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INTRODUCTION

HCM 438 Hospitality Supervision and Quality Conti®hl two — credit
unit course. As such, you are expected to spenishianoim of two hours
every week studying the course. You are expectednaplete the entire
outline within a period of 15 — 17 weeks.

This course guide tells you briefly what the courseall about, the
course materials you will be using and how you shallocate your
time to each unit. It suggests some general gueglfor time you are
likely to spend on each unit of the course in orttercomplete it
successfully.

It also guides you on your tutor-marked assignmewtsich will be

made available to you at the Study Centre. Theeeragular tutorial
classes linked to this course. You are advisedt¢ma these sessions.

WHAT YOU WILL LEARN IN THIS COURSE
In this course, you will learn about:

structure and classification of the hotel estaloisht
nature of staff planning

recruitment and selection process

importance of training in quality service

different styles of leading

nature of quality

importance of quality systems management
service quality/competitive advantage
supervision and quality control

management control systems in the hotel industry
communication and formal organisations
leadership and management

human resource management

job security and work environment

total quality management

COURSE AIMS

The aim of this course is to enlighten you on treanming of hospitality
supervision and quality control. It aims to explainnciples and how
these principles can be applied to hospitality svipmn and quality
control operations. This course seeks to help gewelop skills and
adequate knowledge required to carry out hospjtalitpervision and
quality control duties.
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COURSE OBJECTIVES

To achieve the aims set out, the course sets ¢wdnjalktives. Each unit
also has specific objectives. The unit objectives specified at the
beginning of each unit. You should read them bejare start working
through the unit. You may want to refer to theminigiyour study of the
unit to check your progress.

Below are the overall objectives of the course. Bgeting these
objectives, you should have achieved the aimsetturse as a whole.
On successful completion of the course, you shbealdble to:

o explain the structure and classification of hosthblishment

. explain the of staff planning as well as recruitinand selection
process

. discuss the importance of training in quality seevand different
styles of leading

J explain the importance of quality systems managémen

o describe the nature of quality and service qualiyipetitive
advantage

discuss supervision and quality control

explain management control systems in the hotelstrg
define communication and formal organisations

define leadership and management

explain human resource and total quality management
discuss job security and work environment.

WORKING THROUGH THIS COURSE

For you to complete this course, you are requioeead the study units,
textbooks, and other resources that are relatedetanit. Each unit of
the course contains tutor-marked assignment. Ther-tnarked
assignment (TMA) is to be done immediately and dttech to your
tutorial /course facilitator for assessment. Thelim® used and the time
to submit the TMA will be specified to you lateBelow is the list of all
the components of this course.

COURSE MATERIALS
Major components of this course are:

Course Guide
Study Units
Textbooks
Assignments
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. Presentation Schedule

STUDY UNITS

This course is made up of three modules broken diowan 15 units.
They are as listed below.

Module 1

Unit 1 Structure and Classification of the Hotstdblishment
Unit 2 Nature of Staff Planning

Unit 3 Recruitment and Selection Process

Unit 4 Importance of Training in Quality Service

Unit 5 Different Styles of Leading

Module 2

Unit 1 Nature of Quality

Unit 2 Importance of Quality Systems Management
Unit 3 Service Quality/Competitive Advantage

Unit 4 Supervision and Quality Control

Unit 5 Management Control Systems in the Hotelbidy
Module 3

Unit 1 Communication and Formal Organisations
Unit 2 Leadership and Management

Unit 3 Human Resource Management

Unit 4 Job Security and Work Environment

Unit 5 Total Quality Management

The units shall be treated in sequential order.
TEXTBOOKS AND REFERENCES

As was earlier stated, materials relevant to thesmare not limited to
the ones listed below but also others you can lagdk upon. The
following references are hereby recommended.

Dennis Lillicrap, John Cousins & Robert Smith (1298&oo0d and
Beverage Servicg5th ed.). London: Hodder and Stoughton.

John R. Walker (1999)Introduction to Hospitality (2nd ed.). New
Jersey: Prentice Hall Inc.

vi
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Richard J. Schonberger & Edward M. Knod Jnr. (199perations
Management: Customer — Focused Principle&" ed.).
Irwin/McGraw Hill.

William S. Gray & Salvatore C. Liguori (1990Hotel and Motel
Management and Operationdew Jersey: Prentice Hall Inc.

PRESENTATION SCHEDULE

Specific dates for particular activities, such asbrsission of
assignments, tutorial schedules, examination gatdther information
shall be made available to you at a later date.

TUTOR-MARKED ASSIGNMENT

Each unit of this course has a tutor-marked assggireection, which

you are expected to do at the end of the unit. ff@urequired to keep an
assignment file. Each shall assignment mark wdaddconverted to

three per cent; the best 10 shall be selected ke mja 30 per cent.

FINAL EXAMINATION
The final examination for this course has a toalue of 70 per cent of
the total course grade. It will cover all aspedtghis course. Use the

time between the last unit and the examination edse the entire
course.

COURSE MARKING SCHEME

The following table presents the breakdown of tloeirse marking
scheme.

Table 1: Course Marking Scheme
Assessment Marks
Assignments 30%
Examination 70%
Total 100%

Vii
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COURSE OVERVIEW

COURSE GUIDE

This table brings together the units and the nurob&reeks you should
spend to complete them. The assignments thaifdhem are captured

in the table.
Unit | Title of work Week's | Assessment
activity | (end of unit)

Module 1

1 Structure and Classification of thé& Assignment 1
Hotel Establishment

2 Nature of Staff Plannir 1 Assignment

3 Recruitment and Selection Process 1 Assignment 3

4 Importance of Training in Qualityl Assignment 4
Service

5 Different Styles of Leading 1 Assignment 5
Module 2

1 Nature of Qualit 1 Assignment

2 Importance of Quality Systemd Assignment 7
Management

3 Service Quality/Competitivel Assignment 8
Advantage

4 Supervision and Quality Control 1 Assignment 9

5 Management Control Systems |ih Assignment 10
the Hotel Industry
Module 3

1 Communication and Formal Assignment 11
Organisation

2 Leadership and Management 1 Assignment| 12

3 Human Resource Management |1 Assignment 13

4 Job Security and Workl Assignment 14
Environment

5 Total Quality Management 1 Assignment 15
Revision
Total 15

viii
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HOW TO GET THE MOST FROM THIS COURSE

In distance learning, the study units replace thigarsity lecturer. This
is one of the great advantages of distance learnfiog can read and
work through the specially designed study matemlgour own pace,
and at a time and place, that suits you best. l&starer might set some
readings for you to do, the study unit also guigis on which materials
to read. Just as a lecturer might give you anassckexercise, your study
units also provide exercises for you to do at appabe points.

Each study unit follows a common format. The filsgm is an

introduction to the subject matter of the unit. Nexa set of learning
objectives. These objectives let you know what gbould be able to do
by the time you have completed the unit. You shoukk these
objectives to guide your study. When you have fiat the unit, you
must go back and check whether you have achievedlfectives. If

you make a habit of doing this, you will signifi¢Bnimprove your

chances of passing the course.

The main body of the unit guides you through trguneed reading from
other sources. This will usually be either fromdieg sectionor some
other sources.

The following is a practical strategy for workirgrough the course. Do
not hesitate to contact you tutor if you need anadeassistance. The
following is a guideline on how to work through yawourse material.

1. Read this course guide

2. Organise a study schedule. Refer to the coursevievefor more
details. Note the time you are expected to speneach unit and
how the assignments relate to the unit. Importaiormation e.g.
details of your tutorials, date of the first daytbé semester, are
available. Gather all information in one place,lsas your dairy
or wall calendar. Whatever method you choose to wsée your
dates for working on each unit.

3. Once you have created your own study schedule vdoything
you can to stick to it. The major reason that stisldail is that
they lagg behind with their coursework. If you g#tto
difficulties with your schedule, please let youciféator know
before it is too late for help.

4. Turn to Unit 1 and read the introduction and obyes for the
unit.

5. Assemble the study materials. You will always néwdh the
study unit you are working on and one of your ddertbooks as
you work through your unit.
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6. Work through the unit. The content of the unit litdeas been
arranged to provide a sequence for you to follow.y&u work
through the unit, you will be instructed to readtsms from your
set books or other articles. Use the unit to gywmie reading.

7. Well before the relevant due dates (about four wdmfore the
dates), access the assignment file to download ymext
assignment. Keep in mind that you will learn abgtdoing the
assignments carefully.

8. Review the objectives for each study unit and camfihat you
have achieved them. If you feel unsure about anythef
objectives, review the study material or consulirytutor.

9. When you are confident that you have achieved a’suni
objectives, you can then start on the next unibced unit by
unit through the course and try to pace your stslythat you
keep yourself on schedule.

10. When you have submitted an assignment to your tmor
marking, do not wait for its return before startmythe next unit.
Keep to your schedule. When the assignment is rretiirpay
particular attention to your facilitator's comment€onsult your
tutor as soon as possible if you have any questopsoblems.

11. After completing the last unit, review the coursed gorepare
yourself for the final examination. Check that ywave achieved
the unit objectives and the course objectives.

FACILITATORS/TUTORS AND TUTORIALS

There are eight hours of tutorials provided fostbourse. You will be
notified of the dates, times and location of thegerials, together with
the names and telephone numbers of your tutorsoas as you are
allocated a tutorial group.

You must mail your tutor-marked assignments to ytotor well before
the due date (at least two working days are reduir€hey will be
marked by your tutor and returned to you as soopoasible. Do not
hesitate to contact your tutor if you need help.

Contact your tutor if:

o You do not understand any part of the study unithe assigned
readings.
o You have a question or problem with your tutor'sncoent on

your assignment or with the grading of an assigrimen
You should try your very best to attend tutoridlkis is the only chance
to have face-to-face contact with your tutor, amés$k questions which
are answered instantly. You can raise any probleoowntered in the

X
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course of your study. To gain the maximum benefdmf course
tutorials, prepare question list before attendhegm. You will learn a lot
from participating in discussions actively.

SUMMARY

As earlier stated, the courselCM 438 Hospitality Supervision and
Quality Controlis designed to introduce you to the conceptsi|ssaid
knowledge required of you as you carry out hospytalupervision and
quality control duties. This course will as wellugg you with the
principles of hospitality supervision and qualitgntrol.

We hope you enjoy your acquaintances with the MatioOpen
University of Nigeria (NOUN). We wish you succesghe future.

Xi
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MODULE 1

Unit 1 Structure and Classification of the Hotstdblishment
Unit 2 Nature of Staff Planning

Unit 3 Recruitment and Selection Process

Unit 4 Importance of Training in Quality Service

Unit 5 Different Styles of Leading

UNIT 1 STRUCTURE AND CLASSIFICATION OF THE
HOTEL INDUSTRY

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Basic Types of Hotels
3.2  Classification by Location
3.3  Corporate Structures and Concept of OperatienHotel
4.0 Conclusion
5.0 Summary
6.0 Tutor — Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

Does the word “quality” denote a desirable charstie in output of
goods and services? Does it describe processesntict and deliver
those outputs in ways that please customers? Wieended with the
word “management” and preceded by the word “totdipes quality
refer to an even bigger picture — an overall apgnot running the
organisation. The answer is yes!

Quality is a driving force in contemporary operasomanagement in
hospitality business as well as a potent strategegapon. Proper
controls, for instance, over purchasing and rengivalthough they are
essential, serve no purpose if controls cease &t and beverage
purchases are placed in the storerooms; hencevsipe is necessary.

For quality to be effective as well as efficientshould be built into the
structure of any given hotel establishment in ottt each component
unit of the organisation should be aware of thet gaplays in the

objective of quality service delivery to the custymFor instance, if a
given employee of the food and beverage departieafiarged with the
responsibility of providing quality food service tguests, the

1
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performance of such employee should be supervisddsabsequently
evaluated to ensure that the expected resultschiievaed. The issue of
supervision and evaluation of staff goes a long wayensure that
employees perform optimally to achieve the set goafl the

organisation. On the other hand, various departsnafnthe organisation
undertake supervision and evaluation; hence, th&blkshment must
coordinate itself to deliver effectively on the pigion of quality

services in the hospitality industry.

Proper quality planning results in processes capabineeting the need
for quality goods under certain operating condgioQuality control
consists of measuring actual quality performanoe@aring it with a
standard, and acting on any difference. Some asthelieve that
inherent planning deficiencies might result in chicowaste, and it is up
to the supervision and control process to keepwthste from getting
worse. Quality improvement is superimposed on tuatontrol. It
means finding ways to do better than standard aedking through to
unprecedented levels of performance. The desirddesults are quality
levels that are even higher than planned performénels.

2.0 OBJECTIVES

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

o describe the basic types of hotels

. explain how to structure hotel management basedthair
sizes/location

. outline corporate hotel structures and their conoépperation.

3.0 MAIN CONTENT

3.1 Basic Types of Hotel

There are only two types of hotels: transient lsotehd residential
apartment hotels.

Transient
A transient hotel is one that caters for peoplelevtiiey are temporarily

away from home, whether for a day, a week, or atmam business or
for pleasure.
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Residential

The best definition of this type, and the most lgashderstood, is an
apartment house with full hotel services. Thesdedifrom transient

hotels in that they are the official residenceghef guests rather than
their “home away from home.” In addition, they upaequire that the

guest sign a lease (Gray & Liguori, 1990).

Even though all hotels can be designated as trainsieresidential, few
(excluding highway motels) cater exclusively to aass of guest. To
improve occupancy and thus increase income, maanysignt hotels
offer rooms on a permanent basis, with or witholéase. In addition, to
supplement their income or to accommodate guestheofpermanent
residents who may be in need of overnight lodgimgsidential hotels
will offer some of their rooms on a daily or tragsi basis.

3.2 Classification by Location

To classify every hotel merely as transient ordestial gives no idea of
the variations in size, features, or facilitieseoffd, nor does it provide
an understanding of the reason for a hotel beingtwhwhere it is. To
properly explain (and so more easily define thedkerdnces), it is

necessary to classify hotels by location as weliyatype.

City centre hotels

City centre hotels, by virtue of their locationseeh the needs of the
travelling public for business or leisure purposEsese hotels could be
luxury, midscale, business, suites, economy, adeesial. They offer a
range of accommodations and services. Luxury hoteght offer the

ultimate in décor, butler service, concierge anecsd concierge floors,
secretarial services, computer, fax machines, gesalons, health spas,
24 hours room service, ticket office, airline offjccar rental, and
doctor/nurse on duty or on call. Generally, theyewofa signature
restaurant, coffee shop, or an equivalent namewusstt; a lounge; a
name bar; meeting and convention rooms; a ballrcama; possibly a
fancy nightspot.

Resort hotels

A resort hotel may best be described as one wheopl@ go to relax
and be entertained. Relaxation takes different $oion different people.
It may mean just resting, or sitting in the sun,s@htseeing. It may
include swimming, boating, fishing, golfing, or muaain climbing.
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There is nothing new in the idea of resort areasaricient times, to
escape the extreme weather conditions, the welbtteft the cities in

both the summer and the winter. Even though theytaiaed their own

homes in the country or at the seaside, they nepldeds for recreation
and entertainment. The upper-middle class also elle and,

particularly during vacations, needed a place &y & which to relax.

Hotels were built to cater for the needs of theseppe, since the
average city worker spent their leisure time onrimgdeaches or in the
mountains, usually only for the day, and therefoael no need for a
hotel (Gray & Liguori, 1990).

Resort hotels can be divided into two categoridse Tirst is a self-
contained unit in which the hotel provides all tieereational facilities
for its guests — indoor and outdoor pools, tenmisris, golf courses,
horseback riding, and some type of entertainmenes really have no
reason to leave the hotel during their stay, sa fsancluded in the cost
of the rooms; a system known as the “American plan.

The other type of the resort hotel is located roeaat natural recreation
areas such as seashore, large lakes, national, parkanches — such as
the Obudu Ranch Resort in Nigeria, which has maotelé located
within its environment. These hotels may have tlwsin pools, and
certainly restaurants, nightclubs, and other fooh&ntertainment for
their guests, but it is the area, rather than titelhtself that attracts the
people.

It follows that the guests need not have their sxaalthe hotel. In fact,
many prefer to try some of the other well-knownagsants in the area.
In addition, since sightseeing is part of the psgof being there, many
guests would find it inconvenient to return to tiegel for lunch if three
full meals were offered. As a result, these hotgle their guests a
choice between “European plan” (room only, withmeals) or a very
popular “modified American pan,” which provides aom and two
meals: breakfast and dinner. Some hotels usingattex will even give
the guest a credit facility against the total fmll meals that are missed.

Airport hotels

With the growth of the airline industry and masssportation of people
by air, another need has evolved. An airport isallguisome distance
from the city. Flights may be postponed or cancelénd the airline will
have to take care of their numerous passengered-tfeem, and if an
overnight delay is involved, house them. Previoulg passengers had
to be transported to and from the city for thisgmse; an expensive and
time consuming process. Again, there was an oppibytand a need,
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and the innkeeper took advantage of it. Hotels vioerié around or in
the major airports.

Today, their business comes not only from inconmeced passengers;
the traveller also finds a place to rest while waitfor connecting

flights. Many people catching a very early flightefer to arrive at the

airport the night before and get a good night's e¢she airport hotel,

thus avoiding the rush of the morning automobékfic that is so heavy

around major cities, like Lagos and Abuja.

Thus, the airport hotels are also in direct contipeti with the city
hotels, and with growing success. Two problems, ionthe operation
and the other in the construction of building, beemntioning. The first
relates to the transportation of the guests frograihport to and from the
hotel; this can be easily solved. The hotel mamnsta small private bus
that makes frequent trips to the airport. The otbhi¢ine problem of noise
abatement. Modern jets are very noisy, and at goij they take off
and land 24 hours a day. However, most airportlficiee relatively
new, and modern technology has succeeded in inmsyldtem to a point
where few guests have had any reason to complathisrscore. Many
such hotels, being centrally heated and air-cooukiil, therefore also
have sealed windows.

Motels

Motels originated as an outgrowth of increased dwiray automobile
business traveller. In the early days of travellsggjesmen lodgings
could frequently be found in private residencedterofarmhouses near
the highway — but the number of travellers sooneered the
accommodation available. The motel became a metioproviding
low-cost accommodations for such travellers.

3.3 Corporate Structures and Concepts of Operatiorof a
Hotel

The original concept for the operation of a hoparticularly a small
hotel, was that the owner would operate it as a pobprietor. In many
instances, the owner was also the manager and gfige performed
other functions as well. As a sole proprietor, tvener is personally
liable for the debts and losses incurred by theraim. At the same
time, however, he or she is relieved from filinge tdocuments and
paying the fees that are required of an incorpdrhtesiness.

Now, many owners have found it advantageous torparate their hotel
operations. Usually, the owner forms a corporatmown and operate
the hotel, although there is no reason that artiegisorporation cannot

5
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be used. The creation of the corporation limits sk and liability of
the individual owner and thus protects that ownpessonal assets from
loss, should the operation be unprofitable.

Corporate structures

Although there are many similarities in how variobetel chains

function, the corporate structures under which éhlestels are owned
and operated are many and varied. The reasonifistioften complex

and relate only to the particular circumstancesaifh company. There
are, however, more reasons that are common.

Corporate structures that isolate the hotel opmmati within the
corporation reduce the losses in the event of hgn&y of an individual
property. The losses can be restricted to the sgdethat particular
hotel, with no loss concerning the other assethethain.

The following, according to Gray and Liguori (1990are the
alternatives available for forming an overall cagte structure for the
chain:

o one corporation owing several hotels

o parent company with individual subsidiary owningleaotel

o limited partnership with a general partner and @ugrof limited
partners

. lease agreement between parent company and sulesdia

. management arrangement between parent company and
subsidiaries

o joint venture between the chain and an outsidey/part

SELF-ASSESSMENT EXERCISE

I Outline the basic types of hotels.
ii. Mention the types of hotels based on location.

4.0 CONCLUSION

Hotels are classified in many ways. This classiiocemay be done as
regards the place where the hotel is located, itee & the hotel, the
facilities within the hotel or the kind of servicgoffers, as well as the
kind of customers it caters for. In some casetalimay be classified
according to the structure of its operation.
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5.0 SUMMARY

In this unit, we have discussed types of hotel el &t its classification.
The way a hotel is classified will determine, ldygethe mode of
operation of such hotel facility; and this has tattodo with the kind of
personnel it will hire. This in turn affects thenlli of services it will
offer based on its location and/or size.

6.0 TUTOR — MARKED ASSIGNMENT

1. How would you differentiate between a hotel andceat?

2. Discuss the concept of a corporate structure inbiliginess of
hospitality.

7.0 REFERENCES/FURTHER READING

Gray, W. S. & Liguori, S. C. (1990Hotel and Motel Management and
Operations. New Jersey: Prentice Hall Inc.

Walker, J. R. (1999)ntroduction to Hospitality. (2nd ed.) New Jersey:
Prentice Hall Inc.
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UNIT 2 NATURE OF STAFF PLANNING
CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Whatis Staff Planning?
3.2  Benefits of Staff Planning
3.3  Overview of Process of Staff Planning
4.0 Conclusion
5.0 Summary
6.0  Tutor — Marked Assignment
7.0 References/Further Reading

1. INTRODUCTION

In the previous unit, we discussed the basic tybpémtels, classification
of hotels based on location and the basic structur@ concept of
operation. In this unit, we shall be looking at thature of staff
planning.

The most important question for any organisationwisat type of
workforce it will need to implement successfullg gtrategic mission.
Once this question is answered, the organisatiarfazus on recruiting,
developing, motivating, and retaining the numbed amx of employees
that will be required at each point in time.

2.0 OBJECTIVES

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

o enumerate the key elements of staff planning
o explain the benefits of staff planning
o describe the process of staff planning.

3.0 MAIN CONTENT
3.1 What is Staff Planning?

According to the Society for Human Resource Managdma staffing
plan is a system that works to monitor and contnel costs of human
capital while creating an infrastructure to suppeffective decision-
making in an organisation. The plan uses relevantkbwad and
outcome measures that can aid organisations irssisgecurrent and
future staffing needs. Staff planning is a contumi@rocess of shaping
the staff profile to ensure that it is capable oélivkring the

8
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organisation’s objectives now and in the futurehisTincludes deciding
how work is done (job analysis and job design) asll was
demand/supply forecasting, gap analysis, and imghtimg people
management strategies to address the gap.

In simple terms, staff planning aims to have tightrpeople, in the right
place, at the right time, all the time.

Why undertake staff planning?

Staff planning can help departments and divisiamsdeliver better
organisational and administrative outcomes by:

o strengthening the organisation’s capability to sppthe
achievement of education, research results andilconbn to the
establishment and outcomes now and in the future.

o encouraging an understanding of administrationf spabfile
based on an analysis of rigorous workforce dataj #me
implications to the organisation.

o facilitating rapid and strategic responses to ckang

o assisting in the identification and managementeafpbe with the
knowledge that is critical for effective and eféat business
operations.

J providing a mechanism for linking expenditure onojple to

business outcomes.

Key elements of staff planning

J It is driven by the organisation’s strategy.

. It should be an ongoing process, which is integrated aligned
with business planning.

o Executive directors and heads of departments arthenbest

position to assess their programmes and relatédrstads, and
therefore have overall responsibility for staff piéeng within
their departments or units.

Human resource (HR) staff plays an important pastmp role in
supporting departments/divisions to develop andlempnt effective
staff plans.

3.2 Benefits of Staff Planning
The overall success of staff planning will deperdgély on how

effectively it can be integrated with organisatiopéanning. When
effectively integrated, the main benefits inclute following.



HCM 438 HOSPITALITY SUPERVISON AND QUALITY CONTROL

3.3

A staffing plan helps organisations better plan tfoe future in
identifying current and future staffing needs.

It helps ensure compliance with state and fedexglirements,
and assists organisations develop goals and conoaterstaffing
strategies to stakeholders.

A staffing plan assists organisations in identifyicontingency
plans, should a gap exist between desired statfwgls and
available resources.

A staffing plan offers an organisation an objectaraalysis and
clear reasoning that can better explain or deféndecisions to
hire or reduce personnel.

A staffing plan transforms the staffing functioorn a “vacancy-
filling” role to one that continually ensures aligent between an
organisation’s human capital and its strategic gjolhe effect of
this is improved employee utilisation, overall etfgeness, and
competitive positioning.

Staff required to meet future business needs arglyecruited
and developed.

Reduced staffing costs through appropriate staféngls.
Improved identification of staff development needs.

Improved capacity for career management.

Improved employee effectiveness through bettedgdign.
Increased job satisfaction.

Improved employee relations.

Reduced skill shortages.

Reduced staff turnover.

Reduced staffing costs by correcting skill imbaksbefore they
become unmanageable and expensive,

Employees whose capabilities are not likely to nietire needs
can be retrained, redeployed or separated.

Staff utilisation can be improved through assignstaff to the
highest value work that they can perform.

New or emerging job roles can be planned for thihosgecific
recruitment or training initiatives.

The process enhances the capacity of staff to perfoigher
value work.

HR initiatives are consistent with and complementar faculty
and division plans.

Overview of Process of Staff Planning

Staff planning for a three to five year period pd@s a balance between
short and long-term planning. A range of humarowese initiatives
should become apparent over this period such asajwlysis and
design, graduate recruitment, staff training angetijpment, changes to
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work practices, succession planning, career devedop and flexible
work practices.

Although human resource is a major player in theetlgment and
implementation of staff planning, the units/divisso are ultimately
responsible. The following diagram shows the thateps identified for
successful staff planning in most hospitality indies.

Step 1:
Analysing the
business environment

A 4

\ 4
Step 2:
Forecasting
demand and supply

A 4
Step 3:
Planning, implementing
and evaluating

Fig. 2.1: Steps Identified for Successful Staff Planing in Hospitality
Industries

The purpose of each step is described in furthiilde a staff planning
checklist. A number of templates that guide thenaggrs through the
process in a systematic way support this process.

SELF-ASSESSMENT EXERCISE

I. What is staff planning?
il. Itemise the elements of staff planning.

4.0 CONCLUSION

It is expected that staff planning should be a ioolus process
throughout the lifespan of a given organisatiorenfis in the hospitality
industry are bound to foster unique approachesisiness management
in the hospitality industry, hence the need fotHar training and staff
development in the industry.

11
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5.0 SUMMARY

You have learnt in this unit that staff planningrse of the elements of
management that deals with putting human resoutegsther and
harnessing them to achieve organisational objextivihe steps involve
in the planning process, as highlighted in thid,unclude analysing the
business environment, forecasting demand and supplg planning,
implementing and evaluating.

6.0 TUTOR-MARKED ASSIGNMENT

1. Evaluate the key elements of staff planning.

2. Analyse the process of staff planning in the hadipytindustry.

3 What are the benefits of staff planning for bussnes
organisations?

7.0 REFERENCES/FURTHER READING
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Operations. New Jersey: Prentice Hall Inc.

Human Resource Manageme8ftategic Staffing Plans, June 2002.

Walker, J. R. (1999)ntroduction to Hospitality. (2nd ed.). New Jersey:
Prentice Hall Inc.

12



HCM 438 MODULE 1

UNIT 3 RECRUITMENT AND SELECTION PROCESS
CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content
3.1 What is Recruitment?
3.2 Forms of Recruitment
3.3 The Recruitment Industry
3.4  The Recruitment Process
3.5 Recruitment and Selection Framework

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignment

7.0 Reference/Further Reading

1.0 INTRODUCTION

In the previous unit, we explained staff plannidmgnefits of staff
planning, as well as the process of staff planninghis unit, we shall
be discussing the recruitment and selection process

Recruitment is the process of identifying the ne®dan organisation to
employ someone up to the point at which applicatms for the post
arrives the organisation. Selection then considisthe processes
involved in choosing from applicants a suitabledidate to fill a post.
Training consists of a range of processes invoinedhaking sure that
jobholders have the right skills, knowledge andwates required to help
the organisation to achieve its objectives. Reioiitndividuals to fill
particular posts within a business can be doneeeithternally by
recruitment within the firm, or externally by redmg people from
outside.

2.0 OBJECTIVES

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

o explain the purpose of recruitment and selection
o describe the recruitment and selection process
o discuss the recruitment and selection framework.

13
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3.0 MAIN CONTENT
3.1 What is Recruitment?

According to Wikipedia, recruitment refers to th@gess of attracting,
screening, and selecting a qualified person faba All companies can
benefit from contingency or retain professionakuéers or outsourcing
the process to recruitment agencies. The recruitpiesse of the hiring
process takes place when the company tries to @acl of candidates
through job postings on company and external wefsjob referrals,
wanted advertisements, college recruitment, socedia recruiting, etc.
Job applicants who respond to the recruitment &ffof the company
are then screened to determine if they are quelfbie the job.

Selected candidates are invited to interviews atigeromethods of
assessment. Employers may check the background ragpéctive
employees, as well as check references prior tangak job offer and
hiring the top candidate for the position.

3.2 Forms of Recruitment

Organisations differ in terms of their size, busseprocesses and
practices. Different organisations adopt differémims of recruitment

practices according to the specific needs of tlgamsation. There are
different forms of recruitments organisations choase from.

Centralised Recruitment

The recruitment practices of an organisation argrabsed when the
human resource (HR) / recruitment department at ltbad office

performs all functions of recruitment. Recruitmelecisions for all the
business are vertical. Centralised form of recraritris commonly seen
iIn government organisations.

Benefits of the Centralised Form of Recruitment are

reduces administration costs
better utilisation of specialists
uniformity in recruitment
interchangeability of staff
reduces favouritism.

14
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Decentralised Recruitment

Decentralised recruitment practices are most conlyrgeen in the case
of conglomerates operating in different and divdrgsiness areas. With
diverse and geographically spread business arebsfaces, it becomes
important to understand the needs of each departamehdevelop the
recruitment policies and procedures accordinglychEalepartment
carries out its own recruitment. Choice between tthe will depend
upon management philosophy and needs of particuanisation. In
some cases, combination of both is used. Lowell &edfs as well as
top-level executives are recruited in a decentdlimanner.

There are also other types of recruitment namely:

. internal recruitment
. external recruitment

Internal recruitment means that a job vacancyllisdfifrom within the
business with an existing employee rather than eynpy externally.
You may decide that you already have the right [ge@pth the right
skills to do the job. Internal recruitment candffective when nurturing
employees into senior position and can reduce receat costs.
However, this is not a very diverse method of reggrent and you risk
missing interesting and innovative skills from ertd candidates.

Advantages

o It allows the use of in-house resources and bwldskills and
expertise of existing staff.

o It allows the retention of valuable employeesd avoids

recruitment costs, which ensures a return on awgsiment in
training and development.

o Motivation: It provides opportunities for development and
promotion for existing staff.
o It is cheaper and has shorter induction period: terival

recruitment allows considerable savings to be mades is
because individuals with inside knowledge of hovbusiness
operates will need shorter periods of training ame for 'fitting

in'.

o The organisation is unlikely to be greatly 'disegitby someone
who is used to working with others in the organdsat

o Internal recruitment can serve as an internal ptmmp which

acts as an incentive to all staff to work hardethimi the
organisation.
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o From the firm's point of view, the strengths andalweesses of an
insider will have been assessed. There is alwaigk attached to
employing an outsider who may only be a succespaper'.

Disadvantages

o It has limited number of applicants.

. The external candidates might be better suitecualified for the
job.

o It creates another vacancy in the organisation.

o The organisation may become resistant to change.

o An insider may be less likely to make the essentrdlcisms
required to get the company working more effectivel

o Promotion of one person in a company may upset snenelse.

External Recruitment

External recruitment makes it possible to draw upowider range of
talent, and provides the opportunity to bring neyezience and ideas in
to the business. Disadvantages are that it is custy and the company
may end up with someone who proves to be lessteffet practice
than they did on paper and in the interview situati

Advantages

o It allows outside people to bring in new ideas.

o It creates larger pool of workers from which todfithe best
candidate.

o It allows people to have a wider range of expemenc

Disadvantages

o It involves longer process.

o It is more expensive due to advertisements andrvietes
required.

o Selection process may not be effective enoughuealethe best
candidate.

SELF-ASSESSMENT EXERCISE

i Define recruitment.
il List the forms of recruitment.
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3.3 The Recruitment Industry
The recruitment industry has four basic features.

1) Employment agencies deal with clerical, tradesporary and
permanent employment opportunities.

2) Recruitment websites and job search engirmdsegs as many
candidates as possible by advertising a positioar @/ wide
geographic area. Although recruitment industnh@ught to be a
cost effective, a human resource department or rtepat
manager will spend time outside their normal dutessding and
screening resumes. A professional recruiter hasalbiigy to read
and screen resumes, talk to potential candidatdsdativer a
selective group in a timely manner.

3) "Headhunters" for executive and professionaditpms: These
firms are either contingency or retained. Althowglvertising is
used to keep a flow of candidates, these firms @alyetworking
as their main source for searching for candidates.

4).  Niche agencies specialise in a particular stuai area of

staffing.
Some organisations prefer to use employer branstiradegy and
in-house recruitment instead of recruiting firmsre&ruiting firm
is always looking for talent whereas an interngbatément is
focused on filling a single opening. The advantagsociated
with using a third-party recruiting firm is theibiiity to know
where to find a qualified candidate. Talent manag@ns a key
component to the services a professional recruifirg can
provide.

3.4 The Recruitment Process

Job analysis

The appropriate start in a recruitment effort igésform a job analysis
and document the actual or intended requirementhefjob to be
performed. This information is captured in a jobsaetion and
provides the recruitment effort with the boundaaesl objectives of the
search. Oftentimes, a company will have job desonp that represent
a historical collection of tasks performed in thasp These job
descriptions need to be reviewed or updated poi@r recruitment effort
to reflect present day requirements. Starting fgoent with an
accurate job analysis and job description ensuregdcruitment effort
starts on a proper track for success.
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Sourcing
Sourcing involves the following.

1) Advertising, a common part of the recruitingogess, often
encompassing multiple media, such as the intenetspapers,,
professional publications, window advertisementd) gentres,
and campus graduate recruitment programmes.

2) Recruitment research: This involves proactigentification of
passive candidates, i.e. candidates who are satisfith their
current positions and are not intending to moveatwther
company. This initial research for so-called passrandidates
also called name generation, results in a contdotrmation of
potential candidates who can then be contactededilg to be
screened and approached on behalf of an execaaretsfirm or
corporate client.

Screening and Selection

Suitability for a job is typically assessed by loak for skills, e.g.
communication, typing, and computer skills. Quadfions may be shown
through résumés, job applications, interviews, atanal or professional
experience, the testimony of references, or in-boiesting, such as for
software knowledge, typing skills, numeracy, anderéicy, through
psychological tests or employment testing. Othsumgs screening criteria
may include length of service, job titles and léngf time at a job. In some
countries, employers are legally mandated to peowdual opportunity in
hiring. Business management software is used by memuitment agencies
to automate the testing process. Many recruitedsagencies are using an
applicant tracking system to perform many of theiiing tasks, along with
software tools for psychometric testing.

Lateral Hiring

Lateral hiring is another form of recruiting. Therm is used with two
different, almost opposite meanings. In one meanitige hiring
organisation targets employees of another, siriiganisation, possibly
luring them with a better salary and the promise better career
opportunities. An example is the recruiting of atpar of a law firm by
another law firm. The new lateral hire then hasc#jme applicable
expertise and can make a running start in the nglw |n some
professional branches, such lateral hiring wasittoaglly frowned
upon, but the practice has become increasingly noom@mon. An
employee's contract may have an incomplete clawseepting such
lateral hiring.
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In another meaning, a lateral hire is a newly heetployee who has no
prior specific applicable expertise for the new, jabd for whom this job

move is a radical change of career. An exampldesrécruiting of a

university professor to become chairman of the th@da company.

Onboarding

Onboarding is a term, which describes the procdsketping new
employees become productive members of an orgamsah well-
planned introduction helps new employees becomeatpeal; it is
often integrated with a new company and environm@mboarding is
included in the recruitment process for retentiomrppses. Many
companies have onboarding campaigns with hope teonréop talent
that is new to the company; campaigns may last fom@ week to six
months.

There are a number of stages, which can be usddfioe and set out
the nature of particular jobs for recruitment plegs

Job Analysis

Job analysis is the process of examining jobs deioto identify the key
requirements of each job. A number of importantsjoas need to be
explored:

the title of the job

to whom the employee is responsible

for whom the employee is responsible

a simple description of the role and duties ofeh®loyee within
the organisation.

Job analysis is used to:

. choose employees either from the ranks of yourtiegistaff or
from the recruitment of new staff;

o set out the training requirements of a particjdar

o provide information which will help in decision malg about the
type of equipment and materials to be employed thighjob;

o identify profile and the experiences of employeesheir work

tasks (information which can be used as evidence staff
development and promotion).

. identify areas of risk and danger at work; and

. help in setting rates of pay for job tasks.

Job analysis can be carried out by direct obsemwadf employees at
work, finding out information jobholders, or by eefing to documents
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such as training manuals. Information can be gleahectly from the

person carrying out a task and/or from their suigery staff. Some
large organisations specifically employ job anay#t most companies,
however, job analysis is expected to be part ofgéeeral skills of a
training or personnel officer.

Job Description

A job description will set out how a particular ayee will fit into the
organisation. It will therefore need to set out:

the title of the job

to whom the employee is responsible

for whom the employee is responsible

a simple description of the role and duties ofeéh®loyee within
the organisation.

A job description could be used as a job indicétorapplicants for a

job. Alternatively, it could be used as a guidelioean employee and/or
his or her line manager as to his or her role asgaonsibility within the

organisation.

Job Specification

A job specification goes beyond a mere description.addition, it
highlights the mental and physical attributes regpliiof the jobholder.
Managers at all levels would be expected to shaparsibility. They
should have a flair for business; know how to safid to work in a
team.

Job analysis, description, and specification carovide useful
information to a business in addition to serving @ETruitment
instruments. For example, staff appraisal is a m@&dmonitoring staff
performance and is a feature of promotion in modsympanies. In
some companies, for example, employees and thamenhate line
managers discuss personal goals and targets faotheng period, e.g.
the next six months. The appraisal will then ineola review of
performance during the previous six months, antingehew targets.
Job details can serve as a useful basis for estaidi dialogue and
targets. Job descriptions can be used as refepines for arbitrating
disputes as to who does what in a business. Smledtivolves
procedures to identify the most appropriate caridgl¢o fill posts. An
effective selection procedure will therefore takéoiconsideration the
following:
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o keeping the costs of selection down

o making sure that the skills and qualities beinggbdluhave been
identified, by developing a process for identifyingem in
candidates

o making sure that the candidates selected will whetjob and

will stay with the company.

Keeping the costs of selection down will involvelsdactors as holding
the interviews in a location, which is accessildethe interviewing
panel, and to those being interviewed. The inteving panel must have
available to them all the necessary documentatisunsh as application
forms available to study before the interviews taksce. A short list
must be made up of suitable candidates, so thainteeviews do not
have repeated with new job advertisements beingedla

The skills required should have been identifieddgh the process of
job analysis, description and specification. It ilsportant then to
identify ways of testing whether candidates meeis¢hrequirements.
Testing this out may involve:

interviewing candidates

asking them to get involved in simulated work scmsa
asking them to provide samples of previous work
getting them to fill in personality and intelligentests
giving them real work simulations to test theirlgieis.

Induction and Training

Induction is the process of introducing new empésyeto an

organisation and to their work responsibilitieghat organisation. New
workers in a firm are usually given an inductiormgnamme in which

they meet other workers and are shown the skilky tmust learn.

Generally, the first few days at work will simplgviolve observation,

with an experienced worker showing the ‘new hahé@' fropes.” Many

large firms will have a detailed training scheméijah is done on an in-
house basis. This is particularly true of largeblfucompanies such as
banks and insurance companies. In conjunction thity staff may be

encouraged to attend college courses to learn kéls and get new

qualifications. Training thus takes place in thkofeing ways:

o On the job - learning skills through experiencevatk
. Off the job - learning through attending courses.

Promotion within a firm depends on acquiring quedifions to do a
more advanced job. In accountancy for examplengriaccountants
will be expected to pass exams set by the Institditéhe Chattered
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Accountants of Nigeria (ICAN). At the same time,candidate for
promotion must show a flair for the job. It is thesponsibility of the
training department within a business to make shad¢ staff with the
right skills are coming up through the firm or bginecruited from
outside.

3.5 Recruitment and Selection Framework
A. Overview of the Process

Assess the need for the job and ensure adequatm@un

Review the job description to ensure that it méstspresent and
future requirements.

Design the selection process (use search comnptteeess if
applicable).

Draft the advertisement and select the advertisiadia.

Short list using the person specification only.

Interview and test short-listed candidates.

Validate references, qualifications and backgrocimecks.

Make appointment.

el o

w

© N OA

Supervisors and department directors hold the respitity for
ensuring this framework is followed. Human resesrand employee
development should advice and assist in generairgstnation of the
recruitment process.
B. Review the job and the need for it
Upon the resignation, transfer, retirement, orabthorisation of a new
position, the "search and selection” procedure nsegiThis is an
opportunity to review position responsibilities aih@ way in which the
position contributes and promotes unit, departmeahyision and
university objectives.
1. Supervisors need to consider the following issues:

Isthe job still necessary?

What value does it add to the team and to the eigiiof service?
2. How will the post be funded?

Does the job description need updating?

If so, the grade for the job and the person spetibn may need
to be re-evaluated. The human resources and engloye
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development team is available to provide adviceamstructing
both job descriptions and person specifications aasing on
grading issues.

What type of employment could be offered?

Full-time or part-time?

Is job sharing an option?

Permanent or fixed term contract?

Using fixed term contracts are most appropriatecvering a
particular task/project/item of work or an interappointment.
They should not normally be used to fill permanaosts.

3. If the decision is to hire for the position, ittlee responsibility of
the supervisor/director to ensure that the positienagement
form is completed and sent to human resources amuogee
development as soon as possible.

Not all interviews for permanent positions must cenducted by a

committee. The department director is responsibtedetermining the

positions that require a committee to interview asalect. If the

position is a possible promotion for one or motent a committee

should be used to ensure there is no appearanm@br favouritism.

All open positions titled assistant director andwabmust make use of a
search committee.

Request for Personal Action
Vacant Position

When an employee gives notice of intention to lean®loyment, the
immediate supervisor should notify the human resesiand employee
development so that necessary interviews for riéisga can be

arranged. The department head should provide theclassification,

description and qualifications desired of replaceigersonnel at that
time. Examples of such information might include:

Education or technical training required.

Hours of work including Saturday or Sunday.

Officials to whom applicants are to be referred
Recommendations of any known applicants.
Additional information felt useful in preliminascreening.

ghwbdPE

The beginning salary for classified personnel shaltetermined by the
job classification of the vacant position and tlssaxiated pay grade.
Employing departments should consult the human uress and
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employee development on classification issues atatysissues before
posting the position. Most importantly, the depaminshould consult
with human resources and employee development defamking any
salary commitments.

Advertising
A. Job Posting

When advised of a vacancy, the human resources eanployee

development will review the existing job descriptiomaking the

necessary corrections, post a vacancy announcdaremigiven number
of days on the pages of newspapers, and on the H&®esources portal
of the organisation’s web site.

B. Employee Priority Posting

All open positions must be posted for a minimunfiwé days, however
the employing unit may initially designate that@spion be posted with
an employee priority designation or be posted an dbneral public
website.

Those employees classified as casual labourer/teampaevorkers do
not qualify for employee priority positions.

Selection process
A. Screening Applicants

Read all applications submitted. The selectionheftbp candidates for
interviewing must be based on the job descriptiod apecifications.
New criteria cannot be introduced to assess thdidates at this stage,
as it would be unfair. It is the responsibility thie persons conducting
the interviews to complete the short-listing andetsure the process
remains free of unlawful discrimination. If a conttee is used, the
entire committee should agree on the short-listiiga committee is not
used, it is desirable that a second person alstcipate in the short-
listing process. The criteria used to select e ¢andidates and all
appropriate notes must be returned to human resswand employee
development for filing and are retained for a perad six months. It is
good practice that all employees that apply foroaitpn within their
department be interviewed.

Former employees who have been dismissed for nusmbrcannot be

considered for appointment. Former employees wdwe Isince retired
must meet certain qualifications due to their egtient status. If there is
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a question about whether an applicant can or cabeotonsidered,
human resources and employee development shouldrbacted.

B. Arranging the Interview

The persons responsible for the interviews is nesibte for scheduling
dates and time for interviews directly with the gHsted candidates
and notifying the candidates of any selection tdsswill be used.

Federal law prohibits certain questions in an eyplent interview and
the application for employment has been develomedamply with

federal guidelines. Examples of such illegal questimight refer to the
applicant's age, disability, religion, ages of dreh, etc. Interviewing
guidelines are provided to the employing departmeydn referral of
applications. To assure consistent treatment ofh eapplicant, a
patterned interview might be developed by the depamt. Such might
include specific questions of job-related functioskills required, and
how the applicant’'s educational background, previemperience, etc,
might be useful in the position if selected for éoyment.

C. The Interview

The purpose of interviewing is to appoint the m&sitable person for
the job based solely on merit. Most organisatiorecruitment and
selection process achieves this, using methods ahat systematic,
thorough, fair, unbiased and based on rationaleative, job related
criteria.

At the interview, each candidate should be treatedsistently. To
achieve this, the panel should:

1. ask the same initial questions of each candidate

2. supplement their understanding of the candidatespanses by
following up questions as appropriate

3. be consistent in allowing access to presentatiotemad notes,
etc.

4. not allow any discriminatory questions, harassmengny other
conduct which breaches the equal opportunity podicgode of
conduct

5. ensure that in the case of disabled candidatesnehessity for

any ‘reasonable adjustments’ that would be requaedhe job
are explored in a positive manner. Assessment eébied
candidates should be based on their expected paafae in the
job, given that any reasonable adjustment requu&si provided.
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6. keep in mind that information obtained throughthé selection
process is treated as confidential and is knowly ¢mlparties
involved in the selection process

7. keep records of interviews and the reasons forsa®es — each
guestion should receive a grade, and a grade faradv
impression. The candidates will be ranked fronh&sgj to lowest
based on the scores given and the position negdt@t offered
to the highest-ranking candidate. The scoring tshead all
documentation of the interviews must be given tomano
resources and employee development for filing

8. panel members must be aware that it is their respiity to
ensure recruitment/interview documentation is stosecurely
and confidentially whilst in their possession.

D. Selection Tests

Where selection tests are a valid method of assgssicandidate (i.e.
effectively measures the job criteria, relevarnliakge, fair and unbiased
— also considering the predictive capacities ofts)esthey are an
extremely useful tool and are recommended for 8spervisors should
seek advice from human resources and employee apgueht on the
use of such tests.

E. Hiring Decision

In selecting the successful candidate, the paneit make a decision
based on the merit and eligibility of the candidads judged by:

1. content of application and qualifications
2. performance at interview
3 outcome of any selection tests.

F. Reference Checks

As part of assessing the merit of each candidatesops selecting
candidates must satisfy themselves that the infoomahe candidate
gives is authentic, consistent and honest. Thikidss being satisfied
about information regarding the:

1. candidate’s application — work history

2. candidate’s qualifications (where a qualificatisrai requirement,
supporting evidence or certification must be olgdirirom the
candidate and recorded)

3. candidate’s evidence presented at interview

4. candidate’s reference checks: references must beaaed and
information collected must be recorded.
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a) Identify yourself immediately, explain your positio
within the organisation and tell the person why yae
calling about the applicant.

b) Ensure confidentiality.

C) Ask if he or she is free to discuss the situation.

d) Try to establish rapport.

e) Tell the person the position the candidate is being
considered for.

f) Let the person talk feely.

0) Ask the references the same questions for eachowof y
candidates.

h) Always end the call with a courtesy.

If any of these does not meet the required stasgddmadman resources
and employee development must discuss the issué \ilie
supervisor/director.

G. Criminal Background Checks

In order to provide a safe and secured workplaospitality industries
will require background checks on candidates faghér positions.
Employment shall be conditioned upon the execubiba consent form
for criminal record disclosure and upon consideratf one’s criminal
history.

The department will notify the applicants whosergnal history report
prevents their employment. The applicant can berred to human
resources and employee development if they havetigns on the
process. The applicant is allowed seven days t@ati@icorrective action
of any inaccurate report. Proof of an error in répg shall not
disqualify the applicant and the position will nio¢ filled until this
period has expired.

H. Drug Screening

In the United States of America, for example, pmglyment drug
testing of candidates selected for certain typesewiployment is
mandated by OCGA 45-20-111, signed into law follogvithe 1995
Session of the General Assembly.

Hospitality organisations should require pre-empient drug tests of
individuals selected for positions, which may dileaffect the health,
safety and welfare of others. Employment categdtias are subject to
pre-employment screening include all certified s@gupersonnel
classifications, positions which require a comnardriver’s license
and all health related positions providing direatignt care in the health
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services division, e.g., physicians, nurses, medischnologist,
pharmacists, etc.

l. Disqualification of Applicants

An applicant will be disqualified for employmentrfany of the
following reasons.

1. He or she is addicted to the use of alcohol orofiskegal drugs.

2. Discovery of any false statement or omission ofemal facts
from the formal application.

3. He or she has been a member of an organisatiorcativg the
violent overthrow of the government.

4. He or she has been convicted of a crime involvingrain
turpitude, unless pardon has been granted.

5. He or she has been convicted of a felony, unless diffender

treatment was granted by the court.
J. Employment Offer

The employing department may extend having comgbletee
interviewing process, an offer of employment. Hoemv the
departmental head must advise the candidate taatftér is conditional
pending the results of a criminal background check.

When a department head believes he/she has a asnditlo because of
exceptional training or experience is deservingnofe than the posted
minimum for the classification, they may offer tbandidate up to 10
per cent over the minimum. However the departme@idhmust either
have the money already in his/her budget.

K. Post Interview

Human resources and employee development is rebponor
providing all candidates with written notificatiari the outcome of their
application (letter of rejection). However, somepaements prefer to
write their own letter. These letters must be &itgicto the compliance
reports. If feedback is requested from an unsubdeshort-listed
candidate, the manager should provide a valid re&sdhe candidate
for rejection together with constructive feedbadkitten feedback will
not normally be provided.

SELF-ASSESSMENT EXERCISE

I. What is job analysis?

ii. What is job description?

iii. Itemise the selection process.
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4.0 CONCLUSION

Recruitment and selection are the two phases of eifmployment
process. The differences between the two is thatruitment is the
process of searching the candidates for employmedt stimulating
them to apply for jobs in the organisation whersaection involves the
series of steps by which the candidates are salefemechoosing the
most suitable persons for vacant posts.

The basic purpose of recruitments is to creatéeattpool of candidates
to enable the selection of best candidates for diganisation, by
attracting more and more employees to apply in dhganisation
whereas the basic purpose of selection process chaose the right
candidate to fill the various positions in the argation.

Recruitment is a positive process i.e. encouragimge and more
employees to apply whereas selection is a negpteess as it involves
rejection of the unsuitable candidates

Recruitment is concerned with tapping the sourddsuman resources

whereas selection is concerned with selecting thestnsuitable
candidate through various interviews and tests.

There is no contract of recruitment establishedegruitment whereas

selection results in a contract of service betwtenemployer and the
selected employee.

5.0 SUMMARY

In this unit, we have discussed the purpose ourgoent and selection.
We also discussed the recruitment and selectiotepso.

6.0 TUTOR-MARKED ASSIGNMENT

1. Evaluate the process of recruitment and selection.

2. How would you differentiate between recruitment aatection
as two different processes?

7.0 REFERENCE/FURTHER READING

Gray, W. S. & Liguori, S. C. (1990Hotel and Motel Management and
Operation. New Jersey: Prentice Hall Inc.
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1.0 INTRODUCTION

In the last unit, we examined the recruitment aglécion process. In
this unit, we shall discuss the importance of irggnn quality service.
Recently, training has become an investment in lmub®ang since it is
considered the main pathway to form adequate huesources in term
of quality and quantity. Hence, it aims at provglimdividuals with

information and administrative, technical skillsquged to carry out
their work efficiently and effectively. Subsequentthis will positively

influence the work of the organisation and its perfance.

Training is one of the key improvement measuredassify hotel. Thus,
it is clear why large shares are deducted from eudgd devoted to the
training process in hotels. For training procesyigdd positive result,
the essence of training should be made known tpalies (trainers,
trainees and training officials) due to its stroedffect on good
preparation and implementation of training prograeanas well as on
modern techniques that satisfy the needs of peet@md enhance their
knowledge and skills as well. Moreover, adopting tiotal quality
systems in training in particular will upgrade taeel of hotel services.
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2.0 OBJECTIVES

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

o define the training concept
o outline the general principles of hotel training
o discuss the stages of the training process.

3.0 MAIN CONTENT
3.1 The Training Concept

Scholars have split on the definition of trainimgwever, they agree on
its concept as a continuous-organised adminisggirocess. Some key
definitions, which exist in the academic studiesnainagement scholars,
are discussed in this section.

“Hotel training is a planned activity that targelisveloping behavioural
technical workers' skills in hotels to empower thienplay active roles
that end with achieving their goals as well as hgtals (Stutts, 2001).”
Another definition of hotel training is “an activeieans to enable
individual to make use of his capability and histgmial capability

(Bardi, 2003).” Furthermore, it is a planned pdesis activity aiming to

create change in data, experience, methods, vibeisaviours and
attitudes of individuals and groups to make themmpetent. The

purpose is to empower them to conduct their busiaesangement and
to get high productivity as bases to accomplistimggfirms' goals.

3.2 General Principles of Hotel Training

Scholars and researchers of management have mihévdhe following
general principles of training.

1. Necessity for continual training: Training is an essential
activity for any hotel to improve its cadre stagtifrom
employment until retirement. Training therefore asnon-stop
process designed to meet the demands of developarmht
transformation.

2. Hotel training is an integrated system: Training is not a
random activity by its input systems and outputgher, it is
integrated with other activities of human resour@agement.

3. Hotel training is a changeable, renewable activityDue to the
renewability and changeability of individual's aitles,
behaviours and technological developments, trairsngecessary
to modernise regularly hotel training programmes &chniques.
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4. Hotel training is a managerial and technical activiy: Training
is considered managerial activity that involves mhnagerial
conditions such as clear policies, aims, plans @mogdrammes.
On the other hand, training is a technical actiityat needs
scientific, practical specialisations and expeantgaining.

3.3 Stages of the Training Process

To plan the process of training, it is essentiatake into account the
sequence in the planning process, which means tthating goes
through different stages. These are as listed below

1. Training trends

Training trends distinguish between the level afuieed performance

and the actual level of performance. Training teeatk a gap between
the requirements of work represented by knowledge skills, and the

actual qualifications of workers.

2. Designing training programmes

This process involves producing educational andhitrg materials that
form the content of training programme based onttaming targets,
which reflect the pre-determined training needssi@@ng training
programme needs to adopt scientific approach based

identifying training programme objectives;
identifying the topics of training programme;
identifying training materials and preparingri
identifying training techniques;

identifying tools and requirements of training;
choosing the place and the time of training;
choosing trainers;

estimating the budget of training.

S@mo 0T

3. Implementation of training programmes

It is practical to implement what has been mentbnmplementation is
based on the contents and related issues of anggmogramme. Its
goals include teaching and training attitudes aramtgdures aimed at
enhancing the knowledge, skills, and behaviourdlies of trainees.
This process is subject to the effect of seveebis:

o Time: The time of starting and ending of programme and
distribution of time on the training materials.
. Place and other requirements of training.
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o Supervision, which is driven by scientific spe@tdiwho are able
to organise training and provide the cadre withcessary
requirements.

. Trainer takes his responsibilities since his raleconsidered an
essential criterion in the successes of implentionta

4. Evaluating the training process

This process is defined as "the procedures usednéasure the

efficiency of training programmes and its extent smiccesses in

achieving the goals. Also, the procedures are usedneasure the

efficiency of trainees and the extent of trainingaesses to change them
(Pyo, 2003). " Evaluation process aims at:

a. recognising strength points and developing themwad as
recognising weakness points and solving them;

b. identifying the extent of benefits gained by tr&sein the
training programme;

C. measuring efficiency of training elements; traingginee and
techniques;

d. stating the possibility to maintain the programmelmange it;

e. improving training programmes.

3.4 Total Quality in Training and its Influence on Impr oving
Quality Hotel Services

Quality in hotel training could be expressed byneas’ satisfaction. By
the level of trainees' satisfaction, training pergmes achieve the
demands, ambitions and goals of trainees. In taality of training is
the best guarantee to develop quality of hotelisesv Thus, improving
training leads to raising efficiency of training rfmmance and thus
having a kind of integration between what a trailesens and what he
indeed needs to develop his capability and perfaoma This will
increase the effectiveness of teaching and training

Practically, training leads to improved performgnezluced errors and
timely completion of job. At the end, this will peto reduce the cost,
which is the much-wanted result to the hotel adstiation. Human
element is a key pillar in the efforts to improugadty.

Here, the importance of training quality stems fradopting any
changes to contribute developing quality sincening is mainly
focusing on developing abilities and skills of humtarian elements.
Difference in the definition of quality is causey 8iversity in usages
and the concerned parties.

33



HCM 438 HOSPITALITY SUPERVISON AND QUALITY CONTROL

3.5 Adoption of Total Quality Management as a Hotel
Training System

Implementing this system starts in a single depamtrm the hotel. Later
on, it will spread to all departments. Total qualimanagement
encourages the integration among hotel departmientshe sake of
improving hotel quality services, quality of supiog services and
quality of managerial system. Training is one & #ctivities of 5-star
hotels that provide training services to the hat&ff in different
specialisations, hence, it is considered the $itsp to implementing the
total quality management and to spreading qualityuce in the hotel.
This is caused by the adoption of a system of mamagt, which seeks
to fulfill training in high efficiency and effecteness and because of its
dependence on the elements of basic system: inpugesses and
outputs.

1) Inputs: They depend on the efficiency of identifying tloerher
training need via competent techniques, which enablto define
aspects of shortages in performance.

2) ProcessesThese process use inputs to deal with the elenoénts
training process (workers- in training fields, topiof training
programmes, training techniques, supporting toafs] training
environment, which play key roles in investing poes
elements).

3) Outputs: They are represented by the interaction betwegutsn
through processes and reaching to services andg@sothat meet
the demands and desires of trainees.

SELF-ASSESSMENT EXERCISE

I List the stages of training process.
. Total quality management encourages integnasonong hotel
departments. Discuss.

4.0 CONCLUSION

It is important to include training and educatior@iogrammes to
improve quality culture among hotels personnel. @hdit department
need to audit the quality of training hotel sergiae hotels, set measures
and indicators necessary to implement total qualitythe training
services, to observe these services and measume the

5.0 SUMMARY

You have learnt that training of human personnah®an integral part
of an organisation. It is necessary to train tresrend training officials
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on the techniques of implementing the training pssc in hotel
management. It is recommended to measure findihgsese processes
and the extent of their influence on the trainingalgy in hotels
especially on quality of general hotel serviceshvdlbcumenting results
if they are positive to be adopted and to be gédiserh

6.0 TUTOR-MARKED ASSIGNMENT

1. Evaluate the concept of total quality in trainingdats influence
on improving quality hotel services.

2. Suggest possible approaches for the adoption ai tpiality
management as a hotel management training system.

7.0 REFERENCES/FURTHER READING
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1.0 INTRODUCTION

Earlier, we looked at the importance of trainingjurality service. In this
unit, we shall be discussing leadership and theerdift styles. From
Mahatma Gandhi to Winston Churchill to Martin Luthéng, there are
as many leadership styles as there are leaderstunately,

businesspeople and psychologists have developel umed simple

ways to describe the main styles of leadership, #r@$e can help
aspiring leaders understand which styles they shasg.

Many different frameworks have shaped current wtdeding of
leadership, and many of these have their placeéagisong as they are
used appropriately.

2.0 OBJECTIVES

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

o state the various leadership theories
. describe various leadership styles.

3.0 MAIN CONTENT
3.1 Leadership Theories

Researchers have developed a number of leadetstapids over the
years. These fall into four main groups:

1. Behavioural theories Behavioural theories focus on how leaders
behave. In the 1930s, Kurt Lewin developed a lesdpr
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framework based on a leader's decision-making hetav_ewin
argued that there are three types of leaders:

a. Autocratic leaders make decisions without consglthreir teams.
This is considered appropriate when decisions getyineed to
be taken quickly, when there is no need for inpaty when team
agreement is not necessary for a successful outcome

b. Democratic leaders allow the team to provide inpefore
making a decision, although the degree of input \cany from
leader to leader. This type of style is importarftew team
agreement matters, but it can be quite difficulitanage when
there are lots of different perspectives and ideas.

C. Laissez-faire leaders do not interfere; they allp®ople within
the team to make many of the decisions. This war&l when
the team is highly capable and motivated, and wheloes not
need close monitoring or supervision. However, #tide can
arise because the leader is lazy or distracted, hack, this
approach can fail.

Clearly, then, how leaders behave impacts on tleéiectiveness.

Researchers have realised, though, that many dfetheadership

behaviours are appropriate at different times. &toee, the best leaders
are those who can use many different behaviouydésstand use the
right style for each situation.

2. Contingency theoriesaddress such question as how does the
situation influence good leadership.

The realisation that there is no single correctetyy leader led to

theories that the best leadership style is continga or depends on the
situation. These theories predict which leadershjife is best applicable
in each circumstance.

When a decision is needed fast, which style iseprefi? When the
leader needs the full support of the team, is tlaebetter way to lead?
Should a leader be more people-oriented or tagktmd? These are all
examples of questions that contingency leadershgortes try to

address.

3. Trait theories address such question as what type of person
makes a good leader. Trait theories argue thakelsashare a
number of common personality traits and charadtesisand that
leadership emerges from these traits. Early tr&ieoties
promoted the idea that leadership is an innatéincts/e quality
that you either have or do not have. Thankfully, lveee moved
on from this approach, and we are learning moraiaat we
can do as individuals to develop leadership qealwvithin others
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and ourselves. What is more, traits are exterebhbiours that
emerge from things going on within the leader'sdnirand these
internal beliefs and processes are important folecéve
leadership.

4. Power and influence theorieaddress such question as what is
the source of the leader's power. Power and infle¢heories of
leadership take an entirely different approach.yTéwe based on
the different ways in which leaders use power arfileénce to
get things done, and the leadership styles thatgeres a result.
Perhaps the most well known of these theories endfr and
Raven's Five Forms of Power. This model distingesshetween
using your position to exert power, and using y@earsonal
attributes to be powerful.

French and Raven identified three types of posiiopower —
legitimate, reward, and coercive — and two souofgsersonal power —
expert and referent (your personal appeal and chafine model
suggests that using personal power is the betimaltive and, because
expert power (the power that comes with being aerpert in the job)
is the most legitimate of these, which you shoubdivaly work on
building this. Similarly, leading by example is dmer highly effective
way to establish and sustain a positive influenith wour team.

Another valid leadership style supported by powed anfluence
theories is transactional leadership. This appr@ssumes that work is
done only because it is rewarded, and for no otkeason, and it
therefore focuses on designing tasks and rewandtates. While it may
not be the most appealing leadership strategy imgeof building
relationships and developing a long-term motivatvgk environment,
it does work, and it is used in most organisationsa daily basis to get
things done.

3.2 Overview of Leadership

Within all of these theories, frameworks and apphes to leadership,
there is an underlying message that leaders neéawve a variety of
factors working in their favour. Effective leadegsis not simply based
on a set of attributes, behaviours, or influenegher, it is based on
abilities and approaches.

Having said this, however, there is one leaderssiile that is

appropriate in very many corporate situations + tfidransformational
leadership. A leader using this style:
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has integrity

sets clear goals

clearly communicates a vision

sets a good example

expects the best from the team

encourages and supports the subordinate

acknowledges good work and people.

assists people see beyond their self-interestsf@td more on
team interests and needs.

In short, transformational leaders are exceptigmalbtivating, and they
are trusted. Transformational leadership suits veany circumstances
in business; we need to remember that there mapjtlations where it
is not applicable. Thus, it is worth knowing théhet styles shown
below so that you have a greater chance of fintiegight combination
for the situation you find yourself in.

3.3 Popular Leadership Styles

The leadership theories and styles discussed da farmal theoretical
frameworks. However, many more terms are useddoridee leadership
styles, even if these do not fit within a particulasystem

1. Autocratic leadership

Autocratic leadership is an extreme form of tratisaal leadership,
where leaders have absolute power over their werieteam. Staff and
team members have little opportunity to make sutiges even if these
would be in the team’s or the organisation’s betarest.

Most people tend to resent being treated like thierefore, autocratic
leadership often leads to high levels of absenteesd low staff
turnover. However, for some routine and unskilletls, the style can
remain effective because the advantages of conteyl outweigh the
disadvantages.

2. Bureaucratic leadership

Bureaucratic leaders work “by the book.” They falloules rigorously,
and ensure that their staff follows procedures ipedg. It is an
appropriate style for work involving safety riskau¢h as working with
machinery, toxic substances, or at dangerous I®igitt where large
sums of money are involved such as handling cash.
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3. Charismatic leadership

A charismatic leadership style can seem similatrémsformational
leadership, because these leaders inspire lotsnthfugiasm in their
teams and are very energetic in driving others &mwdv However,
charismatic leaders can tend to believe more im#edves than in their
teams, and this creates a risk that a project, v@n ean entire
organisation, might collapse if the leader leaviesthe eyes of the
followers, success is directly connected to thes@mee of the
charismatic leader. As such, charismatic leaderstapries great
responsibility, and it needs a long-term commitnfemn the leader.

4. Democratic leadership or participative leadersip

Although democratic leaders make the final decsidhey invite other
members of the team to contribute to the decisiaking process. This
not only increases job satisfaction by involvingrtemembers, but also
helps to develop people's skills. Team membersifeebntrol of their
own destiny, so they are motivated to work hardnigre than just a
financial reward.

Because participation takes time, this approach te&e longer, but
often the end result is better. The approach camast suitable when
working as a team is essential, and when qualitgyase important than
speed to market, or productivity.

5. Laissez-faire leadership

This form of leadership is used to describe leaddrs leave their team
members to work on their own. It can be effectiviheé leader monitors
what is being achieved and communicates this backhe team
regularly. Most often, laissez-faire leadership is effective when
individual team members are experienced. Unforelpathis type of
leadership can also occur when managers do nog apfilcient control.

6. People-oriented leadership or relations-orientéleadership

This is the opposite of task-oriented leadershipthVigeople-oriented
leadership, leaders are totally focused on orgagissupporting, and
developing the people in their teams. It is a pgudtive style, and it
tends to encourage good teamwork and creative baylidion. In

practice, most leaders use both task-oriented aonglp-oriented styles
of leadership.
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7. Servant leadership

This term, created by Robert Greenleaf in the 19@8scribes a leader
who is often not formally recognised as such. ktuyse when someone,
at any level within an organisation, leads simpfynieeting the needs of
the team. In many ways, servant leadership is & fof democratic

leadership, because the whole team tends to bdvet/on decision-

making. Supporters of the servant leadership msdggest that it is an
important way to move ahead in a world where valresincreasingly

important, and where servant leaders achieve pdvased on their
values and ideals. Others believe that in competitleadership

situations, people who practice servant leadership find themselves
left behind by leaders using other leadership style

8. Task-oriented leadership

Highly task-oriented leaders focus only on gettimg job done, and they
can be quite autocratic. They actively define therkwand the roles
required, put structures in place, plan, orgarasel, monitor. However,
because task-oriented leaders do not tend to thunth about the well-
being of their teams, this approach can suffer mahyhe flaws of
autocratic leadership, with difficulties in motiueg and retaining staff.

9. Transactional leadership

This style of leadership starts with the idea tieaim members agree to
obey their leader totally, when they accept a jble “transaction” is
usually the organisation paying the team memberseiarn for their
effort and compliance. The leader has a right tmigh" team members
if their work does not meet the pre-determined dsiaah.

Team members can do little to improve their jobiséattion under

transactional leadership. The leader could giventemembers some
control of their income/reward by using incentithat encourage even
higher standards or greater productivity. Alterwelly, a transactional
leader could practice “management by exceptiorrerahan rewarding
better work, the leader could take corrective actib the required

standards are not met.

Transactional leadership is really a type of manzgd, not a true
leadership style, because the focus is on shart-tasks. It has serious
limitations for knowledge-based or creative workwever, it can be
effective in other situations.
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10.  Transformational leadership

As we discussed earlier, people with this leaderstyle are true leaders
who inspire their teams constantly with a sharesiowi of the future.

While this leader's enthusiasm is often passed tr@deam, he or she
can need to be supported by "detail people." Thawhy, in many

organisations, both transactional and transformatideadership are
needed. The transactional leaders (or managergjeetigt routine work

is done reliably, while the transformational leadkerok after initiatives

that add new value.

Leadership in formal organisations

An organisation that is established as a meansadbieving defined

objectives has been referred to as a formal orghois Its design

specifies how goals are subdivided and reflectesluindivisions of the
organisation. Divisions, departments, sectionsitipos, jobs, and tasks
make up this work structure. Thus, the formal orggtion is expected
to behave impersonally in regard to relationshijgk wlients or with its

members. According to Weber's definition, entry asabsequent
advancement is by merit or seniority. Each emplageeives a salary
and enjoys a degree of tenure that safeguards tmm the arbitrary

influence of superiors or of powerful clients. Thigher his position in
the hierarchy, the greater his presumed expertiseadjudicating

problems that may arise in the course of the wenkied out at lower
levels of the organisation. This bureaucratic stmecforms the basis for
the appointment of heads or chiefs of administeaubdivisions in the
organisation and endows them with the authoritacigéd to their
position.

Leadership in informal organisations

In contrast to the appointed head or chief of amiadtrative unit, a
leader emerges within the context of the informejanisation that
underlies the formal structure. The informal orgatibn expresses the
personal objectives and goals of the individual rnership. Their
objectives and goals may or may not coincide whibseé of the formal
organisation. The informal organisation represamsextension of the
social structures that generally characterise hunhéan — the
spontaneous emergence of groups and organisatisnends in
themselves.

In prehistoric times, man was preoccupied with fessonal security,
maintenance, protection, and survival. Now man dpenmajor portion
of his daily hours working for organisations. Hisea to identify with a
community that provides security, protection, mamnance, and a feeling
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of belonging continues unchanged from prehistones$. The informal
organisation and its emergent, or unofficial, leadraeet this need.

Leaders emerge from within the structure of thenmial organisation.
Their personal qualities, the demands of the sdoabr a combination
of these and other factors attract followers wheegat their leadership
within one or several overlay structures. Insteddhe authority of
position held by an appointed head or chief, thergent leader wields
influence or power. Influence is the ability of arpon to gain
cooperation from others by means of persuasiomuwiral over rewards.
Power is a stronger form of influence because fiects a person's
ability to enforce action through the control ahaans of punishment

SELF-ASSESSMENT EXERCISE

I. Itemise the leadership theories.
. State the popular leadership styles.

4.0 CONCLUSION

While the transformational leadership approachtisnohighly effective,
there is no one "right" way to lead or manage fitatall situations.
When choosing the most effective leadership apgroaonsider the
following:

o the skill levels and experience of the team.

o the work involved (routine, or new and creative).

o the organisational environment (stable or radicallyanging,
conservative or adventurous).

o the preferred or natural style.

5.0 SUMMARY

In this unit, you have learnt that there are a neimbf leadership
theories, which include behavioural, contingencsgitt power and
influence theories. You also learnt about the papldadership styles,
which include autocratic, bureaucratic, charismat@mocratic, laissez-
faire, people-oriented, transformational, task+uee, transactional and
servant leadership styles.

Good leaders often switch instinctively betweenestyaccording to the
people they lead and the work that needs to be.déstablish trust —
that is key to this process — and remember to beldine needs of the
organisation against the needs of your team.
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6.0 TUTOR-MARKED ASSIGNMENT

1. Distinguish between the various popular leaderstyfes.

2. What attributes should a leader using the transditional style of
leadership possess?

3. Evaluate the contemporary leadership theories.
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1.0 INTRODUCTION

In this unit, we shall be explaining quality ana theed to manage it.
We shall also examine the principles of quality e@h the main roles of
any hotel's supervision system is to monitor thefqggenance of its
employees through their services. This monitorsgxpected to have a
positive impact on quality. As such, supervisiomie part of an overall
qguality monitoring and improvement system, whiclclules other
devices such as performance appraisals and testsifeations.

Everywhere, policy documents stress the need fmatgr accountability,
quality control, quality assurance, total qualityamagement, quality
development, quality monitoring, and so on. Althbispme distinction
can be made between the different terms mentiohedea they more or
less cover the same reality. Much attention willgbeen to the different
interpretations of this concept, which lead to gulifferent supervision
systems.
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2.0 OBJECTIVES
At the end of this unit, you should be able to:

o define quality
. describe the fundamentals of quality.

3.0 MAIN CONTENT

3.1 What is Quality?

Quality in hospitality business, engineering andnuofacturing has a
pragmatic interpretation as the non-inferiority cuperiority of
something; it connotes fithess for purpose. Qualtyhe standard of
something as measured against other things ofiskind.

Quality is a perceptual, conditional and somewhagjective attribute
and may be understood differently by different geogonsumers may
focus on the specification quality of a producwsss, or how it

compares to competitors in the marketplace. Praduceght measure
the conformance quality, or degree to which thedpot/service was
produced correctly.

Numerous definitions and methodologies have beeated to assist in
managing the quality affecting aspects of busingssrations. Many
techniques and concepts have evolved to improveugtoor service
quality. There are two common quality-related fumts within a
business. One is quality assurance, which is tegegmtion of defects,
such as by the deployment of a quality managemgstes and
preventative activities like failure mode and eféeanalysis (FMEA).
The other is quality control, which is the detestiof defects, most
commonly associated with testing which takes plaghin a quality
management system typically referred to as vetiboaand validation.
Quality management is an organisation-wide appreacmderstanding
precisely what customers need and consistentlywelatig accurate
solutions within budget, on time and with the miomnloss to society.
Quality management will ensure the effective desfiprocesses that
verify customer needs, plan product life cycle dedign, produce and
deliver the product or service.

This also incorporates measuring all process elesnehe analysis of
performance and the continual improvement of thedpcts, services
and processes that deliver them to the customalitQunanagement is
also referred to as business management or inéegnanagement.
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3.2 Why Manage Quality?

The effective management of quality not only creawlue for an
organisation and its stakeholders but also managesxposure to risk
and can make the difference between success dnckfai

A properly implemented and effective business mamamnt system
identifies and manages organisational risks to renthat:

. the organisation consistently delivers the prodwactd services

that customers want, when they want them and tquladity they

expect

customer satisfaction and loyalty is improved

organisational goals and objectives are achieved

organisational risk is identified and effectivelyanaged

products, services and the processes that deliilem tto

customers are continually improved through innarati

waste throughout the organisation is identified alinated

. partnerships and the supply chain deliver valught® parties
involved.

If your business management system is not deligetirese benefits
then it is underperforming and may need a service.

Business management addresses risk by identifyndggaantifying the
risks, determining the likelihood of occurrence ahds the level of
threat and providing appropriate approaches togat#i these treats.
Whether your focus is on improving business efficie managing risk
or understanding customer needs, the applicatioth@ffundamental
principles of quality can help.

3.3 The Principles of Quality

Quiality is everybody’s business, but cannot bettefist anyone. To get
the best out of quality approaches and tools, asgiions must make an
investment to develop or employ the expertise gaiaity professional.

Customer focusDelivering customer value while anticipating future
needs and potential markets

Leadership and business resul®roviding vision and direction,
gaining commitment and achieving collective results

People and organisational cultuBelivering maximum value through
development and involvement of individuals working in a
productive organisational culture.
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Systems thinking: Managing interrelated processes with an integrated
approach.

Business process managemenbDelivering results through business
processes to increase efficiency

Fact-based decision-makingEnsuring good decision making by using
accurate data and facts

Continual improvement: Making performance improvement a
perpetual objective

Suppliers and partners

Maintaining mutually beneficial relationships toadite value creation
SELF-ASSESSMENT EXERCISE

I Define quality
il. Why should quality be managed?

4.0 CONCLUSION

As earlier stated, quality is everybody's businéss,cannot be left to
just anyone. Management should ensure that eveyyisochrried along
to maintain quality in products and services fa tinganisation.

5.0 SUMMARY

Various definitions of quality were examined in sthiunit. We
established that quality is about meeting the needsexpectations of
customers. We also said that customers want quhlityis appropriate
to the price that they are prepared to pay andetred of competition in
the market.

6.0 TUTOR-MARKED ASSIGNMENT

1. How would you define quality?

2. Why is it necessary to manage quality in thepitality industry?

3 Discuss the fundamentals of quality within a sibass
organisation.
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1.0 INTRODUCTION

In the last unit, we discussed the nature of qualit this unit, we shall
be looking at the importance of quality system ngemaent. The
dimensions of quality refer to the attributes tlgaiality achieves in
operations management:

quality supports dependability
dependability supports speed
speed supports flexibility
flexibility supports cost.

In the manufacturing industry, it is commonly stht&uality drives

productivity.” Improved productivity is a source gfeater revenues,
employment opportunities and technological advanégswvever, this

has not been the case historically, and in they ddith century, it was
recognised that some markets, such as those in pméerred cheaper
products to those of quality. The best way to thafdout quality is in

process control. If the process is under controgpéction is not
necessary.

However, one characteristic of modern quality isversal. In the past,
when we tried to improve quality, typically defined producing fewer
defective parts, we did so at the expense of iseeaost, increased
task time, longer cycle time, etc. We could notfgeter defective parts,
lower cost, and shorter cycle times, and so on. él@y when modern
quality techniques are applied correctly to busnesngineering,
manufacturing or assembly processes, all aspeagsiaity - customer
satisfaction and fewer defects/errors and cycleetimand task
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time/productivity and total cost, etc. should impgmr at least be stable
and not decline.

2.0 OBJECTIVES

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

o state quality management techniques
o describe quality management systems
o outline the elements of quality management system.

3.0 MAIN CONTENT
3.1 Quality Management Techniques

The under listed are the well-known quality manageimechniques
used in business operations.

Quality management systems
Total quality management (TQM)
Design of experiments

Fractional factorial design
Optimal design

Response surface methodology
Continuous improvement

Six sigma

Statistical process control (SPC)
Quiality circles

Requirements analysis
Verification and validation

Zero defects

Theory of constraints (TOC)
Business process management (BPM)
Business process re-engineering
Capability maturity models

3.2 Quality Management System

A quality management system (QMS) can be expressedthe
organisational structure, procedures, processesemulirces needed to
implement quality management. Early systems empbdspredictable
outcomes of an industrial product production linging simple statistics
and random sampling. By the 20th century, labopuis were typically
the most costly inputs in most industrialised stes so focus shifted to
team cooperation and dynamics, especially the esigyaling of
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problems via a continuous improvement cycle. Inzhst century, QMS
has tended to converge with sustainability andsgrarency initiatives,
as both investor and customer satisfaction andeperd quality is
increasingly tied to these factors. Of all QMS megs, the ISO 9000 and
ISO 14000 series are probably the most widely imgleted worldwide
- the 1ISO 19011 audit regime applies to both, asalsdwith quality and
sustainability and their integration.

Other QMS, e.g. natural step, focus on sustairtghgsues and assume
that other quality problems will be reduced as Itestithe systematic
thinking, transparency, documentation and diagoodiscipline that
sustainability focus implies.

Elements of a quality management system
These include:

Organisational structure

Responsibilities

Methods

Data management

Processes - including purchasing

Resources - including natural resources and hurapitat
Customer satisfaction

Continuous improvement

Product quality

Maintenance

Sustainability - including efficient resource usadaesponsible
environmental operations

Transparency and independent audit

PP OO~NOOITA,WNE

[ERN
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SELF-ASSESSMENT EXERCISE

I What is quality system management?
il. State the some elements of quality managemsgstem.

4.0 CONCLUSION
Quality is defined entirely by the customer or ersgr; it is based on
user’s evaluation of his or her entire customereeigmce. The customer

experience is defined as the aggregate of all therdctions that
customers have with the company's products andcestv
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5.0 SUMMARY

In this unit, we have discussed importance of duakystem
management. You have learnt quality managemenhigeds as well as
of elements of quality system management. Quayisyesn management
can simply be expressed in the management struatiine organisation
and geared towards continuous improvement of thedymts and
services of the given organisation.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the quality management techniques.
2. What are the elements of a quality managementmyste
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1.0 INTRODUCTION

In the last unit, we discussed the importance oélitu system

management. In this unit, we shall be looking avise quality with

regard to competitive advantage. According to théidh Standards
Institute, “quality is the totality of features arwharacteristics of a
product or service that bear on its ability to Sgtia given need.” It is
now becoming accepted that for quality to be eifety introduced into
an organisation, it has to be totally integratet iall activities of the
organisation, hence the Japanese concept of totdityy management

(TQM).
2.0 OBJECTIVES
At the end of this unit, you should be able to:

define competitive advantage

identify the structure of competition in the hoapty industry
state expectations and needs of the customer

explain the importance of the customer in serviperations of
the hospitality industry.
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3.0 MAIN CONTENT

3.1 What is Competitive Advantage?

A competitive advantage is an advantage over cdtopetgained by
offering customers greater value, either by medrieveer prices or by
providing greater benefits and services that jystifjher prices.

Almost all businesses have to face stiff competitiath their business
rivals in virtually any market today. Having an adtage over them is
not enough to guarantee that you can sustain yositign on the
competitive ground. An ongoing analytical surveytltd market and its
volatility is required to keep you updated and infed of the need for
improving the quality of your products and ensurthg superiority of
your services.

Competitive advantage management is a set of methnd strategies
that work do not only position your company or Imesis but also make
it stand out in the market. Understanding the cdiipe advantage of

your company over its rivals is the key to creattndominant position

in the market. The business plan an establishmesatnts to survive on
should sketch or outline its future progress andukh incorporate

competitive advantage management. Without it, theiress plan is
incomplete and will as well, be ineffective.

3.2  Structure of Competition in the Hospitality Industry

An in-depth analysis/understanding of the compatitstructure in an
industry is the tool for answering the questionvdry some hospitality
industries are more profitable than others. The tmiodluential

analytical model for assessing the nature of coitipein an industry is
Michael Porter's Five Forces Model. Porter expldiribat five forces
determine the attractiveness and long-run profitgbof an industry.
The five “competitive force” are given as:

the threat of new competitors (new entrants)

the threat of substitute

the bargaining power of buyers

the bargaining power of suppliers

the degree of rivalry existing between competitors.

3.3 Expectations and Needs of Customers

Any customer taking part in a service of the hadpyt industry has
three major expectations. These are:
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1. The satisfaction of the basic need of demandingHerspecific
service: This is because customers simply wanatisfg some
basic needs when they demand for goods or senaces
therefore, they expect good results promptly.

2. The activities involved in satisfying the need lbé tcustomer in
the service encounter must be accomplished suctigssiFor
instance, if a guest wants to exchange foreigneoay at the
reception desk, achieving a successful exchangeicd into US
dollars in terms of accuracy and speed will be afamount
importance.

3. The guest wants to be treated in an appropriatenaraas they
always expect to be treated courteously and pardpé€rhis
enhances customer satisfaction, hence value forrtioney.

3.4 Importance of Customers in Service Operation

Without good service and satisfied customers, ttellwill ultimately
fail. Well-managed service and satisfied custonmaeke the hotel a
pleasant place to work for everyone concernedwilltalso contribute
marginally to the income derived from ancillary \gees. It should,
however, be understood that the hotel industry tfans to bring two
distinct individuals together-the customer/guestl dhe organisation
knowingly or unknowingly. Therefore, the two pastiare partakers of
the numerous advantages of the service. The maahgéility of the
organisation is enhanced on one hand due to tljgdrey in meeting
and dealing with a variety of individuals, whileetlsocial and cultural
experience of the customer is improved. Specificathe role of the
customer in service operations may include:

a. Contact role enhancement: It improved the customer
management, marketing and sales ability of senwmokers who
come in regular contact with the customers. Eithezctly (face-
to-face) or indirectly (on the telephone).

b. Social competence:The ability of the numerous front office
personnel and other service workers to meet andract
effectively with people from all works of life idsm enhanced.
This gives rise to familiarity with the guest, whithe staff-guest
familiarity modifies interpersonal perceptions argérsonal
characteristics leading to the suspension of stdtesce the
customer feels at home.

C. Diversification of ancillary service: The peculiar and unique
needs of customers put the hotel under pressude its best in
maintaining customer loyalty and succeed in thee fauf
competition. Therefore, to meet the needs of custenthe hotel
diversifies its ancillary services regularly theyeimproving in its
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service operation to customers and gaining conmpegidvantage
in the industry.

SELF-ASSESSMENT EXERCISE

I What is competitive advantage?
il. State the expectations of the customer inhtbepitality industry.

4.0 CONCLUSION

In any service industry, interface between empleyaed customers is
of prime importance in determining the customengrall satisfaction
with the service offered. However, the context wttwhich this
interaction takes place distinguishes it from otinégractions. It is only
by recognising the key features of the service ent that the
manager can hope to influence its outcomes andeftiver the
satisfaction, which the customer derives from it.

The management of service is not made easier bidted context due
to the potential stress under which service contagployees operate.
Such stress has been identified as being assoaiatiedhe “boundary
role” that service workers play in their organieas. In many service
industries (including hotels), practically all lds®f the workforce from
the most senior to the most menial are exposedhegoctistomer. For
senior personnel, this contact may be considerasly stressful due to
the perceived status and experience of their postian for a junior
member of staff.

5.0 SUMMARY

In this unit, we have defined competitive advantayye considered the
structure of competition in the hospitality indystiWe also examined
the expectations and needs of the customers assvdile importance of
the customer in the operations of the hospitafijustry.

6.0 TUTOR-MARKED ASSIGNMENT
1. Discuss the role of the customer in service opamati
2. Any customer taking part in a service encountghenhospitality

industry has three major expectations. Discuss.
3. Evaluate the structure of competition in the hagipyt industry.
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1.0 INTRODUCTION

Our last discussion centered on service qualitglation to competitive
advantage. In this unit, we shall examine supesmisand quality
control. The immediate roots as the concept “supenv’ in the human
services lie in the development of social work aagework.

The supervisor is the “shop-floor facef the organisation, the filter or
lens through which management messages and astiaréetransmitted
to the workforce and views and feedback from thepsitoor passed
back up to line management (Lardner & Miles, 1998).

Quality control activities include general methosisch as accuracy
checks on data acquisition and calculations andutfe of approved

standardised procedures for calculations, measuntsmesstimating
uncertainties, archiving information and reporting.

2.0 OBJECTIVES

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

o explain the meaning of supervision and quality cant
o state the types and functions of supervision
o explain the benefits of quality control.
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3.0 MAIN CONTENT

3.1 Whatis Supervision?

Supervision is formally defined as a relationshgiween senior and
junior member(s) of a profession that:

(@) s evaluative,

(b)  extends over time,

(c)  serves to enhance the skills of the juniospey

(d)  monitors the quality of the services offergdtbe junior person,
and

(e) acts as gate keeping to the profession (BérdarGoodyear,
1992, 2004).

Wikipedia sees supervision from two aspects, whieh

o one who oversees the work or tasks of another;
o one who regulates and controls behaviour by rolegstrictions.

However, unlike many simple or basic skills, supgon is best
understood as a “process” — requiring both knowdedgd experience.
Supervision requires:

setting a time at least an hour a week
identifying needs

setting agenda from this

evaluating if needs are being met

Supervisors must be:

good communicators
focused

empathic
approachable

Supervision should ideally include:

informing
supporting
evaluating
observing
training
educating
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3.2 Types of Supervision
Educational Supervision

This type of supervision assesses skills, evaluagesls, and provides
learning experiences, upgrades knowledge and sKilie supervisor
assures that workers know what constitutes substabhuse and assists
them in working effectively and efficiently with rfalies involved in
substance abuse issues.

Administrative Supervision

Administrative supervision monitors work and womkdly assures work
completion, quality and quantity control, approfgianplementation of
agency policies and procedures. The supervisoressiat the purpose,
vision, and policies of the agency in terms of wegkwith families
involved in substance abuse are met.

Supportive Supervision

This type of supervision provides support, undeditag and assistance,
understands emotional needs. The supervisor pro@n®loyees with a
supportive environment where they can enjoy highraleoand job
satisfaction as they assist families involved ibstance abuse issues.

SELF-ASSESSMENT EXERCISE

I. What is supervision?
il. List the types of supervision.

3.3 Functions of Supervision

John Dawson (1926) stated the functions of supervis the following
terms.

Administrative : This involves the promotion and maintenance ajcjo
standards of work, co-ordination of practice witholigies of
administration, the assurance of an efficient andah-running office;

Educational: The educational development of individual workerai
manner calculated to evoke her fully to realise pessibilities of
usefulness; and.

Supportive: The maintenance of harmonious working relatiorshipe
cultivation of esprit de corpgKadushin,1992).
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The primary foci of supervision according to Hawkiand Shohet,
1989; 2007 are:

o to provide a regular space for the superviseesgfteat upon the
content and process of their work

. to develop understanding and skills within the work

o to receive information and another perspective eoring one's
work

o to receive both content and process feedback

o to be validated and supported both as a persoasadvorker

o to ensure that as a person and as a worker iseftotol face
unnecessary difficulties, problems and projectialosie

o to have space to explore and express personaleshstr,
transference or counter-transference that may baght about
by the work

. to plan and use their personal and professionaliress better

o to be pro-active rather than re-active

. to ensure quality of work.

The basic functions of the supervisor are
Planning

The first thing a new supervisor needs to learmass to plan. This
includes planning for personal tasks, employee Wards, coaching and
developing staff and for implementing corporate Igodhere are two
basic levels of planning that supervisors are nasiabe for — long-term
strategic goals and short-term tactile planningnd-term or strategic
planning focuses on the big picture, providinganfework from which
the team operates. Short-term or tactile plannoaudes on the daily
operations of the team in meeting the long-term Igyoaf the

organisation.

Organising

Once the long and short-term planning goals apdaoe, the supervisor
needs to organise accordingly. This includes grsing the workload
based on business goals and then distributingaies tto team members.
Delegating is also a valuable part of organisirggwlorkload and can be
used to promote career development.

Resourcing

Resourcing is a term used to identify what is ndadeget the job done.
This includes budget, staff requirements and suppetworks such as
internet and the human resources department. limggortant for

62



HCM 438 MODULE 2

supervisors to know what resources are availabte row to access
them. It is recommended that supervisors developsaurce database
that can be accessed personally and for employesions.

Leading

Beyond the tactile duties of the supervisor, lesldigr is the part that
inspires productivity and encourages employee. Ating to
management consultants, Kouzes and Posner, legdeish a
combination of five practices that can be leariede practices combine
self-discipline with clear goals and recognitiooraj the way.

Monitoring

Monitoring is the practice of ensuring work is lipidone according to
the plan. There are numerous ways to measure p®greluding
performance  contracts/appraisals, monitoring ca@lié and
guantitative results, client feedback and projectanagement
tools/programmes. Coaching employees on a regalsis bs a critical
part of monitoring performance, while building trusnd developing
competencies throughout the performance period.

3.4 What is Quality Control?

Quality control is a process that is used to ensurertain level of
quality in a product or service. It might includehatever actions a
business deems necessary to provide for the casmtiblverification of
certain characteristics of a product or service sMaften, it involves
thoroughly examining and testing the quality ofgurots or the results
of services.

This approach places emphasis on three aspects:
o elements such as controls, job management, detamedwell

managed processes, performance and integrity iariteand
identification of records

o competence, such as knowledge, skills, experienaed
qualifications
o soft elements, such as personnel integrity, con&de

organisational culture, motivation, team spirit, damuality
relationships.

Controls include product inspection, where evergdprct is examined

visually, and often using a stereo microscope ifwal fdetail before the
product is sold into the external market. Inspectoitl be provided with
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lists and descriptions of unacceptable productalefsuch as cracks or
surface blemishes for example.

Quality control emphasises testing of products ioover defects and
reporting to management who make the decision lkowabr deny
product release, whereas quality assurance attetapisiprove and
stabilise production (and associated processesjvtind, or at least
minimise, issues which led to the defect(s) infiist place.

Quiality control also might involve evaluating peaplf a company has
employees who do not have adequate skills or trgjnhave trouble
understanding directions or are misinformed, thealigu of the
company's products or services might be diminisiéus is especially
important for service-oriented companies, becaosemployees are the
product that they provide to customers.

Often, quality control is confused with quality assnce. Though the
two are similar, there are some basic differenetw/den them. Quality
control is concerned with examining the productsenvice i.e. the end
result. Quality assurance is concerned with exargirthe process that
leads to the end result. A company would use gquagsurance to
ensure that a product is manufactured in the rngiyt, thereby reducing
or eliminating potential problems with the qualdfythe final product.
Companies that engage in quality control typicdligve a team of
workers who focus on testing a certain number ofipcts or observing
services being done. The products or servicesafgaexamined usually
are chosen at random.

For contract work, particularly work awarded by govment agencies,
quality control issues are among the top reasonsnd renewing a
contract.

Total quality control, also called total quality nzgement, is an
approach that extends beyond ordinary statisticahlity control
techniqgues and quality improvement methods. It iespla complete
overview and re-evaluation of the specificatioragroduct, rather than
just considering a more limited set of changeaklatures within an
existing product. If the original specification doeot reflect the correct
quality requirements, quality cannot be inspectednanufactured into
the product. For instance, the design of a presgssel should include
not only the material and dimensions, but also @iy, environmental,
safety, reliability and maintainability requiremsnand documentation
of findings about these requirements.
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A fully documented quality management system (QM#)ensure that
two important requirements are met:

o customers’ requirements: This entails confidencthéability of
the organisation to deliver the desired product eaedvice
consistently meeting their needs and expectations.

o organisation’s requirements — both internally antkenally, and
at an optimum cost with efficient use of the avalgaresources —
materials, human, technology and information.

These requirements can only be truly met if obyectevidence is
provided in the form of information and data, tgpgart the system
activities, from the ultimate supplier to the uléite customer.

A QMS enables an organisation to achieve the gmadsobjectives set
out in its policy and strategy. It provides consmy and satisfaction in
terms of methods, materials, equipment, etc, andrants with all

activities of the organisation, beginning with thdentification of

customer requirements and ending with their safisfa, at every
transaction interface.

It can be envisaged as a “wedge” that both holésghins achieved
along the quality journey, and prevents good pecastfrom slipping.
Management systems are needed in all areas oftactihether large or
small businesses, manufacturing, service or p@alator. A good QMS
will:

set direction and meet customers’ expectations
improve process control

reduce wastage

lower costs

increase market share

facilitate training

involve staff

raise morale

The quality control system is therefore designed to

. provide routine and consistent checks to ensuregiity,
correctness, and completeness;

o identify and address errors and omissions;

. document and archive inventory material and reardjuality

control activities.
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SELF-ASSESSMENT EXERCISE

I What is quality control?
ii. What is the purpose of quality control system?

3.5 Types of Quality Control

To ensure item production and system operationtimmat their best,

businesses use quality control. Quality control nowa not only the

product itself, but also the way it is producedyratl and transported.
Some quality control is voluntary, but sometimealdu control records

must be kept for state and federal regulationsma&e a product that is
reliable and trustworthy, businesses use diffetygres of quality control

through every aspect of production.

Internal quality control

When a company institutes protocol to check thgstesm, this is called
internal quality control. This can range from roeti checking of
equipment, having a co-worker go over another eygds data
analysis, or running standards and controls ongalae basis. It is
generally up to management to decide if internaaligu control
measures are reliable and performed as needed.

External quality control

When products or data is sent to an outside businesaffiliated with

the company, this is external control. One exaroplexternal control is
in food production. A food company may routinely abse the

nutritional value or shelf life of a food item itrqguuces in its own
laboratory, but to verify its results, the foodnitevill also be sent to an
outside laboratory. This verification by an outsidé is important to
obtain food and drug administration (FDA) labelliagd to prove to the
FDA that the food company's production methodssatend.

Proficiency testing quality control

A special type of quality control often done on @unteer basis or to
gain accreditation is proficiency testing. In thype of quality control,
the company is sent a series of tests to perfohma.résults are sent back
and the company receives a grade on its proficienlis type of testing
is often done in laboratories, where sensitive mment and complex
protocols need to be verified as accurate befoeeldab is allowed to
continue its work.
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3.6 Benefits of Quality Control

The basic goal of this process is to ensure treptibducts or services
that are provided meet specific requirements amaadteristics, such as
being dependable, satisfactory, safe and fiscaliyd:

. It ensures better products and services, whichmately establish
a good reputation for a company and higher revérure having
more satisfied customers.

o Uniformity: Whether you are providing a product or service, any
defect can have a dire impact on your bottom lisech as
through losing repeat business and lowering yoynutedion.
Quality control programmes are set up to preventgatly
reduce defects.

o Detection in manufacturing: Quality control programmes allow
companies to detect any defective products (ofterough
software and inventory monitoring) and remove thbafore
reaching the consumer.

o Detection in service industry: Quality control or feedback
surveys can be distributed to customers to morsgtisfaction
levels. Businesses can take this information torawe (or
maintain) their customer service efforts.

o Prevention: The cost of finding defective products averages 20
to 40 per cent of total sales. Quality control pemgmes help
prevent defects by identifying issues before theguo.

o Considerations Thousands of people are injured each year from

faulty products. Implementing a quality control gram can save
companies millions in potential lawsuits.

SELF-ASSESSMENT EXERCISE

I. Mention the types of quality control.
. What are the benefits of quality control?

4.0 CONCLUSION

Supervision is defined as a relationship betweemoseand junior

member of a profession that is evaluative, extends time, serves to
enhance the skills of the junior person, and mesitbe quality of the
services offered by the junior person, and actgas keeping to the
profession.

5.0 SUMMARY

In this unit, we have discussed supervision anditguzontrol, the types
of supervision and quality control as well as thections of supervision
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and benefits of quality control. Supervision harbeshown to have
three aspects: administration; education and stippor
We have also discussed the functions of a superviso

6.0 TUTOR — MARKED ASSIGNMENT

Define supervision.

Discuss the functions of a supervisor.
What is quality control?

List and explain the types of quality control.

PonNPE
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1.0 INTRODUCTION

In the last unit, we discussed supervision andityuabntrol. In this
unit, we shall be looking at management controkesys. Essentially,
controlling involves the measurement and correctidnactivities of
subordinates to make sure that objectives and ptaashieve them are
being accomplished. Various control systems andnigaes have been
put in place to enable management attain its gadie. elements of
controlling, production and financial control, humeesource control,
and organisational change and development all comeeplay in the
achievement of objectives and plans. Emphasisaeetbre placed on
the importance of developing an integrated corgyskem and strategic
management, which will enable managers to monitemperformance of
all resources devoted to the achievement of orgaargl performance.
The basic premise of strategic management is beathosen strategy
will achieve the organisation's mission and obyei

A firm's successive strategies are greatly affedigdits history and
often take shape through experimentation and adrbboement of
current plans, a processlames Quinn has termed “logical
incrementalism.” Therefore, the reexamination aftpssumptions and
the comparison of actual results with earlier higpses have become
common features of strategic management.
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2.0 OBJECTIVES
At the end of this unit, you should be able to:

explain management control systems

differentiate between types of management conyisiesns
outline management approaches to implementing alsntr
explain differences between strategic and operaticontrols.

3.0 MAIN CONTENT
3.1 Definition of Control Management Control System
Control is a systematic effort to:

set performance standards with planning objectives,

design information feedback systems,

compare actual performance with these predeternststiards,
determine whether there are any deviations andeasore their
significance and,

. take any action required to assure that all cotpamsources are
being used in the most effective and efficient wessible in
achieving corporate objectives.

Management control system (MCS) as defined by Vi@ is a system
which gathers and uses information to evaluate gadormance of
different organisational resources like human, mafs financial and
also the organisation as a whole considering thgarosational
strategies. It influences the behaviour of orgdisal resources to
implement organisational strategies.

Anthony and Govindarajan (2007) defined managementrol as the
process by which managers influence other memijarseemrganisation
to implement the organisation’s strategies. Managgmontrol systems
are tools to aid management for steering an orghars toward its
strategic objectives and competitive advantage.

According to Horngreret al. (2005), management control system is an
integrated technique for collecting and using infation to motivate
employee behaviour and to evaluate performance.alylment control

iIs concerned with coordination, resource allocatiomtivation, and
performance measurement. The practice of managecnaiol and the
design of management control systems draw upom#euof academic
disciplines.
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Management control involves extensive measureueait is therefore
related to and requires contributions from accaogntiespecially
management accounting. It also involves resouroeation, decisions,
is therefore related to, and requires contributipom economics
especially managerial economics. MCS involves compation, and
motivation, which means it, is related to, and mdrstw contributions
from social psychology especially organisationdidaour.

Accounting i.e.
Management Accounting

{}

Extensive

Measurement

<~

Management Control

T g T

Resource Communication,
Coordination, Motivation

Allocation
Managerial Social Psychology i.e.
Economics Organizational Behavior

Fig. 5.1: Management Control Systems as an Interdigplinary
Subject

Management control systems use many techniquesasuch

balanced scorecard

total quality management (TQM)

Kaizen (continuous improvement)
activity-based costing

target costing

benchmarking and bench trending
budgeting

capital budgeting

programme management techniques, etc.
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3.2 Types of Management Control System

Management can implement controls:

o before an activity commences,
o while the activity is going on, or
o after the activity has been completed.

For example, a local automobile dealer can focusadivities before,
during, or after sales of new cars. Careful ingpacof new cars and
cautious selection of sales employees are waysdore high quality or
profitable sales even before those sales take .pldomitoring how

salespeople act with customers is a control dutimg sales task.
Counting the number of new cars sold during thetimand telephoning
buyers about their satisfaction with sales transastare controls after
sales have occurred.

These types of controls are formally called:

feedforward,
concurrent, and
feedback
controls.

Feed forward control

Feed forward control is sometimes called prelimynaontrol, pre-
control, preventive control, or steering controt. focuses on the
regulation of inputs (human, material, and finahogsources that flow
into the organisation) to ensure that they meetstaedards necessary
for the transformation process. It attempts to fidgnand prevent
deviations in the standards before they occur. &leestrols are evident
in the selection and hiring of new employees. Fotaneple,
organisations attempt to improve the likelihoodtteaployees will
perform up to standards by identifying the necesgalo skills and by
using tests and other screening devices to hirplpeath those skills.

Feed forward controls are desirable because tHew ahanagement to
prevent problems rather than having to cure theer.l&nfortunately,
these controls require timely and accurate inforomathat is often
difficult to develop.

However, some authors use the term "steering don&i a separate
type of control designed to detect deviation froi@ndard or goal to
allow correction to be made before a particularusege of actions is
completed.
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Concurrent control

Concurrent control monitors ongoing employee aigtivio ensure
consistency with quality standards. These contrells on performance
standards, rules, and regulations for guiding epg#o tasks and
behaviors. Their purpose is to ensure that workviies produce the
desired results. Since concurrent control involkegulating ongoing
tasks, it requires a thorough understanding okpezific tasks involved
and their relationship to the desired goal and pcad

Concurrent control sometimes is called screeningyes-no control,
because it often involves checkpoints at which mieteations are made
about whether to continue, take corrective action, stop work
altogether on products or services. For examplezyrmanufacturing
operations include devices that measure whether itdms being
produced meet quality standards. Employees motiitomeasurements;
if they see that standards are not being met inesaraa, they make a
correction themselves or let a manager know thapreblem is
occurring.

Feedback control

This type of control involves reviewing informatioto determine

whether performance meets established standardexBmple, suppose
that an organisation establishes a goal of inangaiss profit by 12 per

cent next year. To ensure that this goal is regdhedorganisation must
monitor its profit on a monthly basis. After thre®nths, if profit has

increased by three per cent, management might @&stluan plans are
going according to schedule.

Feedback has two advantages over feedforward ammigent control:

o Feedback provides managers with meaningful infaonabn
how effective its planning effort was. If feedbacoklicates little
variance between standard and actual performartus, i
evidence that planning was generally on target.

If the deviation is great, a manager can useitfilsmation when
formulating new plans to make them more effective.

. Feedback control can enhance employees’ motivation.

The major drawback of this type of control is tithg time the manager
has the information and if there is significant ljeon, the damage is
already done. However, for many activities, feedbeantrol fulfills a
number of important functions.
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However, it is important to note that feedforwahncurrent, and
feedback control methods are not mutually excluskather, they are
usually combined into a multiple control system.

Strategic control points

Managers design control systems to define stanadnsrformance and
acquire information feedback at strategic contmhts.

Strategic control points are those activities #rat especially important
for achieving strategic objectives. When organtswi do not have
multiple control systems that focus on strategiotc® points, they
often can experience difficulties that cause marsgaggereevaluate their
control processes.

3.3 Managerial Approaches to Implementing Controls

Regardless of whether the organisation focusesraomn inputs,
production, or outputs, another choice must be nisdeeen different
approaches to control. There are three controlcgmbes regarding the
mechanisms managers will use to implement controls:

. market control,
. bureaucratic control, and
. clan control.

Market control

Market control involves the use of price competitio evaluate output.
Managers compare profits and prices to determiaetficiency of their
organisation. In order to use market control, thatest be a reasonable
level of competition in the goods or service ared & must be possible
to specify requirements clearly.

Market control is not appropriate in controllinghiional departments,
unless the price for services is set through coitipetand it is
representative of the true value of provided sesiic

Bureaucratic control

Bureaucratic control is the use of rules, policiasd hierarchy of
authority, written documentation, reward systemsd ather formal
mechanisms to influence employee behaviour andsagserformance.
Bureaucratic control can be used when behavioubeacontrolled with
market or price mechanisms.
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Clan control

Clan control represents cultural values. It is amthe opposite of
bureaucratic control. Clan control relies on vajulesliefs, corporate
culture, shared norms, and informal relationsh@gsegulate employee
behaviours and facilitate the reaching of orgamsal goals.

Organisations that use clan control require trusbrag their employees.
Given minimal direction and standards, employees assumed to
perform well. Indeed, they participate in settingnslards and designing
the control systems.

SELF-ASSESSMENT EXERCISE

I. What is management control system?
il. List the types of management control system.

3.4 The Primary Types of Organisational Control

There are three primary types of organisationatrotin

o strategic control,
o management control, and
o operational control.

Strategic control

Strategic control is the process of evaluatingistya It is practiced both
after the strategy is formulated and after it iplemented. Strategic
control is concerned with tracking the strategy iasis being
implemented, detecting any problems areas or patgmblem areas,
and making any necessary adjustments.

Newman and Logan use the term “steering controlhighlight some

important characteristics of strategic control. iDadly, a significant

time span occurs between initial implementation aofstrategy and
achievement of its intended results. During thateti numerous projects
are undertaken, investments are made, and actiensiralertaken to
implement the new strategy.

In addition, the environmental situation and thenfs internal situation
are developing and evolving. Strategic controlsreaeessary to steer the
firm through these events. They must provide soraams of correcting
the directions based on intermediate performandenaw information.
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The importance of strategic control

Henry Mintzberg, one of the foremost theoristsha area of strategic
management, tells us that no matter how well tlyamisation plans its
strategy, a different strategy may emerge. Stamiith the intended or
planned strategies, Mintzberg related the five sypestrategies in the
following manner:

1. Intended strategies that are realised; these imaycalled
deliberate strategies.

2. Intended strategies that are not realised; timeag be called
unrealised strategies.

3. Realised strategies that were never intendegetimay be called

emergent strategies.

Recognising the number of different ways that idesh and realised
strategies may differ underscores the importanceeva@luation and
control systems so that the firm can monitor itsfgrenance and take
corrective action if the actual performance différsm the intended
strategies and planned results.

Management control

Management control focuses on the accomplishmetiteobbjectives of
the various sub strategies comprising the mastetegly and the
accomplishment of the objectives of the intermedigtlans (for
example, "are quality control objectives being fet?

Where management control is imposed, it functionghiw the
framework established by the strategy. Normally séheobjectives
(standards) are established for major subsystethgwthe organisation,
such as strategic business units (SBUs), projgetsjucts, functions,
and responsibility centres.

Typical management control measures include returninvestment
(ROI), residual income, cost, product quality, awedon. These control
measures are essentially summations of operatiworalol measures.
Corrective action may involve minor or major chasmgethe strategy.

Operational control
Operational control is concerned with individuatiagroup performance
as compared with the individual and group role gripsons required by

organisational plans (for example, “are individsales quotes being
met?”).
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Operational control serves to regulate the dayap-output relative to
schedules, specifications, and costs. For example:

o Is the output of product or service the proper igpand is it
available as scheduled?

o Are inventories of raw materials, goods-in-procesy] finished
products being purchased and produced in the deguantities?

o Are the costs associated with the transformatiactgss in line
with cost estimates?

o Is the information needed in the transformatiomcpss available

in the right form and at the right time?
Is the energy resource being utilised efficiently?

The most difficult task of management concerns mooimg the
behaviour of individuals, comparing performanceséone standard and
providing rewards or punishment as indicated. Somnet this control
over people relates entirely to their output.

Each of these types of control is not a separaded@stinct entity and, in
fact, may be indistinguishable from others. Morepveimilar
measurement techniques may be used for each tyqntbl.

Operational control systems are designed to entwae day-to-day
actions are consistent with established plans doelctives. It focuses
on events in a recent period. Operational contystesns are derived
from the requirements of the management contraesys

Corrective action is taken where performance da#smeet standards.
This action may involve training, motivation, leaskdp, discipline, or
termination.

3.5 Differences between Strategic and Operationalddtrol

The differences between strategic and operationahtral are

highlighted by reference to a general definitiom@ainagement control.
Management control is the set of measurement, sisalgnd action
decisions required for the timely management of twntinuing

operation of a process.” Hence, the differencedbased on:

. measurement

o analysis and

o action

Measurement

. Strategic control requires data from more sourdde typical

operational control problem uses data from very $ewrces.
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Strategic control requires more data from extersalrces.
Strategic decisions are normally taken with regarthe external
environment as opposed to internal operating factor

Strategic controls are oriented to the future. Tis contrast to
operational control decisions in which control dgtee rise to
immediate decisions that have immediate impacts.

Strategic control is more concerned with measutiregaccuracy
of the decision premise. Operating decisions teraktconcerned
with the quantitative value of certain outcomes.

Strategic control standards are based on exteraators.
Measurement standards for operating problems castablished
fairly by past performance on similar products or $imilar
operations currently being performed.

Strategic control relies on variable reporting nagé. The typical
operating measurement is concerned with operatiwes some
period: pieces per week, profit per quarter, ardlilte.

Strategic control requires data from more sourddee typical
operational control problem uses data from very $ewrces.

Analysis
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Strategic control models are less precise. This isontrast to
operational control models, which are generallyyverecise in
the narrow domain they apply.

Strategic control models are less formal. The notiet govern
the considerations in a strategic control problesmrauch more
intuitive, therefore, less formal.

The principal variables in a strategic control maate structural.
In strategic control, the whole structure of theolpem, as
represented by the model, is likely to vary, nat jine values of
the parameters.

The key need in analysis for strategic control cdet flexibility.
This is in contrast to operating control, for whidificient
guantitative computation is usually most desirable.

The key activity in management control analysisali®rnative
generation. This is different from the operationabntrol
problem, in which in many cases all control altéwes have
been specified in advance. The key analysis stepanations is
to discover exactly what happened.

The key skill required for management control asialyis
creativity. In operational control, by contraste ttormal review
of outcomes to discover causes means that thelyrsgiliired is
the ability to do technical, even statistical, gsa of the data
received.
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Action

o The relationship between action and outcome is eteadk
strategic control. This is not surprising, as thestrdesirable area
for control in strategic problems -the environmeist the least
subject to direct action.

o The key action variables in strategic control aigaaisational. In
the operational control problem, technical facteush as labour
levels, production levels, choice of materials, #mllike are the
predominant control levels.

. Alternative actions in strategic control are leasyeto choose in
advance. In strategic control problem, it is pdsstb choose all
possible action responses to received data in advam an
operational control problem, the few responses iplesscan
usually all be worked out before any operating datzived.

J The greatest error in strategic control is omittengvorthwhile
action. In operating control, the most typical esrare those of
omissions (e.g., complaints about too many peopigl@yed, too
many defects, and too much inventory). In the stiat control
problem, errors of omission are much more seriaug.,( not
moving into a business opportunity when it presetssif, not
undertaking a particular social program, not apyyiesources to
meet that challenges in the best fashion).

o The time for strategic control is longer. The pdrim which
control has an impact is longer for strategic peaid that for
operating problems.

o The timing of strategic control is events orient&y. contrast,
operating decisions tend to be made on a pericaaBspand they
are usually measured accordingly.

o Strategic control has little repetition. Not evée structure is the
same as past problems, much less the technicalsd@aerating
problems, by way of contrast, tend to repeat tsieucture.

SELF-ASSESSMENT EXERCISE

I List the types of organisational control.
il. What are the differences between strategic amperational
control based on?

4.0 CONCLUSION

Control is a systematic effort to set performanteadards with planning
objectives, design information feedback systemsmpare actual
performance with these predetermined standardgrrdete whether
there are any deviations and to measure theirfgignce and, take any
action required to assure that all corporate ressuare being used in
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the most effective and efficient way possible irhiaging corporate
objectives.

Management control system is an integrated teclerfigucollecting and
using information to motivate employee behavioud a@o evaluate
performance.

Management can implement controls before an agtiwdmmences,
while the activity is going on, or after the acyvhas been completed.
Types of management control system are feedforw@oticurrent, and
feedback controls.

Strategic control points are those activities trat especially important
for achieving strategic objectives.

Managerial approaches to implementing controls ararket,
bureaucratic and clan controls. The primary typésomganisational
control are strategic, management and operatiomaitrals. The
differences between strategic and operational obrdre based on
measurement, analysis and action.

5.0 SUMMARY

In this unit, we have discussed control and managemontrol systems
(MCS). We have also seen how MCS is an interdis@py subject.
You have also been exposed to the types of MCSnaamthgement'’s
approach to implementing control.

You have also learnt the types of organisationatrod, the importance
of strategic control, as well as the differencesveen strategic and
operational control.

6.0 TUTOR-MARKED ASSIGNMENT
1. Define the following terms:

J control

. management control system

o strategic control points

Explain the primary types of organisational control
Discuss the types of management control system.

wn
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1.0 INTRODUCTION

Communication has been derived from the Latin weoodnmunis,
meaning, “Toshare.” Communication requires a sender, a message,
an intended recipient, although the receiver needa present or aware
of the sender's intent to communicate at the tifrmmunication; thus
communication can occur across vast distancesme tand space.
Communication requires that the communicating parshare an area of
communicative commonality. The communication precsscomplete
once the receiver has understood the message sétiier. Feedback is
critical to effective communication between parties
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2.0 OBJECTIVES
At the end of this unit, you should be able to:

define communication

explain types of communication and communicatiarcpss
state the barriers to communication

explain formal organisation and organisational camitation.

3.0 MAIN CONTENT

3.1 Whatis Communication?

Communication is simply the act of transferringommation from one
place to another.

Although this is a simple definition, when we thiakout how we may
communicate, the subject becomes a lot more compl&ere are
various categories of communication and more thas may occur at
any time. Communication is the essence of humaerantion and
learning. The nature of communication is dependamtinteraction
between two or more individuals and understandisgconstructed
through that interaction.

Communication is a basic human right and essewtialir quality of life
as a social species. As human beings, we use coitation to: relate
to others, socially connect, greet, call attentisimare feelings, express
an opinion, agree, disagree, explain, share infboma question,
answer, tease, bargain, negotiate, argue, margpuledmpliment,
comment, protest, complain, describe, encouragstruict, provide
feedback, show humor, discuss interests, be pofitake friends,
express interest or disinterest, etc.

Communication is exchanging information in the fooh messages,
symbols, thoughts, signs and opinions. Communigatibinformation,

messages, opinions, speech and thoughts can bevidodiéferent forms

of modern communication media, like internet, talepe and mobile.
Some of the basic ways of communication are byldpgasinging, sign
language, body language, touch and eye contacseThasic ways of
communication are used to transfer information fiame entity to other.

3.2  Types of Communication

There are many different types of communicatiorpesieling on the
medium used for communication or the way in whinofoimation is
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exchanged. They can be classified into four baged. Let us discuss
the four basic types of communication.

1. Verbal communication

Verbal communication includes sounds, words, lagguand speaking.
Language is said to have originated from soundsgastures. There are
many languages spoken in the world. The basisrgfuage formation
is: gender, class, profession, geographical arge, goup and other
social elements. Speaking is an effective way ohroainicating and is
again classified into two types, viz: interpersonammunication and
public speaking.

Good verbal communication is an inseparable part bokiness
communication. In a business, you come across pefpim various
ages, cultures and races. Fluent verbal commuaricasi essential, to
deal with people in business meetings. In additiam, business
communication, self-confidence plays a vital roleieth when combined
with fluent communication skills can lead to susces

Public speaking is another verbal communicatiowimch you have to
address a group of people. Preparing for an eWfecpeech before you
start is important. In public speaking, the speeuhst be prepared
according to the type of audience you are goinfate. The content of
your speech should be authentic and you must hasegh information
on the topic you have chosen for public speakingth® main points in
your speech must be highlighted and these poimsigdibe delivered in
the correct order. There are many public spealegriiques and these
techniques must be practiced for an effective dpeec

2. Non-verbal communication

Non-verbal communication involves physical wayscofnmunication,
like, tone of the voice, touch, smell and body mwoti Creative and
aesthetic non-verbal communication includes singmgsic, dancing
and sculpturing. Symbols and sign language are iatdaded in non-
verbal communication. Body is a non-verbal. Bodytpee, language
and physical contact is another form of communacatiBody posture
matters a lot when you are communicating verbalgdmeone. Folded
arms and crossed legs are some of the signals yedvey a body
posture. Physical contact, like, handshaking, mghipatting and
touching expresses the feeling of intimacy. Faeldressions, gestures
and eye contact are all different ways of commuroca Reading facial
expressions can help you know a person better.

84



HCM 438 MODULE 3

3. Written Communication

Written communication involves putting down the dsr which you
want to communicate on paper. Good written comnaii@no is
essential for business purposes. Written commuaitas practiced in
many different languages. E-mails, reports, adieled memos are some
of the ways of using written communication in besis. The written
communication can be edited and amended many theésre it is
communicated to the second party to whom the conmpation is
intended. This is one of the main advantages aigusiriting as the
major means of communication in business activityritten
communication is used not only in business but dtso informal
communication purposes. Mobile SMS is an exampleindbrmal
written communication.

4, Visual Communication

The last type of communication is the visual comioaton. Visual

communication is visual display of information, diktopography,
photography, signs, symbols and designs. Televigm@hvideo clips are
the electronic form of visual communication.

Effective communication is essential for the susce$ any type of
business. Informally too, nothing can be achieveidhaut proper
communication. Therefore, developing communicatigkills is

necessary. One must understand that all the fpastpf communication
are equally important and one must develop comnaginie skills in all

the mediums. Communicative media is growing daydhy to ensure
clarity and to eliminate the ambiguity in commurtiocg.

Types of communication based on purpose and style
Based on style and purpose, there are two maingaaés of
communication and they both have their charactesisCommunication

types based on style and purpose are:

. formal communication
. informal communication

Formal Communication
In formal communication, certain rules, conventi@amsl principles are
followed while communicating message. Formal comication occurs

in formal and official style. Usually professionaéttings, corporate
meetings and conferences are carried out in fopatérns.
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In formal communication, use of slang and foul laage is avoided and
correct pronunciation is required. Authority linese needed to be
followed in formal communication.

Informal Communication

Informal communication is done using channels #matin contrast with
formal communication channels. It is just a cagal. It is established
for societal affiliations of members in an orgatiza and face-to-face
discussions. It occurs among friends and family. ilmformal
communication use of slang and foul language igestricted. Usually,
informal communication is done orally and usingtgess.

Informal communication, unlike formal communicatiaoes not follow
authority lines. In an organisation, it helps inding out staff grievances
as people express more when talking informally. ormial
communication helps in building relationships.

3.3 The Communication Process

The sender through a communication channel sendasessage or
communication to a receiver, or to multiple recesveThe sender must
encode the message (the information being convegtmpa form that is
appropriate to the communication channel, and #weiver(s) then
decodes the message to understand its meaninggaifitcance. Hence,
communication process is the sharing of meaningfibrmation
between two or more people with the goal of theeiresr understanding
the sender's intended message.

Misunderstanding can occur at any stage of the aemation process.
Effective communication involves minimising potexti
misunderstanding and overcoming any barriers toncomication at
each stage in the communication process.

An effective communicator understands their auddenchooses an
appropriate communication channel, hones their ages# this channel
and encodes the message to reduce misunderstdndthg receiver(s).
They will also seek out feedback from the reces)keds to how the
message is understood and attempt to correct asynaerstanding or
confusion as soon as possible. Receivers can wsdication and
reflection as effective ways to ensure that thesags sent has been
understood correctly.
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SELF-ASSESSMENT EXERCISE

I. What is communication?
il. List the types of communication.
iii. Define the communication process.

3.4 Communication Channel

Communication channel is a medium through which essage is
transmitted to its intended audience, such as pniedlia or broadcast
(electronic) media. It connotes the way in which s@mmunicate.
There are multiple communication channels availdbleis today, for
example face-to-face conversations, telephones,cédixt messages,
email, the internet (including social media such RBacebook and
Twitter), radio and TV, written letters, brochurasd reports to name
just a few.

Choosing an appropriate communication channel tal ¥or effective
communication as each communication channel hasrelift strengths
and weaknesses. For example, broadcasting nears jfcoming event
via a written letter might convey the message Gtetr one or two
individuals but will not be a time or cost effe@iway to broadcast the
message to a large number of people. On the ¢idwed, conveying
complex, technical information is better done vigpranted document
than via a spoken message since the receiver éstaldssimilate the
information at their own pace and revisit itemstttieey do not fully
understand. Written communication is also usefuh &gy of recording
what has been said, for example taking minutesnmeating.

Encoding messages

All messages must be encoded into a form that eacobveyed by the
communication channel chosen for the message. Wi dhis every
day when transferring abstract thoughts into spokerds or a written
form. However, other communication channels rexjdifferent forms
of encoding, e.g. text written for a report willtneork well if broadcast
via a radio programme, and the short, abbreviatedl gsed in text
messages would be inappropriate if sent via arlgtemplex data may
be best communicated using a graph or chart or sthealisation.

Effective communicators encode their messages wigir intended
audience in mind as well as the communication chlnrhis involves
an appropriate use of language, conveying the nmition simply and
clearly, anticipating and eliminating likely cause$ confusion and
misunderstanding, and knowing the receivers’ exmee in decoding
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other similar communications. Successful encodihgnessages is a
vital skill in effective communication.

Decoding messages

Once received, the receivers need to decode thgagesand successful
decoding is a vital skill. Individuals will decodand understand
messages in different ways based upon any batnecemmunication,

which might be present, their experience and unaedng of the

context of the message, their psychological statd,the time and place
of receipt as well as many other potential factounderstanding how
the message will be decoded, and anticipating as/raaithe potential

sources of misunderstanding as possible, is theofard successful

communicator.

Feedback

Receivers of messages are likely to provide feddbachow they have
understood the messages through both verbal anderbal reactions.
Effective communicators should pay close attentmthis feedback, as
it is the only way to assess whether the messag®dwen understood as
intended, and it allows any confusion to be cos@ctBear in mind that
the extent and form of feedback will vary according the
communication channel used. For example feedbackgla face-to-
face or telephone conversation will be immediaté direct, whilst
feedback to messages conveyed via TV or radiobailihdirect and may
be delayed, or even conveyed through other media asi the Internet

3.5 Barriers to Effective Communication

There are many reasons why interpersonal commummnsamay fail. In
many communications, the message may not be retaxactly the
way the sender intended and hence it is importattthe communicator
seek feedback to check that their message is gleaderstood.

There exist many barriers to communication andelmeay occur at any
stage in the communication process. Barriers reag to your message
becoming distorted and you therefore risk wastioth time and money
by causing confusion and misunderstanding. Effectiommunication

involves overcoming these barriers and conveyirgear and concise
message. Some common barriers to effective conuation include:

o The use of jargon, over-complicated or unfamileants.

. Emotional barriers and taboos.

. Lack of attention, interest, distractions, or iennce to the
receiver.
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o Differences in perception and viewpoint.

o Physical disabilities such as hearing problems peesh
difficulties.

o Physical barriers to non-verbal communication.

. Language differences and the difficulty in underdiag
unfamiliar accents.

. Expectations and prejudices, which may lead teefalssumptions

or stereotyping. People often hear what they exipebear rather
than what is actually said and jump to incorrectatosions.

o Cultural differences: The norms of social intei@civary greatly
in different cultures, as do the way in which emos are
expressed. For example, the concept of personalesparies
between cultures and between different socialrgsti

A skilled communicator must be aware of these besriand try to
reduce their impact by continually checking undamding and by
offering appropriate feedback.

All the barriers to communication can be categorias:
Language barriers

Language and linguistic ability may act as a bamgecommunication.
However, even when communicating in the same lagpguahe
terminology used in a message may act as a bafrieis not fully
understood by the receiver(s). For example, a agesthat contains a
lot of specialist jargon and abbreviations will i@ understood by a
receiver who is not familiar with the terminologysad. Regional
colloquialisms and expressions may be misintergrete even
considered offensive.

Psychological barriers

The psychological state of the receiver will infiae how the message
is received. For example, if someone has persamaties and is

stressed, he/she may be preoccupied by personekmrmnand not as
receptive to the message as if they were not silessStress is an
important factor in interpersonal relationships.

Physiological barriers
Physiological barriers may result from the recés/g@hysical state: for
example, a receiver with impaired hearing may maspg the entirety of

a spoken conversation especially if there is sigait background
noise.
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Physical barriers

An example of a physical barrier to communicatien geographic
distance between the sender and receiver(s). Comation is

generally easier over shorter distances as morencmication channels
are available and less technology is required. Alfin modern
technology often serves to reduce the impact ofsigly barriers, the
advantages and disadvantages of each communicdizomel should be
understood so that an appropriate channel can dxk tosovercome the
physical barriers.

Systematic barriers

Systematic barriers to communication may exist frucsures and
organisations where there are inefficient or inappate information
systems and communication channels, or where tlera lack of
understanding of the roles and responsibilities dommunication. In
such organisations, individuals may be unclear h#irtrole in the
communication process and therefore not know whag¢xpected of
them.

Attitudinal barriers

Attitudinal barriers are behaviours or perceptidihat prevent people
from communicating effectively. Attitudinal barrgeto communication
may result from personality conflicts, poor managatnand resistance
to change or a lack of motivation. Effective reees of messages
should attempt to overcome their own attitudinatriees to facilitate

effective communication.

3.6 Improving your Communication Skills

The importance of communication skills in intermeral relationships
cannot be overstressed. An understanding of thtorfadhat affect
communication and effective communication skille arecessary in
many areas of life. Of equal importance are théedsht types of non-
verbal messages that lead to a greater understanficommunication.
To be an effective communicator, you should take iconsideration
both the verbal and non-verbal components of messag

Empathise
Empathy is trying to see things from the point-gdw of others. When
communicating with others, try not to be judgemkma biased by

preconceived ideas or beliefs - instead view siinat and responses
from the other person’s perspective. Stay in tuith your own
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emotions to help enable you to understand the em®tof others. If
appropriate, offer your personal viewpoint cleathd honestly to avoid
confusion. Bear in mind that some subjects mighttéboo or too
emotionally stressful for others to discuss.

Encourage

Offer words and actions of encouragement, as veefpraise to others.
Make other people feel welcome, wanted, valued appreciated in
your communications. If you let others know thagtrare valued, they
are much more likely to give you their best. Toyehsure that everyone
involved in an interaction or communication is umbéd through
effective body language and the use of open questio

Learn to listen

Listening is not the same as hearing; learn terisd not only the words
being spoken but how they are being spoken and ntheverbal

messages accompanying them. Use the techniqudardication and

reflection to confirm what the other person haslsamnd avoid any
confusion. Try not to think about what to say nesitile listening;

instead clear your mind and focus on the messaigg beceived. Your
friends, colleagues and other acquaintances wilreapate good
listening skills.

Be aware of others' emotions

Be sympathetic to other people's misfortunes anaigredulate their
positive landmarks. To do this, you need to beraved what is going
on in other people’s lives. Make and maintain egetact and use first
names where appropriate. Do not be afraid to akkre for their
opinions as this will help to make them feel valuedConsider the
emotional effect of what you are saying and commatel within the
norms of behaviour acceptable to the other person.

Treat people equally

Always aim to communicate on an equal basis anddapatronising

people. Do not talk about others behind their baakd try not to

develop favourites by being fair to treating peoplas will earn you

their trust and respect. Check that people unaledsivhat you have said
to avoid confusion and negative feelings. Encoerragen and honest
feedback from the receiver to ensure your messagaderstood. If
confidentiality is an issue, make sure its bouretarare known and
ensure its maintenance.
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Attempt to resolve conflict

Learn to troubleshoot and resolve problems andlictsyfas they arise.

Learn how to be an effective mediator and negatidise your listening

skills to hear and understand both sides of anyraemt - encourage and
facilitate people to talk to each other. Try naot be biased or

judgemental but instead ease the way for con#isolution.

Communicate effectively

Do not say the first thing that comes into your dhimstead take a
moment and pay close attention to what you say haowd you say it.

Focus on the meaning of what you want to commueicaAim to

increase understanding by considering how the offegson might
receive your message. By communicating clearly, gan help avoid
misunderstandings and potential conflict with osher By speaking
eloquently, you will become more intelligent andtara. Also, be
aware of the messages you are sending via nonivemnbanels: make
eye contact and avoid defensive body languageseRtenformation in
a way in which its meaning can be clearly undexstdeay particular
attention to differences in culture, past expemsncattitudes and
abilities before conveying your message. Avoidgger and over-
complicated language; explain things as simply assible. Request
clarification if unclear about a message. Alwaysid racist and sexist
terms or any language that may cause offence.

Use humour

Laughing releases endorphins that can help relstress and anxiety;
most people like to laugh and will feel drawn tanstbody who can
make them laugh Use your sense of humour to hirealce, to lower
barriers and gain the affection of others., butedsure your humour is
appropriate to the situation. By using appropriatenour, you will be
perceived as more charismatic.

Maintain a positive attitude and smile

Few people want to be around someone who is fralyuemserable.

Do your best to be friendly, upbeat and positivéhwother people.
Maintain a positive, cheerful attitude to life: whéiings do not go as
planned, stay optimistic and learn from your mistak If you smile

often and stay cheerful, people are more likelyetspond positively to
you.
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Only complain when absolutely necessary

People will not be drawn to you if you are condtacbmplaining or
whining. If something makes you angry or upsetit fea a few hours
and calm down before taking action. If you do ctanmp do so calmly,
try to find some positive aspects to the situataomd avoid giving
unnecessary criticism.

3.7 What is a Formal Organisation?

An organisation is a social unit of people, systiera#ly structured and
managed to meet a need or to pursue collectivesgwala continuing
basis. All organisations have a management streidtuat determines
relationships between functions and positions, antdivides and
delegates roles, responsibilities, and authorityaiwy out defined tasks.
Organisations are open systems in that they a#fiedtare affected by
the environment beyond their boundaries.

A formal organisation is a fixed set of rules oftr&aorganisation
procedures and structures. As such, it is usuatlpst in writing, with a
language of rules that ostensibly leave little dison for interpretation.
In some societies and in some organisation, sules may be strictly
followed; in others, they may be little more thaneanpty formalism.

To facilitate the accomplishment of the goals fieranal organisation:

o work is delegated to each individual of the orgatis. He/she
works towards the attainment of definite goals, clhare in
compliance with the goals of the organisation.

To facilitate the co-ordination of various actiest

o the authority, responsibility and accountability inflividuals in
the organisation must be well defined. This ensefésctive co-
ordination of various activities of the organisatio

To aid the establishment of logical authority relaship:

o the responsibilities of the individuals in the angsation are well
defined. They have a definite place in the orgdmeadue to a
well-defined hierarchical structure, which is in&etr in any
formal organisation.

Formal organisation permits the application of tleencept of

specialisation and division of labour. Division @fork amongst

93



HCM 438 HOSPITALITY SUPERVISON AND QUALITY CONTROL

individuals according to their capabilities helpggreater specialisations
and division of work. It also creates more groupesiveness.

Characteristics of a formal organisation

Well defined rules and regulation

Arbitrary structure

Determined objectives and policies

Status symbol

Limitation on the activities of the individual

Strict observance of the principle of co-ordination
Messages are communicated through scalar chain

Importance of organisations

Bring together resources to achieve desired goalatcomes
Produce goods and services efficiently

Facilitate innovation

Use modern manufacturing and computer based teatmol
Adapt to and influence a changing environment

Create value for owners, customers and employees
Accommodate ongoing challenges of diversity, etracsl the
motivation and coordination of employees

3.8 Organisational Communication

Organisational communication is a subfield of thggér discipline of
communication studies. As a field, organisation@mmunication
involves the consideration, analysis, and criticih the role of
communication in organisational contexts.

Key principles to effective internal organisationalcommunications

o Unless management comprehends and fully suppatprémise
that organisation must have high degrees of comrations, the
organisation will remain stilted. Too often, managat learns
the need for communication by having to responth&lack of
it.

o Effective internal communications start with effeet skills in
communications, including basic skills in listeningpeaking,
guestioning and sharing feedback.

These can developed with some concerted reviewpeatice. Perhaps

the most important outcome from these skills isveging that you
value hearing from others and their hearing from.yo
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o Sound meeting management skills go a long way towasuring
effective communications, too.
o A key ingredient to developing effective communigas in any

organisation is each person taking responsibibtyassert when
they do not understand a communication or to suggksn and
how someone could communicate more effectively.

Basic  structures/policies to  support effective intmal
communications

Internal communication can be looked at as comnatioics downward
and upward.

Downward communications:

o Ensure every employee receives a copy of the gicatgan,
which includes the organisation's mission, wvisivalues
statement, strategic goals and strategies aboutthose goals
will be reached.

o Ensure every employee receives an employee handbwaik
contains up-to-date personnel policies.

o Develop a basic set of procedures for how routaskd are
conducted and include them in standard operatinguaia

o Ensure every employee has a copy of his or hedgdzcription
and the organisation chart.

o Regularly hold management meetings (at least everyweeks),

even if there is nothing pressing to report. If yold meetings
only when you believe there is something to repaohign
communications will occur only when you have sorrgjtio say
communications will be one way and the organisatdhsuffer.

J Hold staff meetings every month to report how thgaaisation is
doing, major accomplishments, concerns, announcesmayout
staff, etc.

o Leaders and managers should have face-to-faceactontith

employees at least once a week. Even if the organisis over
20 employees (large for a non-profit), managembanukl stroll
by once in a while.

o Regularly hold meetings to celebrate major accoshptients.
This gives employees a sense of direction andlfulnt, and let
them know that leadership is on top of things.

o Ensure all employees receive yearly performanceienes
including their goals for the year, updated job cdiggions,
accomplishments, needs for improvement, and plahetp the
employee accomplish the improvements. If the nai{phas
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sufficient resources (a realistic concern), devedopareer plan
with the employee, too.

Upward communications

o Ensure all employees give regular status reportsthieir
supervisors. Include a section for what they ded \eeek, will do
next week and any actions/issues to address.

o Ensure all supervisors meet one-on-one at least anmonth
with their employees to discuss how everythingamg, hear any
current concerns from the employee, etc. Evendfrtteeting is
chitchat, it cultivates an important relationshipeteen
supervisor and employee.

. Use management and staff meetings to solicit fegdb@sk how
things are going. Do a round table approach to frean each
person.

o Act on feedback from others. Write it down and lggtk to it.

o Respect the "grapevine." It is probably one ofriiwst prevalent

and reliable forms of communications. Major "movensé in the
organisation usually first appear when employeetites safe to
venture their feelings or opinions to peers.

Develop a basic communications plan

Whether planning your internal or external commahans efforts, it
helps a great deal to develop a communications, gigmer informally
or formally. For example, consider:

o What key messages do you want to convey?

o To what key stakeholders do you want to convey kg
messages (e.g., consider clients, funders, comynueaders,
service providers, etc.)?

o What is the best approach to reach each key stheho
including who/how should the message be conveyed?

o How will you know if you are reaching these stakidleos or not?

SELF-ASSESSMENT EXERCISE
i Define communication channel.

il What are the barriers to effective communica®o
li.  What is a formal organisation?
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4.0 CONCLUSION

Communication is simply the act of transferringommhation from one
place to another.

The types of communication are verbal, non-verbaitten and visual
communication.

The various barriers to communication are langugmsychological,
physiological, physical, systematic and attitudibafriers.

A formal organisation is a fixed set of rules oftraaorganisation
procedures and structures. Characteristics of mdborganisatiorare
well-defined rules and regulationarbitrary structure, determined
objectives and policies, status symbol, limitatmnthe activities of the
individual, strict observance of the principle ob-ordination and
messages are communicated through scalar chain.

Organisational communication is the considerati@malysis, and
criticism of the role of communication in organisagl contexts.

5.0 SUMMARY

We have defined communication and discussed theestypf

communication, barriers to communication and how iteprove

communication skill. We have also discussed fororghanisations and
their characteristics. Key principles to effectiverganisational
communication and basic structure to support islecommunication,
as well as basic communication were also discussed.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the types of communication.
2. Explain the barriers to communication.
3. Define organisational communication and explain tkey

principles to effective internal communication.
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INTRODUCTION

In the last unit, we discussed communication amch&b organisation. In

this unit, we shall be discussing leadership andagament. Everyone

manages. We manage our finances, time, careeredaittbnships. We
tend not to think of these activities as managingfoourselves being
managers. These examples of managing or being redreag relatively
simple and straightforward though we may find sashe¢hem fraught
with difficulty. It is when the concept of managing applied to
organisations that complexity increases.

The practice of management and the classical mamagfecan be traced
to the 19th century. The development of managerasrdin academic
discipline based on a body of knowledge that camabght is a recent

development and is generally attributed to the wajrReter Drucker in
the latter half of 20th century.

2.0

OBJECTIVES

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

3.1 Whatis Leadership?

Leadership is the art of influencing individualsaihgh the provision of
purpose, direction and motivation for the purposéngprovement and
mission accomplishment within organisations.

Leadership sets a new direction or vision for augrto follow, i.e.: a
leader is the spearhead for that new directiondeesawill have a vision
of what can be achieved, then communicate thisthiers, and evolve
strategies for realising the vision. They motivagmple and are able to
negotiate for resources and other support to aeftteir goals.

Attributes of a good leader

Good leaders often (but not necessarily always):

. have a sense of mission;

o are charismatic;

o are able to influence people to work together focaanmon
cause;

. are decisive;

o use creative problem-solving skill to promote bettare and a

positive working environment.
3.2 Types of Leadership

Different situations require the use of differezddership styles. A good
leader will be able to:

o develop flexibility to be able to use any of thgles

o recognise the different demands of each situation

o adapt appropriately, by using the style(s) that gite optimum
success

o ensure one's own personality needs are met

The table below describes each of the eight leagestyles, and gives
examples when the style should or should not bd.use
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Leadership Style

| Description

| When to use

| When not to use

Participative leadership

People-oriented,

motivator, builds
personal relationships
likeable, interpersong

skills, cares for others

Commitment from
others is critical, o
5 sensitive situations
1

Decisions need to be

r forced through
conflict is being
avoided

Ideological leadership

Value-driven, has
passion for key issue
focuses on importar
themes, champions tf
cause

5 This group has los
5its sense of identity
tor it is doing too
lgnany unimportan
things

tThere is a problen

-

,that needs to be
solved with

t dispassionate
objectivity (e.0.

technical issues)

Change-oriented leadership

Tries new things | The group is 'stuckThere are already to
prototypes, introducesin a rut, or theg many initiatives
change, looks  forstatus quo needs tander way and som
unexpected outcomesbe challenged stability is needed
creates new
opportunities,
experiments

Visionary leadership
Develops long-termRadical change isThere are immediat
vision, produces radicalneeded, change is|aangers, the grou
ideas, foresees thdong-term activity | may not survive ir
future, anticipates what the short term
IS outside  current
knowledge

[¢)
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Action-oriented leadership

Takes action,
results, leads

front, sets an exampleachievement
asked oflestroyed

does what is

produced here
from theanertia, or lack of

iIs someThe group is being
too expedient
scurrent success ma

ebb in the future

hal \y

others motivation

Goal-oriented leadership
Observes, listens,The direction ig There are already tgo
clarifies goals| vague ol many goals or too
establishes realisticexpectations havemuch information
expectations, makesnot been articulated
aims crystal clear

Executive leadership

Organises, makes plar
sets measurable goa
coordinates work o
different people

f there

slhere is chaos/lackThere are so man
f organisation, of processes the
are no creativity has bee
measures of stifled

-

manages resources

achievement

Leadership theorist

Analyses, uses mode

produces explanation
compares othe
situations, engages

intellectual debate

sThe situation g
scomplex or driver
rby technical

rsolutions

People's feelings af
paramount, or thg
group go round ir
circular arguments

—'UJ(-D

SELF-ASSESSMENT EXERCISE

What is leadership?
Enumerate the leadership styles.
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3.3 What is Management?

Management in all business and organisational iieBvis the act of
coordinating the efforts of people to accomplisksiga goals and
objectives using available resources efficientlyd aeffectively.
Management involves getting things done througholvement of
people and making decisions.

Managers ensure that the available resources alleovganised and
applied to produce the best results. In the ressoconstrained and
difficult environments, a manager must be able ¢bhieve optimum
results.

Certain attributes required of a manatgebe effective include:

clarity of purpose and tasks;

good organisational skills;

ability to communicate tasks and expected restiestevely;
ability to negotiate various administrative and ulegory
processes;

o good delegation skills.

Conditions for good management

Certain conditions are important for creating gendnagement, these
include:

. managers and team members need to be selectedribn me

o managers need to earn the respect of their stdféapervisors;

o managers need to have the knowledge, skills anératahding
of the role, tasks and purpose of the services diedyer;

o the basic support systems must function well; tmeust be clear
staff administration, rules and regulations;

o well planned and timely delivered supplies and popgint

o there must be clear and transparent financial gss= and

o there must be well planned and monitored activities

A manager needs to ask these important questions:

What exactly am | supposed to do as a manager?

Will the resources needed be here and be on time?

How free am | to take decisions, e.g. to move stedtind?

How can | reduce the time spent on the many routperts |
need to write?
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o What and where are the tools and techniques to elglo the
job well?

Conditions for being an effective manager are tésn these questions
have clear and positive answers so that tasksleae, ¢the delegation of
authority is known and managers know where and wbeseek support
for their decisions.

Management also flourishes when the manager anskdlffeagree about
the objectives of the work that they are doing, aad make decisions
easily and with minimal risks.

Overview of manager’s role and tasks
Certain roles and responsibilities managers needaitage include:

o type and coverage of services to be delivered,;

o resources (staff , budgets, drugs and supplies,pmgunt,
buildings and other infrastructure and informatianwgilable for
use;

o people, including patients, partners, suppliers stadf that are
important for delivering functional quality service

No matter what type of service is offered, managessd to devise and
implement strategies, make plans and budgets, seskurces,
implement, monitor and evaluate the plans, leassdes, and then
design new plans.

A manager delegates some tasks to other staff nrenavel supports
and coaches them to achieve desired results. Memage team and
staff meetings and other forms of communicatiorcdonmunicate the
appropriate messages to staff about what is tochéewed and how.
Management roles include the following:

planning
organising
analysing
decision making
coordinating
interaction
financial
personnel
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3.4 Types of Management

Management is an integral role of any businessrgarosation. The
manager’s position is to get the most out of tlewueces at hand; these
resources can include people, finance and matefiae objective for
the manager is to plan, organise and implementethiesources in a
way, which will achieve the best results for thenpany. Here, we are
going to discuss the role of a manager, the differlevels of
management and the types of management. The fyparmagement is
crucial; implementing the correct style for the amgsation can be the
thin line between success and failure.

Democratic management

In a democratic style, management will make deosiovhich are
agreed upon by the majority of employees, theretbeeworkers feel
involved and important to the organisation. By alwng the
employees, management will be better informed tkemthe right
decisions and harvest new ideas from the peopleasaavolved in the
day-to-day activity of the company.

Autocratic management

An autocratic manager cuts an imposing and knovdablg figure;
decisions are made quickly and forcefully withonvalvement from
anyone else. Other people’s judgements and suggssare usually
neither listened to nor considered.

Laissez-faire management

The Laissez-faire management will take a back s#atn the company,
providing guidance when needed, the employeesliangea to let their
own ideas and creativity flourish in their spec#dieas. The manager is
looked upon as more of a mentor than a leader.

Paternalistic management

A paternalistic type of management encourages #addldrom the
workers to the leaders, essentially to maintaindgmorale and loyalty.
This type of manager takes final decision, based ideas and
suggestions from the workers. Decisions are ugualide in the best
interest of the employees and business.
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3.5 Types of Management Levels
Top-level management

Top-level managers are the big bosses, e.g. CBE@Islmectors. They
are responsible for overseeing and organising nikieeeorganisation.

Middle-level management

Examples of middle-level managers are area sumesvend department
managers. They are answerable to the top-levehgan. The role of
middle management is to execute and monitor orgHaorsal plans
handed down from the top-level managers.

Low-level management

Low-level managers are usually responsible for g@reipervision and
motivation; examples of low-level managers are suipers and sector
leaders. Low-level managers are accountable to rthedle-level
managers.

Choosing the correct management style can be wvesiyt but the

manager ultimately has to be flexible, certainatituns call for a certain
styles of management. Being able to adapt to thiroundings and
apply these theories can be the makings of a ssittesanager. Each
style of management have their advantages andvdistates, sticking
to one rigid management model can lead to thoseaddantages
escalating, leading to low staff morale, decreastogfidence in the
manager and eventually less success.

3.6  Difference between Leadership and Management

The difference between leadership and managemeariiecdlustrated by
considering what happens when you have one wittheudther.

Leadership without management

This sets a direction or vision that others follewthout considering too
much how the new direction is going to be achiev@ther people then
have to work hard in the trail that is left behiqugking up the pieces
and making it work.

Management without leadership

This manager controls resources to maintain theistquo or ensure
things happen according to already-establishedspl&or example, a
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referee manages a sports game, but does not uspatlyide
"leadership" because there is no new change, no dimgtion - the
referee is controlling resources to ensure thatldthes of the game are
followed and status quo is maintained.

Leadership combined with management

This manager does both - it both sets a new decnd manages the
resources to achieve it.

The absence of leadership should not be confusdd the type of
leadership that calls for 'no action' to be takEor example, when
Gandhi went on hunger strike and called for prstéststop, during the
negotiations for India's independence, he demadestrgreat leadership
- because taking no action was a new directiortHferindian people at
that time.

In addition, what is often referred to as "partatige management” can
be a very effective form of leadership. In this aggeh, a new direction
may seem to emerge from the group rather thareter. However, the
leader has facilitated that new direction whilssoalengendering
ownership within the group - i.e., it is an advathéam of leadership.

Sometimes, an individual may act as a figure headchange and be
viewed as a leader even though he/she has nongeteav direction.
This can arise when a group sets a new directiats @wn accord, and
needs to express that new direction in the form symbolic leader. For
example, when Nelson Mandela was imprisoned (whenahility to
provide personal, direct leadership was limite@)cbntinued to grow in
power and influence as the symbolic leader for #mgi-apartheid
movement.  Following his release from prisondeenonstrated actual
leadership by leading South Africa into a procds®oonciliation rather
than retribution.

SELF-ASSESSMENT EXERCISE
I What is management?

. List the different types of management.
ii. State the levels of management.

4.0 CONCLUSION
Leadership is about setting a new direction foraug. Management is
about directing and controlling according to essd@d principles. A

good leademust have a sense of mission; be charismatic; ke tab
influence people to work together for a common eabg decisive and
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use creative problem solving to promote better camd a positive
working environment.

Leadership styles are participative, ideologicaharge-oriented,
visionary, action-oriented, goal-oriented, execaitiand leadership
theorist styles.

Attributes required of a manager are effectivenesaty of purpose
and tasks; good organisational skills; ability tlmenunicate tasks and
expected results effectively; ability to negotiatious administrative
and regulatory processes; and good delegatiors skill

5.0 SUMMARY

In this unit, we have defined leadership and mamege. We have also
discussed the types of leadership and the diffeebetween leadership
and management. We also looked at the attributes ohanager,
conditions for good management and the roles asi taf a manger.

6.0 TUTOR-MARKED ASSIGNMENT
List and explain the types of leadership.

1.
2. Discuss the attributes of a manager.
3 Discuss the roles and tasks of a manager.

7.0 REFERENCES/FURTHER READING
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1.0 INTRODUCTION

In the previous unit, we discussed the differepiety of leadership and
management. We also looked at the levels of managerm this unit,
we shall be discussing human resource management.

Organisational psychology holds that successfubmigations do not
owe their success solely to market realities arsaguable competitive
advantages. Actually, there is a lot more. Sucoéssfmpanies are
those that consider their human capital as theistmmoportant asset.
Facts and figures are the quantitative elements sotcessful
management, yet the qualitative, i.e. the cogngispects, are those that
actually make or break an organisation.

Human resources management (HRM) is the strategitagement of
the employees, who individually and collectivelyntidbute to the
achievement of the strategic objectives of the miggdion. Assuming
that the employees of an organisation are indivgduwath own mental
maps and perceptions, own goals and own pers@saéind as such they
cannot be perceived as a whole, HRM holds thabtbanisation should
be able to employ both individual and group psyofgeglin order to
commit employees to the achievement of organisatigoals.

Human resources management aims to enable theismgan achieve
its strategic goals by attracting, retaining andedigping employees. It
functions as the link between the organisation #re employees. A
company should first become aware of the needssafmployees, and
at a later stage, understand and evaluate thess meerder to make its
employees perceive their job as a part of theisqaal life, and not as a
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routine obligation. To that end, HRM is very crucfar the whole

function of an organisation because it assistsotiganisation to create
loyal employees, who are committed to the reabsatf organisational
objectives.

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

define human resources and human resource managemen
explain the nature and evolution of human resoararagement
outline the scope and beliefs of human resourceagement
state the objectives and functions of human resom@nagement
discuss the futuristic vision of human resource agament.

3.0 MAIN CONTENT
3.1 Definition of Human Resource Management
a. Human resources

Human resources may be defined as the total kngeleskills, creative
abilities, talents and aptitudes of an organis&iarorkforce, as well as
the values, attitudes, approaches and beliefseointhividuals involved
in the affairs of the organisation. It is the suotat or aggregate of
inherent abilities, acquired knowledge and skikpresented by the
talents and aptitudes of the persons employedeimthanisation.

The human resources are multidimensional in natn@n the national
point of view, human resources may be defined aktitowledge, skills,
creative abilities, talents and aptitudes obtaimedthe population;
whereas from the viewpoint of the individual entesp, human
resources represent the total of the inherent tiasili acquired
knowledge and skills as exemplified in the talesmsl aptitudes of its
employees.

b. Human resource management (HRM)

Human resource management is the management ofgamigation's
workforce, or human resources. It has come to lbegrEsed as an
inherent part of management, which is concerned wite human
resources of an organisation. Its objective isri@ntenance of better
human relations in the organisation by the deveklmmapplication and
evaluation of policies, procedures and programnedsting to human
resources to optimise their contribution towarde tlealisation of
organisational objectives.
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In other words, HRM is concerned with getting bettsults from the
collaboration of people. It is an integral but ohstive part of
management, concerned with people at work and tie#tionships
within the enterprise. HRM helps in attaining maxmm individual
development, desirable working relationship betweemployees and
employers, employees and employees, and effectioglelimg of
human resources as contrasted with physical ressurlt is the
recruitment, selection, development, utilisatiopmpensation and
motivation of human resources by the organisation.

3.2 Evolution and Nature of Human Resource Managenmg
Evolution

The early part of the century saw a concern forrowed efficiency
through careful design of work. During the middirtpof the century,
emphasis shifted to the employee's productivitycdRé decades have
focused on increased concern for the quality ofkimgr life, total
quality management and worker's participation imaggement. These
three phases may be termed as welfare, develomndrémpowerment.

Nature

Human resource management is a process of bringegple and
organisations together so that the goals of eaehneet. The various
features of HRM include:

it is pervasive in nature as it is present in atkeprises

it focuses on results rather than on rules

it helps employees develop their potential fully

it encourages employees to give their best to tharosation

it is all about people at work, both as individuaisl groups

it tries to put people on assigned jobs to prodyad results

it helps an organisation meet its goals in thertutoy providing
for competent and well-motivated employees.

o it tries to build and maintain cordial relationstiween people
working at various levels in the organisation.

it is a multidisciplinary activity, using knowledgend inputs
drawn from psychology, economics, etc.

Scope and Belief®f Human Resource Management

The scope of HRM is very wide; it is discussed elo
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a. Personnel aspect

This is concerned with manpower planning, recruittneselection,
placement, transfer, promotion, training and dgwelent, layoff and
retrenchment, remuneration, incentives, produgtiatc.

b. Welfare aspect

It deals with working conditions and amenities suaf canteens,
creches, housing, transport, medical assistanag;aéidn, health and
safety, recreation facilities, etc.

C. Industrial relations aspect

This covers union-management relations, joint cttagan, collective
bargaining, grievance and disciplinary procedurssitlement of
disputes, etc.

Beliefs

The human resource management philosophy is baséuedollowing
beliefs.

o Human resource is the most important asset in thanisation
and can be developed and increased to an unlimxisht.

o A healthy climate with values of openness, entlamsijatrust,
mutuality and collaboration is essential for depaig human
resource.

. HRM can be planned and monitored in ways that areeficial
both to the individuals and to the organisation.

J Employees feel committed to their work and the orggtion, if
the organisation perpetuates a feeling of belongss.

J Employees feel highly motivated if the organisatmovides for
satisfaction of their basic and higher level needs.

o Employee commitment is increased with the oppotyurio
discover and use one's capabilities and potemtiahe's work.

. It is every manager's responsibility to ensure diegelopment

and utilisation of the capabilities of subordinates
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3.4  Objectives of Human Resource Management

o To help the organisation reach its goals.

o To ensure effective utilisation and maximum develept of
human resources.

o To ensure respect for human beings; to identify saiisfy the
needs of individuals

o To ensure reconciliation of individual goals withose of the
organisation.

o To achieve and maintain high morale among employees

o To provide the organisation with well-trained andliwmotivated
employees.

o To increase to the fullest the employee's job fsati®on and self-
actualisation.

o To develop and maintain a quality of work life.

o To be ethically and socially responsive to the sesfcsociety.

o To develop overall personality of each employee iis
multidimensional aspect.

o To enhance employee's capabilities to perform thegmt job.

o To equip the employees with precision and clanityransaction
of business.

o To inculcate the sense of team spirit, team word iater-team

collaboration.
3.5 Functions of Human Resource Management

In order to achieve the above objectives, humaauree management
undertakes the following activities.

Human resource or manpower planning.

Recruitment, selection and placement of personnel.

Training and development of employees.

Appraisal of performance of employees.

Taking corrective steps such as transfer from obdq another.

Remuneration of employees.

Social security and welfare of employees.

Setting general and specific management policy for

organisational relationship.

o Collective bargaining, contract negotiation andiegnce
handling.

o Staffing the organisation.

. Aiding in the self-development of employees atealkls.

o Developing and maintaining motivation for workessgroviding

incentives
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Reviewing and auditing manpower management in
organisation

Potential appraisal and feedback counselling.

Role analysis for job occupants.

Job rotation.

Quiality circle, organisation development and qyadit working
life.

Major factors influencing human resource management

HRM will be influenced by the following factors.

Size of the workforce

Rising employees' expectations

Drastic changes in the technology as well as liygeschanges
Composition of workforce; new skills required
Environmental challenges.

Lean and mean organisations.

Impact of new economic policy.

Political ideology of the government.

Downsizing and rightsizing of the organisations.

Culture prevailing in the organisation etc.

Futuristic vision of human resource management:

a.

There should be a properly defined recruitment gyoin the
organisation that should give its focus on profasal aspect and
merit based selection.

In every decision-making process there should ilsengproper
weight age to the aspect that employees are ingtolvieerever
possible. It will ultimately lead to sense of teapirit, team-work
and inter-team collaboration.

Opportunity and comprehensive framework should tmided
for full expression of employees' talents and nestif
potentialities.

Networking skills of the organisations should beveloped
internally and externally as well as horizontalhdavertically.

For performance appraisal of the employee’s emphs®iuld be
given to regular feedback, which is based on theeve by
superiors, peers, subordinates as well as sektnevi

Regular feedback will further lead to increaseccuf on
customer services, creating of highly involved worke,
decreased hierarchies, avoiding discrimination arabkes and
identifying performance threshold.
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More emphasis should be given to total quality nganaent
(TQM). This will cover all employees at all levels; will
conform to customer's needs and expectations; lit emsure
effective utilisation of resources and will lead tontinuous
improvement in all spheres and activities of thgaoisation.
There should be focus on job rotation so that wisend
knowledge of the employees are broadened as well
potentialities of the employees are increased fiduré job
prospects.

For proper utilisation of manpower in the orgatima the
concept of six sigma of improving productivity sheube
intermingled in the HRM strategy.

The capacities of the employees should be assdabsedgh
potential appraisal for performing new roles anspmnsibilities.
It should not be confined to organisational aspeciy but the
environmental changes of political, economic andciado
considerations should also be taken into account.

The career of the employees should be plannedcim zwvay that
individualising process and socialising process e€toyether for
fusion process and career planning should coretttue part of
human resource planning.

SELF-ASSESSMENT EXERCISE

4.0

Define human resources.

What is human resources management?

Explain the scope of human resource managémen

CONCLUSION

Human resources may be defined as the total kn@slezkills, creative
abilities, talents and aptitudes of an organis&iarorkforce, as well as
the values, attitudes, approaches and beliefseoinithividuals involved
in the affairs of the organisation.

Human Resource Management has been recognisediakesant part
of management, which is concerned with the humaources of an
organisation. The scope of HRM covers personnellfane and
industrial relations.

5.0

SUMMARY

We have explained human resources and human resmacagement.
We have also discussed the nature and evolutionuafan resource
management together with the scope and beliefsuafan resource
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management. We have also looked at its objectiftgsstions of its
futuristic vision.

6.0 TUTOR-MARKED ASSIGNMENT
Discuss the functions of human resource management.

1.
2. List the objectives of human resource management.
3 Discuss the scope and nature of human resourcegeiaueat.

7.0 REFERENCES/FURTHER READING
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1.0 INTRODUCTION

Previously, we looked at human resource managerrethis unit, we
shall be discussing job security and work environindob security is
about individuals’ perception of themselves, thé&uaion and the
potential. It is not always tangible, unless thente of employment that
provide the security are all-encompassing.

Job security gives an employee the assurance dideane that they
will keep their current job. Employees with a hilgel of job security
have a low probability of losing their job in thear future. Certain
professions or employment opportunities inhererithve better job
security than others. A healthy work environmeninfogces good
relationships, respect for the individual and dsdgr of values;

accommodates differences; and encourages effempivenunication. It
is safe, fair, and free of discrimination and hanasnt. It fosters the
professional satisfaction and growth of each eng®oythus enabling
people—individually and collectively—to work to tihéull potential to

achieve desired results.

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

define job security

discuss the factors that affect job security
explain the points that help job security
discuss the work environment.
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3.0 MAIN CONTENT
3.1 Whatis Job Security?

Job security is the assurance (or lack of it) Hraemployee has about
the continuity of gainful employment for his or herwork life. Job
security usually arises from the terms of the amitof employment,
collective bargaining agreement, or labour legistatthat prevents
arbitrary termination, layoffs, and lockouts. It ynalso be affected by
general economic conditions.

3.2 Factors Affecting Job Security

Job security is dependent on economy, prevailingnass conditions,
and the individual's personal skills. It has beetovered that people
have more job security in times of economic expamsind less in times
of a recession. In addition, some laws (such aLCike Rights Act of
1964) bolster job security by making it illegal tioe employees for
certain reasons. Unemployment rate is a good itatica job security
and the state of the economy and is tracked byasuomts, government
officials, and banks.

Typically, government jobs and jobs in educatioealthcare and law
enforcement are considered very secure while mgrig&ictor jobs are
generally believed to offer lower job security ahdisually varies by
industry, location, occupation and other factors.

Personal factors such as education, work experjgolcdunctional area,
work industry, work location, etc., play an impartaole in determining
the need for an individual's services, and affebesr personal job
security. Since job security depends on havingnieessary skills and
experience that are in demand by employers, whicturin depend on
the prevailing economic condition and business remvnent,

individuals whose services are needed by employemsl to enjoy

higher job security.

To some extent, job security also varies by emplayimaws of each
country. A worker in continental Europe, if askdabat his job security,
would reply by naming the type of statutory empl@ycontract he
has, ranging from temporary (no job security) tdeifnite (virtually
equivalent to 'tenure’ in US universities but asrtbee whole economy).
However, people's job security eventually dependsvbether they are
employable or not, and if businesses have a neethéa skills or not,
so although employment laws can offer some relred Aedge from
unemployment risk, they only have a marginal coation to job
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security of individuals. Fact is individuals neednitave the right skill set
to have good job security.

SELF-ASSESSMENT EXERCISE

I What is job security?
ii. Discuss factors affecting job security.

3.3 Points that Boost Job Security
Always be willing to learn

If you can present yourself as a problem solver ad you have not
become the old dog that will not learn new trickeu immediately
increase your value. You must deliver though. Pedtmht are willing to
learn will often times open up new opportunitiestfiemselves.

Stand out

If you participate in meetings and get involved time company's
activities, they will consider you a valuable agsethe company.

Continue your education

You can always learn new things that are not eveartof your current
position. This may involve enrolling in online aédate training,

completing your online bachelors or masters’ degoegust even going
through online tutorials.

Be trustworthy

You must be trustworthy, loyal, helpful, friendlgourteous, and kind
etc. If you can be trusted along with all of théestthings mentioned,
your employer will trust you with new positions andw opportunities
and feel you are a valuable asset to the company.

Be positive

Always be positive. A positive attitude will rub fohs much as a
negative attitude does. Create a positive envireoriraed try to enjoy
your job and others will talk about you and wantwork with you.
Employers are always looking for employees thatayeng well others
and work well in team environments.
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Show gratitude

People love hearing “thank you.” It shows you vawieat they do for
you. When you present yourself as a grateful engg@pyou often times
will find yourself respecting your position and ttiee that you work in
that position. You will find yourself working moreffectively because
you will make better use of your time.

Make suggestions and contribute

Anyone that can help the company improve their @sscwill find

themselves rewarded for their contributions. Ifytlaee not, then their
jobs and positions would be reevaluated. Suggasggithat will make
your job easier so you can perform better and lmetker.

Know your value

You need to know your value. If you do not underdtavhat you bring
to the table then it will be hard for you to corsenyour employer that
they should keep you.

Stand up for yourself

If you do not stand up for yourself, you may natdfianyone else
standing up for you. When it is time to lay off downsize, it is

everyone for themselves. Do not talk negativelyuatmthers, but speak
positively about yourself.

Be concerned about people’s well-being

This has to do with truly caring about one’s pasitiSometimes, it is
difficult to find people who truly care about th@osition. If you can get
involved in your position and show that you trulg dare about your
position, your employer will see.

3.4 The Work Environment
Factors that influence the work environment

a. Type of leadership exercised by managemeniThe type of
leadership being exercised can significantly aftbet extent and
the nature of employee involvement and participatiodecision-
making. It can also affect the degree of peoplsip@verment
and motivation.

b. strengths and weaknesses of the work forc&his includes the
overall competence and physical work conditions. e Th
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competence of the work force influences its cagadtachieve
desired results and its ability to change, and,sequently, its
reaction to both internal and external factors.

C. Physical work conditions: Physical work conditionsaffect
individual needs and comfort, and health and safety
considerations. Succinctly, the work environmenthis result of
a number of combined influences, each profoundigctihg the
other.

Evaluating the quality of the work environment

When evaluating the quality of the work environméme following
factors must be considered.

Criterion

The working environment is safe -from a physicalwadl as from a
psychological or emotional perspective -and fosteesmotivation and
commitment of employees to achieve results and ngrove
performance, while taking into account the needmaividuals for job
satisfaction.

Indicators of potential problems

Frequent and serious accidents,

Injuries or work-related diseases;

High number of incidents or near misses;

Risks to health and safety not identified;

Absence of a consultative structure/process to detid work

environment issues;

Higher level of absenteeism than in similar orgaimiss;

o High turnover of key personnel or inability to reitrhigh-calibre
candidates in spite of adequate compensation;

o Improper balance between responsibilities and iy

o High level of complaints, grievances or appeals;

o Lack of adequate tools, information or training &nployees to
perform certain important tasks;

o Low productivity resulting in high cost for servioe product;

o excessive centralisation of authority resulting lamg delays
before decisions are made; no tangible informationstatus or
work climate; and

o Evidence of working to rules.
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Questions for consideration

Basic questions to ask when evaluation work enwviremt are discussed
below:

Health and safety;

Employee involvement and participation;
Empowerment;

Performance recognition; and

Morale.

Health and safety

Is the work environment healthy, environmentallieridly, and safe,
and does it provide for acceptable levels of rigkthe physical as well
as the psychological and emotional well-being opkyees, taking into
consideration the nature of the work performed?

Do the work environment and working conditions mtwt legislative
requirements for health and safety—e.g. the remerds of the Canada
Labour Code, where applicable—and environmentateors?

Are the organisation's expectations and commitrimetitis regard clear?
Does the organisation monitor and analyze its perdoce in relation to
the frequency/severity of accidents, absenteeistinodimer performance
indicators associated with the work environment?

How does performance compare with that of similawell-performing
organizations?

Are necessary corrective actions taken and imprevésnmade?

Are there mechanisms in place to capture and dedl @mployee
concerns or complaints about various aspects oivthr& environment?
Are these mechanisms effective and perceived dslsuemployees?
Employee involvement and participation

Are employees involved in aspects of policy develept and strategy
formulation (including the determination of orgaatisnal goals and
objectives), particularly those likely to affeceth?

Do quality improvement initiatives—including solicig suggestions,

running quality circles and implementing change—-tide the active
involvement and participation of employees?
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Do employees have adequate input to performanceraispys,
promotions, career planning?

Empowerment

Is there a balance between responsibility assigumetl capability of
performing?

Is there an adequate balance between authorityespadnsibility?
Is there a climate supportive of delegation, itik@and innovation?

Does the work environment/organisational climateoemage, motivate
and lead workers to commit to the achievement alggmbjectives and
desired results?

Does the organisation provide adequate tools—imeucquipment,
training and development and learning opportuniigs support the
empowerment of employees?

Performance recognition

Do employees feel that their work is valued andogetsed, and that
they contribute to tangible results such as pralactd satisfaction of
client/customer needs? Is performance—individuatl aollective—

recognised and in a timely manner or rewarded aatetyu by

management? Are poor performance and problem emgdogiealt with
appropriately and in a timely manner? Are they peed by employees
to be so?

Morale

Does the organisation/division of work provide eoyges with a
challenging, interesting and adequate variety skdathat taps their
brains and challenges their knowledge and skillslevproviding for
learning opportunities? Are there efficient anceefive communications
and working relationships or a cooperative climatgong employees or
groups of employees, and between employees (anul &hected
representatives in the workplace) and management?

Are people—individually and collectively—committéal the purpose of
the organisation and are they working in partn@rshiith other
stakeholders to that effect?

Is the work environment respectful of people are fof discrimination?

122



HCM 438 MODULE 3

Does the work environment provide for the fair agplitable treatment
of all workers?

Are the individual and collective needs of the wiwice for a satisfying
work environment taken into account?

Are human considerations factored adequately intanagement
decisions and actions in a balanced way?

Are there adequate flexible work arrangements telgwork, flextime,
etc.,,) to permit employees to balance their workd afamily
responsibilities?

Are surveys or other adequate methods used pealbdito measure
employee satisfaction? If so, are they well desigrikept confidential,
independently analyzed, openly reported and actedn uwhere
necessary?

SELF-ASSESSMENT EXERCISE

I. List the factors that boost job security.
ii. What are the factors that influence the wonkieonment?

4.0 CONCLUSION

Job security is the assurance (or lack of it) draemployee has about
the continuity of gainful employment for his or heork life. Points that
help job security are willingness to learn, stand, aontinue your
education, trustworthiness, being positive, showgnatitude, making
suggestions and contributions, knowing your valsi@nding up for
yourself and caring about your position.

Factors that influence the work environment incliglge of leadership
exercised by management, strengths and weakne#es work force
and physical work conditions.

5.0 SUMMARY

We have explained job security and discussed ttteriathat affect job
security as well as the factors that help job sgcukWe have also
discussed the work environment in relation to eatadun with regard to
criterion, indicators of potential problems, and thasic questions to ask
in evaluating the work environment.
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6.0 TUTOR — MARKED ASSIGNMENT

1. List and explain the various factors job securégds to depend
on.

2. Discuss the factors that boost job security.

3. Discuss the questions to be asked when evaluatingoik

environment.
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UNIT 5 TOTAL QUALITY MANAGEMENT (TQM)
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1.0 INTRODUCTION

In the last unit, we discussed job security andkwemvironment. In this
unit, we shall be looking at total quality managemérQM). Total
quality management is a management approach tigihated in the
1950s and has steadily become more popular since tig £380s.
Total quality is a description of the culture, taitie and organisation of a
company that strives to provide customers with potel and services
that satisfy their needs. The culture requiresityual all aspects of the
company'’s operations, with processes being dor ting first time and
defects and waste eradicated from operations.

The importance of quality is a main concern for ynanganisations,
both public and private. In Malaysia, most orgainise have started to
consider quality as an essential part of their ress plan to meet the
challenges of the new global environment. Amonggahlity practices,
increasingly organisations have focused on totaliyumanagement.
According to Dean and Bowen (1994), the recognittdniTQM as a
source of competitive advantage has been widelynpted around the
world. TQM has also been conceived by as the mdsbay and
advanced approach in the area of quality.
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2.0 OBJECTIVES
At the end of this unit, you should be able to:

define total quality management

explain the objectives of TQM

discuss TQM tools

explain the elements of TQM

define service quality

discuss the relationship between TQM and servieditgu

3.0 MAIN CONTENT
3.1 Whatis Total Quality Management?

Total quality management or TQM is an integrativielgsophy of
management for continuously improving the qualifypooducts and
processes. TQM functions on the premise that tredityuof products
and processes is the responsibility of everyone ishavolved in the
creation or consumption of the products or servioffered by an
organisation. In other words, TQM capitalises oa thvolvement of
management, workforce, suppliers, and even cusgmer meet or
exceed customer expectations.

3.2 Objectives of Total Quality Management

The objectives of TQM are:

. to ensure customer satisfaction and performancergujy in
terms of speed, cost, quality, dependability aaxiffiility;

. making the organisation market and customer-focused

o guiding the organisation by its values, vision siig and goals set
through ‘strategic planning process’;

o changing the organisation from function-focusedciistomer-focused,
where customer priorities come first in all acimst

o making the organisation flexible and learmning oiéehto cope with
change;

. making the organisation believe in — and seek—incmuis
improvement as a new way of life;

o creating an organisation where people are at the ob every
activity, and are encouraged and empowered to waidams; and

o promoting a transparent leadership process totleaarganisation to

excellence in its chosen field of business.
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3.3 Total Quality Management Tools

Total quality management tools have been aroundnfore than 50
years, and has revolutionised the concept of gualmd process
conformity. They are still used today, and sucedssfompanies
appreciate that building quality into the procesghe only way to be
competitive.

TQM tools and their implementation capitalise oe thvolvement of
management, workforce, suppliers, and even cus®rt@rmeet or
exceed customer expectations; it also focuses ddiroy quality into
the process. Some common TQM practices/tools are:

employee involvement;

management support and commitment;
employee empowerment;

information and communication;
training and education;

customer focus; and

continuous improvement.

Total quality management tools facilitate qualitgmagement or quality
control, compliance management, risk assessmertntent control
and any other component of total quality that abntes to the control,
quality and validity of a product and/or serviceotdl quality
management tools under a single platform can diaatigtstreamline a
company's processes and increase profitability.

SELF-ASSESSMENT EXERCISE

I. What is total quality management?
. List some total quality management tools.

3.4 The Elements of Total Quality Management

There are eight elements in ensuring the succes3Q@¥ in an
organisationA successful implementation of TQM in any organsat
must concentrate on the following key elements:

Ethics
Integrity
Trust
Training
Teamwork
Leadership
Recognition

NoohkrwpPE
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8. Communication

These elements can be divided into four groups rdowp to their
function. The groups are:

Foundation— It includes: ethics, integrity and trust.

Building bricks — It includes training, teamwork and leadership.
Binding mortar — It includes communication.

Roof - It includes recognition.

Foundation

Y oooTe

TQM is built on a foundation of ethics, integritydatrust. It fosters
openness, fairness and sincerity and allows invoéreg by everyone.
This is the key to unlocking the ultimate potenb&lTQM. These three
elements move together. However, each element soféemething
different to the TQM concept.

1. Ethics— Ethics is the discipline concerned with good aad in
any situation. It is a two-faceted subject represdnby
organisational and individual ethics. Organisatiorethics
establish a business code of ethics that outlinedefines that all
employees are to adhere to in the performance af thmork.
Individual ethics include personal rights or wrongs

2. Integrity — Integrity implies honesty, morals, values, fass,
and adherence to the facts and sincerity. The ctaarstic is
what customers (internal or external) expect andede to
receive. People see the opposite of integrity gdidty. TQM
will not work in an atmosphere of duplicity.

3. Trust — Trust is a by-product of integrity and ethicainduct.
Without trust, the framework of TQM cannot be huiltrust
fosters full participation of all members. It allsvempowerment
that encourages pride ownership and it encouragesniment.
It allows decision making at appropriate levels the
organisation, fosters individual risk-taking for ntmuous
improvement and helps to ensure that measuremeantss fon
improvement of process and are not used to congeaple. Trust
is essential to ensure customer satisfaction. Tinust, builds the
cooperative environment essential for TQM.

b. Bricks

Based on the strong foundation of trust, ethics iateprity, bricks are
placed to reach the roof of recognition. It inclsde
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1. Training — Training is very important for employees to lghly
productive. Supervisors are solely responsibleifgslementing
TQM within their departments, and teaching theiptoyees the
philosophies of TQM. Training that employees reguire
interpersonal skills, the ability to function withteams, problem
solving, decision making, job management perforraaatalysis
and improvement, business economics and technikiis.s
During the creation and formation of TQM, employea®
trained so that they can become effective employeesthe
company.

2. Teamwork — To become successful in business, teamwork is
also a key element of TQM. By working in teams, Husiness
will receive quicker and better solutions to probée Teams also
provide more permanent improvements in processed an
operations. People feel more comfortable bringipgproblems
that may occur, and can find a solution from otherkers. TQM
organisations adopt three main teams:

A. Quality improvement teams or excellence tea@$T)
:These are temporary teams with the purpose ofindgal
with specific problems that often re-occur. Thesants
are set up for a period of three to twelve months.

B. Problem solving teams (PSTs): These are teanpor
teams to solve certain problems and also to idematifd
overcome causes of problems. They generally lash fr
one week to three months.

C. Natural work teams (NWTSs): These teams cougismall
groups of skilled workers who share tasks and
responsibilities. These teams use concepts such as
employee involvement teams, self-managing teams and
quality circles. These teams generally work for tméwvo
hours a week.

3. Leadership— It is possibly the most important element in TQM
It appears everywhere in organisation. LeadershipTQM
requires the manager to provide an inspiring visiomake
strategic directions that are understood by all tandstill values
that guide subordinates. For TQM to be succesgifulthe
business, the supervisor must be committed in teadiis
employees. A supervisor must understand TQM, believt and
then demonstrate their belief and commitment thinothgir daily
practices of TQM. The supervisor makes sure thattegies,
philosophies, values and goals are transmitted dinoughout
the organisation to provide focus, clarity and chien. A key
point is that TQM has to be introduced and led lop t
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management. Commitment and personal involvemerdqgsired

from top management in creating and deploying clpaality

values and goals onsistent with the objectivesi@fcompany and
in creating and deploying well-defined systems, hnds and
performance measures for achieving those goals.

Communicationt It binds everything together. Starting from
foundation to roof of the TQM house, everythingbisund by
strong mortar of communication. It acts as a \litdd between all
elements of TQM. Communication means a common
understanding of ideas between the sender ancetsever. The
success of TQM demands communication with and anatine
organisation members, suppliers and customers.rdgapes must
keep open airways where employees can send andveaece
information about the TQM process. Communicationupted
with the sharing of correct information is vital. ofF
communication to be credible, the message mustlds and
receiver must interpret in the way the sender ihen

There are different ways of communication such as:

A.
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Downward communication: This is the dominantrnio of

communication in an organisation. Presentationsdasclissions
are used in downward communication. By this, thpesusors
are able to enlighten the employees on TQM.

Upward communication: By this the lower levékemployees are
able to provide suggestions to upper managemeheddffects of
TQM. As employees provide insight and constructvigicism,

supervisors must listen effectively to correct Hieiation that
comes about using TQM. This forms a level of trbstween
supervisors and employees. This is also similaertgpowering
communication, where supervisors keep open eardisted to

others.

Sideways communication: This type of commumicat is

important because it breaks down barriers betwegartiments.
It also allows dealing with customers and suppliersa more
professional manner.

Roof

Recognition Recognition is the last and final element in the
entire system of TQM. It should be provided fortbetiggestions
and achievements for teams as well as individuamsployees
strive to receive recognition for themselves andirttieams.
Detecting and recognising contributors is the niogtortant job
of a supervisor. Wheb people are recognised, thereld be
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huge changes in self-esteem, productivity, qualitg the amount
of effort exhorted to the task at hand. Recognitomes in its
best form when it is immediately following an actichat an
employee has performed. Recognition comes in @iffeways,
places and time such as:

o ways — it can be by way of personal letter from tognagement.
Also by award, banquets, plaques, trophies etc;

o places — good performers can be recognised ororpshce
boards and in presence of top management;

J Time - recognition can be given at any time likesiaff meeting,

annual award banquets, etc.

3.5 Service Quality

Service quality is a term, which describes a comsparof expectations
with performance. A business with high service liggawill meet
customer needs whilst remaining economically compet Improved
service quality may increase economic competitisene

Service quality is a business administration terseduto describe
achievement in service. It reflects both objectwel subjective aspects
of service. The accurate measurement of an obgaspect of customer
service requires the use of carefully predefinedea, while the
measurement of subjective aspects of customercgedgpends on the
conformity of the expected benefit with the pereeiwesult. This in
turns depends upon the customer's imaginationeo$dnvice they might
receive and the service provider's talent to pretbesnimagined service.
Service quality can be related to service poteffalexample, worker's
gualifications); service process (for example, djueckness of service)
and service result (customer satisfaction).

Criteria of service quality

A customer will have an expectation of service dateed by factors
such as recommendations, personal needs and exEsie The
expectation of service and the perceived serviseltrenay not be equal,
thus leaving a gap.

Factors, which may influence the appearance of p BQatween
expectation of service and the perceived serviseltieare:

Competence: This is the possession of the required skills and

knowledge to perform the service. For example, ehenay be
competence in the knowledge and skill of contacsq@enel, knowledge
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and skill of operational support personnel and asde capabilities of
the organisation.

Courtesy: This refers to factors such as politeness, respect,
consideration and friendliness of the contact paref consideration for
the customer's property and a clean and neat app=arof contact
personnel.

Credibility: This refers to factors such as trustworthinessedéability

and honesty. It involves having the customer's béstest at heart. It
may be influenced by company name, company repuatatind the
personal characteristics of the contact personnel.

Security: This represents the customer's freedom from damgphr,or
doubt including physical safety, financial secuatyd confidentiality.
Access:This refers to approachability and ease of contamt.example,
the waiting time is not excessive and there areveoient hours of
operation and a convenient location.

Communication: This means informing customers in a language they
are able to understand and listening to customeceampany may need

to adjust its language for the varying needs ofutstomers. Information
might include, for example, explanation of the ssand its cost, the
relationship between services, costs, and assiwgasé¢o the way any
problems are effectively managed.

Knowing the customer means making an effort to understand the
customer's individual needs, providing individuadls attention,
recognising the customer when they arrive and so on

Tangibles: These are the physical evidence of the serviceingtance,

the appearance of the physical facilities, toold aguipment used to
provide the service; the appearance of personnglcammunication

materials and the presence of other customersisdhvice facility.

Reliability: This is the ability to perform the promised servicea
dependable and accurate manner. The service isrpedl correctly on
the first occasion, the accounting is correct, résare up to date and
schedules are kept.

ResponsivenessThis refers to the willingness of employees to help

customers and to provide a prompt timely servioe gkample, mailing
a transaction slip immediately or setting up appoents quickly.
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3.6 Total Quality Management and Service Quality

Total quality management is not only limited to gwot quality
improvement. It also covers a wider aspect of ¢quah the service
sector .Studies regarding the linkage between TQM @ganisational
performance as well as quality has shown significand positive
results.

The focus of TQM is to improve overall quality inding process
quality and service quality. Successful TQM implewagion will give
benefits in improving quality and reducing rewoskwaell as reduction
in costs of poor quality such as scrap, reworle tiliveries, warranty,
replacement, etc.

Effective TQM processes can generate marked impnewés in both

product and service quality, which then resultsncreased customer
satisfaction and organisation’s profitability. Bgtablishing a motivated,
customer-oriented management philosophy and peagtiternal service
quality levels will be more favorable.

Employees’ possessing organisational knowledge a@hkdls are
important in delivering service quality in whichghi levels of employee
morale and satisfaction were found dependent orti@owerment and
involvement of employees.

SELF-ASSESSMENT EXERCISE

I. What are the elements of total quality manag#fe
il. What is service quality?

4.0 CONCLUSION

Total quality management or TQM is an integrativeilgsophy of
management for continuously improving the qualifypooducts and
processes. Some common TQM practices are emplowedvément,
management support and commitment, employee innwEne
employee empowerment, information and communicati@ning and
education, customer focus and continuous improvémen

The elements of TQM are ethics, integrity, trushining, teamwork,
leadership, recognition and communication.

Service quality is a business administration terseduto describe

achievement in service. It reflects both objectwvel subjective aspects
of service.
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5.0 SUMMARY
We have defined TQM and discussed its objectives)stand its

elements. We also explained service quality and rhlationship
between TQM and service quality.

6.0 TUTOR-MARKED ASSIGNMENT

1. Explain the objectives of total quality management.

2. Discuss the tools and elements of total quality ag@ment.

3. Explain the relationship between service qualitg &otal quality
management.
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