
upright action is one that satisfies one's cultmedds, norms, or
self-interests.

Utilitarianism: A decision or policy that has been made after
conducting a cost-benefit analysis is morally driczgtlly sound.
For most people, the benefits far outweigh the deks

Rights: The foundation of the utilitarian concept is théidfehat

everyone has the right to pursue their pursuit reedom of
expression, choice happiness, and self-respect.afdager may
jeopardize the implementation of a decision, polmyprocedure
if they disregard the rights of just one persograup.

Universalism: In this situation, the degree to which an action
respects and values all people as ends in thenssislvehat gives

it moral authority. According to this standard, ragars must
treat people differently depending on their circtanses and
refrain from treating them like mere numbers.

2. Justice: The equitable distribution of opportunity, wealémd

burdens among people is the basis for moral auyhdn this
case, justice and equity will guide the decision.
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There are three components to justice:

- Meticulous (How rules, procedures and the medrdistributing
burden and wealth are determined).

- Reimbursement (How people are compensated jigstioes done
to them).

- Publication (Does the crime committee equate ighument
given).

Answer to SAEs 2

Elements of Ethics in Practice

In essence, this is what distinguishes ethical gonhdn public and

private enterprises.

(1) Discipline All employees in the public and yaie sectors are
urged to practice discipline and to put the neefdthe service
first in everything they do. It encourages all higimking
officials to create codes of conduct that they ead ought to
abide by.

(2)  Virtuous conduct and concepts:

To serve the government with complete loyalty whigeeiving
just compensation.

Honesty is a virtue that civil servants should dgho their interactions

with the general public.

- Courage - Courage for a valiant effort

- Courtesy - It is expected of public employeestreat service
members and members of the general public withriesd and
courtesy.

Collaboration - All elected officials ought to caerpte.

Tact is the capacity to manage a challenging cistante without
offending the parties involved.

Hard labor is referred to as "industry."
Organization - Create a tidy and clean office esrvinent.
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UNIT 2 DISCIPLINE AND GRIEVANCE

Unit Structure

2.1  Introduction
2.2  Learning Outcomes
2.3 Main Content
2.3.1 Definition and Scope
2.3.2 Discipline
2.3.3 Grievance
2.3.4 Approaches to Discipline
2.3.5 Disciplinary Procedure
2.3.6 Types of Punishment
2.3.7 Nature and causes of Grievance
2.3.8 Pre-requisite of a Grievance Procedure
2.3.9 Grievance Procedure
2.4  Summary
2.5 References/Further Reading
2.6  Possible Answers to SAEs

€
21 Introduction

The preservation of positive interpersonal relaiops within an

organization depends on the promotion and upkeepdis€ipline.

Nothing can succeed in business without disciplklebusinesses have
always placed a high value on discipline. The meSicient and

effective use of various resources, including humesources, can be
achieved in a business by upholding excellent plisa.

@ 2.2

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

Learning Outcomes

o Discuss disciplinary action

o Analyse and identify various types of methods amdcgsses
employed in disciplinary action

o Demonstrate and recognize different forms of ingiste leading
to disciplinary action

. Evaluate and relate an offence to any approprigeipdinary
action[]
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Disciplinary Action
2.3.1 Definition and Scope

Employee behavior in relation to the rules and l&gns of an
organization is referred to as discipline. Disciplibroadly refers to
orderliness, which is the antithesis of chaos. elquires meticulous
technical adherence to strict standards and gaelilt simply means
acting as a responsible person would anticipat®rkev to act in terms
of work, cooperation, and behavior.

Another definition of discipline is a force thataeurages individuals or
groups to abide by the guidelines, policies, aratiices deemed crucial
for the smooth operation of the organization. lthis orderly conduct of
business by members of a group who consent to ahbydeecessary
rules out of a desire to cooperate amicably andacky the group.

2.3.2 Discipline

The use of warnings, penalties, and other form$uwifishment as a
means of enforcing compliance with orders and dpeyan accordance
with established rules and regulations constithtesdiscipline.

2.3.3 Grievance

A grievance is a sign that a worker is unhappy whiir job and how it
is being done. The employee believes that the agton for which he
works must fulfill certain goals or expectationshain.

Any dissatisfaction or sense of injustice with snemployment status
that is brought to management's attention is refleto as a grievance..
Flippo indicates that “grievance as a type of dident which must
always be expressed. A grievance is usually momadbin character
than a complaint. It can be valid or ridiculous andst grow out of
something connected with company operations orcpolit must
involve an interpretation or application of the yisions of the labour
contract”.

Any unhappiness or dissatisfaction, whether ackadgeéd or not, valid
or invalid, resulting from anything related to tlvempany that an
employee thinks, believes, or even feels is untaijust, or inequitable,
is also referred to as a grievance.

According to the aforementioned standards, a camplaay be real,
made up, or dissimulated, but regardless of it&liyalor lack thereof, it
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is still a problem. When an employee raises a aonadbe grievance
redressing authority must investigate the circun#aidentify the root
of the issue rather than simply considering it frantegal perspective,
and resolve it humanely. The therapeutic approachgtievance
resolution is the name given to this approach ievgnce resolution.
Consequently, a grievance may be viewed as a cgailg

psychological issue.

Self-Assessment Exercise 1
| Distinguished between Discipline and Grievance

2.3.4 Approaches to Discipline

The different approaches to discipline include:
- Human Relation Approach

- Human Resources Approach

- Group Discipline Approach

- Leadership Approach

- Judicial Approach

The employee will be treated as a person, and d¢is @& indiscipline
will be addressed in light of modern human valuEspitions, issues,
needs, objectives, and behavior, among other things

The human relations approach helps the employee raadends for his
errors. The employee is treated as a resource uhddruman resource
approach, and actions of indiscipline are addressedlight of
deficiencies in the areas of development, maintesaand utilization of
human resources.

Discipline standards are established by the greup &hole, along with
penalties for violations. Individual employees disciplined under the
group discipline system for their transgressionadé&i the leadership
style, each superior enforces the disciplinary ddass and guides,
instructs, and supervises the subordinates regarthie disciplinary
rules.

2.3.5 Disciplinary Procedure
The staff discipline procedures used by an orgéinizare as follows.
Reviewing the justification, sending a show-causgce, and giving the

employee another chance to respond - Carrying outhaough
investigation - Reviewing the investigative methedontinuing
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2.3.6 Types of Punishment

When a responsible employee is disciplined, thes tgp punishment

administered should be appropriate given the semiess of the error or

misconduct. Examples of penalties for differentetypf mistakes or

misconduct include the following:

- Oral warnings - An official's superior or suborate may
reprimand a subordinate verbally.

Written warnings are the first formally recognizethge of
progressive discipline and may be used if verbalnimgs are
ineffective in getting the desired response frora @mployee.
Written warnings, also known as "pink steps," wamemployee
that certain rights may be withdrawn if he or shatmues to act
improperly.

- Loss of privileges and monetary penalties

- Potential suspension

- Deferral of increments

- Demotion - Appointment termination, which cancec in two
ways
a. Dismissal
b. Discharge

2.3.7 Nature and Causes of Grievance

A grievance is a concern brought up by an empldgae may have an
impact on the conditions and terms of employmemtdioe or more
employees. It is outside the purview of the gri@eaprocedure and
typically falls under the purview of collective lgaining when a
problem is related to and supported by all or ttegonity of employees,
or when a trade union files a problem as a gemdaah. As a result, if a
problem is too general or broad in scope, the griee system will not
be able to address it.

A grievance has a narrower focus and is concernédhew a contract
or award should be interpreted in relation to alsirworker or a small
group of employees from different categories. Aesult, issues with
policies are not addressed.

2.3.8 Pre-Requisite of a Grievance Procedure
Certain prerequisites must be met for a grievanaEequure to be
effective. They are as follows: - Adherence to entr legislation,

including full consideration of existing statutorgrovisions when
developing the grievance procedure.
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- Clarity - All aspects of the grievance procedsh®uld be made
clear. A disgruntled employee must be informedha purpose
for which a complaint may be filed. The filing meth(written or
oral) and the time limit for resolving grievanc&milarly, the
redressing authority's responsibilities should lgstal clear.
What steps he can take and the boundaries he stesgéct.

- Simplicity - The complaints procedure shouldshaightforward.

2.3.9 Grievance Procedure

First and foremost, the complaints must be filethwhe appropriate
authorities. If the department head does not redpaworably, the
worker may approach the grievance committee, wiictomprised of
both employer and employee representatives. Witlgmen days of
receiving the grievance, this committee must ma&mmmendations to
management. Management must carry out decisionsheda by
consensus. If no majority decision is reached, tm@on and
management may refer the matter to voluntary atpdm within nine
(9) weeks of the worker receiving the managemeaisan.

Self-Assessment 2
| Discuss the nature and causes of grievances

19

2.4  Summary

The unit has investigated the concepts of punisiraed retaliation. It
has also looked into discipline techniques, distgrly processes,
different types of punishment, and the nature aabes of grievances.
This section examined the concepts of punishmedtgaievance. The
reward for disciplinary action is a penalty or mhment. It is a harsh
punishment, but it is an essential part of orgdmmnal life. Giving it in
the most non-offensive way possible can increasemance and speed
up the process of behaviour reformation.

M

Flippo Edwin B. (1984)Personnel Management. (6 ed.). New York:

2.5 References/Further Reading

135



PAD 124 ELEMENT OF HUMAN RESOURCE MANAGEMENT

u:;Z.G Possible Answer to SAEs

Answer to SAEs 1

Discipline

Discipline is beneficial when it shapes excellemhdvior, but it is
detrimental when it compels and constrains empleyée obey
commands and function in accordance with definedesruand
regulations through warnings, penalties, and dibrens of punishment.

Grievance

A grievance expresses an employee's dissatisfaaiitbhnthe work and
its nature. The employee has specific goals or @afpiens that he
believes the company for which he works must meet.

A grievance is defined as any dissatisfaction mrsseof injustice with
one's job status that is brought to management&ntamn. Flippo

indicates that “grievance as a type of discontemickv must always be
expressed. A grievance is usually more formal imrabter than a
complaint. It can be valid or ridiculous and musiwg out of something
connected with company operations or policy. It mums/olve an

interpretation or application of the provisionstieé labour contract”.

Grievance is also defined as any unhappiness satis&ction, whether
disclosed or not, legitimate or invalid, arisingrfr anything related to
the company that an employee thinks, believesyen deels is unfair,
unjust, or inequitable.

According to the above criteria, a grievance mayrhe, fictitious, or
disguised, and it is an issue, whether stated or vadid or invalid.
When an employee raises a grievance, the grievauacessing authority
must investigate the situation, identify the roause of the problem
rather than looking at it from a legal standpoismtd resolve it in a
humane manner. The therapeutic approach to grievasolution refers
to this method of resolving grievances. As a resultomplaint may be
viewed as a complex psychological issue.

Answer to SAEs 2

Nature and causes of grievances

A grievance is a concern raised by an employeehastthe potential to
affect the terms and conditions of employment fare cor more
employees. If a problem is linked to and suppoligall or a majority
of employees, or if a trade union files a problesrtaageneral claim, it is
outside the scope of the grievance procedure amallysalls under the
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purview of collective bargaining. As a result, if ssue is too broad or
too general in nature, it will be excluded from treevance system.

A grievance is of a narrower scope; it concernsitiverpretation of a

contract or award as it relates to an individualaosmall group of
workers.
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UNIT 3 CONFLICT MANAGEMENT
Unit Structure

3.1 Introduction
3.2  Learning Outcomes
3.3 Conflict
3.3.1 Definition
3.3.2 Discovery of Conflict of Interest
3.3.3 Types of Conflicts
3.3.4 Conflict Resolution/Management
3.4 Summary
3.5 References/Further Reading
3.6 Possible Answers to Self- Assessment Exercise

€
L13.1 Introduction

Conflicts and their resolution are a negative femnf an organization's
inter-personal and inter-group relations. It ddsesiconflict, whether it
is dysfunctional, and how to manage or resolveAit.number of

management theorists regard it as unnecessarycanpletely negative,
and what is bad and what could be good are disdus=e.

@,

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

Learning Outcomes

. Discuss Conflict

o Analyse and list a number of conflict situations

o Demonstrate how to manage conflicting situationptevent it
getting worse

o Evaluate how to resolve conflicts

Conflict
3.3.1 Definition and Scope
Conflict arises when two or more individuals or gps perceive their

own interests to be threatened by another, and witense emotions
may ensue.
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Conflicts arise when supervisors, organizationalsyor staff divisions
disagree with one another, either because theipl@scthat divide labor
and prescribe their relationships are unclear,emabse the prescribed
rules are followed by some but not by others, arabse differences of
interest, point of view, or personalities must eeanciled.

Conflicts are also defined as any dissatisfactiodiscontent that has an
impact on organizational performance. As such,otild be said or
unsaid, written or spoken, legal or absurd.

3.3.2 Discovery of Conflicts Interest

Organizations are communicating more than everrbdfwr a variety of
reasons, including the human relations movement labdr union
activity.

The following methods can be used to identify cetifl

Direct Observation: A competent supervisor is aware of his or her
subordinates' normal behavior, and when signifieaniations occur, he
or she is concerned with probable motivations, ola®ns that may
indicate deterioration. Statistics such as grieearates, accident rates,
transfer requests, resignations, and disciplinases may also point to
the presence of unspoken tensions.

Suggestion BoxEmployees may register their grievances anonymously
on this site.

Open Door Policy: This is where executives allow employees of all
levels to freely communicate with them. Most of thrae, this does not
happen because the executives are "too busy" te tlie younger
workers such an audience. However, where it wdhesy are capable of
identifying and eliminating problems before thex e serious.

Exit Interview: A departing employee conducted this interview.hi t
truth be told, it is an excellent source for deti@ing the root causes of
dissatisfaction in businesses.

The Ombudsman: The CEO now has an additional ear. Although he is
meant to hear and settle complaints, he is usdtlisnsection to find
disputes. Complaints that an employee cannot kiongis direct boss
serve as a data source for the types and prevatd@ncenflicts in the
organization.

Group Meeting: Some Chief Executives or supervisors openly beg or

complain during group meetings. During such sessipeople who are
unable to protest on their own gain courage andowercunderlying

139



PAD 124 ELEMENT OF HUMAN RESOURCE MANAGEMENT

issues. Some executives use this method of soiaitato identify
sources of difficulty in individual interviews witturrent employees.

Self-Assessment Exercise 1

1. Define Conflicts.

2. List four (4) ways which you would use to discovtre
existence of conflicts in an organization.

3.3.3 Types of Conflicts

There are five types of conflict.

Structural: It happens as a result of cross-functional departahe
differences in goals, time horizons, rewards, attholine and staff
activities, status, and resources. Disparitiesitkrand power can cause
conflict between staff and line positions.

Intra Personal: This occurs within a single individual. There aneee
types of disputes in this category:

- Intra-role Conflict

- Inter role Conflict

- Person role Conflict

When a person receives contradictory informatioouaba particular
position from others, intra role conflict occurs.

Inter-role conflict occurs when a person feels gdiied to play multiple
roles in their career or life, such as a singlehaotvho also works.

Person-role conflict occurs when a person is pressto conform to
norms other than his own.

Inter-Personal Conflict: When two or more people disagree, this type
of conflict arises. One of the causes of this tgbeconflict is when
someone is tough. Some people are hostile, evdantioThe second
category is "know it all," which is divided furtherto "Bulldozers" and
"Balloons.”

Bulldozers are people who are knowledgeable abaubgect but use
their knowledge to intimidate others.

Balloons, on the other hand, are people who bleffaoise they don't
know much about a subject.

Inter-Group Conflict: This occurs as a result of disagreement on a
wide range of fundamental issues. Furthermore,domehtal differences
in group formations can frequently be sources oflexi among groups.
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Inter-Organization Conflict: Strikes on a large scale occur between
enterprises and external stakeholders, such asrbkethat occurred
between ASSU - Academic Staff Union of Universiteesl the Federal
Government of Nigeria.

Self-Assessment 2
| Explain intrepersonal conflict and its typ

3.3.4 Conflict Resolution Management

There are five types of conflict management.
Competing: This is used when making quick decisions is regljiseich
as in an emergency.

When unpopular action is required in critical sitoas. When a person
believes he or she is correct on issues that #@reatito the company's
success. And against those who take advantage mfcompetitive
behaviour.

Collaborating: When the goal is to learn, to blend ideas from feop
with different points of view, an integrative sotut is required when
both sets of concerns are too important to commentoncerns should
be incorporated into consensus in order to obtamnaitment. to work
through emotions that have hampered a relationship.

Compromising: When opponents of comparable strength devote
themselves to mutually incompatible goals, the g@ak important but
not worth the work or potential description of méoeceful approaches.
To find a short-term solution to difficult problemisind quick solutions
when time is of the essence. In addition, if call@bion or competition
fails.

Avoiding: When an issue is stuck or when there are morsspg
concerns, this is used. When the benefits of sedtlé outweigh the
benefits of potential description, it appears ttiegre is no hope of
pleasing the offended parties. Allowing individuétsrelax and regain
perspective, and when acquiring knowledge takesepience over
immediate needs, and when others can more sucligssfsolve the
problem.

Accommodating: Allow a superior stance to be heard, learned, and
demonstrated your rationality when you discover yare incorrect.
When the concerns of others outweigh your own. dia gocial credit in
preparation for future crises. It is critical tonit loss when you are
outmatched and losing when harmony and stability extremely
important in order to allow workers to progress lgarning from
mistakes.
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3.4  Summary

This course has gone over conflict and conflicoha®on in great detail.
It also gave you definitions and methods/procedtinesletecting and
dealing with conflicts. This unit has provided sale conflict
definitions, methods for detecting the existence abnflict, the various
types of conflicts, and a conflict management sahem

M

Cole, G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST Lelts Educational.

Answer to SAEs 1

3.5 References/Further Reading

3.6 P ossible Answers to SAEs

Definition of Conflict

Conflict occurs when two or more individuals or gps perceive their
own interests as being threatened by others, aodgsemotions can
arise as a result.

Ways that conflict can be discovered:

Direct Observation: A competent supervisor is aware of his or her
subordinates' normal behavior, and when signifizaniations occur, he
or she is concerned with probable motivations, ola®ns that may
indicate deterioration. Statistics such as grieearates, accident rates,
transfer requests, resignations, and disciplinases may also point to
the presence of unspoken tensions.

Suggestion Box:Employees are free to submit anonymous complaints
here.

Open Door Policy: This is where executives allow employees of all
levels to freely communicate with them. Most of three, this does not
happen because the executives are "too busy" te tlie younger
workers such an audience. Where it is effectivewewer, they are
capable of detecting and removing grievances eegréthey mature.
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Exit Interview: A departing employee conducted this interview.hi t
truth be told, it is an excellent source for deti@ing the root causes of
dissatisfaction in businesses.

The Ombudsman: The CEO now has an additional ear. Although he is
meant to hear and settle complaints, he is usdtlisnsection to find
disputes. Complaints that an employee cannot kongis direct boss
serve as a data source for the types and prevatd@ncenflicts in the
organization.

Group Meeting: Some Chief Executives or supervisors openly beg or
complain during group meetings. During such sessipeople who are
unable to protest on their own gain courage andowercunderlying
issues. Some executives use this type of solicitatn one-on-one
interviews with current employees to identify reauses of problems.

Answer to SAEs 2

Intra Personal: This occurs within an individual. This type of cbaif
is divided into three:

- Intra-role Conflict

- Inter role Conflict

- Person role Conflict

When a person receives contradictory informatioouaba particular
position from others, intra role conflict occurs.

Inter-role conflict occurs when a person feels gdiied to play multiple
roles in their career or life, such as a singlehaotvho also works.

Person-role conflict occurs when a person is pressto conform to
norms other than his own.
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UNIT 4 SEPARATION (TENURE AND TURNOVER)
Unit Structure

4.1 Introduction
4.2  Learning Outcomes
4.3  Tenure and Turnover
4.3.1 Tenure
4.3.2 Turnover
4.3.3 The significance of Turnover
4.3.4 The Control of Turnover
4.4  Summary
4.5 References/Further Reading
4.6 Possible Answers to SAEs

€
A1 Introduction

Job stability is referred to as tenure, whereasower is the act of
leaving a job. This unit defines each concept axplagns how, despite
being at opposite ends of the spectrum, they asted together.

@ 4.2

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

Learning Outcomes

Discuss tenure and turnover

Analyse various types of tenure

Demonstrate and list various reasons and typasrodver
Evaluate the methods of controlling turnover.

Tenure and Turnover

4.3.1 Tenure

Tenure is defined as the employment attribute tha¢cifies the
circumstances and duration of an employee's emmayrii all other

factors remain constant.

The various types of appointments available in aemi service
determine the length of tenure.
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Trainee/Pupil: When an applicant for a job requires additional
professional experience before being considerety fptepared for
admission to a specific job, he may be appointed @ainee or pupil in
the role for two years." In this regard, the emplgg term is two years,
and the employee is required to obtain additionabfgssional
certification.

Probation: Except in the case of transfers, all new recroithé service
are on probation for the first two years, duringichhtheir performance
is monitored and assessment reports are genetatbdir performance
is deemed unsatisfactory at the end of the secewad, they may be
discharged.

Contract Appointment: This is a scheduled meeting for a specific time.
It is not eligible for a pension. Contract appoietits expire on the date
specified in the appointment, unless extended.

Pensionable Appointments Employees have full-time jobs that allow
them to pursue their careers.

4.3.2 Turnover

The movement of employees into and out of a compangferred to as
turnover. Turnover refers to the voluntary and iomtary permanent
removal from an organization. There's a link betwdenure and
turnover. Tenure has been found to be a consistagdtive predictor of
turnover and has been proposed as one of the teeltiors of turnover.

Self-Assessment Exercise 1
| Define turnover and tenure as a concept in personhenanagement.

4.3.3 The Significance of Turnover

Turnover is an indicator of a company's personrtabikty, and

excessive mobility is both undesirable and expensivhe following

costs are incurred when an employee leaves a cgmpan

I. Hiring Cost, which includes the time and res@s spent on
recruiting, interviewing, testing, and replacingmayees.

. Training costs, which include the time of thgupervisor,
personnel departments, and trainees.

iii.  Alearner's remuneration exceeds his or hépuot.

iv. The accident rate is always higher among nepleyees.

V. Production loss between the departure of tle®ipus employee
and the arrival of the new.
Vi. Production equipment is not fully utilized dhy the turnover and

training periods.
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vii.  When new employees are hired, scrape andewvas¢s rise.
viii.  Extra time

The turnover rate should give insight into:

a. organizational issues; and
b. the relationship between different types ofesafion and:
- Employment Types

- Salary Classes
- Service Duration
- Performance
- Job Conditions Compatibility in various firms at
headquarters vs field service
- Identifies irregularities throughout the hiripgocess, with
a focus on rules affecting recruiting, selectiolacpment,
and remuneration.
Self-Assessment 2
| Discuss the significance of turno |

4.3.4 The Control of Turnover

The turnover control issue can be divided into paots:
First, ascertain the causes of the various separéarms.

Second, adjust and develop the personnel progrdighinof the reasons
that have been identified.

Finding the reasons for turnover can be done in parconducting a
departure interview. This is the procedure for migwving any

employee to find out his or her reason for leaving company. Exit
interviews are used to clarify issues and prevesgdiess divisions.
Because efforts could be made to prevent the depaiftthe cause was
known. Additionally, even if it is too late to chgm the retiring

employee, the leave reason may still be improvedhab it no longer
exists.

Workplace dissatisfaction may result from: -.

|V<,»'/|
4.4 Summary

The section on tenure and turnover covered a wadge of topics. It
provided techniques for turnover control, outlingtie guiding
principles, pointed out and covered the various leympent
arrangements. Tenure and employee turnover ardatraspects of
human resource management. Turnover is the actea¥idg an
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organization, whereas tenure refers to working twts. There will be
a low rate of labor turnover if working conditioase good; otherwise,
there will be a high rate of labor turnover.

M

Flippo, Edwin B. (1984)Personnel Management (6 ed.). New York:

u::4.6 Possible Answers to SAE

Answer to SAEs 1

1.5 References/Further Reading

Tenure

The employment characteristic known as tenure descthe conditions
and length of time an employee will work, assumaigother factors
remain constant.

The various types of appointments available in a&emi service
determine the tenure length.

Turnover

Employee movement into and out of a company isrmedeto as
turnover. Turnover refers to both permanent volynend involuntary
departures from an organization. There is a linkwben turnover and
tenure. One of the best predictors of turnovereisute, which has
consistently been found to be negatively relatemitoover.

Answer to SAEs 2

The Significance of Turnover

An organization's staff stability is measured bgnaver, and too much

mobility is both undesirable and expensive. Thdofing costs are

incurred when an employee leaves a company:

I Hiring expenses, which consist of the time amoney spent on
recruiting, interviewing, testing, and replacement.

. Training costs, which comprise the time of twervisor, human
resources, and the trainee.

iii. A learner receives compensation that goesohdy what is

produced.
iv. New employees consistently experience higleerdent rates.
V. Production loss from the time the old emploigket go until the

new one is hired.
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Vi. Production equipment is not fully utilized ¢hg the training and
turnover periods.

vii.  Scrape and waste rates rise when new empsogeeinvolved.

vii.  Extratime

The turnover rate should give insight into:

Organizational issues, and how different typesegfasation relate to: -

Employment Types - Salary Classes

- Service Duration - Performance - Workplace cbods that are
compatible between different companies or betwesaduarters
and field service.

- Looks for irregularities in all aspects of thiirig process, but
particularly those involving hiring, selection, pément, and
compensation rules.
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UNIT 5 SEPARATION- RETIREMENT
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 Main Content
5.3.1 Definition and Scope
5.3.2 Types of Retirement
5.3.3 Mandatory/Voluntary Retirement
5.3.4 Pension and Gratuity
5.3.5 Contributory versus Non-Contributory Pension
5.3.6 Qualifying Periods for Pensions
5.4  Summary
5.5  Tutor-Marked Assignment
5.6 References/Further Reading
5.7 Possible Answer to SAEs

€l
5.1 Introduction

Retirement is an age-related terminal exit fronoeganization. It might
also be connected to conditions like sickness amihtshed capacity.

@,

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

Learning Outcomes

Discuss Retirement

o Analyse distinguished between retirements from rothe
“movements out” of service

o Demonstrate and explain causes that lead to regimem

. Evaluate and identify programs instituted to bend#iiose in
retirement.

Retirement

5.3.1 Definition and Scope

The end of an employee's working career is refetoeds retirement.
The passage of time is the most important componénetirement.

Retirement takes a lot of time. Governments sebkker's working life's
duration in advance.
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Working life lasts from the beginning of employméat men until the
age of 65 and from the beginning of employmentvimmen until the
age of 60. In Nigeria, there is no gender discration in the time
restriction. It is very industry-specific. The manory 65-year-old
retirement age is not applicable to judges or usite professors. Men
and women are required to retire at the age of r6after 35 years of
service under this statutory retirement age.

5.3.2 Types of Retirement

There are two main types of retirement:
- Mandatory
- Voluntary

5.3.3 Mandatory/Voluntary Retirement

Mandatory Retirement Age: The mandatory retirement age is 65 based
on the average lifespan today.

Many organizational managers think it's advantageounake everyone
retire at a certain age. The following are the argots made: - It is
simple to administer and has no repercussionsrioriqg that the older
employee no longer meets the work criteria.

- Younger employees are given opportunities faaadement.

- Knowing when people will retire makes it muctsiea to plan for
human resources.

- In the final few years of declining productiothe company
grants a graceful leave of absence to employees avhono
longer qualified.

- It encourages workers to make retirement plagierb a specific
date.

Arguments against a set and compulsory. Accordin§lippo “forced
retirements would result in insignificant lossesreél talents Flippo,
Edwin B. (1984)".

Consider treating each case separately as a mtsahition to the age-
related retirement conundrum. Some people can thiirt retirement at
the age of sixty (60), while others can work unltiey are well past
seventy (70). The current belief is that academith the rank of
Associate Professor and above must retire when ribegh the age of
sixty-five (65), which appears to be consistenthwacademic staff at
Nigerian universities who were required to retitéhe age of sixty-five
(65). Production is now used as a retirement indicaather than
chronological order.
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In Nigeria, where civil servants must now retireagé 60, the cost of the
pension wage has increased.

5.3.4 Contributory and Non-contributory Pensions

In some businesses, employees are required to c@keibutions to
their pension plan. even if they don't seem torfbended to contribute.
It's not out of the question that they contribuahough the employing
agency theoretically bears the entire cost in sie@daon-contributory
systems, employees may still bear some of it thmdugher wages. The
following benefits pertain to the contributory p&ms system: - It
prevents excessive requests from employees bedassdgear that they
will bear a portion of the cost. - It is simpleritaplement because the
burden is shared.

The employee accepts a joint responsibility to farya system that
plans for the retirement of his faculty in the basterests of the
organization and themselves.

A contributory system allows the employee to make dr her own
contributions.

Self-Assessment Exercise 1
Discuss Contributory and non-Contributory pension ad its
advantages

5.3.5 Qualifying Periods for Pensions

Some companies stipulate how many years an employes¢ work to
qualify for a pension or gratuity.

Particularly in non-contributory plans, this is amon. Your eligibility

for a pension in Nigeria is 15 years of servicethdligh it has since
been shortened to ten and five years, the servidegeatuity period is
still ten years. This action has the result of déngban earlier
termination of the service. On the other hand,hié tservice or any
specific organization wants to keep its staff fdoager period of time,
it can do so by lengthening the eligibility periddr pensions and
benefits.

Self-Assessment Exercise 2
| Discuss the qualifying periods for pensions
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5.6  Summary

Retirements and all of their implications, as wa#i pensions and
gratuities, were covered in this section. Thisdasexamined bonuses,
pensions, and retirements. Since retirements tdlaeepwhen an

employee's faculties and energy have been fullyetig by the work,

they are meant to be a period of relaxation. Howebecause the
retirement is on the low side, employees may be #&bletire with their

faculties and strength intact depending on thecpoin place in the

company or service.

N

Cole G. A. (1997)Personnel Management Theory and Practice (4th
ed.). London: ELST with Letts Educational.

5.7 References/Further Reading

Flippo, Edwin B. (1984)Personnel Management (6 ed.). New York:

u::S.S Possible Answers to SAEs

Answer to SAEs 1

Contributory and Non-contributory Pensions

In some businesses, employees are required to c@keibutions to

their pension plan. even if they don't seem torfbended to contribute.
It's not out of the question that they contribua&hough the employing
agency theoretically bears the entire cost in sie@daon-contributory

systems, employees may still bear some of it tindugher wages. The
contributory pension plan has the following advgeta

Since the burden is shared, creation is simplecaBse it is clear that
employees will bear some of the cost, it reducerlgv high
expectations on their part.

The employee accepts a shared responsibility tofpagp system that

accounts for the retirement of his faculty in theyamization's best
interests.
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Answer to SAEs 2

Quialifying Periods for pension
Some companies stipulate how many years an employes¢ work to
qualify for a pension or gratuity.

Particularly in non-contributory plans, this is amon. Your eligibility

for a pension in Nigeria is 15 years of servicethdugh it has since
been shortened to ten and five years, the servidegeatuity period is
still ten years. This action has the result of déngban earlier
termination of the service. Instead, the service aoy particular
organization could do so by lengthening the quedgyterm for pensions
and gratuities for its employees if it wants to [kees staff for a longer
period of time.
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MODULE 5

Unit 1 Recruitment and Retention

Unit 2 High Performance and Work System (HPWS) and
Instructional System Design

Unit 3 Performance Appraisal System

Unit 4 Compensation, Salary and Wages

Unit 5 Human Resources and Audit, Future, Chaksn@nd
Prospects

UNIT 1 RECRUITMENT AND RETENTION
Unit Structure

1.1 Introduction
1.2  Learning Outcomes
1.3 Recruitment and Retention
1.3.1 Employee Recruitment and Retention
1.3.2 Strategy and Training (A case study of QuebéVorld
Inc.)
1.3.3 Issue Assessment Process
1.3.4 High-performance,  Team-based, Customer-aikn
Culture
1.3.5 Employee Benefits
1.3.6 Intrinsic Benefits
1.3.7 Extrinsic Benefits
1.3.8 Societal Benefits
1.3.9 Educated Population
1.3.10 Standard of Living
1.3.11 Training and Development in other Commontheal
Nations
1.3.12 Training Investment by other Institutions
1.3.13 Taking a look at other Countries Payroll ifiray
Legislation
1.3.14 Using Training in Provision of Training Gtan
1.4  Summary
1.5 References/Further Reading
1.6 Possible Answer to SAEs

j" L11.1 Introduction

In this unit, we will learn a lot about staff despient and retraining as
well as the benefits to society as a whole thaermktbeyond the
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workplace. Organizational training and developmalsio aid in the
development of a skilled workforce, which is adweaygous to the
economy and our way of life. The knowledge andiskitat employees
acquire through on-the-job training help to createvorkforce that is
educated and skilled. For instance, some organizatffer literacy and
numeracy training to employees who did not receivethrough

traditional educational channels but who still néetb perform their
jobs. Additionally, this training enhances employseformance in the
workplace, which benefits society in a variety ays.

@ 1.2

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

Learning Outcomes

o Discuss and explain the meaning of issues assesgnaess,
the terms performance management, training andtegtca
development

o Analyse and describe the organisational, emploged, societal
benefits of training and development
o Demonstrate the intrinsic, extrinsic benefits ofimg to

employee and state its benefit to society, educakipopulation
and standard of living

. Evaluate the role of high-performance, team-basedtomer-
oriented culture in personnel management
. explain the meaning of strategic human resourcesagement

(SHRM) and strategic training and development stestdne
importance of training grant and investment in ey and
development of employee towards achieving orgaoisal
effectiveness.

Recruitment and Retention
1.3.1 Employee Recruitment and Retention

Organizations can use training to increase thgieapto potential new
hires while also keeping their current workforce.or Fmany

organizations today, training is the most effectvel for attracting and
keeping employees.

1.3.2 Strategy and Training (A case study of Queber World Inc.)

One of the biggest industrial printers in the woiddQuebecor World
Inc. It has 130 printing facilities in 17 countriaad 31, 000 employees
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worldwide. Its headquarters are in Montreal. Thengany began its
most successful training initiative to date in 1998fter thorough

research and an in-depth examination that lasteflillayear, the

corporation came to understand some important aesspmg business
realities. The printing industry has experienceshasignificant changes
recently. The company was no longer able to compat¢he basis of
price and quality alone, and gaining a competitagdvantage was
measured in hours and minutes rather than weeksanths.

1.3.3 Issue Assessment Process

Following the evaluation process, the company disoed that the most
important issue to concentrate on was customeicggrwhich was the
key to gaining a competitive advantage and disisigng itself from its

rivals. The company's All Star Customer Servicéening program was
developed as a result. The program's goal wasaikhtéhe company's
North American account and customer service reptatees cutting-

edge customer service methods.

1.3.4 High-performance, Team-based, Customer-ori¢ed Culture

Increasing their understanding of customer neadpraving account
management skills, and creating a high-performaneam-based,
customer-focused culture were among the prograbjectives. Three
intense three-day sessions with a maximum of 26cgaants each make
up the nine-day program. Customer service repratees had to create,
prepare, and serve a banquet dinner in two houtsout any coaching
as part of a team-building cooking exercise thas dane with the staff.
Employees were encouraged to work together duiig etixercise to
quickly produce targeted solutions. Additionallyhet application
provides role-playing scenarios involving "custosieand "plant staff.”
Participants in a low-ropes exercise are challengedcale a 15-foot
wall. Additionally, trainees are required to pretsEnsenior management
on what they have learned and how they intend ¢atus

1.3.5 Employee Benefits

Training and development are beneficial to empleyae well. Benefits
to employees can be classified as extrinsic (atsmnk as external) or
internal (also known as intrinsic to an individusich as knowledge and
attitudes).

1.3.6 Intrinsic Benefits

Employees who receive training gain new skills &mbwledge that
help them perform their jobs more successfully.ifiing personnel
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increases their knowledge and skills while alsostiog their confidence
in their capacity to carry out their duties. Theypeess feelings of
increased utility and kinship within the compangdahey actively look
for chances to make the most of their newly acqumbilities. After

receiving training, employees are more positiveualtioeir jobs and the
company.

1.3.7 Extrinsic Benefits

Along with the intrinsic benefits that training hiis employees, there
are extrinsic benefits as well. Better marketahiliincreased job
stability, higher pay as a result of improved knedge and skills, and
more opportunities for advancement are examplesxtrinsic benefits.
According to a number of studies, corporate trgrimtiatives increase
employees' salaries by 4% to 11%. Employees whe maproved their
knowledge and skills as a result of training wildoubtedly have more
and better job opportunities, and those who wonk dompanies that
offer extensive training will have an advantagerdiese who do not.

1.3.8 Societal Benefits

Beyond the workplace, training and development béstefits society as
a whole. Additionally, organizational training addvelopment helps to
create a skilled workforce that benefits the ecopamd our way of life.

1.3.9 Educated Population

The knowledge and skills that employees acquireutn on-the-job
training help to create a workforce that is edutaaed skilled. For
instance, some organizations offer literacy and emacy training to
employees who did not receive it through traditlomaucational
channels but who still need it to perform theirgoBdditionally, this
training improves daily performance for workers, ieth has many
positive social effects. Participants in corporgpensored training
initiatives report that they are using their newvllsko better manage
their personal lives. They are more capable of tstdeding product
assembly instructions and performing cost anddailtulations. If they
are fired or laid off, they have a better chancérafing employment.

1.3.10 Standard of Living

The level of living, wealth, and general successaohation depend
heavily on productivity and productivity growth. @ada is currently
producing less than the United States. Enhancing@me training and
skills is one of many strategies for increasingdpiaivity. The economy
and our way of life in Canada will both benefit ftoan increase in
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productivity. The federal government believes thexea strong link
between an educated workforce and a high-wage ewpnmvesting
billions of dollars each year in education and niray. Increased
corporate training spending also generates new [Bh&n the benefits
of education and training, you may be wondering twbhanefits
Canadian employees receive.

Self-Assessment Exercise 1
Explain The Following Terms
a. Employee Benefits
b. Intrinsic Benefits
c. Extrinsic Benefits
d. Societal Benefi

1.3.11 Training and Development in other Commonwdin Nations

To reap the benefits, organizations must investtrmining and

development. However, Canadian organizations haverkept up with
global trends in training and development research.actuality,

employees in Canada only get 8 hours of trainingyear on average.
The highest training is given to professional aadhnical staff (34
hours), while the least is given to tradespeopl@ liburs) and non-
technical staff (20 hours). Compared to workersnrall (21 hours) and
large (25 hours) organizations, main industry erygés (31.5 hours)
receive more training. According to the ConfereBumrd of Canada,
Canadian companies underinvest in employee traimntjdevelopment.
For instance, a record was made of the overallageinvestment in
training and development made across all Canadidnsiries. In fact,
Canada is currently ranked 20th out of 60 countries

1.3.11 Training Investment by other Institutions

For instance, BMO Bank of Montreal invests at lesesten days' worth
of training annually and spends an average of $l@B8 employee on
training, which is more than double the nationadrage.

More than twice as much as the national averagsatised by Labatt
Breweries of Canada employees, who also get at k=a&n days of
training annually. Beer school is attended by stedimbers from various
departments in order to learn how beer is madeadsas to develop a
deeper understanding of and appreciation for tmepamy's products. A
leader in ethics training is Molson Coors Brewingnipany, which was
mentioned in the unit's introductory vignette.

Self-Assessment 2
| Discuss Training Investment by other Institutions
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1.3.12 Taking a look at other Countries Payroll Taining Legislation
(A case study of Quebec)

For businesses that invest at least 1%, trainingised to provide
training subsidies. The only payroll training taxNorth America is this
one, and it is thought to be helping Quebec's staiffiing. According to
research done by the authors of this article, mssi@s in Quebec that
must abide by the law invest significantly more tiaining than
businesses that are exempt from it. They also speow on training
than businesses in Ontario, where there is no itigirtax law.
Additionally, the typical Quebec business spendshmonore than the
1% mandated by law. Although the only province iortN America
with a training tax is Quebec, countries like;

(@) Businesses are required to submit documentaazh February
showing how they allocated 1% of their entire pdytmtraining.

(b) If they haven't invested at least 1% of thetal payroll in
training, they must pay the government the diffeegrand that
money is then used to fund training initiativeshasinesses that
have.

(c) Companies must use instructors, training degdions, and
services that uphold moral standards. Any type raining is
acceptable.

(d) It is necessary to provide general informatiabout how
employees participate in training exercises.

(e) Companies can apply for provincial trainingosdies if they
meet the 1% training investment requirement.

1.3.13 Using Training in Provision of Training Grants

Businesses that invest at least 1% in trainingetiggble for grants. It's

believed that Quebec's staff training has imprawehks to the one and
only payroll training tax in North America. In faaiesearch conducted
for the Quebec companies subject to the law byatitbors of this text

reveals that these businesses invest significantdye in training than

businesses that are exempt from the law. Additlgna@lompanies in

Quebec spend more on training than companies iar@nwhere there

is no training tax law. The typical Quebec businaks® invests much
more than the minimal 1% required by law. Quebdbésonly province

in North America with a training tax.

19

1.4  Summary

Given that the amounts invested by the countrygmmizations have
remained largely stable over the last ten yeaesetiindings imply that
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the gap in training investments between Canadiad American

organizations appears to be widening and that teglain Canadian
training investment may have been reached. In otleds, Canadian
companies may be reluctant to spend significantlyenon learning and
development. In fact, the majority of organizatig62 percent) expect
their training expenditures to remain constanth@ ¢oming year. This
item summarizes information about training and dtmwment in

Canada. You can use this information to see how yompany and
training program compare to the competition.

Canadian organizations spend less on training awkldpment than
organizations in other parts of the world, suctEasope, Asia, Africa,
and the Pacific Rim. According to a Conference BazrCanada report,
in order for Canadian organizations to compete es&fally, they must
increase their investments in training and develpm This

underinvestment in training and development maylt@s a knowledge
and skill gap.
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u::1.7 Possible Answers to SAEs

Answer to SAEs 1

a.

Employee Benefits

Employees benefit from training and development veasl.
Employee benefits are classified as extrinsic benekhich are
more external to individuals, and internal or im$ic benefits,
which include knowledge and attitudes.
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b. Intrinsic Benefits

Employees who receive training gain knowledge akilissthat
enable them to do their jobs more effectively. kidifion to
gaining new knowledge and skills, trained indivitdutequently
gain increased self-efficacy or confidence in thadlity to do
their jobs well. They talk about feeling more udefnd a part of
the organization, and they look for opportunitiegtit their new
skills and talents to use. Furthermore, trainedleyges are more
enthusiastic about their jobs and employers.

C. Extrinsic Benefits

In addition to the intrinsic benefits that existtiimn employees,
there are extrinsic benefits associated with tr@niExtrinsic
benefits include increased wages as a result ofrawepol
marketability, increased job stability, and imprdva@oportunities
for advancement and promotion. Several studies fawed that
company-sponsored training programs increase erapiypay
by 4 to 11%. Employees with more knowledge anditaslas a
result of training will undoubtedly have more andttbr job
opportunities, and those who work for companies fravide
extensive training have an advantage over those wird for
companies that do not provide extensive training.

d. Societal Benefits
Beyond the workplace, training and development fisngociety
as a whole. Employers' education and training @nogr also
contribute to the development of a skilled worki&ravhich
benefits the economy and our standard of living.

Answer to SAEs 2

Training Investment by other Institutions

BMO Bank of Montreal, for example, provides at lessven days of
training per year and invests an average of $1,80@raining per
employee, which is more than double the nationalaye.

Employees at Labatt Breweries of Canada are redjuoecomplete at
least seven days of training per year, which isamiian double the
national average. Employees from all departmenméndtbeer school to
learn how beer is made as well as to gain a bettderstanding of and
respect for the company's products. Molson CooewviBry Company,
as mentioned in the unit's introductory vignetgeai pioneer in ethics
education.
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UNIT2 HIGH PERFORMANCE WORK SYSTEM
(HPWS) AND INSTRUCTIONAL SYSTEM
DESIGN (ISD)

Unit Structure

2.1  Introduction
2.2  Learning Outcomes
2.3 Instructional Systems Design
2.3.1 I1SD Concept and Model of Training and Depaient
(MTD)
2.3.2 Need Analysis
2.3.3 Solution to Performance Gap
2.3.4 Training Evaluation
2.3.5 Purpose of all Training and Development &$fo
2.3.6 The Instructional System Design Model of fireg and
Development
2.3.7 1SD Model Approach for M T and Development
2.3.8 The Application of the ISD model
2.3.9 High-performance Work Systems
2.3.10 Terrorism in the US and the Environmentaht€xt of
TRD
2.3.11 Counter terrorism Training and RTD Program
2.3.12 Goal Competition 3.3 The Labour Market
2.3.13 Change in Technological Revolution and lasigg
Globalisation
2.3.14 The Organisational Context of Training arev&opment
2.3.15 Strategy
2.3.16 Structure
2.3.17 Culture
2.3.18 Human Resources Management System
2.3.18 Achieving Objective HRMS
2.3.19 Aligning T & D with an Organisation’s BussgeStrategy
and HRMS
2.4  Summary
2.5 References/Further Reading
2.6  Possible Answers to SAEs

j" 21 Introduction

Environmental and organizational factors influeragh-performance
work systems. Environmental factors such as lawg, é€conomy,
competitiveness, demography, and social valuebaalé an impact on
organizations. For example, if a competitor lausclaeproduct at a
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lower price, the organization must decide whetleintitate the rival's

activities or compete in other ways, such as byidog better service.
This strategic decision will have an impact on tost, the capacity to
pay personnel, and the requirement to train andarévemployees for
good performance. Events and concerns both ingideoatside of an
organization can necessitate the acquisition of keewledge, skills,

talents, and training programs. We'll look at tleehnique and idea
behind instructional system design (ISD) and trajnin this lesson.

@ 2.2

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

Learning Outcomes

o Discuss instructional systems design (ISD) moded ats
application to real life
o Analyse and explain the terms need analysis, trgidesign and

performance management, training, and traininguatan and
development

o Demonstrate and describe the organisational, eraploynd
societal benefits of training and development
o Evaluate why and how to conduct an organisationalysis, a

task analysis, and a person analysis as appropriate

=l 3 Instructional Systems Design

2.3.1 ISD Concept and Model of Training and Devefament (MTD)
Development

Training is presented as a logical and scientiffocpdure in the
instructional systems design model of training dadelopment (MTD),
with three main steps: training requirements anglysaining design
and delivery, and training assessment.

The first step in the process that leads to impdoperformance is to
analyze current performance.

The process is triggered by an itch or a perforraagap. A company
"itch" is something that someone notices isn'tequight. Perhaps there
are too many customer complaints, poor productityyah loss of
market share, or employees who are dissatisfield mvéanagement or the
use of technology. Perhaps there is a performassigeithat makes it
difficult for employees or departments to meet obyes or
requirements.
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2.3.2 Need Analysis

A requirements analysis is a critical first stefha instructional systems
design paradigm for determining the nature of tfteblem and whether
training is the best solution. A requirements asialys performed to
identify the discrepancy or gap between the curs¢aie of affairs and
what should be happening. A needs analysis has thagers: an

organizational analysis, a task analysis, and sopeanalysis.

Each level of the requirements analysis is carmed in order to
translate difficulties and the need for trainingn Aorganizational
analysis identifies the areas of an organizationer&htraining is
required, whereas a task analysis specifies the dypraining required,
and a person analysis identifies the individual¢him organization who
need training.

2.3.3 Solution to Performance Gap

Strategies for closing the gap are considered basedata collected
from the manager, employees, customers, and/ooig documents.
Alternatives must be evaluated before training etednined to be the
best solution to the problem. The following intamiens may be used to
close the performance gap: (a) feedback, (b) imeesit or (c) other
human resource interventions.

If it is determined that training is the best smnf objectives—or
measurable goals—are written to improve the sitmatind close the
gap. The analysis of needs, the consideration tefradtive strategies,
and the establishment of objectives require traingy focus on
performance improvement rather than the delivery aoftraining

program. Training is only one solution to perforro@anssues, and it is
not always the best one.

2.3.4 Training Evaluation

Training evaluation follows the creation and delweof a training
program. The requirements analysis and trainingsgpeovide critical
information about what should be evaluated to deites the success of
a training program. Among the critical evaluatiaregtions are: Did the
training program meet its objectives? What did wosklearn? Has
employee work performance improved? Is the compmgpoming more
productive? Was the cost justified?
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2.3.5 Purpose of all Training and Development Efits

All training and development initiatives should aito increase
employee productivity and organizational effectess It is critical to
determine whether training has resulted in changesmployee job
performance and organizational improvements. At fluint, the trainer
must decide what to assess as part of the evatuatioa training
program and how to organize an evaluation studiraiing assessment
can be used to determine whether components cdi@ing program
should be retained, modified, or removed.

Figure 2.1 depicts a condensed version of the uostmal systems
design paradigm for training and development. Tiret $tep is a needs
assessment, and as previously stated, each stdgeifdo the next.

2.3.6 1SD Model Approach for M T and Development

Despite the fact that the ISD model is the pretermaethod for

administering the training and development process)y organizations
do not accept all of its components. In other wprdany organizations
fail to conduct a requirements analysis, implempoobrly planned

training programs, and fail to assess their tr@niprograms.

Furthermore, in recent years, the ISD model hasecander fire from

training experts who have questioned its values dtill the best method
for managing the training and development procdssnwsed correctly.
Training initiatives frequently fail because cr#tic steps such as
conducting a thorough needs analysis are skipped.

2.3.7 The Application of the ISD Model

When a performance gap in an organization is dms@u; the
instructional systems design paradigm is initiafBite ISD model states
that "recognition of a performance gap should tesulthe following
sequence of activities."

1. Conduct an organizational analysis to examiree gerformance
gap and determine whether training will help (whlea cause of
the problem is a lack of knowledge or skills).

2. Conduct a task analysis to determine how therkwor
occupations in question should be performed, abagehe items
that a skilled employee must know and be able tmmplish if
training is a possibility.

3. Conduct a person analysis to compare how peaglecurrently
performing on the job to how they should be perfogrin order
to determine the most effective training techniques
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Self-Assessment Exercise 1
What do you understand by the Instructional systemslesign (ISD)
concept and model of training and development?

2.3.8 High-performance Work Systems

consist of an interconnected network of HR prastiaad regulations
that frequently include stringent hiring and satatt processes,
performance-based incentive pay, performance momio a

commitment to employee participation, and significaraining and
development initiatives. A growing number of stidigave found that
businesses with high-performance work systems oiatpe their

competitors in terms of profitability and produdtyv Environmental
and organizational factors influence high-perforoemwork systems.
Environmental factors such as laws, the economynpatitiveness,
demography, and social values all have an impadarganizations. For
example, if a competitor launches a product at wefoprice, the
organization must decide whether to imitate thealisvactivities or
compete in other ways, such as by providing bettevice. Both costs
and decision-making capacity will be reduced.

Human resource policies and procedures may ocabiorhange due
to sudden and unexpected changes in the environ@ensider how the
September 11, 2001, terrorist attacks in the Unieates influenced
airport and airline security training. The Trandpton Security
Administration in the United States developed neitega for training
baggage handlers and flight attendants, as welluthg federalizing
airport security. Metal detectors, X-ray scanndyag searches, and
stress management techniques are now part of ¢theital training for
baggage screeners. The training duration was isedeto 60 hours of
on-the-job instruction and 40 hours of classroosirirction. Pilots and
flight attendants receive training on how to redagrand respond to
potentially hazardous situations.

2.3.9 Terrorism in the US and the Environmental Catext of TRD

Global competition, technology, the labor markeiy @hange are some
of the major environmental factors influencing hwumeesources,
training, and development.

Cities such as Toronto responded to the SeptembePdO01 terrorist
attacks in the United States by upgrading theiripggant, improving
coordination among police, fire, and medical pergbnand training at a
new counterterrorism center at Canadian Forces Bag8) Suffield.
CFB Suffield recently attracted a Toronto emergeregponse team as
well as a group of US Marines who later served igh@anistan because
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it is NATO's only location where troops can traiatdoors with live
chemical agents.

2.3.10 Counter terrorism Training and RTD Program

Municipal emergency response teams are practioomgbfo-terrorist
attacks as part of a counter-terrorism traininggmom at a base in
southeast Alberta that was once known as a togtskab for biological
and chemical warfare research. To simulate a ctemaitack on a major
Canadian city, Toronto dispatched a team of poligefighters, and
paramedics to Suffield, where they handled liqaidrsand mustard gas
in a series of simulated terrorist attacks. Siméaercises have been
carried out in Calgary and Ottawa-Carleton. In shesltering heat, the
Toronto units practiced finding and decontaminatimg blistering agent
as well as treating mass casualties while wearadesl protective suits
and respirators.

2.3.11 Goal Competition

As a result of rising global competition, busineskave been forced to
increase their productivity and the quality of th@ioducts and services.
Employee skill development is almost always requite improve the
manufacturing process and quality objectives. Furttore, when
Canadian companies send employees abroad to vienkust provide
cross-cultural training to help them adjust to autceed in a new
culture. Thus, global competitiveness may impogertéed for training
and development, as well as multiple changes to amufre-source
processes. Technology has drastically altered hosinbsses operate
and compete. New technology may boost productiatyd give
businesses a competitive advantage. These advantrhewever, are
contingent on personnel training.

The Labour Market Changes in the labor market can have a significant
impact on training and development. Consider theeinding skilled
labor shortage in Nigeria. According to estimatdgeria may have a
million qualified employees shortage by 2020. Toaldevith this
impending issue, the country's approach to educatia training will
need to change. If organizations cannot find eng®sy with the
necessary knowledge and skills, they will needrtivide more training

in order to compete and survive. Because of chaimgée labor market
and worker availability, the type and amount ofintirsg will need to
change.
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2.3.12 Change in Technological Revolution and Incesing
Globalisation

The product of the technological revolution, grogviglobalization, and
competitiveness is a highly unpredictable and dyoaemvironment.

Organizations must adapt and adjust in order toiweirand remain
competitive. As a result, managing change has be@megular part of
organizational life, with training and developmemiaying an

increasingly important role. This frequently inochsd both training
programs tailored to the change process and tgaithat is part of the
change program. Employees will require team trginfor example, if a
company implements a transformation program theludes a team-
based work structure.

2.3.13 The Organisational Context of Training andevelopment

Figure 2.1 shows that, in addition to external uaefices, internal
organizational events have an impact on trainind development.
Some of the most important internal elements asgegly, organization,
and culture.

2.3.14 Strategy

Strategy is an important factor in training and elepment. As

previously stated, when training and developmest @rgned with a

company's strategy, they can help that companye®ehits strategic
goals and gain a competitive advantage. The caoatidim of human

resource policies with a company's corporate gyate referred to as
strategic human resource management (SHRM). HRtipeac and

initiatives are more aligned in organizations whtgher performance.
Training is considered strategic when it suppotisiess strategy and
assists an organization in achieving its strategials and objectives.
Whether a company has a quality, innovation, ortausr service

strategy, training and other human resource praesdunust be

developed to support and reinforce the strategy.

2.3.15 Structure

Organizational structure has an impact on trairamgl development
activities as organizations become flatter and héexger layers of
management. Employees must be trained in traditionanagerial
activities such as problem solving, decision makiteamwork, and
other similar activities because they will be parimg tasks that were
previously considered managerial. Many organizatistructures have
undergone significant changes, which frequentlyltesm changes to
workers' duties and obligations.
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2.3.16 Culture

The culture of an organization refers to the comnamsumptions,
attitudes, and beliefs that exist within it. An angation's culture is
critical because it establishes its standards apdatations for behavior.
Through training programs, employees are frequemmigrmed of an
organization's culture, as well as its conventiand expected behaviors.
For example, the Molson Coors Brewing Company'scethraining
programs inform employees about the company's athiorms, which
are firmly established in the company's culture anel visible in the
employees' daily behavior. The company's trainimeg@mms reflect an
integrity culture and the importance of operatimg an honest and
trustworthy manner based on corporate ethics arrdlmonviction.

2.3.17 Human Resources Management System

The human resources management system and othemhkgsources
activities have an impact on training and developinie organizations.
In reality, human resource practices should bedinated and linked to
one another, as well as tied to company strategya Aesult, there are
two types of linkages in strategic human resoureeagement. First and
foremost, as previously stated, human resourcetipeac should be
linked to corporate strategy. Human resource prastmust be linked to
one another in order to support an organizationategy. Instead, the
entire system of HRM practices, not just these legns, must be
considered.

2.3.18 Achieving Objective HRMS

Human resource management aims to attract, motidsteelop, and
retain personnel whose performance is critical lie brganization's
achievement of its strategic goals. The human ressumanagement
system accomplishes this through the implementatioHR planning,

recruitment and selection, orientation, trainingd adevelopment,
performance assessment, remuneration and bertedigdth and safety,
and employment equality practices. These procedotesact to form a
high-performance work system that is an integrated linked HRM

system. To support the organization's strategiclsgosach function
should be coordinated with the others. For exampke company wants
to provide excellent customer service, it must hemaployees who
possess the necessary skills.
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2.3.19 Aligning T & D with an Organization's Busines Strategy and
HRMS

Finally, external variables influence how an orgation manages its
strategy, structure, and human resources, whidhbrm influences how
training and development programs are developed deldered. A
company's business strategy and HRMS should belglaslated to
training and development. In other words, thereukhde a strong
alignment between the strategy and training anetldement practices,
as well as other HRM activities. As a result, tiagnand development
are critical components of a high-performance wenkironment that
may improve employee performance and, as a residgnizational
effectiveness.

Self-Assessment Exercise?2
What is strategic human resources management amdit canable
superior performanci

19

2.4  Summary

In reality, human resource practices should bedinated and linked to
one another, as well as tied to company strategya Aesult, there are
two types of linkages in strategic human resoureeagement. First and
foremost, as previously stated, human resourcetipeac should be
linked to corporate strategy. Human resource prastmust be linked to
one another in order to support an organizatidregegy. In this regard,
the system of HRM practices as a whole, rather thecific HRM
practices and rules, is most important. We aldaethbhbout training and
development as part of a high-performance work esgstthat is
integrated into the organizational and environmlectatext. To ensure
maximum effectiveness, we specifically mentionesl tleed for planned
training.
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u:;Z.G Possible Answer to SAEs

Answer to SAEs 1

The Application of the ISD Model When a performance gap in an
organization is discovered, the instructional systelesign paradigm is
initiated. According to the ISD model, identifyirg performance gap
should result in the following series of actions.

1. Conduct an organizational analysis to examirge gerformance
gap and determine whether training will help (whlea cause of
the problem is a lack of knowledge or skills).

2. Conduct a task analysis to determine how therkwor
occupations in question should be performed, akagehe items
that a skilled employee must know and be able tmmplish if
training is a possibility.

3. Conduct a person analysis to compare how pemglecurrently
performing on the job to how they should be perfogrin order
to determine the most effective training techniques

Answer to SAE 2

Strategy is an important factor in training and elepment. As

previously stated, when training and developmest @rgned with a
company's strategy, they can help that companye®ehits strategic
goals and gain a competitive advantage. The caoatidim of human

resource policies with a company's corporate gyate referred to as
strategic human resource management (SHRM). HRtipeac and

initiatives are more aligned in organizations whigher performance.
Training is considered strategic when it suppoaiporate strategy and
assists an organization in achieving its strategials and objectives.
Whether a company has a quality, innovation, ortausr service

strategy, training and other human resource praesdunust be
developed to support and reinforce the strategge ¢so Training.).
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UNIT 3 PERFORMANCE APPRAISAL SYSTEM
Unit Structure

3.1 Introduction
3.2  Learning Outcomes
3.3 Performance Appraisal System
3.3.1 Performance Appraisal
3.3.2 Feedback to Human Resources
3.3.3 Elements of Performance Appraisal Systems
3.3.4 Performance Standards
3.3.5 Performance Measures
3.3.6 Performance Appraisal Challenges
3.3.7 Legal Constraints
3.3.8 Leniency and Strictness Bias
3.3.9 Reducing Rater Bias
3.3.10 Rating Scales
3.3.11 Accomplishment Records
3.3.12 Behaviourally Anchored Rating Scales
3.3.13 Field Review Method
3.3.14 Performance Tests and Observations
3.3.15 Comparative Evaluation Approaches
3.3.16 Ranking Method
3.3.17 Future-Oriented Appraisals
3.3.18 Self-Appraisals
3.3.19 Attitude Surveys
3.3.20 Assessment Centres
3.3.21 Implications of the Appraisal Process
3.3.22The Human Resource Management Process with
Performance
3.3.23 Training Raters and Evaluators
3.3.24 Guidelines for Effective Performance Evaarat
Interviews
3.4 Summary
3.5 References/Further Reading
3.6  Possible Answers to SAEs

’e' 3.1 Introduction

When it was decided that customer service would beajor approach,
the Allstar training program was developed, whiclaswcritical in

achieving its strategy. As a result, strategy fesdly plays a critical role
in determining the type of training and developmiatt is required in
organizations. Training becomes strategic whes linked to corporate
strategy rather than being a separate and autorautivity, increasing
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the likelihood of success. In fact, there is somience that poorly
targeted training may reduce an organization's etarlue.

@,

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

Learning Outcomes

o Discuss the manager's and HR department's roleriormance
appraisals

. Analyse and explain the uses of halo and recergcefof
performance appraisals system and its significam¢€R role

o Demonstrate the strengths and common shortfallsmokt
performance appraisal systems

o Evaluate MBO, Future Oriented Appraisals, Behawbur

anchored ratings, ranking methods and other comynaekd
appraisal methods and their challenges

. articulate the importance of training Raters andl&ators and
how to evaluate performance appraisals, and itargdges in the
perspective of other HR tools.

Performance Appraisal System

In order to help our employees, internalize oungples, we provide
360-degree assessments that include feedback fears,pbosses, and
subordinates. They are the most brutal assessnyentscan receive
because people learn things about themselves liegt have never
known before. 3.3.1 Performance Evaluation

This procedure is used by organizations to evaleaigh employee's
work performance. Employees, supervisors, the HRadment, and,
ultimately, the organization will benefit when in@llual activities
contribute to the strategic goal of the businestheO organizational
activities have an impact on the organization'saess, which in turn has
an impact on performance evaluations. They freduesay a role in
how a business executes its strategy. “When IBM sgtiits PC-printer
and typewriter business. "We concluded that we toadhange nearly
everything in our business.” says Marvin Mann, CBOthe new
company, Lexmark International. It parted ways wittughly half its
workers, reorganised the rest into new, customeuded units, gave
every employee stock options, and created a stsigitem of
performance measurements that forced accountabiliihe Mann
revolution at $1.8 billion-a-year Lexmark has prodd a 5 %-point
increase in gross profit margins and a huge reoligti debt ahead of
schedule. Noe, R.A. (2000)". IBM Lexmack Subsidjagolumbus
Ohio, 2007. Performance “appraisals are about eyeplperformance
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and accountability. In a globally competitive wqgrldompanies need
high performance”. At the same time, employees waarformance
feedback to influence future conduct. This is egllgctrue for newbies
who are learning about their professions and thekmlace. Longer-
term employees prefer positive feedback on the wdotithings they
perform, but they may detest corrective input tlagpears to be
criticism. Supervisors and managers must assesbrpance to
determine what steps to take. They can use speufiiments to assist
with career planning, training and development, arsal raises,
promotions, and other placement decisions. Upamahras the CEO of
Allied-Signal, Lawrence A. Bossidy assigned hisethrexecutive vice
presidents to improve key HR activities, which tkd HR department to
redo its employee appraisal process. Starting mualy, a “boss must
offer subordinates help such as special traininguside courses to
improve weaknesses he or she identifies. Salar@#texs will fill out a
form listing their skills, describing their caregoals, and naming other
divisions they would like to work for”. “This infonation will create a
database of people who might fill various openirthsough the
company and will become an agenda for an annu&brnmal, but
mandatory 'How in | doing?' chat with the boss safgafrom appraisals.
Colquitt,J (2000) in Allied Signal Coorporation,rBaus, New Jersey,
(2000, p. 59)”

Human resource departments use performance assésstam to

evaluate the effectiveness of recruiting, selectioorientation,

placement, training, and other activities. Althougformal and ongoing
day-to-day assessments are necessary for a sudcepsfation, these
approaches are insufficient to meet the demandseoHR department.
Formal evaluations are required to assist manawgetts personnel

placement, remuneration, and other human reso@asidns.

3.3.2 Feedback to Human Resources

Overall organizational performance, whether goodan, reveals how
well the human resource function is performing. rf&pgme completing

a form created by the HR department. Furthermadappened in one
section of Xerox, the system's design may encouragéesirable

behavior by employees and managers. As demonstogitdds example,

an organization cannot have just any assessmetgnsyst must be

successful, widely recognized, and effectively iempénted. If certain
requirements are met, performance assessment sysiam highlight

critical changes in HR information relating to jabalysis and design,
human resource planning, staffing, orientation platement, training
and development, and career planning. Performaneduaions are

critical for focusing personnel on strategic goasl objectives, as well
as preparing replacement summaries.
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3.3.3 Elements of Performance Appraisal Systems

To be effective, an assessment system and appnagthbdologies must
establish performance-related standards, measoee tstandards, and
then provide feedback to employees and the humasourees

department. When performance criteria or metries rast job-related,

the assessment may produce inaccurate or biasedtsresausing

managers' relationships with their employees tdeswdind potentially

violating equal employment opportunity laws. Withdaedback, it is

unlikely that human behavior will improve, and thepartment will lack

reliable records in its HR information system onickthto base decisions
ranging from job design to remuneration.

The HR department typically develops and manages cttimpany's
performance evaluation system. Centralization guaes consistency.
Although the HR department may develop differenprapches for
managers, professionals, employees, and other groopnsistency
within each group is critical

3.3.4 Performance Standards

Appraisal systems must include performance stasdavdich serve as
benchmarks against which performance is measuredeTsuccessful,
standards must be linked to the desired outcomesaoh task. As
previously stated, job analysis identifies preciggeerformance
requirements by analyzing current employee perfaceaUnited Parcel
Service (UPS) is perhaps the best example of mesmk standards,
with over 1000 industrial engineers evaluating &ming every aspect
of worker performance. Consider the following W&ltreet Journal
guote, “Joseph Polise ... bounds from his brownvest truck and
towards an office building .... A few paces behinmidn”, “Marjorie
Cusack, a UPS industrial engineer, clutches aaligimer”. She counts
his steps and times his contact with customersificdradetours,
doorbells, walkways, stairways, and coffee bredWge don't use the
standards as hammers, but they do give accoumyabsiays Larry P.
Breakiron, the company's senior vice presidenteogineering. "Our
ability to manage labour and hold it accountablethe key to our
success.” To hold employees accountable, a writemord of the
standards should exist and employees should besetivof those
standards before the evaluation occurs. Ideallg, appraisal of each
employee's performance should be based on actdairmpance of the
critical elements identified through job analysi¥he Xerox example
earlier mentioned meets these standards.
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3.3.5 Performance Measures

Credible performance measurements, which are thagsaused to
assess performance, are also required for perfaenawaluation. They
must be simple to use, dependable, and capablepafrtng on the
important behaviors that define performance in ortie be useful.
Dependable measurements also allow others to reheh same
conclusions about performance using the same mesasurd criteria,
increasing the system's reliability. A telephonenpany supervisor, for
example, must monitor each operator's performance:

As millions of workers use video-display workstaisp new methods of
objectively monitoring employee performance emeypproximately
one-third of these workers work in jobs that conepsitcan automate.
Most master computers can "not only process inftonafrom each
employee's terminal but also measure, record, ahdldate dozens of
details about how efficiently the worker is puttimjormation into the
machine" with program modifications. Airline resation computers,
for example, closely monitor how long it takes windual clerks to
handle each customer and how much time passeswedre calls."
Having "Big Brother" constantly monitor performanzan, of course, be
psychologically oppressive. HR professionals muastser the impact
on morale. Otherwise, legislation or union actiomsy be necessary to
compel change. Subjective performance metrics atigs that are
based on the personal standards or judgments ofintieiduals
evaluating them and cannot be independently vdribg others. This
metric compares the precision of objective and euibje
measurements.

3.3.6 Performance Appraisal Challenges

The performance assessment system's architecéupeeintly contributes
to the difficulties that HR professionals face. hegonstraints, rater
biases, and evaluation acceptability are all ingyartonsiderations.

3.3.7 Legal Constraints

Performance appraisals must be free of illegal rogoation. As
described in this lesson, any type of evaluationseh by the HR
department must be both reliable and legitimathemwtise, placement
decisions may be challenged because they violatal egmployment
legislation or other regulations. Such claims a@arcommon in cases
of "wrongful discharge," which occurs when an empis wrongfully
terminated. They also occur when decisions abyaiffis, demotions, or
failure to promote are made.
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3.3.8 Leniency and Strictness Bias

Liability bias occurs when raters are lenient irdging employee
performance. Such raters believe that all empl@grérmance is good
and favourable. The strictness bias is the invetsegcurs when raters
make overly harsh decisions. When a rater wanerstto believe he or
she is a "severe judge" of people's performanagtrstss bias can
occur. When performance standards are ambiguodul, l&oiency and
strictness errors occur more frequently.

3.3.9 Reducing Rater Bias

Biases can be reduced by using subjective perfacenamasurements,
which can be accomplished through training, feeklbaand the
appropriate selection of performance assessmenthog@bgies.
Training raters should take three steps. To begiejudices and their
causes must be addressed. Second, the importangeri@rmance
evaluations in employee decisions should be empbédsin order to
emphasize the importance of objectivity and impdityi. Third, if
subjective measures are to be used, raters muséibed in their use.
For example, classroom exercises may necessitatevdduation of the
trainer or the use of videotapes depicting workearsd working
conditions. Errors discovered during simulated eatibns can then be
corrected through additional training or counseling

3.3.10 Rating Scales

The rating scale, in which the rater is asked tovigle a subjective
judgment of an individual's performance on a s@am low to high, is
perhaps the oldest and most widely used type dbpeance appraisal.
The rating, as the name implies, is entirely depahdn the rater's
judgments, and the criteria are not always direcdiated to work
performance. Although subordinates or peers mayitugée form is
typically filled out by the supervisor, who checke most acceptable
response for each performance dimension. Respasede assigned
numerical values, allowing for the calculation aomimparison of an
average score. Earning points may be linked to vimgeases, so that a
certain number of points equals a percentage iserea

Dependability

- Initiative

- Overall output

- Attendance

- Attitude

- Cooperation
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3.3.11 Accomplishment Records

Accomplishment records, as they are commonly usedrbfessionals,
are inextricably linked to the critical incidenttmique. These are lists
of professional accomplishments created by empkyesmich as
publications, talks, leadership roles, and othettiviies. This
information is frequently used to create an anmeport that details the
professional's activities throughout the year. Suipers use the report
to decide on raises and promotions, as well ao&zlit employees on
future performance. The interpretation of the itdisi®d is likely to be
subjective, and the items are likely to be biasedabse they only
include the person's "good" actions.

3.3.12 Behaviourally Anchored Rating Scales Behauioally
anchored ratings

Are a class of assessment methods that detectvahahée critical job-

related behaviors. Specific identified behaviors ased to provide the
rater with evaluation reference points. Over bipo&ing scales or the
forced choice approach, the use of job-related \Wdelmincreases the
likelihood of validity. Behavioral expectation seal and behavioral
observation scales are the most commonly used h&tho

Behavioural Expectation Scales (BES)Provide specific specified
behaviors as benchmarks to assist the rater. Thaiegy aims to reduce
some of the subjectivity and biases that are inftareother methods of
measuring performance. Based on descriptions oéliext and poor
performance provided by incumbents, peers, and reigpes, job
analysts or knowledgeable workers classify behavioto broad areas
of job performance. A list of job-related behavifws a bartender in the
area of client interactions, for example, appearthe unit. Other rating
sheets would be assembled for other aspects dfattiender's job, such
as the ability to maintain equipment, keep the draa clean, and mix
drinks. As specified in the specification, the gstlor a group of
knowledgeable employees rate specific actions scake of 1 to 7.

3.3.13 Field Review Method

Wherever subjective performance measurements ark dgferences in
rater perceptions cause bias. Some companies @sdield review
method to improve review consistency. A competeRt ptofessional
travels into the "field" to assist supervisors witleir evaluations in this
strategy. The HR professional requests specifiormétion about the
employee's performance from the employee's immedsaipervisor.
Based on this information, the expert creates asesssnent. The
evaluation is sent to the supervisor for reviewargdes, approval, and
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discussion with the rated employee. The expertrentige rating on
whatever rating form the company uses. Becauséotine is filled out
by a qualified expert, dependability and compaitgbdre more likely,
and rater biases are common.

3.3.14 Performance Tests and Observations

When there are only a few open positions, perfooaavaluations may
be based on a knowledge or ability test. These sxara especially
useful when a company employs a pay-for-knowledgpay-for-skills
compensation model, which pays employees primanilythe skills or
job knowledge they have acquired. The exam coulddper and pencil
or an actual demonstration of abilities. The teastbe trustworthy and
confirmed in order to be useful. Nonetheless, paiers more likely to
be assessed than performance. For the method tgolbeslated,
observations should be made in conditions that l&kely to be
encountered. If the costs of developing or adnenisy the test are
prohibitively expensive, the test's practicalityynsffer. Pilots from all
major airlines are affected.

3.3.15 Comparative Evaluation Approaches

Analyses Comparative Approaches are a collectiovadbus strategies
for comparing one's performance to that of co-wk&ypically, the

supervisor conducts comparative analyses. They mmult in a

personnel rating ranging from best to worst, whishuseful when

deciding on merit pay increases, promotions, agarmrational awards.
The most common types of comparative assessmeatsharranking

technique, forced distributions, the point alloocatmethod, and paired
comparisons. These approaches, while practicakasy to standardize,
are biased and provide little job-related feedbaldkey are frequently
based on the rater's subjective overall assesspofettie employee's
performance. Businesses can mitigate these distay@ For example,
Florida Power and Light has a complicated grouguateon process. At
this utility, biases are reduced.

3.3.16 Ranking Method

The rating method requires the rater to rank eatpl@yee from best to
worst. The human resources department is awarestimé employees
are superior to others, but it is unsure by how muthe employee
ranked second could be nearly as good as the amedafirst, or

significantly worse. Although rankings from two orore raters can be
averaged to help reduce biases, the approach istsoes vulnerable to
the halo, regency, and recent effects. Its advastagclude ease of
administration and explanation. Supervisors carendtt "roll-up”
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meetings with their common boss to explain why rthessessments
should be allowed to deviate from the intendedithistion.

3.3.17Future-Oriented Appraisals

Using past-focused tactics is analogous to dgiva car while
looking in the rearview mirror; you only know whey@u've
been, not where you're going. Future-oriented ssseists are
concerned with future performance by evaluatingearployee's
potential or setting future performance goals. Mpagt-oriented
techniques, in fact, include a section for the super and
employee to write down future goals. There are foommon
methods for predicting future performance:

- Self-appraisals

- Objective-based management

- Psychological evaluations

- Testing facilities

3.3.18 Self-Appraisals

If the goal of the assessment is to promote seléldpment, having
employees complete a self-appraisal could be auusehluation tool.
Employees who examine themselves are less likelyerigage in
defensive behavior, which increases the likelihobdelf-improvement.
When used to identify areas for improvement, spfiraisals can help
users set personal goals for the future. The ereplayay be overly
patient or overly critical of his or her own workvVvhen using self-
assessments in a diverse or foreign workforce, hoffiee HR

personnel must be aware of cultural differenced thay result in
evaluations that overstate or understate performamd future goals.
Obviously, self-appraisals can be used in conjonctwith any
assessment method, whether retrospective or pringpec

Self-Assessment Exercise 1
| What do you understand by SAppraisa

3.3.19 Management by Objectives

The management by objectives (MBO) strategy is dbaseobjectively
quantifiable goals that are jointly agreed upontbhg employee and
manager. Employees are expected to be motivatadhieve their goals
because they are allowed to help set them. Empsoyes also modify
their behavior to ensure that the goals are meauserthey can track
their progress. Employees, on the other hand, mestive timely
performance feedback in order to adjust their &foDbjectives also
help the employee and supervisor discuss the empl®ynique smart”
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development needs, which may make future trainimdj development
initiatives appear more relevant to the employe&ekVdone correctly,
performance reviews focus on professional goatserahan personality
traits. Biases are reduced to the point where gmdlievement is
possible.

3.3.20 Assessment Centres

Assessment centers, which do not rely on the fgsliof a single
psychologist, are another method of assessing dutpotential.

Assessment centers are standardized employee sgiprtiat employ a
variety of evaluation methods and raters. They tgpecally given to

managers who show the potential to take on additicgsponsibilities.
Members of the group frequently congregate at alhot training

facility first. During their stay, they are examihmdividually.

Select personnel are subjected to in-depth intersjiepsychological

tests, personal background histories, peer reviBwsther participants,

leaderless group discussions, ratings by psychst®gind managers,
and simulated work activities to assess futurergiatk It is common to

conduct in-basket exercises, decision-making esescicomputer-based
business games, and other simulated work expesen&ssessment
centers are both time-consuming and costly. Noy an¢ the applicants
absent from their jobs because the company payshér travel and

lodging, but the evaluators are frequently corpoetecutives who are
sent to the assessment centers for brief periodsnaf. Psychologists
and human resource specialists who administer ¢énéec and conduct
assessments frequently assist these administr&onse critics question
whether the techniques used are objective andgjalved, especially
given the possibility of rater bias.

S. C. Johnson & Son, Inc.'s Consumer Products iDiviserved as a
traditional assessment center for many years. Selanagers from each
division were tested on a variety of abilities e tassessment center
twice a year for five days. On the fourth day, #pplicants attended a
debriefing and professional development workshoplewvthe raters
prepared their final evaluations. On the fifth dpgrticipants received a
performance evaluation as well as some counseliig assessment
procedure was effective in assisting in the proorotof personnel.
However, the findings of the center were exaggdratelividuals were
regarded as having "passed” or "failed" the procmd’hose who
"failed” were dissatisfied because they believedirthprofessional
opportunities had been severely limited. Many pe@tended.
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3.3.21 Implications of the Appraisal Process

An effective performance evaluation system necatgsitmore than just
good methodology. It is predicated on a consisa@proach to outcome
comparability, clear criteria and metrics, and Hr@e evaluations.
Using a large number of raters, even peers, inesca variety of
perspectives, which may reduce bias and provide oae naccurate
review. Employees may believe the procedure is fait being graded
can still be unpleasant. AT&T, GM, GE, Monsanto, d8lad| Usetts
Mutual Life Insurance, and other companies areingsemployee
evaluations of their bosses. "Who better to tell ywohat kind of
manager you are than your subordinates,” obserhed Waldorf
Corporation's chief operating officer. Whatever noet is used, it must
be implemented, which is often difficult among agens and staff
management who have other responsibilities. Fomwaluations may
appear unimportant or urgent to these managersubedhey believe
they already know who their good and bad employeesNonetheless,
for a successful evaluation, management involverardtassistance are
almost always required. Building participation thgh a task force at
Xerox, or using multiple raters in an assessmenteceat Johnson Wax,
for example, reaches only a small number of peaplesuch large
organizations. To ensure general knowledge andasypjpaining may
be required.

3.3.22 The HRM Process with Performance Appraisal €éedback

The information for each employee can be accesygeditking on a
series of buttons on the page that correspond #ir thbjectives,
progress, feedback, review, recognition, develogmenmmitment,
calendar, details, and notes. To keep the infoomaprivate, a simple
password protection system is used. The performageiew process
also reveals how well the HR department is doing.d&monstrated,
performance evaluation serves as a "quality conttoéck.” If the
assessment process reveals widespread poor penic@manany
employees are excluded from internal placemenbogtiThey will not
be promoted or transferred, and they may evenréd. fi

Unacceptably high numbers of poor performers caontlicate issues
with other HR management processes. Professionaftatens, for
example, may not be realized as a result of devedop. Or the HR
strategy could be flawed because the job analygeid incorrect or the
affirmative action plan objectives are incorredieTHR department may
occasionally work toward the wrong objectives. Taeng system itself
may be flawed due to managerial opposition, flawsiformance
criteria or metrics, or a lack of helpful feedbaklR professionals must
closely monitor the outcomes of the organizatiopsrformance
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evaluation process, regardless of the issue. Tirediags could serve as
a barometer for the entire HR department. Furtheemperformance
evaluations are used to determine pay.

3.3.23 Training Raters and Evaluators

Regardless of whether a simple comparative approaehsophisticated
assessment center is used, the evaluators musanbiéiaf with the

system and its goals. Because different factors teayweighted for
different uses, the rater's assessment may chanmgsysby knowing

whether the appraisal is to be used for remuneratigolacement. Two
critical issues are evaluator comprehension antliatian consistency.
In one survey, 18% of organizations' HR departmentwided written

instructions to raters, while 60% provided trainingssessment
guidelines and feedback instructions are frequepthyided, in addition
to definitions for important words like "shows iative" and "provides
leadership".

Bechtel and the Glendale Federal Savings and Lasodation are two
of the 60% of businesses that use training tahfi§ knowledge gap. The
purpose of the technique, the details of "how toitdoany risks or
biases, and answers to raters' questions are frédguexplained in
training seminars. To gain some supervised expegietraining may
include evaluation trials involving fellow student3o give raters
knowledge and experience of the evaluation proc&ssshtel and
Glendale even use videotapes and role-playing gasiessions. The
training covers the timing and planning of assesgmeélhe majority of
businesses hold formal evaluations around the grapls anniversary of
employment.

Self-Assessment Exercise 2.
| Explain in detail, Training Raters and Evaluators

3.3.24 Guidelines for Effective Performance Evalu&n Interviews

a) Draw attention to an employee's performanaes#tige aspects.

b) Remind each employee that the evaluation engeed to improve
their work, not to discipline them.

C) Hold the performance review in private withfaw interruptions
as possible.

d) Officially evaluate performance at least oncgear, more often
for inexperienced employees or those performinglgoo

e) Be specific in your criticisms rather than gahand vague.

f) Focus criticism more on actions than on chanéstics.

9) Remain composed and refrain from arguing with person who
is being examined.
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h) Describe specific actions the employee couke tio improve
performance.

i) Emphasize the eagerness of the assessor 8i Hssiemployee's
efforts and improve performance.

J) Highlight the employee's performance’'s posiispects

19

3.4  Summary

The assessment process is typically created bidheéepartment, with

little input from other organizational divisionsmployees who conduct
the rating may not be familiar with the appraisa@lqess or its objectives
when it is time to implement a new evaluation siggt The HR division

should design and offer evaluation seminars to igp@rsato address this
deficiency. An evaluation interview is a necessstgp in the appraisal
process for obtaining employee feedback. In ordeyite the employee
a fair evaluation, the interviewer makes an eftortbalance areas of
strong performance with those of poor performaierhaps the most
significant challenge identified by performanceiesus is the feedback
provided on the performance of the HR department.
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Answer to SAEs 1

3.6 Possible Answers to SAEs

Self-Appraisals Employee self-appraisals could be a useful evanati
tool if the assessment's goal is to advance se&idpment. Examining
oneself makes employees less likely to act defehgiwhich increases
the likelihood of self-improvement. Self-assessmmeain help people set
personal goals for the future by highlighting arett®at need
improvement. The employee might be overly forgivargoverly critical
of their own work. The home-office HR staff must &®&are of cultural
differences that could lead to evaluations thatrste¢e or understate
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performance and future goals if self-assessmeptssed in a diverse or
foreign workforce. Self-appraisals can, of coutseused in conjunction
with any assessment technique, whether it is pagtiture-focused.

Answer to SAEs 2

Training Raters and Evaluators Regardless of whether they use a
straightforward comparison approach or a sophigittaassessment
center, evaluators must comprehend the systemtanglipose. Since
different factors may be weighted differently foifferent uses, the
rater's opinion may change depending on whetheagseessment will be
used for placement or remuneration. Two significesues are the
evaluators' comprehension and the uniformity ofi@attons. According
to one study, only 18% of the organizations hadtemiinstructions for
raters, while 60% provided training. Definitionsr forucial terms like
"shows initiative" and "provides leadership" arequently provided, as
well as instructions on how to complete the assessnor provide
feedback to raters.

Among the sixty percent are Bechtel and GlendalgeFa Savings &
Loan Association.
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UNIT 4 COMPENSATION, SALARY AND WAGES
ADMINISTRATION

Unit Structure

4.1 Introduction
4.2  Learning Outcomes
4.3 Compensation, Salary and Wages Administration
4.3.1 Objectives of Compensation Management
4.3.2 A Model of the Consequences of Pay Dissatign
4.3.3 Objectives Sought through Effective Compgosa
Management
4.3.4 Job Analysis and Evaluations
4.3.5 Job Evaluations
4.3.6 Job Ranking
4.3.7 Job Grading
4.3.8 Factor Comparison
4.3.9 A Point Manual Description of “Responsilyiit
Equipment and Materials”
4.3.10 Pricing Jobs
4.3.11 Pay Levels
4.3.12 The Compensation Structure
4.3.13 Challenges Affecting Compensation and Sjrate
Objectives
4.3.14 Industrial Relations and Union Power
4.3.15 Comparable Worth and Equal Pay
4.3.16 International Compensation Challenges
4.3.17 The Top Six Issues Facing HR Managers ob&lBirms
4.3.18 Productivity and Costs
4.4  Summary
4.5 References/Further Reading
4.6 Possible Answers to SAEs

’e L4 Introduction

This unit examines various forms of direct pay,luding wages and
salaries, as well as incentives and gain-sharing.

The vast scope of compensation management adtdsaddptability and
responsiveness. It covers both indirect compensatidich includes
fringe benefits, and direct pay, which compriseg&gmand salaries as
well as bonuses, incentives, and gain-sharing.
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This unit also covers indirect compensation, whpdmarily consists of

benefits and services supplied by employers as aglthose that are
mandated by the government and serve to suppexttdind indirect pay
for a variety of objectives.

@ 4.2

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

Learning Outcomes

o Discuss the critical conditions needed for a wedheged
compensation system.

. Analyse job analysis and evaluation, job rankind abjectives
of effective compensation management

o Demonstrate and explain apportion current wageségr jobs,
the major policies, laws and other challengesdlfffetct pay plans

o Evaluate key factor comparison with equal pay aodcerns in

international compensation

Compensation, Salary and Wages Administration
4.3.1 Objectives of Compensation Management

The overarching goals of compensation managementoasupport the
company's achievement of strategic success whgargny internal and
external equity. Internal equality ensures thatséhowith higher

qualifications or in roles with greater difficulgre paid more. External
equity makes sure that jobs are compensated fainign compared to
other jobs with similar responsibilities on the dabmarket. Trade-offs
must be made because these goals, as shown ineF@dr are
incompatible. For example, wage and compensatigoerex advise
paying comparable wages for comparable work in rortte keep

employees and ensure fairness. However, a recrotgr decide to
make an outlandishly high offer of compensatiomineffort to draw in

a qualified applicant. The compensation plan most decide between
the consistency and recruitment objectives.

4.3.2 A Model of the Consequences of Pay Dissatisfion
GE Bayamon, 2007; HR Classification of Pay Dissatison Indicators
Periodic Manual, p. An HR department may suppoe Hirategic

objectives of the company through the pay structGnege instance is a
General Electric plant in Puerto Rico.
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In the early 1990s, General Electric (GE) built @vnsurge protector
facility in Bayamon, Puerto Rico. There are two mgb categories at
the facility, in addition to the plant manager: ghly 200 associate
producers, and 15 paid associate advisors. Assscmtst enroll in the
appropriate vocational training and switch jobscwevia year. They
receive commensurate compensation as they gain etemge and
understanding in their new jobs.

4.3.3 Objectives Sought through Effective Compensan
Management

Additionally, pay and salary programs should beigiesd to be
efficiently administered, making the most of the IBRhowever, this
should be a secondary priority to other goals. T&n objective,
despite the trade-offs, is to continue to be coamplwith the law. For
instance, the Fair Labor Standards Act of 1938 ratawdthat businesses
pay their employees overtime at the rate of timeé arhalf. Congress
frequently increases the minimum wage, and buseseare obligated to
comply regardless of their other objectives. Simita this, the Equal
Compensation Act requires businesses to pay wosdgually for equal
work regardless of their gender. The Age Discrirtiorain Employment
Act and Title VII both forbid wage discriminatiorgainst workers 40
years of age and older.

Phase 1: Assess each job in order to ensure ihtequality based on
the relative merit of each position using job aselydata.

b. Conduct pay and salary surveys in Phase 2 esagxternal equity in
light of labor market rates.

c. Phase 3: Determine the rate of pay for eachipndbased on internal
and external equity by pricing each position. Thee¢ basic phases of
compensation management are depicted in this dragaad are
discussed in the sections below.

1.3.4 Job Analysis and Evaluations

In order to create job and position descriptionb, analysis, as covered
in the unit, gathers information about employmethtrqugh surveys,

observation, and discussions among workers andngapes). Pay

analysts have the bare minimum of information tahdiet more

thorough job evaluations due to the lack of joblgsia data in the

department's HR information system.

Phase 1: Identify and research jobs

JOB EVALUATION Descriptions of Positions Descripti® of Jobs Job
Expectations Jon Ranking JOB Evaluation System aif Grading
Factor Comparison Points
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External equity in Phase 1lI

SURVEYS OF WAGE AND SALARY

United States of America state unemployment offices
Employer-based businesses organizations with agpert

Phase IV independent study Internal and exterrlabgaare equal.
JOBS IN PRICING Value of a job evaluation x Markelue Rates are
displayed each task. 2. Key phases of compensatemmagement 2nd
Phase Review Catalogue for the GE Compensatiorie§ya2008, p.
135.

4.3.5 Job Evaluations

These are methods for evaluating the relative noéran employment
opportunity. Although there are many approachesh eme takes into
account the responsibilities, abilities, effortsdavorkplace. It identifies
the jobs that are more beneficial to the orgarorathan others. Without
job assessments, the HR department would be unablereate a
practical compensation strategy. Because evaluagi@ubjective, it is
done by properly qualified people known as compmsapecialists or
job analysts. When a group of managers or spetsiaéisnlisted for this
purpose, a job evaluation committee is created.

The committee examines the results of the job a@malyo gain

knowledge of the tasks, obligations, and workingditons. Using this

information, a job rating system is used to rankfgssions according to
their relative merit.

4.3.6 Job Ranking

The simplest and least precise method of job etialuas job ranking.
Specialists examine the data from the job analpsifore evaluating
each position subjectively according to its relativelevance in
comparison to other jobs within the company. These general
rankings, and raters may take into account speeients like the
degree of responsibility, aptitude, and effort rieegh for each position,
as well as the working environment. Key aspectsavhe employment
may be overlooked by subjectively determined glataalkings, while
trivial features may be overemphasized. And to maledters worse,
these rankings make no distinction between prafassbased on their
relative worth. For instance, office manager possi might be ranked
third, while secretarial positions might be rankedond.

4.3.7 Factor Comparison

Using the factor comparison approach, the job etmno committee
compares crucial or compensable job factors. Thes@pensable
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components are aspects of employment that are camimall of the
positions being considered, such as accountabddgpetence, physical
exertion, mental effort, and working conditions. eThcommittee
combines the individual evaluations to determireereflative importance
of each job after comparing each factor one atree twith the same
factor for other important jobs. The five stagestlué strategy are as
follows:

Step 1 is to identify the crucial components. Astdymust first identify
the components that are common and pertinent toide wange of
professions.

The most frequently used components are those igjigbtd. Certain
organizations employ various standards for.

4.3.8 Standard Description

Work is simple and repetitive, done under closeestipion, with little
training, and requires little initiative or respdrikty. Examples include
file clerk and janitor. Work is simple and repettj done under close
supervision, and requires some skill or trainingrddy are workers
expected to exercise initiative or assume respditgiltMachine cleaner
and clerk-typist | are two examples. Simple taskt Witle variety are
carried out under extensive supervision. requingaegise or training.
Employee has few tasks to complete and must exersignificant
initiative to perform well. Examples include clekpist Il, machine
oiler, and parts expediter. The work is relativeymplex and varied
when under general supervision. High levels of exgeare required. a
worker is in charge of the tools or the security.

Step 2: Identify the most crucial tasks. Key occigmes are those that
are frequently employed in the company and on atsol market.
Because it is simple to estimate their market vatgenmon jobs are
chosen. These benchmark tasks should, in theoryjdedy regarded as
essential roles by employees and contain a widgerasf important
requirements.

Step 3: Distribute current earnings among pertinpnbfessions.
Nigeria's current minimum wage is 18,000 naira. Jdie evaluation
committee then distributes a portion of the curneage rate for each
essential job to each critical component, as showRkigure 4.3. The
importance of the specific factor determines thecg@stage of each
salary allotted to the various compensable compsnen
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4.3.9 A Point Manual Description of “Responsibility Equipment
and Materials”

The upkeep of the company's tools and resourd® iresponsibility of
every employee. In order to do this, broken or dgedamaterials or
equipment must be reported. maintaining, repairorgchanging tools
and supplies in accordance with specific job rezruents, including
keeping tools and supplies organized. The compsrawiare that there
are significant differences in how much respongipitach department
has for its tools and supplies.

Level 1 employees report defective equipment orenms to their
immediate superior.

Level 2 employees are responsible for maintainimgy appearance and
order of equipment or supplies, as well as therdiganf such equipment
or materials.

Level 3 jobs include performing preventative mamatece and minor
repairs on equipment, as well as correcting minaremal flaws.

Level 4 jobs entail performing extensive maintermanc overhauls on
equipment or deciding on the type, quantity, andliguof materials to
be used. Once the total points for each task aerrdmed, the jobs are
ranked. Department managers should review thisivelsating, as well
as the job ranking, job grading, and factor congmari systems, to
ensure that it is appropriate. Large organizatitregjuently modify
standard procedures to create unique in-housentariBor example, the
Salt River Project, a massive quasi-governmenityuiih Arizona, has
been attempting to improve the objectivity of ile@oyment evaluation
procedures beyond the standard point system. Thy Ban,” which is
used by businesses in the United States and Caisadaother popular
form. This proprietary method, marketed by Hay akskociates, is
based on a committee's evaluation of critical pttdrs to determine the
relative worth of each job. Although other apprazho job evaluation
exist, all effective job evaluation schemes seekdétermine a job's
relative worth in order to ensure internal equity.

4.3.10 Pricing Jobs In pricing jobs
The value of a job evaluation is linked to the eabf the labor market.
There are two steps involved: determining the gppate pay level for

each position and organizing the various pay leirgts a structure that
can be successfully administered.
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4.3.11 Pay Levels To set the right pay level

The internal rankings and survey salary rates ambmed using a
scattergram graph. Salary rates are depicted orvehtecal axis. The
horizontal axis is used to represent points in ploent system. The
scatter gram is created by charting the total paantd pay level for each
major job. As a result, each dot represents thatpalue and market
wage rate for a specific important position. In thhastration, essential
job A, for example, is worth SOO points and paygp&6hour.

4.3.12 The Compensation Structure

Although GE divided their workforce into two catems, associate
producers and advisers, it is not uncommon for mpany with 200
employees to have scores of distinct job titleshv@arger companies
having hundreds. A pay and compensation analystdvace difficult
challenges in compensating hundreds, if not thalseaof positions. The
presence of hundreds of different pay rates woelgdintless because
the differences between jobs could be as smallfas &ents. It is more
convenient for compensation analysts to categaimgloyment. Jobs
classified using the job grade method are alrealssified into
predefined groups. Other work evaluation technioqgresip employees
by producing job grades based on previous ranlgafgry, or points. A
job worth 105 points. The problem with flat rates €ach job class is
that giving a worker a merit raise (a pay raise fmrformance)
necessitates moving the employee into a higheciass. This disrupts
the previously established internal equity balante. address these
issues, most businesses use rate ranges for eassh Blate ranges are
the pay scales for each job category. Assume tlgewvirand line shows
that the average hourly wage for a specific job8s

Self-Assessment Exercise 1
| Explain in detail, the Compensation Structure

4.3.13 Challenges Affecting Compensation and Strajee Objectives

In a difficult situation, even the most reasonahkthods of determining
pay must be tempered by sound judgment. The corsegs of these
demands may force analysts to make additional gasaments.

Internal equity and external equity are just twpemss of compensation
management. It can also be used to advance an wenplgoals, as
evidenced by GE's use of highly cross-trained wedms. Employee
remuneration at GE's Puerto Rican operations mag baen initially

anchored by the relative worth of positions andltdual labor market's
prevailing wage rates. However, GE, Polaroid, $tesd, and a growing
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number of other companies use "pay-for-skill* apey-for-knowledge"
systems to award raises based on employees' edibind knowledge
rather than their performance. "The FLSA requited tnost employees
in the United States be paid at least the fedeminmam wage for all
hours worked and overtime pay at time and onethalfregular rate of
pay for all hours worked over 40 in a workweek." [ifoyees employed
as bona fide executive, administrative, profesdjona outside sales
employees are exempt from both minimum wage andtiowe pay
under Section 13(a)(1) of the FLSA.

Further information: Salaryman
This section needs to be expanded. Owners in Jamarid notify
employees of pay raises via "jirei." In larger c@njes, the concept has
been replaced by an electronic form or email. I'sdgalary Structure In
India, salaries are typically paid on the last vilogkday of the month
(Government, Public sector departments, Multinaia@rganizations as
well as majority of other private sector compani&€gveral more firms
pay after the month is over, but usually by the. 8bme businesses,
however, pay after this. For example, pay for ttevjpus month is paid
on the 9th of the month for enterprises in the 18p&roup.' If the 9th is
a holiday, it is paid on the 10th, and if both @& and the 10th are
holidays, it is paid on the 11th. More informatican be found at
http://labourbureau.nic.in/wagetab.html. Employgemdia are notified
of pay increases through hard copy letters [citatexjuired]. Wages and
salaries include in the national accounts the \aloé any social
contributions, income taxes, etc., payable by tnpleyee, even if they
are withheld by the employer for administrative wemience or other
reasons and paid directly to social insurance selerax authorities,
etc., on the employee's behalf. Wages and salasasbe paid in a
variety of ways, including monetary compensationnadl as items or
services provided to employees in lieu of or iniaod to monetary
compensation. Wages and salaries paid in cashdecliages or salaries
paid at regular weekly, monthly, or other interyalsicluding
performance-based pay and piecework; and allowaswss as:
. Companies develop competitive recruiting proesssand job
seekers should conduct salary research before idgcoh a
professional path or accepting a job offer.

. Career practitioners give their clients the masturate and
complete picture of a career.

. Researchers and policymakers work together &ater public
policy.

. Resources Visit the British Columbia Wage anda§aSurvey
for the most up-to-date information. You'll find asehable
information on part-time and full-time pay, workihgurs, hiring
challenges, and job openings.
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. The top 100 jobs in each of British Columbig'see major
economic regions: Vancouver Island/Coast, Mainl8odthwest,
and Thompson-Okanagan, as well as the top 35 joplesach of
the province's other regions: Kootenay, CariboostiN€oast,
Nechako, and Northeast. Highlights from the BritShlumbia
Wage.

. Earnings and Employment Trends provide a congnsive
picture of the labor market in British Columbia. iticludes
statistics for the United States of America andeptparts of
Canada for comparison. See our Employers sectionmiore
information on salaries and other types of emplgyag Wages
and salaries Wages and salaries, in accordanceheit8ystem of
National Accounts, include the amounts owed by éheployee
for social contributions, income taxes, and soewen if they are
withheld by the employer. Wages and salaries ind kare
payments in the form of items and/or services thed not
required for work and can be used by employeeshair t
discretion to meet the needs of themselves or attenbers of
their families.

I. Foster a high-performing culture by aligningfeemance,
goals, and rewards across an organization.

il. Reduce the cost and complexity of compensation
administration by optimizing rollups, exception déng,
and approvals.

Key Integration Points:

- Sum Total is the only company that provides veainterfaces
from Compensation Management to other key talemagement
processes, allowing it to provide an end-to-endental
management approach.

- HRMS: Historical compensation information can beed to
influence future pay and award decisions.

- Learning Management: Incentives and compensatan be
linked to program completion.

- Performance Management: Performance ratingsbeansed as
inputs into compensation decisions, allowing for e th
implementation of consistent pay-for-performancgtams.

- Hiring & Recruiting: New roles and job descripis can be
linked to pre-defined remuneration schemes.

- Succession Planning: The financial consequen€esiccession
plans can be calculated and analyzed.

- Workforce Management: SumTotal Workforce Managetn
which is integrated throughout the SumTotal striategCM
solution, offers powerful tools for managing latates, ensuring
compliance, and controlling labor costs.
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Types of Compensation

Employee compensation can be either direct (mopetewards) or
indirect (non-monetary benefits such as perks, toffe and so on).
Compensation includes all awards and allowancesngio employees in
exchange for their efforts, not just pay. When resration is properly
managed, it contributes to high organizational potigity. Find Out

More About Direct Compensation

Learn More About Indirect Compensation

Need of Compensation Management

I. A competitive remuneration plan is critical fanotivating
employees and increasing organizational efficiency.

. Until remuneration is provided, no one willroe to work for the
organization. As a result, compensation contributes an
organization's efficiency and achievement of italgo

iii.  Salary is only one aspect of the compensasigstem; employees
must also meet psychological and self-actualizatiateria. As a
result, compensation achieves the objective.

iv. The most competitive salary will help the camp attract and
retain top talent. The pay package should be @ Wwith industry
standards.

HRPA, Ottawa, p.92, 2009. Employee Motivation CyClempensation
Plan The process of determining and delivering camsption packages
to employees that are aligned with the companyasgs known as
strategic compensation.

4.3.14 Industrial Relations and Union Power

When unions represent a portion of the workforbeytmay be able to
negotiate salary rates that are out of proportothe relative worth of
the occupations. Wage and pay studies, for exampdg, conclude that
a nurse should be paid $17 per hour. If the nutsgsh insists on $19,
the human resources department may decide thaig#y higher wage
is less expensive than going on strike. Higherrigdamay lead to
increased automation, fewer benefits, or a lossaofcompany's
competitive position. When a union controls the arigy or all of a
specific skill, such as carpentry or plumbing, asithe authority to raise
the prevailing wage for those jobs. Unions may #lsd management's
flexibility in implementing merit raises. If the cer is threatened by
foreign companies or nonunion start-ups, unionizasinesses may be
forced to reduce labor costs through automationyoffs, or
manufacturing in another country. Child labor, dwee, and other
FLSA rules are enforced by the Wage-Hour Divisidntlee United
States Department of Labor, which can launch arstigation without
receiving complaints. Failure to comply may resnlexpensive back-
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pay demands. The United States Postal Serviceex@ample, agreed to
pay $400 million to 800,000 current and former ewgpks after
underpaying them for a period of time.

4.3.15 Comparable Worth and Equal Pay Beyond

"Equal compensation for equal effort” is an extensiof "similar
remuneration for comparable work," also known asgarable value. It
requires businesses to pay comparable wages foparainle jobs. Male
and female nurses, for example, would have to I tha same if their
seniority and merit matched under the Equal Pay Buita female nurse
and a male electrician could be paid differentlpwever, if a nurse and
an electrician both receive roughly the same nunolbgroints under a
job evaluation point system, they must be paid dame, presumably
subject to merit and seniority differences. Compkravorth is used to
close the historical wage gap between men and wof(heithe United
States, women earn 71% more than men. This digpaeitsists in part
because women have traditionally worked in low-wagpeupations
such as teaching, retail, and nursing. Part ofnthge disparity is likely
due to women leaving the labor force to have and &ar children or
parents, while the other part is due to discrimamat Although
techniques based on comparable worth may aid singathe gap, this
compensation paradigm ignores the marketplaceinlfthe previous
example, nurses were paid $34,000 per year antrielans were paid
$42,000, paying the nurses $42,000 would be ecgnvaborth, despite
compensation surveys indicating that the marketwats $34,000.

Self-Assessment Exercise 2
What do you understand by Comparable Worth and [Eday
Beyond?

4.3.16 International Compensation Challenges

Pay management is impacted by the company's ghaitiain. Analysts
of compensation must consider not only equity &g aompetitiveness.
Firms that compete globally may discover that whikng local area
salary surveys in the home country—even for comgiemg home-

country employees—may ensure equity in the homerlabarket,

benchmarking wages and salaries among home-cowatmypetitors,

especially if they are all in a developed countryaynresult in labor
costs that are too high to compete with foreignratens that have
lower compensation costs. Jobs may need to bemmefbito use less
expensive labor, automated, or relocated to lowst-countries in order
for the organization to continue.
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Increased internationalization of business alsonsi@aore cross-border
personnel migration. When employees are transfertedir pay
increases.

4.3.17 The Top Six Issues Facing HR Managers of@lal Firms

A quick poll was conducted by the Institute fordmtational Human

Resources, and the following issues were prioqdtize

- managing expat expectations - improving remurergpackages
for "acceptable” value expats

- Expatriate compensation cost minimization armtélization" -

International pension plans

Including expatriate compensation in human resmplanning.

4.3.18 Productivity and Costs

Employers, regardless of corporate or social pedicmust make a profit
in order to exist. They are unable to attract ehomyestors to remain
viable in the absence of revenues. As a resulbngany cannot pay its
employees more than they provide in terms of outfduthis were to
happen (due to a labor shortage or the influenaenmins), the company
would have to restructure those roles, hire moreplge to expand
supply, automate, innovate, or go out of busindas.the 1980s,
innovations such as two-tiered pay and bonuse#gnatied. As the term
implies, employers typically built two compensatisystems: one for
current employees and one for potential hires. feueumployees, on the
other hand, are usually paid less to begin withresu employees are
frequently paid more. Companies using this strategy reduce their
labor costs while allowing union leaders to keepirticurrent (and
voting) members' salaries. Because certain twediesystems allow
recruits to catch up to first-tier rates over toerse of two, five, or ten
years, these savings may only last a few yearsalBecemployees and
scholars have questioned the equality of varying raées for the same
task, the two-tiered wage model's use has receatglglined. Other
advancements benefit the employer's cost and ptigdycA little more
than one-fifth of businesses offer lump-sum incesdiin lieu of salary
increases, which permanently raise employees' m@aseld. These
incentives do not qualify. If sales, productivitgy profits fall, no
bonuses are given.

19

4.4 Summary

Employee remuneration, when managed effectivelyn capport
business goals and be a useful tool for recruitirefaining, and
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maintaining a productive team. Individual produityiv can be

significantly influenced by compensation becauseait indicate which
actions are most valued. Poor management may liashigh turnover,

increased absenteeism, more complaints, increaspbbgee discontent,
poor productivity, and unmet strategic initiative§or the pay
component of compensation schemes to be appropnedges and
salaries must be distributed equally both withind aoutside the
organization. Job evaluation techniques are usedtimate the relative
value of occupations. This ensures internal equiyternal equity is
calculated using wage and salary surveys. Oncengltend external
equity has been established, jobs are valued tordete their exact pay
levels, which may be challenged by factors suchsteategic goals,
market salary rates, union clout, compensationtiges; governmental
restrictions, corporate globalization, and employeductivity. The

Fair Labor Standards Act is the primary federaltuséa affecting

compensation management. It regulates overtimeimmim wage, and
child labor. The Equal Pay Act seeks to eliminagadgr pay disparities.
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u::4.6 Possible Answers to SAEs

Answer to SAEs 1

The Compensation Structure

Despite the fact that GE divided its workforce inteo categories—
associate producers and advisers—it is commonnmmi@yers with 200

employees to have dozens, if not hundreds, ofndisjob titles. When

compensating hundreds or even thousands of workerpay and

compensation analyst will face complex issues. Bgedhe differences
in pay between jobs may be only a few cents, haviogdreds of

different pay rates would be pointless. It is mamenvenient for

compensation analysts to categorize employment.n\Jséeng the job

grade technique, jobs are already classified inéalgfined groups. The
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grouping is accomplished using various techniguewark evaluation

by formulating job grades based on prior rankinglary, or points.

Giving a merit increase to a worker—a. This consgdletupsets the
developed internal equity balance. To address tissses, the majority
of businesses use rate ranges for each class.r&ajes are the pay
scales for each job class. For example, supposeatyrrend line shows
that the average hourly wage for a specific jobsglas $8. Each
employee in that class receives $8 if a flat ratepaid. A new or

marginal performer can be paid $7.50 at the bottdérthe rate range,
with each class having a rate range of $1.

Answer to SAEs 2

Comparable Worth and Equal Pay Beyond'Equal remuneration for
equal labor" is the concept of "similar compensatfor comparable
work," also known as comparable value. Employeesraquired to pay
comparable wages for comparable jobs. AccordinpedEqual Pay Act,
male and female nurses, for example, must be paichlly if their
seniority and merit are equal, but a male eleem@and a female nurse
may be paid differently. Under equivalent worth,wewer, if an
electrician and a nurse receive nearly equal wasessment scores,
they must be paid equally, subject to merit andoséy distinctions.
Comparable worth is used to address the histodisglarity in earnings
between men and women. (Women in the United Stsdgs 71% more
than men on average. Historically, women have fouatk.
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UNIT 5 HUMAN RESOURCES AUDIT, FUTURE,
CHALLENGES AND PROSPECTS

Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 Main Content
5.3.1 The Scope of Human Resource Audits
5.3.2 Audit of the Human Resource Function
5.3.3 Major Area Covered by HR Function Audits
5.3.4 Audit of Managerial Compliance
5.3.5 Research Approaches to Audits
5.3.6 Interview
5.3.7 Grievance Audits
5.3.8 External Information
5.3.9 International Audit
5.3.10 Audit Report
5.3.11 Globalisation, Diversity and Environmentalon@xt
Benefits
5.3.12 Employee Rights
5.3.13 Employee Performance, Productivity and Feutur
5.3.14 The Challenging Role of HRM and the Prospect
5.3.15 Organisational and Functional Challenges
5.3.16 Key Drivers of HR Future Prospects
5.4  Summary
5.5 References/Further Reading
5.6 Possible Answers to SAEs

_<|’e-5.1 Introduction

This unit implies that the HR department has a widege of

responsibilities. HR departments conduct a thorcagit of the overall

model's components. An effective audit, on the otlend, does more
than just evaluate the subsystems; it also enshaeshey work together
to provide a logical strategy for service developtrand delivery.

More than ever, a company's HR department mudesically boost its
competitive edge. Because of the increasing diyeosithe workforce,
challenging legal and ethical challenges, and dtimasd international
competitiveness, the role of human resource manageis changing at
the same time.
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This section examines the scope, methods, and reesowsed in HR
audits and research. A review of potential futussues reaches a
conclusion.

G,

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

Learning Outcomes

o Discuss Audit of HR and the valuation of a humasotgce audit.

o Analyse and outline what interview is, researchragph to audit
and common approaches to audits

. Demonstrate and describe the benefits of HR manageaudit
and role of research in human resource audit

o Evaluate the Audit Report, Grievance Audit, and ufat

challenges facing human resource management poaetis

MAIN CONTENT
5.3.1 The Scope of Human Resource Audits

A human resource audit evaluates an organizatldR'sactivities with
the goal of improving such operations. The audiy roaver the entire
corporation or a single segment. It provides feekban the HR
function to those operating and managing their Hftigations. In
essence, the audit is a general quality controingxation of how HR
operations within a division or business contribistehe organization's
overall goal. The HR division must fulfill sociafunctional, and
individual goals in addition to advancing the orgational goal of
competitive advantage. To ensure equal treatmeahtegyal compliance,
societal goals (often expressed as laws) must ke The professional
and ethical demands of functional objectives exazaterthe department's
limitations.

According to top executives, differentiating onengany from another
is becoming increasingly dependent on its emplayAssa result, many
people now consider human resource management toitzal to a
company's success.

CEOs are requesting assistance from their humanmess teams with
"people” issues such as cultural change, successianning, and
productivity development. Some CEOs are attemptmgchange the
mission of the human resource function to meet ftitare business
needs of their organizations. These dynamics hagaifisantly
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increased the relevance of the HR function, arslttieind is expected to
continue. The value and dignity of people mustdspected in order for
modern HR departments to achieve other goals arde raastrategic
contribution; this was referred to as the "humaghts" principle.

Furthermore, it may highlight outdated assumptidhat should be
revised to reflect the organization's goals anemal! future challenges.
Naturally, any self-audit implies that departmentpioyees are
objective in their assessments of their own peréorce and line
management compliance.

Benefits of Human Resource Management Audit

. Identifies the contributions of the HR divisiono the
organization.

. Improves the professional image of the HR depaunt.

. Encourages employees in the HR department tomuoge
accountable and professional.

. Specifies the HR division's obligations and ilii¢éibs.

. Promotes uniformity in personnel policies andgadures.

. Recognizes critical personnel issues.

. Makes certain that all legal obligations are oretime.

By implementing more efficient personnel proceduites

. reduces the cost of human resources;

. increases the HR department's tolerance for ssacg
adjustments;

. necessitates a thorough review of the HR depmartm

information system.
5.3.2 Audit of the Human Resource Function

Audits are used to logically review the work of thR department;
Figure 5.1 highlights the key topics examined. Amiatouches on
almost every topic covered in this lesson. Exangnithe HR

management system in only a few areas may resalnissions. Audits,
of course, take a long time. As a result, smalinesses frequently rely
on ad hoc solutions that limit the review to a fkey areas. In large
organizations, audit teams similar to those usedifancial audits are
present. These teams are extremely useful when partdeent is

decentralized into regional or field offices, asist at State Farm
Insurance Companies.

SELF- ASSESSMENT EXERCISE

What is an Audit of Human Resources?
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5.3.3 Major Areas Covered by Human Resources Funon

Audits Human Resources Technology of informatiofirAfative action

and human resource plans Affirmative action obyestj estimations of
supply and demand, underutilization and concewimaskill inventories,

goal-setting progress, replacement charts, and sui@sninformation

regarding job analysis Compensation management, Standards,
Wages, Salary, and Levels of Ingenuity, Job Desionp Fringe Benefit
Package, Job Specifications, and Employer Provideciices are all
examples of compensation management.

Employment applications, staffing and developmengcruitment
sources, recruitment availability, recruitment es#t ratios,
recruitment selection techniques, and equal oppitytunduction and
instruction Advancement in one's career, an ortemtaprogram, and
successful internal placement

. Training objectives and techniques

. Career Planning Program

. Learning Rates

. Effort to Improve Human Resources Organizatior@itrol and
evaluation

Evaluation of performance Workplace-management tiogiships
Compliance with the law, performance benchmarks] atandards
Performance Evaluation Techniques, Management Ridgkvaluation
Interviews, and Dispute Issues Human resource utgnl controls
Human resource audits; contact with employers.

5.3.4 Audit of Managerial Compliance

How well do managers follow human resources pdiciand
procedures? If managers violate employee relatiems or fail to
follow regulations, the audit should reveal thistlsat corrective action
can be taken. The importance of following the lamrot be overstated.
The government holds the firm accountable whensrgteverning equal
opportunity, safety, remuneration, or labor arekbro In addition to
ensuring compliance, the audit can improve the dejant's reputation
and value to the company. When an audit team gsksatbng managers
for input, they may have a higher regard for theadement. If managers'
recommendations are followed, the department wall gerceived as
more responsive to their needs. Furthermore, bec#us a service
department, these efforts may contribute to theieaement of
organizational goals.
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5.3.5 Research Approaches to Audits

a. A comparative method. In order to identify areaf poor
performance, the audit team compares one busioegivision)
to another. This method is commonly used to comfisgeesults
of various activities or programs. It aids in idgnhg areas for
improvement.

b. Approach from outside authority. The audit te@mwaluates
activities or programs against the expertise ofoasaltant or
published research findings. The findings of thestdtant or
research findings may aid in the diagnosis of otsl.

C. Statistical method. Based on existing recottlg, audit team
develops statistical criteria for activities andogmams. Using
these mathematical criteria, the team may discdagrs while
they are still minar

d. Compliance planThe audit team searches for violations of laws
and corporate policies. When an MBO technique edus the
human resources department, the audit team canarenagtual
results to projected targets. Performance issuedeadentified
and reported. The comparative strategy is the rfurstamental
type of research, in which another division or oigation with
better processes or outcomes is chosen as a mbuelaudit
team then compares its findings or methods to thest"
practices" of the other organization. With data afrsenteeism,
turnover, staffing numbers, and remuneration, thisest
practices” method is frequently used. It also mad@sse when
trying out a new technique for the first time. Fample, if a
company implements an alcohol rehabilitation prograA
statistical method is based on performance metiéca/ed from
the current information system of the company. Egample,
company records frequently track turnover and at¥semates
from one period to the next. Changes in these paiats could
help determine how well HR activites and operadion
management regulate these issue areas. This teehni
frequently supplemented with comparable data frothero
businesses or industry sources, such as surveyduciaa by
industry associations. This information is frequeptresented in
ratios, which are easy to compute and apply. Famgte, if 8
employees leave work on a given day out of a tetakforce of
200, the absenteeism rate is 4%. Similarly, evemntm a
company with 200 employees.

SELF-ASSESSMENT EXERCISE 2

Discuss in detail, Research Approaches to Audits
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5.3.6 Interviews

Employee and management interviews are a valuallaurce for audit
teams in gathering information about HR practiced iaentifying areas
for improvement. When the turnover problem at Rogg&s was

discovered, the director of resources and a casultonducted
interviews with field managers to learn more abdle situation.

Interview criticisms and remarks can help identggrceptions and
causes that can be used to guide departmentaha&imilarly, ideas

from managers may point to ways to improve seniitée criticisms

are valid, the classification, location, supervisemployee seniority,
age, gender, and type of infraction should be cbédngThese
modifications may reveal targets for additional esaf training or

equipment. Insurance companies or outside expexysha able to assist
the audit team in analyzing these data.

5.3.7 Grievance Audits

The audit team may also notice a pattern in emgla@mmplaints made
either internally at the company or through theownnnanagement
grievance process. Patterns may emerge based orioyengmt
classification, supervisor, union representativge group, or contract
clause. If patterns are discovered, HR professsorniavestigate the
source of the complaints. And, if union represewat are involved in
identifying such patterns, they may agree with ngangent's
recommendations for change, which typically incluttaining or
rewriting the union management agreement.

5.3.8 External Information

Is the primary tool used by the audit team. Extecoanparisons provide
a framework for the team to evaluate the firm'srapens. While some
of the information you require is straightforwaatdhers may not be. The
federal government is arguably the most importantee of information
from outside sources. The Department of Labor ctes@ large number
of statistics and reports. This department pubfisteta on potential job
openings, employee churn rates, workforce projastidocal wage and
salary surveys, and accident severity and frequeatss on a regular
basis, which can be used to compare internal &itde unemployment
offices and industrial development commissions Uegtly release data
that can be used to make comparisons. Age, gerdecation, and
racial demographics of the workforce are frequeatigilable from state
agencies and are useful in evaluating affirmatietioa initiatives.
Industry associations typically provide specializedta to their
members. Statistics on industry standards, such tamover,
absenteeism, standard salary rates, growth, suirddr job
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descriptions, accident rates, fringe benefit expsnand model union
management agreements, are especially useful tat aedms.
Professional organizations frequently provide samiinformation to
members of the profession. The association may wtdnesearch such
as demographic profiles, salary and benefit survaps other studies
that can be used as benchmarks to evaluate thertuoepds
performance. Furthermore, consultants and uniyersisearch centers
may have information.

5.3.9 International Audits

Human resource audits in international organizatime becoming more
critical and sophisticated. Different countriesv$a languages, cultures,
traditional practices, and expectations make itaxtfficult to audit HR
operations across borders. An audit team from gmeehcountry is more
likely to conduct the review using its own expedes and norms as a
starting point. Different standards may appear ¢oirizorrect simply
because they do not correspond to the auditors'erexmes.
Discrimination based on gender, race, tribe, sadads, religion, caste,
or any other unjustified standard, for example, majtate company
policies, but it may also be a common and eveniredupractice in
some foreign countries. The audit team's biggesiaige is identifying
areas where company practices differ. Changes nm fpolicies,
practices, and procedures, on the other hand.dtiisal to document
variations so that policymakers can decide whetiterkeep them.
Investigating the causes of the variances may feg@ad management
practices or valid reasons. Deviations from aca@kptactice in a foreign
country that violate domestic laws are especiaignificant. Bribing
government officials, for example, is common pmEEtiin some
countries, but it is illegal in the United Statexlar the Foreign Corrupt
Practices Act. Because there is such a wide rahgar@tion within a
global organization, international audits are emllgc important.
Differences in education, experience, culture, atiter variables may
result in different HR methods that are at besfficient and at worst
ineffective.

5.3.10 Audit Report

The audit report is a comprehensive account of HiRrations that
includes both praise for successful practices andgestions for
improving those that aren't. The report will be eggted by a larger
audience because it is more balanced in acknowlgdigoth positive
and negative behaviors. An audit report frequectintains multiple
components. The first section should be read bg hmanagers, the
second by managers of specific HR functions, aedthird by the HR
manager. The paper summarizes the roles and ralpities of line
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managers in relation to HR objectives. Tasks ineludterviewing
potential hires, training staff, monitoring perfante, inspiring
employees, and attending to their needs. The dtaklys into account
people issues as well.

5.3.11 Globalisation, Diversity, and the Environmetal Context and
Benefits

The North American Free Trade Act essentially efemed all trade
restrictions and established a North American trgdloc between the
United States, Canada, and Mexico. Simultaneouglg, European
Union is deepening its integration and establismey free-trade zones.
Brazil, Argentina, Uruguay, and Paraguay are algtiwvgorking to
establish a new trading bloc. East Asia, whicled by Japan, also has
some of the world's top exporters. The level of petition in such
sectors has also increased as a result of deregulisi the banking,
aviation, and transportation sectors in the Unifdtes. Even at the
federal, state, and municipal levels, government¢sumder significant
fiscal pressure. Pressures have risen.

Consider these developments and how they may difeoan resource

management.

. An estimated 14.5 million Americans work nonstard hours.
Evenings, overnight, rotating shifts, and splitftshiare more
common in today's globalized business and culthen tever
before.

. 63% of all women over the age of 16 will be eoyeld by the
year 2000, up from 57% in 1990.

. "The Hispanic labor force is expected to grow ftiares faster
than the white labor force, while the black labarcke is expected
to grow twice as fast.”

. "Average annual immigration into the United 8&atwill be
600,000 during the 1990s."
. "Immigrants, women, and non-Caucasians are ¢ggedo

account for more than 56%, or 83%.".
5.3.12 Employee Rights Beginning in 1842

Employee rights have been expanded as a resutieofiécision by the
Commonwealth of Massachusetts' highest court thexnumembership
is not a criminal conspiracy. Even the ability of amployer to fire
employees is limited by the Worker Adjustment anetr&ning Act
(WARN). Employee terminations have also been lichismder the "at-
will" theory by decisions made by the EEOC, OSHAL RS, and
courts. Expansion of employment-related rightsls® @&xpected to be
aided by legislative and judicial actions, based past experience.
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Employee protection is always a good idea in auceltwhere most
people make a living through wages, but as theskigcigons increase,
HR managers are faced with more responsibility a@otnplexity.
Mandatory benefits and services are being blame&doope's high and
persistent unemployment.

5.3.13 Employee Performance, Productivity and the Uure

Real wages cannot rise faster than productivitye phoductivity of a
society's workers determines its prosperity and-lb&ihg. Over the last
two decades, the United States has improved itslugtivity more

slowly than any other major industrial country, luding Japan,
Germany, Italy, France, and, most emphatically, Wim#ed Kingdom.

Although the United States remains the world leaddroth overall and
per capita productivity, the consequences of lodimgt position in
sectors such as consumer electronics, steel, sShiplyy and

automobiles have resulted in significant economsgzugitions for both
companies and employees. These disruptions widlagpif productivity

does not rise in comparison to that of our tragpagners. Competitive
advantage is increasingly influencing employeetoriga

5.3.14 The Challenging Role of Human Resource Manament and
Prospects

"Downsizing" used to indicate that the economy veeteriorating.
However, today's downsizing occurs even as the aogngrows. By
reengineering workplace processes and proceduaasy businesses are
realizing increased efficiencies that allow thentoéonpete in the global
economy. Unfortunately, those savings sometimesudiec personnel
reductions at a company, which causes significanantial and
emotional stress for those affected. More challengad a greater
emphasis on HR effectiveness are unavoidable aspett HR
management. This increased significance will regolt additional
responsibilities. In addition to the traditional spensibilities of
recruiting, hiring, and retaining qualified emplege additional roles
will be added, necessitating even higher levelprofessionalism from
the department head and support staff. HR managersncreasingly
expected to contribute to the strategic thinkingtltd company. The
ability of the company's employees to carry ouséhplans is critical to
the marketing, manufacturing, and financial inities' success. In order
to assist with the "people side” of implementatiBi® directors will be
expected to continually uncover the causes andtisnito people-
related problems through audits and research. @heytheir staffs will
need to be prepared as they increasingly servetasal consultants to
others dealing with HR-related issues.
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5.3.15 Organisational and Functional Challenges

HR managers are increasingly expected to contrituthe company's
strategic thinking. The ability of the company'spdoyees to carry out
these plans is critical to the success of the ntiadke manufacturing,
and financial initiatives. HR directors will be esqied to continually
uncover the causes and solutions to people-relptedlems through
audits and research in order to assist with theoplee side" of
implementation. As they and their staffs increalsirgerve as internal
consultants to others dealing with HR-related isstieey will need to be
able to diagnose both current and potential hurssuess. They will then
be asked to assist the organization's managersakimizing human
contribution. Diagnostic, assessment, consultatieed facilitative
abilities, in other words.

5.3.16 Key Drivers of Human Resource and Future P8pects

Employee rights, globalization, diversity, and #mvironment, as well
as employee performance and productivity, are guitw examples of
the difficult position of HR management.

'

Yo/

5.4  Summary

The audit report is distributed to top managemepégrations managers,
HR specialists, and the HR manager. With this kedgé, the HR
manager can devise strategies to ensure that scti@mefit the

organization. If HR management is to be held actahla, it must

conduct audits and research to assess previousriparice. It also
necessitates a forward-thinking mindset in ordearnticipate potential
difficulties. Finally, a proactive mindset motivatélR professionals to
support both employee and business goals. Giverchialenges they
face, HR professionals' roles will undoubtedly liea and become
more important. How well businesses assist theirpleyees in

contributing more effectively to their organizatoometermines how
quickly they expand.
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u::5.6 Possible Answers to SAEs

Question 1 What is an Audit of Human Resources?

Answer:

The audit report is distributed to top managemepégrations managers,
HR specialists, and the HR manager. With this kedgé, the HR
manager can devise strategies to ensure that scti@mefit the

organization. If HR management is to be held actahla, it must

conduct audits and research to assess previousriparice. It also
necessitates a forward-thinking mindset in ordearnticipate potential
difficulties. Finally, a proactive mindset motivatélR professionals to
support both employee and business goals. Giverclialenges they
face, HR professionals' roles will undoubtedly liea and become
more important. How well businesses assist theirpleyees in

contributing more effectively to their organizatoometermines how
quickly they expand.

SELF-ASSESSMENT EXERCISE 2
Discuss in detail, Research Approaches to Audits

Answer

a. Comparative approach. The audit team searches for areas of
underperformance by comparing one firm (or diviyicio
another. This method is commonly used to assessuttemes of
various initiatives or plans. It aids in identifgirareas that need
to be improved.

b. Outside authority approach. The audit team measures the
effectiveness of various activities or projectsngsipublished
research findings or the knowledge of a consultghe findings
of the research or the consultant may be usefdétarmining the
cause of the problem.

C. Statistical approach. The audit team develops statistical
benchmarks from existing data to evaluate operatiamd
initiatives. The team may be able to detect flawg these
mathematical criteria while they are still minor.

d. Compliance approach.By sampling various components of the
HRIS, the audit team looks for violations of redidas,
corporate policies, or processes. Through its fiading
activities, the team can determine whether corporates and
legal requirements are being followed.

e. MBO approach.When an MBO technique is used in the human
resource department, the audit team can compareatheal
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results to the planned objectives. Poor performaoae be
identified and reported. The comparative methodwinich a
different division or business is chosen as a mbéehuse it has
superior procedures or results, is possibly the tmos
straightforward type of research. The audit teaenthompares
its findings or methods to the "best practices”tbhé other
organization. This "best practices" method is comiypaised to
collect information about staffing levels, absergee attrition,
and salaries. Furthermore, it makes sense the fins¢ a
procedure is used. When a company launches anchletovery
program, it may be a successful program from amatbenpany
or division. A consultant or extensive industryudst, for
example, may suggest that the typical HR experaligsibetween
3/4 and 1% of total sales. The entire budget oti#gartment can
then be roughly evaluated using this amount asnahmark. A
statistical approach uses performance measurenfents the
company's current information system. Corporateonds; for
example, frequently chart the rates of turnover abbsence over
time. Changes in these data points may be usefdétiermining
how well operational management and human resaoteties
handle these problem areas. This method is frefyuent
supplemented with comparable data from other basew or
industry sources, such as surveys conducted by sindu
associations. This data is frequently presentedhiios because
they are easy to compute and understand.



