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PRINCIPLES OF HUMAN RESOURCE MANAGEMENT
People hold the key to more productive and efficient organizations. They are productive, have skills and talents, have attitudes and can be sensitive. People at work can influence productivity, quality and profitability. Therefore, the human resources/people of an organization represent one of its largest investments.

Importance of people at work

The primary sustainable source of competitive advantage is people, and their potential can be optimized, only through effective leadership, management and development. The need for managers/supervisors to recognize that the way the workforce is managed, motivated and learns is the fundamental weapon in the competitive armory.

Since we have seen that an organization is nothing without human resources, it is of importance to manage these resources properly so as to bring about harmony within an organization. Therefore for the proper understanding of what human resource management is all about we need to know what management is.

What is management?

Management is the art, or science, of achieving goals through people. Since managers also supervise, management can be interpreted to mean literally “looking over”- i.e, making sure people do what they are supposed to do. Management is about solving problems that keep emerging all the time in the course of an organization struggling to achieve its goals and objectives.

Managers are therefore those people who work with and through others to achieve organizational goals. For any success of an organization there has to be proper management.

Effective managers understand and accept that people make the difference.

Now that we have defined management and we know what human resources are, this will derive us now to combine the two and define it as one word that is human resource management:

WHAT IS THE HUMAN RESOURCE MANAGEMENT

Human resource management is an approach to the management of an organization’s most valued an asset that is people working there who individually or collectively contribute to the achievement of the organization’s goals. Human resource management also seeks to obtain competitive advantage through the development of highly committed and skilled workforce. This broad definition underscores the point that people are valuable resources requiring careful nurturing (hurdling), this is because global competition has made the skillful management of human resources more important than ever.

Human Resource Management is a modern term for what was traditionally referred to as personnel administration and personnel management. However some experts believe human resource management differs somewhat from traditional personnel management. They see personnel management as being much narrower and more clerically oriented than human resource management.

For us to draw a clear distinction and similarity between human resources management and personnel we need now to know the meaning of personnel management.

Shift from Personnel Management to Human Resource Management.

When the flexible concept of HRM emerged in the 1980s, in the times of Thatcherism and Reaganomics, it “could not help but look more desirable than personnel management” (Hope-Hailey et al 1997: 5). The attractiveness of the theory of managing personnel led to a proliferation of HRM language. Nonetheless, it remains to be seen if there is more to HRM than only a new and shining.

A number of authors stress the difficulties of identifying clear differences between personnel management and HRM, and maintain that the most obvious change is a “re-labelling process” (Legge 1989: 20). Torrington (1989: 64) agrees that “a change of label” is obvious, though one cannot be sure that the content of differentiates to any extent. However, the new terminology may at least rid personnel management from its unfavorable welfare image and other “negative connotations” (Sisson 1990: 1) and thus, save the ailing function of managing personnel from marginalisation.1 Accordingly, some HR academics maintain that new labels on old bottles may have their uses, even if it is only for marketing purposes (Armstrong 1987: 35; Guest 1989: 48). Furthermore, a valuable contribution of HRM is to direct the attention to regarding people as the key resource of organizations and lending the management of personnel increased importance (Armstrong 1987: 31). In this essay, the similarities and differences between personnel and HR management are analyzed with regard to their theoretical approaches as well as their practical implementation. 

Some experts assert that there is no difference between human resources and personnel management. They state that the two terms can be used interchangeably, with no difference in meaning. In fact, the terms are often used interchangeably. 


Differences and similarities between personnel management and human resource management. 

Personnel Management is directed mainly at the organization’s employees; arranging for them to be paid; explaining management’s expectations, justifying management’s actions; satisfying employees’ work related needs, dealing with their problems etc

For those who recognize a difference between personnel management and human resources, the difference can be described as philosophical. Personnel management is more administrative in nature, dealing with payroll, complying with employment law, and handling related tasks. Human resources, on the other hand, is responsible for managing a workforce as one of the primary resources that contributes to the success of an organization.

When a difference between personnel management and human resources is recognized, human resources is described as much broader in scope than personnel management. Human resources is said to incorporate and develop personnel management tasks, while seeking to create and develop teams of workers for the benefit of the organization. A primary goal of human resources is to enable employees to work to a maximum level of efficiency. 

Personnel management can include administrative tasks that are both traditional and routine. It can be described as reactive, providing a response to demands and concerns as they are presented. By contrast, human resources involve ongoing strategies to manage and develop an organization's workforce. It is proactive, as it involves the continuous development of functions and policies for the purposes of improving a company's workforce. 

Personnel management is often considered an independent function of an organization. Human resource management, on the other hand, tends to be an integral part of overall company function. Personnel management is typically the sole responsibility of an organization's personnel department. With human resources, all of an organization's managers are often involved in some manner, and a chief goal may be to have managers of various departments develop the skills necessary to handle personnel-related tasks
As far as motivators are concerned, personnel management typically seeks to motivate employees with such things as compensation, bonuses, rewards, and the simplification of work responsibilities. From the personnel management point of view, employee satisfaction provides the motivation necessary to improve job performance. The opposite is true of human resources. Human resource management holds that improved performance leads to employee satisfaction. With human resources, work groups, effective strategies for meeting challenges, and job creativity are seen as the primary motivators."

Similarities 

As Armstrong mentioned in his book “The key to improved business performance”; it can be argued that the similarities between Personnel Management and HRM are:
• Personnel management strategies, like HRM strategies, flow from the business strategy.
• Personnel management, like HRM, recognizes that line managers are responsible for managing people .The personnel function provide the necessary advice and support services to enable managers to carry out their responsibilities.
• The values of Personnel Management and at least the “soft “version of HRM are identical with regard to “respect for the individual”, balancing organizational and individual needs, and developing people to achieve their maximum level of competence ,both for their own satisfaction and to facilitate the achievement of organizational objectives.
• Both Personnel Management and HRM recognize that one of their most essential processes matches people to ever-changing organizational requirements- placing and developing the right people in and for right jobs.
• The same range of selection, competence analysis, performance management, training management development and reword management techniques are used in both HRM and Personnel Management.
• The soft version of HRM (the Harvard model), like Personnel Management, attaches importance to the processes of communication and participation within an employee relation system. 

It would be inaccurate to suggest that one approach has taken over from the other, just as it would be wrong to suggest that one is modern and the other is old fashioned, or that one is right and the other is wrong. Both are usually present in one organization.

Personnel departments were once called “Health and Happiness Departments”. The people assigned to deal with personnel issues were past their prime. The personnel department was seen as a place where less-productive employees could be placed with minimal damage to the organization’s ongoing operations. Individuals in the personnel department were perceived as those responsible for planning company picnics, vacation schedules and retirement parties. Personnel, as an activity, was seen as a necessary but unimportant, part of the organization.

Specific Goals of Human Resource Management

Human resource management is viewed with specific goals that is;

· Getting the best people,

· Organizing them to make the best use of their talents and ensuring cooperation

· Training them to do their jobs

· Promoting career- broadening experiences to make the best use of their potential.

· Creating a supportive environment which encourages best efforts and retention.

CONCERNS OF HUMAN RESOURCE MANAGEMENT

1. Concern about people

It is the fact that competitive advantage is achieved through people and people can make a difference. Concern for people means attracting retaining, developing and motivating the right employees and helping them to develop an appropriate culture and climate. It also implies an ethical approach to their management ie, respect for individuals, mutual respect, and procedural fairness, and transparency among the employees.

2. Concern for performance

Human resource management is also concerned about the contribution individuals and teams make to improving organizational performance. This means ensuring that the right skills are available and developed.

HUMAN RESOURCE MANAGEMENT ACTIVITIES

Human resource management covers the following functions;

· Staffing

· Human resource planning

· Job analysis

· Recruitment

· Selection

· Reward Management

· Job Evaluation

· Appraisal and benefits

· Employee development

· Training needs analysis

· Training programmes

· Employee maintenance

· Safety and Health

· Welfare policies

· Employee/ Industrial Relations

· Trade Unions

· Collective bargaining

· Workers participation.

LINE MANAGERS HUMAN RESOURCE MANAGEMENT ACTIVITIES

Typical human resource management activities that might be carried out by line managers include;

· Staffing

· Induction of new employees

· Training and development (especially on-the-job training)

· Staff performance appraisal

· Job structure

· Implementation of grievance and disciplinary machinery

· Implementation and control of bonus/ incentive system.

· Team motivation

· Establishment of adequate communication systems.

· Implementation of the organization’s health and safety policy

· Planning for the effects of change on staff.

HUMAN RESOURCE PLANNING

Definitions
According to Mamoria e. al. HR planning is the process by which the mgt determines how the organisation should move from current power position to its desired manpower position. 

In addition, Coleman defined HRP as the process of determining manpower requirements and the means of meeting these requirements in order to carry out the integrated plan of the organisation.

Human resource planning (HRP) also referred to as workforce planning or personnel planning have been defined as the process of ‘getting the right number of qualified people into the right job at the right time’. Put another way, HRP is the system of matching the supply of people internally (existing employees) and externally (those to be hired or searched for) with the opening the organization expects to have over a given time frame (Byars & Rue, 2008).

More still, Human Resource Planning is the process of anticipating and carrying out the movement of people into, within, and out of the organization. Human resources planning is done to achieve the optimum use of human resources and to have the correct number and types of employees needed to meet organizational goals. Human Resource Planning (HRP) is a forward looking function. It tries to assess human resource requirements in advance keeping the production schedules, market fluctuations, demand forecasts, etc., in the background. The human resource plan is subject to revision and is tuned to the requirements of the organisation from time to time

Thus, it is a double-edged weapon. If used properly, it leads not only to proper utilization, but also reduces excessive labour turnover and high absenteeism, and improves
productivity. You all must have learned that nothing is as easy as it seems, especially if it is anything to do with people, remember one needs to take care of lots of environmental factors- internal such as individual and team productivity, training and labor turnover through retirements, resignations, maternity leaves and so on; as well as external!!


That is why we need to plan in advance even for procuring human resources, which in contrast to a general myth are not abundant!! Thus, in the same line, we propose that organization can achieve its goals effective through effective contingencies of all the HR functions; for example, the structure of an organization and the design of the job within it affect an organization’s ability to achieve only through the efforts of people. It is essential therefore, those jobs within the organization be staffed with the personnel who are qualified to perform them. Meeting these staffing needs requires effective planning for human resources. 

HRP is a process which includes various aspects through which an organization tries to ensure that right people, at right place and at right time are available.

It involves determination of future needs of manpower in the light of organizational planning and structure. Determination of manpower needs in advance, facilitates managements to take up necessary actions.


It does take into account the manpower availability at a
future point in the organization. Therefore, it indicates what actions can be taken to make existing manpower suitable for future managerial positions and the how gap between needed and available manpower can be fulfilled. Thus, we can summarize that: “HRP is a kind of risk management. It involves realistically appraising the present and anticipating the future (as far as possible) in order to get the right people into right jobs at the right time”.


Importance of HR planning

Every business enterprise, human resource planning is considered necessary due to the following reasons:

· To carry on its work, every organisation needs personnel with necessary qualifications, skills, knowledge, work experience and aptitude for work. These are provided through effective HR planning.

· Since large number of persons have to be replaced who have grown old, or who retire, die or become incapacitated due to physical or mental ailments, there is a need to replace for replacing such personnel.

· HR planning is essential of frequent labour turnover that is unavoidable and even beneficial because it arises from factors, which are socially, economically sound such as quits, discharges, marriage, and promotions among others.

· In order to meet the needs of expansion programmes, manpower planning is unavoidable. It becomes necessary due to increase in demand for goods and services with growing population, rising in standard of living.

· The nature of the workforce present in relation to changing needs also necessitates the recruitment of the new labour. To meet the challenge of new and changing technology& new techniques of production, existing employees need to be trained and new blood injected the organisation.

· The HRP is also needed to identify areas of excess and shortage of personnel. If there is surplus, it can be redeployed and if there is shortage, the needful is made.

· The demographic changes like changing profile of the workforce in terms of age, sex education among others

· The government policies in respect to reservation, child labour and working conditions

· The involvement of the lead time in managing the job with most suitable candidate  

· Ensures optimum use of manpower and capitalize on the strength of HR. The organization can have a reservoir of talent at any point of time. People skills are readily available to carry out the assigned tasks, if the information is collected and arranged-beforehand.

·  Forecast future requirements (this is done by keeping track of the employee turnover.) and provides control measures about availability of HR labor time. If, for example the organization wants to expand its scale of operations, it can go ahead easily. Advance planning ensures a continuous supply of people with requisite skills who can handle challenging
jobs easily.

· Help determine recruitment/induction levels. Let me explain this with an example: you as a manager want to determine what kind of induction the organization will require at such and such date. If you have a ready HR plan, you will have fairly good idea what kind of people are being recruited and at what position. Thus you can successfully plan your induction level.

· Know the cost of manpower if there is a new project is being taken up, example: in cases of expansions or a new factory, one would naturally requires more human resources, hence a budgetary allocation can be made in advance for this upcoming corporate strategic move. Planning facilitates preparation of an appropriate manpower budget for each department or division. This, in turn, helps in controlling manpower costs by avoiding shortages/excesses in manpower supply.

· Assist in productivity bargaining. For example, if a firm is going fully automated, it can negotiate for lesser workers as required for the same amount of the job by using the manpower predictions regarding the same. It can offer higher incentives (VRS) to smoothen the process of voluntary layoffs.

· Help assess accommodation requirements (?? - You must be wondering how that can be related to HRP? A good HRP can assist in solving many problems of the firm, from day to day ones to very strategic ones, too.) for example: an organization decides to establish its production center in a remote area, an accurate HR plan can help it to decide how many people will be required there, and thus start the process of establishing a township for them in advance. The physical facilities such as canteen, school, medical help, etc., can also be planned in advance.


Benefits of HRP to The Organisations

· It checks corporate plan of the organisation

· It offsets uncertainty and change. MPP offsets uncertainties, changes to maximum extent possible, and enables the organization to have right men at right time and place.

· It provides the scope for advancement and development of employees through training and development.

· It helps to anticipate the costs of salary enhancement, better benefits among others.

· It causes the development of various sources of MP to meet organizational needs.

· It gives the idea of type tests to be used and interview techniques in selection based on levels of skills, qualifications, intelligence and values of the organizational needs.

· It helps to take steps to improve MP contribution in the form of increased productivity, sales, turnover etc.

· To plan for physical facilities, working conditions and volume of fringe benefits like canteen, school, child care centers, company stores etc

· It facilitates the control of all functions, operations, contributions and costs of HRs

· Helps to locate major and successful demands on local labour markets

· It gives the organisation to locate source of talents.

· Reservoir of Talent: The organisation can have a reservoir of talent at any point of time. People with requisite skills are readily available to carry out the assigned tasks. 

· Prepare people for Future: People can be trained, motivated and developed in advance and this helps in meeting future needs for high-quality employee quire easily. Likewise, human resource shortages can also be me comfortably, when people quit the organisation for various reasons, through proper human resource-planning.


· Expand or Contract: If the organisation wants to expand its
scale of operations, it can go ahead easily. Advance planning ensures a continuous supply of people with requisite skills who can handle challenging jobs-easily.
Cut Costs: Planning facilitates the preparation of an appropriate HR budget for each department or division. This, in turn, helps in controlling manpower costs by avoiding shortages/excesses in manpower supply. The physical facilities such as canteen, quarters, school, medical help, etc., can also be planned in advance.

· Succession Planning: HRP as pointed out previously prepares people for future challenges. The ‘stars’ can be picked up and kept ready for future promotions whenever they arise. All multinational companies for example, have this policy of having ‘hot list’ of promising candidates prepared in advance e.g., HLL, P&C, Godrej etc., Such candidates are rolled over various jobs and assessed and assisted continuously. When the time comes, such people ‘switch hats’ quickly and replace their respective bosses without any problem.


Prerequisites for a Successful Hr Plan
The following are the fundamentals of HR plan

· Human resource planning should be recognized as an integral part of corporate planning. The planner of human resources must therefore, be aware of the corporate objectives

· Its responsibilities should be centralized in order to coordinate consultation between different mgt levels.

· Backing of top mgt for manpower planning is important.

· Personnel records must be complete, up-to-date and readily available.

· The time horizon plan must be long enough to permit any remedial action.

· The styles of planning should be those best suited to the available data and degree of accuracy required.

· Plans should be prepared by skill levels rather than the aggregates.

· Lastly, data collection, analysis, styles of planning and plans themselves need to constantly revised and improved in the light of experience.

Barriers Faced During The Formulation Of Hr Plans.

· People question the importance of making HR practices future oriented and the roles assigned to HR practitioners in formulation of the organizational strategies. Their argument is simple, there are people when needed.

· HR practitioners are perceived as experts in handling personnel matters, but are not experts in managing business. 

· HR information often incompatible with information used in strategy formulation. Strategic planning efforts have long been oriented towards financial forecasting often to the exclusion of other types of information; financial fore casting takes precedence over HRP. 

· Conflicts may exist between short and long term HR needs. E.g., there arises a conflict between the pressure to the work done on time and long term needs, such as succession planning. Many managers are of the belief that HR needs can be met immediately coz skills are available on the market as long as wages and salaries are competitive. These managers fail to recognize that by hiring or promoting depending on short term needs alone, long term needs are neglected.  

· There is conflict between quantitative and qualitative approaches to HRP. Some view as a numbers game designed to track flow of people across the department. These people take a strictly quantitative approach to planning. Then, others take a qualitative approach and focus on individual employ concerns like promotability and career development. Best results would accrue if there is a balance between quantitative and qualitative approaches.

· Non-involvement of operating managers renders HRP ineffective. HRP is not strictly an HR department function. Successful planning needs a coordinated effort on the part of operating managers and 
HR personnel

Strategies followed in Human resource planning

The main objective of HRP is to maintain and improve organisations ability to achieve its goals by developing strategies that that will lead to maximum contribution to HRs; for that matter, the following strategies are recommended for HR planners:

· They should collect, maintain and interpret relevant information regarding HRs

· They should report periodically HR objectives, requirements, existing employment, and allied features of HR.

· They should develop procedures and techniques to determine the requirements of different types of MP over a period of time from the standpoint of the organisation

· They should develop measures of HR utilization as a component of forecasts of HR requirements along with independent validation

· They should employ suitable techniques leading to effective allocation of work with the view to improving manpower utilization

· They should conduct research to determine the factors affecting contribution of individuals and the group to the organisation with view to modifying or removing handicaps

· They should develop and employ method of economic assessment of HR reflecting its features as income generator and improving the quality of decisions affecting the HR.

· They should evaluate the procurement, promotion, retention of effective HR

· They should analyze the dynamic process of recruitment, promotion and loss to the organisation and control of these processes with the view to maximizing individual and group performance without involving high costs.

How HRP Relates to Organizational Planning

HRP involves applying the basic planning process to the human resource needs of the organization. To be effective, any human resource plan must be derived from the strategic and operational plans of the organization. In essence, the success of HRP depends largely on how closely the human resource department can integrate effective people planning with the organization’s business planning process. Unfortunately, HRP is often inadequately tied to overall corporate planning.

Strategic business planning seeks to identify various factors critical to the success of the organization. It also focuses on how the organization can become better positioned and equipped to compete in its industry. To accomplish this. The planning process should provide;

· A clear statement of the organization’s mission

· A commitment from staff members to the mission

· An explicit statement of assumptions 

· A plan of action in light of available or acquirable resources, including trained and talented people.

Human resource planning contributes significantly to the strategic management process by providing the means to accomplish the outcomes desired from the planning process. In essence, the human resource demand and needs are derived from the strategic and operating planning and then compared with human resource availability. Then a variety of programs such as recruiting, training and reallocation address the resulting gaps.

A common error occurs when human resource planners focus on the short-term replacement needs and fail to coordinate their plans with the strategic and long-term plans of the organization. Focusing on short-term replacement needs is a natural consequence of failing to integrate human resource planning with strategic planning. A nonintegrated approach almost always leads to surprise that force human resource planners to concentrate on short-term crises.

Strategy-linked HRP

All managers, especially line managers should view human resource planning as one of their most important job responsibilities. Unfortunately, this is not often the case. Far too many managers view HRP as something to do only after everything else has been done. Furthermore, managers often think HRP should be handled solely by human resource personnel. But HRP is strictly a human resource function. The role of human resource personnel is to assist operating managers in developing their individual plans and integrating those different plans into an overall scheme. The individual managers must, however, provide the basic data on which the plan is built. The process requires a joint effort by the individual managers and human resource personnel. In general, human resource personnel provide the structure, impetus, and assistance. However, individual managers must be actively involved.

One of the best ways to encourage genuine cooperation between human resource managers and line managers is to use what is called strategy lined HRP. Strategy linked HRP is based on a close working relationship between human resource staff and line managers. Human resource managers serve as consultants to line managers concerning the people- management implications of business objectives and strategies. Line managers, in turn, have a responsibility to respond to the business implications of human resource objectives and strategies. Another important ingredient is the commitment of top management, which should be evident to other managers and employees.

Types of HRP 

Short term HRP 

This may arise due to certain immediate vacancies that have fallen due to sudden increased production and large new orders necessitating more personnel.

Long – term HR planning 

This is based on projections and long term expansion programmes. There will be sufficient time for deep contemplation, programming, recruiting and selection. Both quantitative and qualitative aspects of human resources could be taken care of in long – term planning and proper tuning.

HRP AT DIFFERENT LEVELS

Different institutions make HRP at different levels for their own purposes of which national level, industry level, unit level, departmental level and job level are important.

a. National level: Generally, government at the center plan for human resources at the national level. It forecasts the demand for and supply of HR for the entire nation.

b. Sectoral level: Manpower requirements for particular sector like agriculture sector, industrial sector or tertiary sector are projected based on the government policy, projected output/operational  etc

c. Industry level: Manpower of particular industry like cement, textile, chemical, and telecommunication are predicted taking into account the output / operational level of that particular industry.

d. Unit level: this covers the estimation of hr needs of an organisation or company based on its corporate/business plan.

e. Departmental level: This covers the manpower needs of a particular department in a company.

f. Job level: Manpower needs of a particular job family within a department like accounts department are forecast at this level.

g. Information technology: The impact of information technology on business activities, human resource requirements and human resource plan is significant. It requires multi-skilled experts, preferably less in number.

Factors affecting human resource plan:       

Several factors affect HRP. These factors can be classified into external and internal factors.

External factors:

· Government policies: Policies of the government like labour policy, industrial relations policy, policy towards reserving certain jobs for different communities and sons of the soil, etc. affect HRP.
· Level of Economic Development: Level of economic development determines the level of HRD in the country and thereby the supply of human resources in the future of the country.
· Business Environment: External business environmental factors influence the volume and mix of production and thereby the future demand for human resources.
· Level of Technology: Level of technology determines the kind of human resources required.
· International Factors: International factors like the demand for resources and supply of human resources in various countries
· Outsourcing: Availability of outsourcing facilities with required skills and knowledge of people reduces the dependency on HRP and vice-versa.
Steps in the Human Resource Planning Process

Human resource planning consists of four basic steps:

a. Determining the impact of organization’s objectives on specific organizational units

b. Defining the skills, expertise, and total number of employees (demand for human resource) required to achieve the organizational and departmental objectives

c. Determining the additional (net) human resource requirements in light of the organization’s current human resources.

d. Developing action plans to meet the anticipated human resource needs


Determining organizational objectives

Human resource plans must be based on organizational strategic plans. In practice, this means the objectives of the human resource plan must be derived from organizational objectives. Specific human resource requirements in terms of members and characteristics of employees should be derived from the objectives of the entire organization.

Organizational objectives, which give the organization and its member’s direction and purpose, should be stated in terms of expected results. The objective setting process begins at the top of the organization with a statement of mission, which defines the organization’s current and future business. Long –term objectives and strategies are formulated based on the organization’s mission statement. These can then be used to establish short-term performance objectives. Short-term performance objectives generally have a time schedule and are expressed quantitatively. Divisional and departmental objectives are then derived from the organization’s short-term performance objectives. Establishing organizational, divisional and departmental objectives in this manner has been called the cascade approach to objective setting.

Figure 1: Cascade approach to setting objectives


The cascade approach is not a form of top-down planning, whereby objectives are passed down to lower levels of the organization. The idea is to involve all levels of management the planning process. Such an approach leads to an upward and downward flow of information during planning. This also ensures that the objectives are communicated and coordinated through all levels of the organization.

When properly used, the cascade approach involves both operating managers and human resource personnel in the overall planning process. During the early stages, human resource personnel can influence objective setting by providing information about the organization’s human resource. For example, if human resource personnel have identified particular strengthen and weaknesses in the organization’s staff, this information can significantly influence the overall direction of the organization.

· Environmental factors affecting Human Resource Needs

Many factors in the organization’s external environment may have an impact on the organization’s objectives and the human resource needed to realize those objectives. Some of these factors include government influences, general economic conditions, the comperation and changes in the workforce. Government influences include laws and regulations imposed by local, state and federal governments as well as the spending patterns of various governments. General economic conditions refer to the state of the overall economy such as a recession or economic boom. Interest rates and the level of unemployment are factors that are related to general economic conditions. Competitive concerns relate primary to the emergence or departure of direct competitors (those in the same business) as the emergence or departure of businesses that compete for the same labor and resources. Changes in workforce refer not only to the workforce composition but also to work habits. The impact of changes in technology can vary from insignificant to devastate to extremely positive. For example, consider how cell phone technology has impacted demand for pay phone booths. 


Determining the skills and expertise required (demand)

After establishing organizational, divisional, and departmental objectives, operating managers should determine the skills and expertise required to meet their respective objectives. The key here is not to look at the skills and abilities of present employees but to determine the skills and abilities required to meet the objectives. For example, suppose an objective of the production department is to increase total production of a certain item by 10%. Once this objective has been established, the production manager must determine precisely how this translates into human resource needs. A good starting point is to review current job description. Once this has been accomplished, managers are in a better position to determine the skills and expertise necessary to meet their objectives. The final step in this phase is to translate the needed skills and abilities into types and numbers of employees.

Methods of forecasting Human resource needs

Forecasting methods include the following:

a. Scenario analysis
b. Mathematically based methods
· Ratio trend analysis

· Regression analysis

· Delphi techniques

c. Historically, judgmental forecasts
d. Benchmarking

e. Managerial judgment

f. Work study techniques

g. Others.

The organization’s future human resource needs can be forecasted using a variety of methods, some simple and some complex. Regardless of the method used, forecasts represent approximations and should not be viewed as absolutes.

Methods for forecasting human resource needs can be either judgmentally or mathematically based. Judgmental methods include managerial estimates, the Delphi technique, and scenario analysis. Under the managerial estimates method, managers estimate future staffing needs based primarily on past experience. These estimates can be made by top level managers and passed down, by lower-level managers and passed up for further revision, or by some combination of upper and lower level managers. With the Delphi technique, each member of a panel of experts independently estimates future demand, specifying any underlying assumptions to the others and allows the experts to revise their positions if they desire. This process continues until some consensus emerges.

a. Scenario analysis involves using workforce environmental scanning data to develop alternative workforce scenarios. These scenarios are developed in brainstorming sessions with line managers and human resource managers, who forecast what they think their workforce will look like five or more years into the future.  Once these forecasts have been crystallized, the managers then work backward to identify key change points. The biggest advantage of scenario analysis is that it encourages open, out-of-the-box thinking.

b. Mathematically based methods for forecasting human resource needs include various statistical and modeling methods. Statistical methods use historical data in some manner to project future demand. Modeling methods usually provide a simplified abstraction of the human resource demands throughout the organization. Changing the input data allows testing the human resource ramifications of different demand scenarios.

· Trend projection forecasts: The past trends in the employee needs can be projected into the future. One method used is known as extrapolation where, if the past trend is linear in nature, it can simply be extended into the future. For example, if in the past the company has been consistently growing, requiring on the average 10 additional workers per month, then by extrapolation, our future needs will be 120 workers per year

Another method of trend projection is known as Indexation. This meth relies upon matching employment growth with some index. For example, the growth in the number of employees in the production area may be tied in with the volume of sales, so that for a certain increase in sales, there is a corresponding increase in the number of employees in production. Both these methods of extrapolation and indexation are simple and appreciate. However, in long range human resources projection, more sophisticated statistical analysis techniques are available and employed, taking into a consideration external, organizational and work-force factors, which may not remain constant from time to time.

· Delphi Technique: this is also used in forecasting personnel needs. It solicits estimates personnel from experts, usually managers; manpower planning experts act as intermediaries, summarize various responses and report the findings back to the experts. The experts are surveyed again after they receive this feedback. Summaries and surveys are repeated till the experts opinions begin to agree. The agreement reached is the forecast of personnel needs.

· Regression analysis. This method is similar to trend projections in that forecast is based on the relationship between the volume of sales and employees size. However, regression analysis is more statistically sophisticated. A firm first draws a diagram depicting the relationship between sales and workforce size. It then calculates regression line-a line that cuts right through the center of the points on the diagram. By observing regression line, one can find out number of employees required at each volume of sales.

c. Historically, judgmental forecasts have been used frequently than mathematically based forecasts. Judgmental methods are simpler and usually do not require sophisticated analyses. However, with the increasing proliferation of user-friendly software and compute mathematically based methods will probably be used more frequently.

In addition to the previously described judgmentally and mathematically based forecasting techniques, some organizations help forecast human resource needs by benchmarking which other successful organizations are doing. 

d. Benchmarking involves thoroughly examining internal practices and procedures and measuring them against the ways other successful organizations operate. With regard to HRP, benchmarking involves learning what other successful organizations in the industry are forecasting and how they are arriving at their forecasts. Your forecasts and methods can then be compared to their. Consultants and professional organizations such as industry associations can be employed to help with the benchmarking process. Major advantage of benchmarking is that it forces HR professionals to look at other ways doing things.

e. Managerial judgment

The most typical method of forecasting used is managerial judgment. This simply requires managers to sit down, think about their future workloads, and decide how many people they need. It might be done on a ‘bottom-up’ basis with line managers submitting proposals for agreement by senior management.

Alternatively, a ‘top-down’ approach can be used, in which company and departmental forecasts are prepared by top management, possibly acting on advice from the personnel departments.

These forecasts are reviewed and agreed with departmental managers. A less directive approach is for top management to prepare planning guidelines for departmental managers, setting out the planning assumptions and the targets they should try to meet.

Perhaps the best way of using managerial judgment is to adopt both the ‘bottom-up’ and ‘top down’ approaches. Guidelines for departmental managers should be prepared that indicate broad company assumptions about future activity levels that will affect their departments. Targets are also set where necessary. Armed with these guidelines, departmental managers prepare their forecasts to a laid-down format. They are encouraged to seek help at this stage from the personnel or work study departments. Meanwhile, the personnel department, in conjunction as necessary with planning and work study departments, prepares a company human resource forecast. The two sets of forecasts can then be reviewed by a human resource planning committee consisting of functional heads. This committee reconciles with departmental managers any discrepancies between the two forecasts and submits the final amended forecast to top management for approval. This is sometimes called the ‘right-angle method’.

f. Opinion of expert forecasters: The expert forecasters are those who are knowledgeable to estimate future human resource needs. These may be the personnel managers or the outside consultants who are asked to assess the future needs. These forecasts can be further sophisticated by using the Delphi Technique , where the expert are anonymously surveyed, their opinions refined, and these opinions sent back to experts for further evaluation. The process is repeated until a consensus is reached.

g. Other forecasting techniques: 

Some of the other forecasting methods include;

· Budget and planning analysis. The short term human resource needs can be estimated by looking into the departmental budgets and financial allocations for more employees as well as any anticipated changes in the work force like terminations, resignations, promotions, transfers etc.

· New venture analysis. The human resources needs for new ventures or organizational expansion can be calculated by comparison with similar operating functions. The growth of the new venture can also be established by past trends of similar operating companies.

· Computer models. These are most sophisticated approaches involving solutions of mathematical formulae and equations, taking into consideration the relationship and effect of all relevant variables and simultaneously use extrapolation, indexation, survey results and other estimates.


Determining additional (net) Human Resource Requirements

Once a manager has determined the types and numbers of employees required, he or she analyses these estimates in light of the current and anticipated human resources of the organization. This process involves a thorough analysis of presently employed personnel and forecast of expected changes.

Skills inventory

A skills inventory consolidates information about the organization’s human resources, provides basic information on all employees, including in its simplest form, a list of the names, certain characteristics, and skills of employees. Because the information from a skills inventory is used as input into promotion and transfer decisions, it should contain information about each employee’s portfolio of skills, not just those relevant to the employee’s current job. In most situations, seven broad categories of information that should be included a skills inventory:

· Personal data: age, sex, marital status

· Skills: education, job experience, training

· Special qualifications: membership 

· Special qualifications: membership in professional groups, special achievements

· Salary and job history: present and past salary, dates of raises, various jobs held.

· Company data: benefit plan data, retirement information, seniority

· Capacity of individual: test scores on psychological and other tests, health information

· Special preferences of the individual: geographic location, type of job.

The popularity of skills inventories has increased rapidly since the proliferation of computers. Although traditionally most of the desired information was available from individual personnel files, compiling it was time-consuming before computers become readily available. Today’s  intranets even have the ability to conduct comprehensive skills inventories and then slot employees into training to fit the needs of the organization. 

The primary advantage of a skill inventory 

· It furnishes a means to quickly and accurately evaluate the skills available within the organization. 

· Helps determine promotion and transfer decision, this information is often necessary for making their decisions, such as whether to bid on a new contract or introduce a new product. 

· A skill inventory also aids in planning future employee training and management development programs and in recruiting and selecting new employees.

· Helps the organization to quickly determine whether a particular skill is available when needed.

· It is also useful in career planning, mgt development and other related activities.

· It provides the ways to acquire mgt inventory data and makes the available where needed in efficient manner.
Management inventory

Because the type of information that may be required about management personnel sometimes differs from that for non managerial employees, some organizations maintain a separate management inventory. In addition to biographic data, a management inventory often contains brief assessments of the manager’s past performance, strengths, weaknesses and potential for advancement. In essence, a management inventory is a specialized type of skills inventory just for management.

Anticipating changes in personnel

In addition to appraising present human resource through a skills inventory, managers must take future changes in account. Managers can accurately and easily estimate certain changes, but cannot be so easily forecast other changes.

Changes such as retirements can be forecasted with reasonable accuracy from information in the skills inventory. Other changes, such as transfers and promotions, can be estimated by taking into account such factors as the ages of individuals in specific jobs and the requirements of the organization. Individuals with potential for promotion can and should be identified. Other factors, such as deaths, resignations, and discharges, are much are difficult to predict. However, past experience and historical records often can provide useful information in these areas.

Planning training and development experiences should also be considered when evaluating anticipated changes. By combining the forecast for the human resources needed with the information from the skills inventory and from anticipated changes, managers can make a reasonable prediction of their net human resource requirements for a specified time period.


Developing action plans

Once the net human resource requirements have been determined, managers must develop action plans for achieving the desired results. The following section discusses action that can be taken to add human resources.

Adding human resources

Many environmental factors may impact the decision to hire permanently or temporarily or to outsource. Some of these factors include the permanency of the needs, the availability of qualified recruits and the union contract (if applicable). If the net requirements indicate a need for additional human resources, decisions must be made whether to make permanent or temporary hires or to outsource. 

a. Contingency, hires and outsourcing

Contingency hires and outsourcing have the advantage of allowing the organization to easily accommodate swings in demand for human resources. Contingency hires often do not have the same benefits as permanent employees and hence the cost of employment can be less. Other potential advantage of using contingency employees and specifically, temporary agencies is that the agencies often provide both testing and training for employees before they are hired.  A final potential advantage of contingency employee is that because of their varied experiences, they can bring a new perspective to the organization.

If the decision is to outsource, then potential clients for outsourcing must be identified and evaluated. Outsourcing has become attractive in many situations because the work can often be contracted outside at a cost savings. One reason for this savings is that the company providing the service may not offer its employees benefits as attractive as those the parent company offers. Another reason to outsource is to allow the parent company to focus on its core business.

b. Creative Recruiting

A shortage of personnel often means that new approaches to recruiting must be used. The organization may have to recruit in different geographical areas than in the past, explore new methods, and seek different kinds of candidates.

c. Compensation Incentives

Firms competing for workers in a high-demand situation may have to rely on compensation incentives. Premium pay is one obvious method. However, this approach may trigger a bidding war that the organization cannot sustain for an extended period. More subtle forms of rewards may be required to attract employees to a firm, such as four-day workweeks, flexible working hours, telecommuting, part-time employment, and child care centers.

d. Training Programs

Special training programs may be needed to prepare previously unemployable individuals for positions with a firm. Remedial education and skills training are two types of programs that may help attract individuals to a particular company.

e. Different Selection Standards

Another approach for dealing with shortages of workers is the lowering of employment standards. Selection criteria that screen out certain workers may have to be altered to ensure that enough people are available to fill jobs. For instance, instead of desiring extensive work experience, a firm may be willing to hire an inexperienced worker and train him or her to do the job.

Reducing human resources

If a reduction in human resources is necessary, plans must be made to realize the necessary adjustments. If time is not of the essence, natural attrition can be used to reduce labor personnel. However, if the organization cannot afford the luxury of natural attrition, it can reduce human resource costs either by cutting the total number of employees or by making other adjustments that do not result in employees leaving the organization.

Downsizing. Reducing the total number of employees is referred to as downsizing. There are four basic ways to downsize: Layoffs, terminations, early retirement inducements and voluntary resignation inducements. A layoff, as opposed to a termination, assumes it is likely that the employee will be recalled at some later date. Most early retirement and voluntary resignation plans provide some financial inducement to retire early or to resign.

Other approaches for reducing human resource costs

Approaches that do not result in employees leaving the organization include: reclassification, transfer, and work sharing. Reclassification involves demoting an employee, downgrading job responsibilities, or a combination of the two. Usually reclassification is accompanied by a reduction in pay. A transfer involves moving the employee to another part of the organization. Work sharing seeks to limit layoffs and terminations through the proportional reduction of hours among employees.

Restricted Hiring

When a firm implements a restricted hiring policy, it reduces the workforce by not replacing employees who leave.

Reduced Hours

Reaction to a declining demand can also be made by reducing the total number of hours worked. Instead of continuing a 40-hour week, management may decide to cut each employee’s time to 30 hours.

Early Retirement

Early retirement of some present employees is another means of reducing the supply of workers.

Tools and techniques OF HRP

Many tools are available to assist in the human resource planning process. The skills inventory discussed in one of the most used human resource planning tools. Other frequently used tools include succession planning, commitment manpower planning, ratio analysis and outsourcing.

a. Succession planning 

Succession planning identifies specific people to fill key positions throughout the organization. Succession planning almost always involves the use of a replacement chart. While many variations exist, a basic organizational replacement chart shows both incumbents and potential replacements for given positions. To be effective, replacement charts must be periodically updated to reflect changes in scenarios and potential requirements. Under an optimal succession planning system, individuals are initially identified as candidates to move up after being nominated by management. Then performance appraisal data are reviewed, potential is assessed, development programs are formulated and career paths are mapped out. Sophisticated succession planning helps ensure that qualified internal candidates are not overlooked.

One problem with succession plans, especially informal plans and those for large organization, is the crowned prince syndrome. This occurs when management considers for advancement only those who have managed to become visible to senior management. Another problem with succession planning is that so much information must be tracked that it is very difficult to do it manually. In situations such as this, the succession plan should be computerized using mostly data that are already available from human resource personnel.

b. Commitment manpower planning 

Commitment manpower planning (CMP) is an approach to human resource planning designed to get managers and their employees thinking about and involved in HRP. In addition to encouraging managers and employees to think about human resource planning, CMP provides a systematic approach to human resource planning. CMP generates three reports that supply the following information:

· The supply of employees and the promotability and placement status of each.

· The organization’s demand, arising from new positions and turnover and projected vacancies for each job title

· The balance or status of supply versus demand, including the name, job and location of all those suitable for promotions. 

c. Ratio analysis

Ratio analysis is another tool that can aid in human resource planning. Two basic premises underlie ratio analysis as it applies to human resource planning. The first is that an organization is vital in terms of its human resources top the extent that it has people with high potential who are promotable, either now or in the near future, and backups have been identified to replace them. The second premise is that an organization is stagnant to the extent that employees are not promotable and no backups have been identified to replace the incumbents. The end product of ratio analysis is an overall organizational vitality index (OVI), which can be used as a broad measure of the organization’s human resource vitality. The index is calculated based on the number of promotable personnel and the number of existing backups in the organization.

d. Outsourcing

Outsourcing is contracting with another company or person to do a particular function. Almost every organization outsources in some way. Typically, the function being outsourced is considered non-core to the business. An insurance company, for example, might outsource its janitorial and landscaping operations to firms that specialize in those types of work since they are not related to insurance or strategic to the business. The outside firms that are providing the outsourcing services are third-party providers, or as they are more commonly called, service providers.


The factors to be considered for forecasting demand and supply are 
as follows;

HR Demand Forecasting

This is the process of estimating future quantity and quality of Workforce required to meet future needs the organization. The basis of fore cast must the annual budget and long term corporate plan, translated into activity levels for each function and department.

Reasons for conducting demand forecasting: It can help to:

· Quantify the jobs necessary for producing a given number of goods or offering given amount of services.

· Determine what staff mix is desirable in the future.

· Assess appropriate staffing levels in different parts of the organization so as to avoid unnecessary costs

· Prevent shortage of workforce where and when they are needed most.

· Monitor compliance with legal requirements with regards to reservation of the job.


Factors That Give Arise Hr Demand Forecasting Include The 
Following.

· Anticipated growth of the organization. This growth rate can be calculated from the past trends on the assumption that all variables affecting this growth will remain constant.

· Budget constraints and allocations. The budget allocation specifically for the purpose of new employees will determine the number of new workers that can be hired, thus putting a ceiling on the maximum number.

· Anticipated turnover in personnel due to retirement, death, transfers, termination of service, promotions etc. Some of these can be anticipated or calculated to some extent accurately in advance by taking information about individuals, specially the loss due to retirement and promotion can be calculated quite accurately by preparing a retirement and promotion or transfer profile. This makes the projection of future demand easier and more accurate.

· Introduction of new technology. With continuous technological developments, innovation and automation, the personnel needs are constantly changing. At many places, computers are either replacing workers or reducing their numbers. The type of new technology introduced would determine the number as well as qualifications of the people that may be hired or transferred.

· Minority hiring goals. The goals established by the organization about hiring minorities or the handicapped, as a part of the affirmative action policies may affect the demand for the total number of employees, especially when it is difficult to match the skilled, semi-skilled or unskilled minority workers to the specific job requirements.

HR Supply Forecasting

Supply forecasting is the measure of the number of people likely to be available from within and out the organization, after making an allowance of absenteeism, internal movements and promotions, wastage and changes in hours and other conditions of work. 

The following are the reasons for HR supply forecasting:

· Helps to quantify number of people and positions expected to available in the future to help the organization realize its plans and meet its objectives

· Helps to clarify likely staff mixes that will exist in the future.

· Assessing the existing staffing levels in different parts of the organization

· Prevents shortage of people where and when they most needed

· Monitors expected future compliance with legal requirements of the job reservation


Sources of Labor Supply in Most Organizations

Promotions of employees from within the organization. Promotions are a good and reliable source of supply of experienced and skilled personnel, who do not need to be extensively trained and who are also familiar with the organizational goals, policies, and philosophy.

· Availability of required relent in the external labour market. This may be assessed by unemployment figures, a survey of private and public employment agencies and other sources.

· Competition for talent within the industry. If the competition is very tough then it will be more difficult to tap the supply and the cost of additional workers will become very high. Conversely, if the need for a particular talent is not very high in the competitive industry, then the supply will remain flexible.

· Population movement trends. The demographical changes will also affect the sources of supply. For example, if there is a tendency for people to move from rural areas to urban areas then the supply in the rural areas will dry up. Similarly, most new immigrants from outside have a tendency to settle in cities, thus increase the supply in the urban areas.

· Enrolment trends in vocational schools and colleges and universities. If there is a marked increase in the number of students in training programmes as well as colleges, this will improve the supply of skilled personnel and personnel with specialized educational backgrounds. On the other hand, due to high cost of education, there may be a decline in college enrolment, signifying a trend in scarcity of educated people. This forecasting of supply and demand of human resources should result in preparation of a detailed file on future staffing needs.


Job Analysis 

Job analysis is an orderly study of job requirements and involves systematic investigation relating to the operations and responsibilities including knowledge, skills and abilities required for the successful performance of a job. Job analysis provides the foundation for good recruitment and selection by identifying the knowledge, skills, abilities, and other requirements (KSAs) necessary to perform the job. Knowledge of the KSAs is necessary before selection can begin. Traditional job analysis identifies the tasks that make up a job, and these tasks form the basis for job descriptions. There are two approaches for collecting information for job analysis

More still, Job analysis is the process of determining the nature or content of a job by collecting and organizing information relevant to the job. A complete job analysis contains information relating to the following five factors, plus any others deemed appropriate to fully describe the nature of the job: (1) work products? what the job seeks to accomplish; (2) necessary worker activities or behaviors required by the job; (3) equipment used; (4) factors in the work environment; and (5) personal characteristics required to do the job, such as typing speed, physical strength, or interest in working with children. 

The personal requirements of a job are referred to as job specifications. Job specifications are the human requirements deemed necessary for minimally acceptable performance on the job. Job specifications can include skills, abilities, education level, experience, interests, personality traits, or other physical characteristics. 


The process of job analysis provides the following information.

· Work activities. Exactly what is being done and achieved including processes and procedures used?

· Job context. This specifies the working conditions, including physical setting, supervision, work schedule, incentives and motivations, social environment of work place, job hazards or any other discomforts.

· What equipment, tools or machines are used. Is it dealing with plastics, metals etc? Is it using milling machines, punch presses etc?

· Performance expected. This may be expected output in quantity or quality. The performance may also be measured in terms of error analysis, as to the percentage of errors (as in typing; for example), work standards, time required to complete each unit of the job, knowledge used or services performed.

· Required personal attributes. This involves required educational background, skills, training, experience, physical strength coordination or dexterity, aptitude and any other attributes required for the job.

· Job analysis. It is the process for obtaining all pertinent facts about the job and forms a basis for creating job description and job specification.


Methods of Job Analysis 

Job analysis methods can be categorized into four basic types: (1) observation methods; (2) interview techniques; (3) questionnaires, including job inventories or checklists. This section describes and discusses these methods. 

· Observation Methods 
Observation of work activities and worker behaviors is a method of job analysis which can be used independently or in combination with other methods of job analysis. Three methods of job analysis based on observation are: (1) direct observation; (2) work methods analysis, 
including time and motion study and micro-motion analysis; and (3) the 
critical incident technique. Though they employ the same method, these 
methods differ in terms of who does the observing, what is observed, and 
how it is observed. 

· Direct observation. Using direct observation, a person conducting the analysis simply observes employees in the performance of their duties, recording observations as they are made. The observer either takes general notes or works from a form which has structured categories for comment. Everything is observed: what the worker accomplishes, what equipment is used, what the work environment are like and any other factors relevant to the job. 

Direct observation methods have certain natural limitations for job analysis purposes. First, they cannot capture the mental aspects of jobs, such as decision making or planning, since mental processes are not observable. Second, observation methods can provide little information relating to personal requirements for various jobs because this kind of information is also not readily observable. Thus, observation methods provide little information on which to base job specifications. 

· Work methods analysis. A sophisticated observation method, work methods analysis is used to describe manual and repetitive production jobs, such as factory or assembly-line jobs. These methods are used by industrial engineers to determine standard rates of production which are used to set pay rates. Two types of work methods analysis are time and motion study and micro-motion analysis. In time and motion studies, an industrial engineer observes and records each activity of a worker, using a stopwatch to note the time it takes to perform separate elements of the job. Micro-motion analysis uses a movie camera to record worker activities. Films are analyzed to discover acceptable ways of accomplishing tasks and to set standards relating to how long certain tasks should take. Such data are especially useful for developing training programs and setting pay rates. 

· Critical incident technique. The critical incident technique involves observation and recording of examples of particularly effective or ineffective behaviors. Behaviors are judged to be "effective" or "ineffective" in terms of results produced by the behavior. 

The following information should be recorded for each "critical incident" of behavior: (1) what led up to the incident and the situation in which it occurred; (2) exactly what the employee did that was particularly effective or ineffective; (3) the perceived consequences or results of the behavior; and (4) a judgment as to the degree of control an employee had over the results his or her behavior produced (to what degree should the employee be held responsible for what resulted?). 

The critical incident method differs from direct observation and work methods analysis in that observations of behavior are not recorded as the behavior occurs, but only after the behavior has been judged to be either particularly effective or ineffective in terms of results produced. This means that a person using the critical incident method must describe a behavior in retrospect, or after the fact, rather than as the activity unfolds. Accurate recording of past observations is more difficult than recording the behaviors as they occur. 

· Interview Techniques 

Interview techniques involve discussions between job analysts (or other interviewers) and job occupants or experts. Interviews held on a one-to-one basis are called individual interviews. Interviews with groups of two or more job occupants are called group interviews. Job analysis data from individual and group interviews with employees are often supplemented by information from supervisors of employees whose jobs are analyzed. Job analysis interviews can also be held with a small panel of experts, such as supervisors or long-time employees who are very familiar with the job. Interviews of this type are called technical conferences. The end product of a technical conference is a job description that reflects a consensus of the experts' thinking. 

Interviews can be unstructured, with questions and areas of discussion unspecified, or they can be more highly structured, spelling out each point for discussion. Using a structured format increases the likelihood that all aspects of a job will be covered in an interview. Further, using a more structured format enables collection of comparable data from all persons interviewed, making information classification easier. 

Observation and interview techniques of job analysis are often used in combination or in developing more sophisticated methods of job analysis. 

· Questionnaires 

Questionnaires can be filled out by employees on an individual basis or by job analysts for a group of employees. Questionnaires vary in the degree to which they are structured. Relatively unstructured questionnaires ask questions that are open-ended, or seek an unspecified answer. Examples of open-ended questionnaire items are as follows: 

· Describe the duties of your job.

· Describe your daily routine.

· What skills do you feel are essential to the performance of your duties? 


Review questions 

1. What is human resource planning (HRP)?

2. How does human resource planning relate to organizational planning?

3. What are the four basic steps in the human resource planning process?

4. Explain the cascade approach to setting objectives

5. Identify several tools that might be used aids in the human resource planning process.

6. What is the role of human resource personnel in the human resource planning process?

Recruitment and Selection


Introduction

Recruitment is the process of finding and engaging the people the organization needs. Selection is that part of the recruitment process concerned with deciding which applicants or candidates should be appointed to jobs.

The recruitment and selection process:

The four stages of recruitment and selection are as follows.

Recruitment and selection stages

· Defining requirements – preparing role profiles and person specifications; deciding terms and conditions of employment.

· Planning recruitment campaigns.

· Attracting candidates – reviewing and evaluating alternative sources of applicants, inside and outside the company: advertising, e-recruiting, agencies and consultants.

· Selecting candidates – sifting applications, interviewing, testing, assessing candidates, assessment centers, offering employment, obtaining references; preparing contracts of employment. 

Defining requirements

The number and categories of people required may be set out in formal human resource or workforce plans from which are derived detailed recruitment plans more typically, requirements are expressed in the form of ad hoc demands for people because of the creation of new posts, expansion into new activities or areas, or the need for a replacement. These short-term demands may put HR under pressure to deliver candidates quickly.

Requirements are set out in the form of job descriptions or role profiles and person specifications. These provide the information required to draft advertisements, post vacancies on the internet, brief agencies or recruitment consultants, and assess candidates by means of interviews and selection tests.


Role profiles for recruitment purposes

Role profiles, as described in this topic, define the overall purpose of the role, its reporting relationships and the key result areas. They may also include a list of the competencies required. These will be technical competencies (knowledge and skills) and any specific behavioural competencies attached to the role. The latter would be selected from the organization’s competency framework and modified as required to fit the demands made on role holders. For recruiting purposes, the profile is extended to include information on terms and conditions (pay, benefits and hours of work), special requirements such as mobility, travelling or unsocial hours, and learning, development and career opportunities. The recruitment role profile provides the basis for a person specification.

Person specification

A person specification, also known as a recruitment or job specification, defines the knowledge, skills and abilities (KSAs) required to carry out the role and the education, training, qualifications and experience needed to acquire the necessary KSAs. A person specification can be set out under the following headings:

Person specification headings

· Knowledge – what the individual needs to know to carry out the role.

· Skills and abilities – what the individual has to be able to do to carry out the role.

· Behavioural competencies – the types of behaviour required for successful performance of the role. These should be role-specific, ideally based on an analysis of employees who are carrying out their roles effectively. The behaviours should also be linked to the core values and competency framework of the organization to help in ensuring that candidates will fit and support the organization’s culture. As reported by Purcell et al (2003), companies such as Selfridges take great care to develop specifications that define the behaviours required and to use selection techniques that provide for cultural fit between the individual and the organization.

· Qualifications and training – the professional, technical or academic qualifications required or the training that the candidate should have undertaken.

· Experience – the types of achievements and activities that would be likely to predict success.

· Specific demands – anything that the role holder will be expected to achieve in specified areas, eg develop new markets or products, improve sales, productivity or levels of customer service, introduce new systems or processes.

· Special requirements – travelling, unsocial hours, mobility, etc.

Alternatively, one or other of the traditional but well-tested classification schemes developed as the framework for interviews could be used.

Person specification classification schemes:

	Seven-point plan (Rodger, 1952)
	Five-fold grading scheme (Munro-Fraser,

1954)

	· physical make-up – health, physique, appearance, bearing and speech

· attainments – education, qualifications, experience

· general intelligence – fundamental intellectual capacity

· special aptitudes – mechanical, manual dexterity, facility in the use of words or figures

· interests – intellectual, practical, constructional, physically active, social, artistic

· disposition – acceptability, influence over others, steadiness, dependability, self reliance

·  circumstances – availability, mobility, etc
	· Impact on others – physical make-up, appearance, speech and manner

· Acquired qualifications – education, vocational training, work experience

· innate abilities – natural quickness of comprehension and aptitude for learning

· motivation – the kinds of goals set by the individual, his or her consistency and determination in following them up, and success in achieving them

· adjustment – emotional stability, ability to stand up to stress and ability to get on with people


The biggest danger to be avoided at this stage is that of overstating the requirements. Perhaps it is natural to go for the best, but setting an unrealistically high level for candidates increases the problems of attracting applicants and results in dissatisfaction among recruits when they find their talents are not being used. Understating requirements can, of course, be equally dangerous, but it happens less frequently.

The competencies defined in the role profile form a fundamental feature of the selection process which, rightly, becomes more of a person-based than a job-based approach. They are used as the basis for structured interviews and provide guidance on which selection techniques such as psychological testing or assessment centres are most likely to be useful.

The advantages of a competency-based approach have been summarized by Wood and Payne

(1998) as follows:

· It increases the accuracy of predictions about suitability;

· It facilitates a closer match between the person’s attributes and the demands of the job;

· It helps to prevent interviewers making ‘snap’ judgements;

· It can underpin the whole range of recruitment techniques – application forms, interviews, tests and assessment centres.

An example of the key competencies parts of a person specification for an HR recruitment specialist is given in a diagram below:

Competency-based person specification for a recruitment specialist

1. Knowledge of:

· all aspects of recruitment

· sources of recruits

· different media for use in recruiting

· relevant test instruments (OPQ qualified)

2. Skills in:

· interviewing techniques

· test administration

· role analysis

3. Behavioural competencies:

· able to relate well to others and use interpersonal skills to achieve desired objectives

· able to influence the behaviour and decisions of people on matters concerning recruitment and other HR or individual issues

· able to cope with change, to be fl exible and to handle uncertainty

· able to make sense of issues, identify and solve problems and ‘think on one’s feet’

· focus on achieving results

· able to maintain appropriately directed energy and stamina, to exercise self-control and to learn new behaviours able to communicate well, orally and on paper


Recruitment planning:

A recruitment plan will cover:

· The number and types of employees required to cater for expansion or new developments and make up for any deficits;

· The likely sources of candidates;

· Plans for tapping alternative sources;

· How the recruitment programme will be conducted.

Attracting candidates

The first step in attracting candidates is to analyse recruitment strengths and weaknesses. The outcome of this analysis can be used to develop an employee value proposition and employer brand.

Analyze recruitment strengths and weaknesses

Attracting candidates is primarily a matter of identifying, evaluating and using the most appropriate sources of applicants. However, in cases where difficulties in attracting or retaining candidates are being met or anticipated, it may be necessary to carry out a preliminary study of the factors that are likely to attract or repel candidates – the strengths and weakness of the organization as an employer. The study could make use of an attitude survey to obtain the views of existing employees.

The analysis of strengths and weaknesses should cover such matters as the national or local reputation of the organization, pay, employee benefits and working conditions, the intrinsic interest of the job, security of employment, opportunities for education and training, career prospects, and the location of the office or plant. These need to be compared with the competition so that a list of what are, in effect, selling points, can be drawn up as in a marketing exercise, in which the preferences of potential customers are compared with the features of the product so that those aspects that are likely to provide the most appeal to the customers can be emphasized. The analysis can show where the organization needs to improve as an employer if it is to attract more or better candidates and to retain those selected.

Candidates are, in a sense, selling themselves, but they are also buying what the organization has to offer. If, in the latter sense, the labour market is a buyer’s market, then the company that is selling itself to candidates must study their wants and needs in relation to what it can provide. The study can be used to develop an employee value proposition and an employee brand incorporating the features set out above and described in Chapter 30. They can help in the preparation of a better image of the organization for use on corporate websites and in advertisements, brochures or interviews.

Analyse the requirement

First it is necessary to establish how many jobs have to be filled and by when. Then turn to an existing role profile and person specification or, if not available or out of date, draw up new ones that set out information on responsibilities and competency requirements. This information can be analysed to determine the required education, qualifications and experience.

The next step is to consider where suitable candidates are likely to come from; the companies, jobs or education establishments they are in; and the parts of the country where they can be found. Next, define the terms and conditions of the job (pay and benefits).

Finally, refer to the analysis of strengths and weaknesses to assess what is likely to attract good candidates to the job or the organization so the most can be made of these factors when advertising the vacancy or reaching potential applicants in other ways. Consider also what might put them off, for example the location of the job, so that objections can be anticipated. Analyse previous successes or failures to establish what does or does not work.


Sources OF HRS

 Internal sources and External sources

To what extent the internal sources or the external sources would be used would depend upon the specific environment of the organization as well as its philosophy of operations. Some companies prefer to promote from within for key positions because these personnel know the company well. Others prefer to hire from outside, because these personnel do not know the company at all so that they can bring some new and fresh ideas into the company. Both of these sources are explained below;

(I) Internal Sources

Internal sources are the most obvious sources and are primarily within the organization itself, and include its present working force. Most organizations have procedures for announcing vacancies through bulletin boards, newsletters or word of mouth or personal recommendations. Some promotions may be built in the hierarchical structure and take place automatically on the basis of seniority or when a position at the upper level becomes available. Whenever a vacancy occurs, someone from within the organization is upgraded, promoted or transferred to another department or location. Occasionally, a person may be demoted to fill a job. He internal recruitment process can be very encouraging and motivating to employees, since they are assured that they will be preferred over outsiders when the opportunities occur. This reinforces a sense of loyalty among employees, for it provides them an opportunity for advancement. This also helps the management to be assured of the quality of performance of employees since the organization generally keeps a record of employees performance and progress. Also internal recruitment is economical in terms of time and money, since all the energies expended in the process of hiring new candidates from outside are avoided. 

Additionally, the new employees from outside always have to go through a period of indoctrination during which the contribution of the employee to the organization is limited. This problem can be avoided through internal recruitment. One of the drawbacks of the internal source of recruitment is that the promotions may be biased in nature and may be based on seniority rather than merit, resulting sometimes in unqualified personnel in more responsible jobs. Also it discourages new blood from entering the organization which may be more innovative and creative.

(II) External Sources

The external sources are varied and many. Most organizations cannot fill their manpower needs from sources within and hence they must look for outside sources, specially for lower entry jobs, for expansion and for positions whose specific requirements cannot be met by people within the organization. This outside pool of potential candidates includes;

a) New entrants to the work-force. These may be college students who have just finished studies and are entering the job market.

b) The unemployed. These are the people who may be temporarily out of a job. These may be people with skills and abilities. These may be people who are currently at jobs that are unsuitable to them and who may be looking for better opportunities.

c) Retired experienced persons. These may be accountants, mechanics, security guards etc. They have the necessary experience and may be hired as consultants or supervisors.

Methods of attracting potential candidates from external sources:

· Active files of potential candidates kept at the organization.

These are the resumes of the candidates who had earlier applied but not selected. Similarly unsolicited applications may constitute a much used source of personnel. Such records can prove to be a good source if they are kept up to date.

· Walk-ins and gate hiring. These are potential candidates.

Generally for lower level jobs who simply walk into the office and ask for a job. This method is especially useful for mass hiring of unskilled and semi-skilled workers.

· Employment agencies.

These employment agencies may be public employment agencies are subsidized by the local governments and may provide a variety of services. These services include;

(i) Placement services

(ii) Employment services

(iii)Services to special groups, such as war veterans, handicapped personnel, released criminals in order to rehabilitate them etc.

These agencies are a major source of hourly blue collar workers, the major reason for this is that the unemployed workers are generally required o register with these agencies and be available for work, in order to collect the unemployment insurance.

Private employment agencies have a pool of applicants, specializing in different areas and supply them to the organizations for a fee charged either to the applicant or to the organization. Some agencies specialize in temporary help, others in executive recruitment. They supply general office help, secretaries, sales people, technical workers, accountants, computer personnel, engineers etc. They generally interview and screen the candidates and match their skills with the job requirements on file, before sending them to the organizations. This makes it easier and time saving device for the organizations who would otherwise be spending a lot of energy in the recruiting and the selection process.

· Advertising, Advertising is a powerful technique reaching a wide audience and generally a potential target market. It is a most frequently used method and consists of a brief statement of the nature of the job and its requirements and the compensation paid. What ads in the newspapers may be for ordinary jobs or for highly skilled and executive positions? More highly specialized recruiting ads that are not immediate in nature, are placed in technical and professional journals which reach a targeted market. One of the disadvantages of this method of recruitment is that there may be a large number of applicants for a few jobs, making the screening process very costly.

· Colleges, universities, and other educational institutions. These include the technical and trade schools as well as alumni placement offices at colleges and universities. Some colleges have work-study programs which provide an opportunity for students to work part time while they finish college, after which, most often, these students are absorbed by the companies. These sources are specifically useful for recruiting into middle management positions, technical personnel, scientists, engineers and professional business positions like accountants, financial analysts, systems analysts etc. Many colleges have career day forums at least once every semester where representatives of recruiting companies visit the campus to discuss matters of employment with potential graduates.

· Professional associations; Professional associations keep their members informed about job opportunities through their technical newsletters and professional journals. Some of them have their own placement services. They also publish placement bulletins from time to time and specially at the time of their annual meetings, conventions and conferences.

· Labour unions; Labour and trade unions are a useful source, especially for manual workers, including unskilled, semi-skilled and skilled workers. The workers may be plumbers or electricians. In the construction industry, many contractors get their labour force from the local labour unions.

· Military processing centres. This is an excellent source for highly disciplined veterans who have been trained as mechanics, welders, pilots etc. These veterans may be retired officers or personnel who want to leave the army for civilian jobs.

Many of the technicians and pilots for commercial jetliners were initially trained in the armed forces.

· Employee referrals. These are friends and relatives of the present employees of the company. It is a useful source of recruitment, since the employees, for the sake of their own reputation, would only recommend people who they believe to be adequately qualified. If the current employees are highly satisfied in their jobs with an organization, they generally convey their feelings to many persons in the community, which will make it easier to attract employees from the community when the need arises. 

One drawback of the referral technique is that it encourages nepotism which may be at the cost of quality.

· Billboards at social and community centres. These are primarily for nonprofessional lower level jobs, sometimes of temporary nature. These may be for babysitters, typists, waitresses etc.

· Scouting. Some company representatives are continuously out in search for talent. Some recruiting firms have head hunters who specialize in pirating executives from one organization to another.

· Foreign consulates. Many multi-national companies, which are starting to operate in another country, advertise in that country s consulate here to recruit native personnel who could be trained and sent to their own country. For example, a company in India which is looking for an American trained executive may advertise through the Indian Embassy, here in America, either through a bulletin board at the embassy or through the Embassy newsletter.

· Open house. It relatively a new technique of recruitment where a company has an open house and it invites the members of the community to see the company facilities in an informal and social manner. This helps create a positive image of the company for any future personnel needs.


Pros and Cons of various Recruiting Sources

Which of these sources, as discussed above provided the best candidates? While some sources are identifiably more suitable for certain types of jobs, for example, walk-ins for hourly paid workers, other sources must be studied for their contribution as economically and technically the best sources. It has been found that employee referrals are perhaps the best sources of employees while newspaper ads and employment agencies are among the worst. A study conducted by James A Breughel, focusing on research scientists showed that on the basis of quality and dependability factors, the applicants recruited through college placement offices and newspaper ads were inferior in performance to those recruited directly or through professional journals. Accordingly, it is very important that companies study all the different sources for the purpose of optimizing the recruitment process and get the best candidates with minimum costs.

SELECTION

It is the processes of sifting the competitors to ensure that the most suitable ones are employed. It can also be defined as the process by which organizations evaluate the suitability of candidates for various job.

The overall aim of the recruitment and selection process should be to obtain at minimum cost the number and quality of employees required to satisfy the human resource needs of the organization.

SELECTION METHODS

The main selection methods are interview, assessment centers and tests.

Types of Interviews

Unstructured Interview involves a procedure where different questions may be asked of different applicants. 

Situational Interview Candidates are interviewed about what actions they would take in various job-related situations. The job-related situations are usually identified using the critical incidents job analysis technique. The interviews are then scored using a scoring guide constructed by job experts. 

Behavior Description Interviews Candidates are asked what actions they have taken in prior job situations that are similar to situations they may encounter on the job. The interviews are then scored using a scoring guide constructed by job experts. 

Comprehensive Structured Interviews Candidates are asked questions pertaining to how they would handle job-related situations, job knowledge, worker requirements, and how the candidate would perform various job simulations. Interviews tapping job knowledge offer a way to assess a candidate's current level of knowledge related to relevant implicit dimensions of job performance (i.e., "tacit knowledge" or "practical intelligence" related to a specific job position) 

Structured Behavioral Interview This technique involves asking all interviewees standardized questions about how they handled past situations that were similar to situations they may encounter on the job. The interviewer may also ask discretionary probing questions for details of the situations, the interviewee's behavior in the situation and the outcome. The interviewee's responses are then scored with behaviorally anchored rating scales. 

Oral Interview Boards This technique entails the job candidate giving oral responses to job-related questions asked by a panel of interviewers. Each member of the panel then rates each interviewee on such dimensions as work history, motivation, creative thinking, and presentation. The scoring procedure for oral interview boards has typically been subjective; thus, it would be subject to personal biases of those individuals sitting on the board. This technique may not be feasible for jobs in which there are a large number of applicants that must be interviewed

Advantages
· useful for determining if the applicant has requisite communicative or social skills which may be necessary for the job 

· interviewer can obtain supplementary information 

· used to appraise candidates' verbal fluency 

· can assess the applicant's job knowledge 

· can be used for selection among equally qualified applicants 

· enables the supervisor and/or co-workers to determine if there is compatibility between the applicant and the employees 

· allows the applicant to ask questions that may reveal additional information useful for making a selection decision 

· the interview may be modified as needed to gather important information

Disadvantages
· subjective evaluations are made 

· decisions tend to be made within the first few minutes of the interview with the remainder of the interview used to validate or justify the original decision 

· interviewers form stereotypes concerning the characteristics required for success on the job 

· research has shown disproportionate rates of selection between minority and non-minority members using interviews 

· negative information seems to be given more weight 

· not much evidence of validity of the selection procedure 

· not as reliable as tests 

Structure your interview

There are several things you can do to increase the standardization of the interview or otherwise assist the interviewer to ask more consistent and job related questions, without actually creating a structured situational interview. They include:

· Base questions on actual job duties. This will minimize the irrelevant questions.

· Use job knowledge, situational or behaviorally oriented questions and objective criteria to evaluate the interviewee’s responses.

· Train interviewers – to base their questions on job –related information and avoid irrelevant or potentially discriminatory questions.

· Use same questions with all candidates.

· Use descriptive rating scales (excellent, fair or poor) to rate answers. For each question, if possible, provide three to five possible ideal answers and a quantitative score for score for each. Then you can rate each candidate’s answers against this scale. This ensures that all interviewers are using the same standards. 

· Take brief notes during the interview. Doing so helps you to overcome the ‘recency effect’ (putting to much weight on the last few minutes of the interview).

Prepare for interview

Ensure that the interview takes place in a private room and minimize interruptions. Prior to the interview, review the candidate’s application and resume and note any areas that are vague or may indicate strengths and weaknesses.

It essential that you know the duties of the job, and the specific skills and traits you are looking for. Most interviews probably fail to unearth the best candidate because the interviewer is unprepared, over confident or plainly lazy.

Establish rapport 

Put the applicant at ease.

Ask Questions

Do not ask questions that can be answered yes or no; do not put words in the applicant’s mouth or telegraph the desired answer; do not interrogate the applicant as if the person is a criminal; do not monopolize the interview or let the applicant dominate the interview.

Do ask open-ended questions; do listen to the candidate to encourage him /her to express thoughts filly.

Close the interview

Leave time to answer any questions the candidate may have and, if appropriate, to advocate for your organization to the candidate.

Try to end the interview on a positive note.

Review the interview

Once the candidate leaves and once whiles the interview is fresh in your mind, review your notes and fill the structured interview guide (if you used one and if you did not fill it during the interview).

Interview problems which must be avoided

· Snap judgment. There is a tendency for interviewers to make up their minds on the first impression of the candidate. Based on the first impression of the candidate and the first few minutes of discussion, a judgment is arrived at which, in fact, may be quite erroneous. Too often, interviewers for an early impression and spend the rest of the time looking for evidence to support it. The attempt on the other hand, should be to collect comprehensive information about the candidate and reserve judgment until various aspects and areas have been probed.

· Non-verbal signals- interviewers often fall into the trap of using non-verbal behavior for reaching a decision. Factors  such as how a candidate looks, sits in the chair, maintains eye contact, fidgets or his facial expression may be allowed to become overriding criteria and this may easily into by-passing competent candidates.

· Interviewers lack of knowledge.

· Over emphasis on negative characteristics.

· Contrast error or halo effect- it occurs when an interviewer is overly influenced, in favor or against by one prominent characteristic of an applicant allowing it to overshadow other characteristics. It may also occur when the judgment about one candidate is affected favorable or unfavorably by the performance of the previous candidates.

Tests

A test is any systematic, standardized procedure for obtaining information from individuals.

Tests used in selection include:

Intelligence tests. They are the oldest and most frequently used psychological tests. They measure intelligence i.e. the capacity for abstract thinking and reasoning. Intelligence tests, on paper, consist of items such as (a) completing diagrammatic patterns and (b) solving problems to demonstrate fluency with words and ability to juggle figures. These tests are normally carried out against a stopwatch. Intelligence tests are particularly helpful in situations where intelligence is a key factor, but there is no other reliable intelligence tests to keep out applicants who are too intelligent for the job as to use one to guarantee a minimal level of intelligence.

Personality tests. They attempt to assess the personality of candidates in order to make predictions about their likely behavior in role. Personality is an all embracing and imprecise term that refers to the behavior of individuals and the way it is organized and coordinated when they interact with the environment.

· Rely on the skills of the interviewers, but many people are poor at interviewing, although most think they are good at it;

· Can lead to biased and subjective judgment by the interviewers.

Physical Abilities Tests: Tests typically test applicants on some physical requirement such as lifting strength, rope climbing, or obstacle course completion.
Fitness for the job Rejection of an applicant for failing a physical abilities test must be based on a determination of the individual's fitness for the job not on a general determination on the disabilities of the applicant.
                          ASESSMENT CENTRES

An assessment centre, despite its name, is a process not a place. It is a process that incorporates multiple forms of assessment-simulations, exercises, in-tray exercises, psychological tests and interviews.

Typical simulated exercises include:

· The in-basket (in-tray). An in-tray simulates the workload o a particular day. It consists off:

1. A set of instructions to the candidate, which gives background information (e,g, managerial position, organizational structures, type of business, company rules etc);

2. The contents of the in-tray. These could be letters, reports, memos, telexes, messages and any kind of business, communication documents, internal or external.

These exercises confront the candidate with an accumulation reports, memos, notes of incoming calls, letters, and other materials collected in the actual in-basket of the simulated job he or she is  about to start.

Candidates are required to assume the role of a hypothetical executive in a given situation. They are supposed to familiarize themselves with the content of the in-tray against background information provided. Then they are asked to take any decisions and actions they consider appropriate within a limited time period. They must actually do things, take decisions, and write notes and memos, and make telephone calls so on. At the end of the in-tray, a written record of every action of each candidate is obtained. Trained evaluators then review the candidate’s effort. 

· Leaderless group discussions- evaluators give members a leaderless group a group question and members to arrive at a group decision. They evaluate each group member’s interpersonal skills, acceptance by the group, leadership ability, and individual influence;

· Management games- participants solve realistic problems as members of simulated companies competing in the market place.

· Individual presentations- raters evaluate each participant’s assigned oral presentation; and

· The interview- most require an interview between at least on trainer and each participant, to assess the latter’s interests, past performance and motivation.

How different is it from other forms of assessment?

· The combination of assessment methods;

· The central role of simulation exercises;

· Groups of candidates are assessed by groups of assessors; and 

· Over extended period of the selection process.

Issues to consider before using assessment centres.

· What competencies or qualities are to be assessed?

· Is it appropriate to use assessment centres for such competencies?

· What standard of performance are we looking for?

· Can the competence and performance standards be measured effectively by the assessors involved?

· Who will be the assessor and how well trained are they?

· How will be various exercises/ activities be scored and what weight might be given to difficult exercises?

· How and how much feedback is to be given to participants?

Assessment centres provide an environment in which you can ensure that you hire the best candidates for a particular job.

Using a combination of appropriate psychometric instruments and practical exercises designed to replicate the way in which a person would do the job, they offer a far deeper insight into the suitability of a candidate than can be gleaned from a conventional interview alone.

Assessment criteria are based on carefully developed competencies- that is, the behaviors to be observed in someone doing the job very well.

Most centers run for half a day or a full day, on a one-to-one basis. For example, if there were 24 candidates for a job, we might run four half-day centres over two consecutive days with six assessor and six candidates.

A full report is written on each candidate for the interviewing panel so that they are armed with observable facts about the candidate rather than subjective personal impressions.

It is strongly recommend that candidates be briefed on their performance shortly after attending the assessment centre.

Essential Design criteria

The essential design criteria should include:

· Duration of the centre (one day might insufficient for more senior posts).

· Location (reality or deal surroundings and accessibility for candidates with disabilities).

· Number of candidates brought together (five may be too few for comfort under observation and more than eight gives  problems in sharing the assessed time).

· Candidate background and comparability of past experience.

· Number, mix, and experience of assessors.

These essential and desired skills or competencies should be match to techniques and tasks which can task them. Depending on the nature of the job, the tasks might include individual or group work, written and /or oral input, written and /or oral output, in-tray, analytical work, individual problem solving, group discussion, group problem solving, tasks which match business activities, personal role-play and functional role-play. 

Group exercises should be as real as possible, should set goals and have a limited time, should require candidates to share information and reach decisions and should require the candidates to read the brief very carefully. Assessors can assist in a role-play if they are trained to facilitate discussion and assist in group decision-making.

Reasonable preparation times before exercises should be offered.

The tasks might need to encourage competitiveness or co-operation, to test for creativity or for building on the ideas of others in a productive manner. The opportunity to complete with others in a some candidates to perform better. In organizations wishing to improve their diversity, elements of competition should be decreased in favour of increased opportunities to co-operate, as these skills are likely to encourage wider participation. 

Presentation exercises can be valuable if the job might require this skill and there can be benefit in allowing considerable preparation time for the exercise. If individual work is part of the job, tests can be used. These psychometrics’ are defined as all the methods, which are used to test skills and abilities and thus attempt to predict performance through individual tests and exercises.

Observation

There should be a number of senior observers/selectors to ensure greater objectivity through a range of views. Selectors must be trained to observe record, classify and rate behavior and seek evidence accurately and objectively against the job description and person specification. Selectors preferably should also have had some training on interviewing skills and in managing diversity, and have good listening skills. Assessors might also be used to observe and comment on behavior although they do not necessarily take part in final selection decisions. Better recruiters train candidates to some extent so that they are starting from the same level of awareness about the process. Pre-screening may be useful to gauge whether candidates can cope with an assessment centre.

A feedback session with either an occupational psychologist or someone trained to deliver professional feedback is of benefit to candidates and indicates the organization takes selection seriously. The candidates should perceive the whole process s fair.

Assessment centres can improve the predictability of selection processes when well designed with a clear job description and person specification in mind. They are valuable when there are many good candidates and the consequence of inappropriate recruitment is expensive or carried business risk.

Advantages of assessment centres

· Considerable data about the candidates can be collected.

· Candidates can display a range of knowledge and skills over the period.

· If successful, can produce valid and reliable choices of candidates.

Disadvantages 

· Complexities of putting assessment centres together.

· It is costly to set up and run an assessment centre.

SELECTION PROCESS

The applicant is recruited. When a company runs an advert in the newspapers or any other kind of media, there is an expectation of several individuals applying for that post advertised. This is followed by pulling out those applicants that suit the requirements or qualifications as put forward in the media, short them and pin their names either on the notice board, newspapers etc in regard to the company’s wish.

Preliminary screening Interviews- It is used to eliminate those candidates who do not meet the minimum eligibility criteria laid down by the organization. The skills, academic and family background, competencies and interests of the candidate are examined during preliminary interview. 

If you have been selected for interview then you will be contacted by letter, telephone, or e-mail, normally within 8 weeks of the closing date. The composition of the selection panel will depend upon the post, but you will always be interviewed by more than one person.

At the interview, the panel will assess each applicant in relation to the position and to any selection criteria. Each applicant will be asked the same area of questions. At the end of the interview, the applicant will have the chance to ask questions. The selection panel will inform the applicant of when (s) he is likely to be notified of the outcome.

Preliminary interviews are less formalized and planned than the final interviews. The candidates are given a brief up about the company and the job profile; and it is also examined how much the candidate knows about the company. 

Interviewing Individuals with Disabilities 

· Ensure that the interview location is accessible to all people with disabilities 

· Do not assume that an applicant needs assistance 

· Do not ask questions regarding: 

· The nature of a disability 

· The severity of a disability 

· The condition causing a disability 

· Any prognosis or expectation regarding a disability 

· Whether or not the person will need treatment or special leave because of a disability 

You may ask an applicant: 

To describe or demonstrate an essential position function(s) and whether they can perform the functions with or without accommodation 

If they are aware of any reason that she or he cannot perform the essential functions of the position 

Application blanks- The candidates who clear the preliminary interview are required to fill application blank. It contains data record of the candidates such as details about age, qualifications, reason for leaving previous job, experience; This summarizes all the lists of a person’s background, education, experience and any special abilities. The data submitted in the application form determines the suitability of the candidate, as well as predicting his chances at the job. The information asked for and provided should be relevant to the selection requirements.

  Follow-up interviews\Second Interview
This interview is only for those pre-selected candidates who are still being considered after the first round of interviews. In the second round you don't usually meet anyone from the HR department, but often your future direct or indirect superior. You can expect more professional, job related, in depth questions. (You should make a thorough company research before this type of interview.) 

Written Tests- Various written tests conducted during selection procedure are aptitude test, intelligence test, reasoning test, personality test, etc. These tests are used to objectively assess the potential candidate. They should not be biased. 

Medical examination- Medical tests are conducted to ensure physical fitness of the potential employee. It will decrease chances of employee absenteeism. 

References checks

The purposes of the reference checks are to obtain information about past behavior of the applicants and to verify the accuracy information given on the application blank or CV.

The most common method of checking is a combination of letters and telephone call.

Probation

This is the final stage of selection. It is a period when the selected candidate’s   performance can be studied. His /her services may be terminated if the performance is unsatisfactory. He/she is confirmed in appointment if the performance is satisfactory. The employee is regarded as being on trial with a view to learning his/her work and being tested as to his/her suitability. It allows the employer to observe the employee in action.

Induction/ orientation

Once accepts the offer and reports for work, he must be introduced to his job, fellow employees and his or her job environment. The introduction of a new employee can affect his/her tenure.

Objectives of induction

From the standpoint of an employee, induction should help to:

· Create a favorable impression about the organization.

· Establish a sense of belonging.

· Facilitate learning.

From the standpoint of an organization, induction should help to: 

· Reduce labor turnover.

· Reduce grievances that could be arises during early time.

An induction programme should be introduced in all organizations and should include the following elements;

· Advance preparation before the new employee arrives;

· Welcoming the new employee and putting him/ her at ease;

· Giving the new employee a life history of the organization, its vision, mission and strategic objectives;

· Explaining the rules and, regulations and policies of the organization;

· Introducing the new employee to his/her co-workers.

· Showing him/ her, the geography of the place

Retention

The hiring process and the training process is very costly. It requires a lot of time, effort and money during the process of selecting the right person who would be most suited to the job. It would be even costly if the right person once hired leaves the organizational would be most utilized and recognized. Accordingly, it is necessary to create a working environment which will be conductive to maintaining the work-force and keeping them in high morale. The employees should be fairly paid for their work and a conceptual environment created in which the employees feel a sense of belonging with the company. Some of the factors involved in retention of workforce are;

a) Compensation administration. This involves a fair compensation on the basis of time spent, units produced, hazards of the job, skills required etc. In addition, it is necessary to provide fringe benefits as well as incentive programs where fringe benefits include medical and life insurance, paid vocation, profit sharing, stock options, sick leave etc, and the incentive programs include opportunities for advancement, promotion added responsibility, recognition for contribution etc.

b) Labour relations. Goods labour relations and fair union representation provide for proper channels for processing grievances as well mutually beneficial negotiations with the management which provide for job security and job advancement.

c) Health and safety. If there are any job related health and safety hazards, then it is necessary to provide safeguards against any such occurrences or the ill effect of any such occurrences. This is specially important in the chemical and mining industries. All mechanical operating machinery must have protective shields, where necessary. Extra compensation should be paid to night shift workers because of the inconvenience caused due to night work. All efforts should be made to make the work environment physically and mentally safe and healthy.

d) Auxiliary employee services. These include recreational facilities food services, company newspaper, and athletic facilities for the employees and their families. Other factors such as common cafeteria for workers and managers, visiting worker homes occasionally and periodic company picnics and Christmas parties etc., would help to bring the employees closer to each other, creating a family environment.

Human Resource Information Systems (Hris)


Introduction 

These are computerized systems for gathering, analyzing, storing and disseminating information related to attracting, developing and keeping qualified work force (Chuck, 2002). The data that can use in HRIS- is the information in the table of skill inventory contents

More still, Increased human resource requirements, government regulations, and expanded personal computer capabilities have all helped justify the need and feasibility of an information system within the human resource department. Such an information system is referred to as a human resource information system (HRIS). An HRIS is a database system that contains all relevant human resource information and provides facilities for maintaining and accessing these data.

A major advantage of an HRIS is its potential for producing more accurate and more timely information for operating, controlling, and planning purposes than manual or payroll-based systems can produce. The speed and accuracy of an HRIS simply cannot be matched by manual system. An HRIS also gets rid of many of the paper files human resource people and other areas of the organization maintain.

Historically the major disadvantage of an HRIS was its financial cost and the labor requirements for implementing the system. Fortunately, these problems have greatly diminished as a result of the software currently available. Today numerous off-the-shelf HRIS software packages are readily available at much lower prices than just a few years ago. The currently available software packages also are much more user-friendly and thus, require less training and time to implement.


The areas that represent some specific potential applications 
for 
an HRIS:

· Clerical application. Automating certain routine clerical tasks avoids the use of additional staff, overtime, and temporary help.

· Applicant search expenditures. An HRIS can easily store a summary of applicant qualifications and subsequently perform searches for candidates for certain positions. This can help the company avoid the need for an employment agency.

· Risk management. Today it is critical in many industries that people in certain jobs have licenses, safety training, and even physical examinations. An HRIS can be used to monitor these requirements and report any discrepancies by jobholders.

· Training management. An HRIS can compare job training requirements with the actual training experiences of individual jobholders. This system can then be used to determine both individual and organizational training needs.

· Training experiences. An HRIS can provide organization wide training development and delivery, especially for jobs using computers.

· Financial planning. By using an HRIS, human resource managers can stimulate the financial impact of salary and benefit changes. It is then possible for the human resource department to recommend changes in strategy that stay within an overall budget goal.

· Turnover analysis. Turnover can be closely monitored with an HRIS. Turnover characteristics can be identified and analyzed for probable causes.

· Succession planning. An HRIS can identify a logical progression path and the steps required for advancement. Individual progress can then be monitored.

· Flexible-benefits administration.  An HRIS can be used to administer a flexible – benefits program. Without an HRIS, such programs can be expensive to implement and administer.

· Compliance with government regulations. An HRIS can be used to keep up with current EEO and related government required regulations. An HRIS can also help keep company in compliance by more thoroughly scanning job applicants who meet specific requirements and keeping management informed of the situation.

· Attendance reporting and analysis. The documentation of sick days, vacation time, personal time, and tardiness can be a significant expense if done manually. An HRIS easily track this information.

· Accident reporting and prevention. An HRIS can be used to record accident details subsequently provide analyses that can help prevent future accidents.

· Strategic planning. Today’s client/server systems are transforming human resource personnel from simple administrators to strategic planners who can influence CEO decisions.

· Human resource planning. Human resource planning can be greatly assisted by information system that is capable of making projections based on the current workforce.

A major indirect benefit of an HRIS is that it helps enable HR managers become more strategic. This is accomplished by automating much of the transaction processing and provides quality information to assist management when making strategic decisions. Thus an HRIS Provides a medium that helps HR professionals perform their jobs more effectively and it supports strategic decision making.

Common HRIS Functions

Mainly following functions are performed by the HRIS in different organizations.

· Job analysis information can be placed in the HRIS.

· The program can write job descriptions and job specifications.

· Constant monitoring of compliance with EEO legislation.

· Maintain records of rejected applicants.

· Saves money and time in compiling reports.

· Ensure that women and minorities or not be adversely affected.

· Track minority hiring, recruitment, and advancement.

· Forecast supply and demand of labor from both the internal and external labor markets.

· Useful for internal recruiting.

· Can post job opening for employees to access.

· Can search for match between job specifications and applicant qualification.

· Applicant tracking system.

· Administering and scoring ability tests.

· Scanning resumes submitted online (web based or e-mail) or in person (or mail).

· Structured interviews.

· Matching qualifications with open positions (finding a good fit).

· Also, consider budgetary concerns.

· Help with registration, tracking training, monitor training costs, and schedule training. Used to deliver training.


· Career and managerial succession planning.

· Used to provide assessment tests to help employee’s plan their own career.

· Predict career paths.

· Provide PA instruments and results.

· Comparisons between employees, groups, or supervisors ratings.

· Monitor attendance.

· Monitor compliance with Labor Standards.

· Individual sale data can be accessed (tracking commissions).

· Benefits can be managed and administered by computers.

· Planned raises and wage histories.

· Provides reports for Occupational Safety and Health Administration (OSHA).

· Track hazardous materials.

· Track accidents and costs of accidents.

· Record employee safety training.

· Record employee exposure to various conditions and chemicals.

· Track disciplinary actions and grievances.

Discussion questions

1. What role do you think HRP can play in helping organizations avoid employee layoffs?
Do you think most human resource planning is undertaken on the basis of organizational objectives or on an “as necessary” basis?

2. How is it possible to accomplish good organizational planning and hence good human resource planning, in light of the many changing environmental factors over which the organization has no control?

3. Why do you think that some human resource managers might be reluctant to use information technology such as HRIS? Do you think that the trend toward “software as a service” can have an effect on this problem?

4. Outline a system for evaluating a management development program for supervisors

5. “It is impossible to evaluate the effectiveness of a supervisory development program”. Discuss

“Management games are fun, but you do not really learn anything

The Management Development Process


Introduction 

Management development is concerned with developing the experience, attitudes, and skills necessary to become of remain an effective manager. To be successful, it must have the full support of the organization’s top executives. Management development should be designed, conducted and evaluated on the basis of the objectives of the organization, the needs of the individual managers who are to be developed and anticipated changes in the organization’s management team.


Determining the net management requirements Organizational 
objectives

An organization’s objectives play a significant role in determining the organization’s requirements for managers. For instance, if an organization is   undergoing a rapid expansion program, new managers will be needed at all levels. If, on the other hand, the organization is experiencing limited growth, few new managers may be needed, but the skills of the present management team may need to be upgraded.


Management inventory and succession plan

A management inventory, which is a specialized type of skills inventory, provides certain types of information about an organization’s current management team. Management inventories often include information such as present position, length of service, retirement date, education, and past performance evaluations.

A management inventory can be used to fill vacancies that occur unexpectedly for example, as a result of resignation or deaths. Another use is in planning the development needs of individual managers and using these plans to pinpoint development activities for the total organization.

A management inventory can also be used to develop a management succession plan, sometimes called a replacement chart or schedule. A management succession plan records potential successors for each manager within the organization. Usually presented in a format similar to an organizational chart, this plan may simply be a list of positions and potential replacement, other information, such as length of service, retirement data, past performance evaluations, and salary.

Management inventories and succession plans are generally kept confidential and can be computerized. They are also maintained by the human resource department for the use of top executives of the organization.


Changes in the management team

Certain changes in the management team can be estimated fairly accurately and easily, while other changes are not so easily determined. Changes such as transfers and promotion can be information in the management inventory; changes such as transfers and promotions can be estimated from such factors as the planned retirements of individuals in specific jobs and the objectives of the organization. Deaths, resignations and discharges are, of course, difficult to forecast. However, when these changes do occur, the management inventory and succession plan can be used to help fill these vacancies. Analyzing the organization’s objectives, studying the management inventory and succession plan, and evaluating changes in the management team can give the human resource department a good picture of both the quantity and quality of managers the organization will need.

Needs assessment

Every organization has physical, financial and human resource needs. Needs relate to what the organization must have to achieve its objectives. A fundamental need of any organization is the need for an effective management team. One method off meeting this need is the use of a well-organized management development program. However, before management development activities are undertaken, the specific development needs of the managers in the organization must be determined. Thus, needs assessment is a systematic analysis of the specific management development activities the organization requires to achieve its objectives. The management development needs of any organization result from the overall needs of the organization and the development needs of individuals managers.

Basically, four methods exist to determine management development needs; training needs survey, competency studies, task analysis and performance analysis. Training needs survey focuses on the knowledge and skills required in performing the job.

Competency studies examine the competencies required in performing the managerial job. Task analysis is concerned with what tasks are required in performing the managerial job. Performance analysis deals with job performance requirements in performing the managerial job.

Comparison of four approaches to determining management development needs

	Approach 
	Training needs survey: what knowledge/skill (K/S) is required
	Competence study: what competencies are required?

	
	
	

	
	Ask key people what K/S they think/feel the trainees/performers require to do their job
	Ask key people what competencies they think/feel the trainee/performer requires  to do his/her job

	
	Prioritize the K/S recommended and summarize as a topical list, a training agenda, curriculum
	Determine the K/S required to attain the stated competencies

	
	
	Prioritize the K/S recommended and summarize as a training agenda, curriculum

	Advantages of this approach
	· Fast, inexpensive

· Broad involvement 

· Low risk

· Low visibility
	· Relatively fast, inexpensive

· Broad involvement 

· Consensus

· In addition to training needs, articulation and agreement on a success profile for the performer.

· Identify generic  training  needs covering a broad population (First-time supervisors, first-time managers)

	Disadvantages of this approach 
	· Not precise or specific

· Based on opinion, albeit “expert”

· Difficult to validate 

· Difficult to set priorities 

· Difficult to relate to output, to evaluate importance of training

· Once you ask people what training they feel is important, there is an implicit expectation that you will deliver it.
	· Difficult to relate to output, to evaluate training.

· Difficult to assess relative importance of competencies and therefore difficult to set priorities for K/S input.

· Consensus will not necessarily identify the critical difference between exemplary and average performance.

· Does not address other factors influencing performance.

	Approach 
	Task analysis: what tasks are required?
	Performance analysis: what job performance is required?

	
	· Determine what tasks are required of the trainee/performer for the job to be performed correctly/successfully

· Determine the K/S required to correctly perform the task identified 

· Prioritize the tasks, and thereby the K/S and summarize as a training design document, training agenda, or curriculum
	· Determine what performance is required

· Determine the critical job outputs or accomplishments.

· Determine what tasks are required of the trainee/performer to produce the job outputs or accomplishment.

· Determine  the K/S required to correctly perform the tasks identified

· Determine what other factors in addition to K/S influence job performance, such as job design, resources, consequences, and feedback.

· Prioritize the K/S required based in impact on job performance and summarize as training design, document, training agenda, and curriculum

· Summarize recommendations to modify negative influences on performance  

	Advantages of this approach
	· Precise  identification of tasks and required K/S 

· Is a form of output and can be measured

· Broad involvement

· Objective, validated by observation
	· Links K/S requirements to job performance

· Can validate, evaluate

· Address other factors affecting performance

· Impact of job outputs is established and therefore can prioritize K/S input.

	Disadvantages of this approach 
	· Takes time and skill 

· Difficult to assess relative importance of tasks and therefore difficult to set priorities for K/S input.

· Does not address other factors affecting performance.
	· Takes time and skill

· Visible 



Establishing Management Development Objectives

After the management needs of the organization have been determined, objectives for the overall management development program and for individual programs must be established to meet those needs. Both types of objective should be expressed in writing and should be measurable. Training objectives can be categorized within three broad areas: Instructional, organizational and departmental, and individual performance and growth. This categorization scheme can also be used for management development objectives.

Instructional objectives might incorporate targets relating to the number of trainees to be taught, hours of training, cost per trainee, and time required for trainees to reach a standard level of knowledge. Furthermore, objectives are needed for the principles, facts and concepts to be learned in the management development programs.

Organizational and departmental objectives concern the impact the programs will have on organizational and departmental outcomes, such as absenteeism, turnover, safety, and number of grievances. Individual and personal growth objectives concern the impact on the behavioral and attitudinal outcomes of the individual. They may also involve the impact on the personal growth of the individuals participating in the programs.

After the overall management development objectives have been established, individual program objectives specifying the skills, concepts, or attitudes that should result must be identified. After these objectives are developed, course content and method of instruction can be specified.


Methods used in management development

After the company’s needs have been assessed and its objectives stated, management development programs can be implemented. This can examine some of the more frequently used methods of management development. At this point, recall the list of conditions for effective learning. These principles of learning also apply to management development programs.

The on the job example at the end of  this chapter  defines and summarizes the strengths and  weaknesses of training methods used in both management development and employee training  courses. As with employee training, management development can be achieved both on and the off the job. 

Understudy assignments

Generally, understudy assignments are used to develop an individual’s capabilities to fill a specific job. An individual who will eventually be given a particular job works for the incumbent. The title of the heir to the job is usually assistant manager, administrative assistant or assistant to a particular manager.

The advantage of understudy assignments is that the heir realizes the purpose of the training and can learn in a practical and realistic situation without being directly responsible for operating results. On the negative side, the understudy learns the bad as well as the good practices of the incumbent. In addition, understudy assignments maintained over a long period can become expensive. If an understudy assignment system is used, it should generally be supplemented with one or more of the other management development methods.

Coaching 

Coaching, which is carried out by experienced managers, emphasizes the responsibility of all managers for developing employees. Under this method of management development, experienced managers advise and guide trainees in solving managerial problems. The idea behind coaching should be to allow the trainees to develop their own approaches to management with the counsel of a more experienced manager.

One advantage to coaching is that trainees get practical experience and see the results of their decisions. However, there is a danger that the coach will neglect training responsibilities or pass on inappropriate management practices. The coach’s expertise and experience are critical with this method.

Experience 

Many organizations use development through experience. With this method, individuals are promoted into management jobs and allowed to learn on their own from their daily experiences. The primary advantage of this method is that the individual, in attempting to perform a specific job, may recognize the need for management development and look for a means of satisfying it. However, employees who are allowed to learn management only through experience can create serious problems by making mistakes. Also, it is frustrating to attempt to manage without the necessary background and knowledge. Serious difficulties can be avoided if the experience method is supplemented with other management development techniques.

Job rotation

Job rotation is designed to give an individual broad experience through exposure to many different areas of the organization. In understudy assignments, coaching, and experience, the trainee goes from one job to another within the organization, generally remaining in each from six months to a year. Large organizations frequently use this technique for training recent college graduates.

One advantage of job rotation is that the trainees can see how management principles can be applied in a cross section of environments. Also, the training is practical and allows the trainee to become familiar with the entire operation of the company. One serious disadvantage of this method is that the trainee is frequently given menial assignments in each job. Another disadvantage  is the tendency to leave the trainee in each job longer than necessary. Both of these disadvantages can produce negative attitudes.

Special projects and committee assignments

Special projects require the trainee to learn about a particular subject. For example, a trainee may be told to develop a training program on safety.  This would require learning about the organization’s present safety policies and problems and the safety training procedures used by other companies. The trainee must also learn to work and relate to other employees. However, it is critical that the special assignments provide a developing and learning experience for the trainee and not just busy work.

Committee assignments, which are similar to special projects, can be used if the organization has regularly constituted or ad hoc committees. In this approach, an individual works with the committee on its regularly assigned duties and responsibilities. Thus, the person develops skills in working with others and learns through the activities of the committee.

Classroom training

Classroom training, the most familiar type of training, can utilize several methods. Classroom training is used not only in management development programs but also in the orientating and training activities discussed in the previous chapter. Therefore, some of the material in this section also applies to those activities.

Lectures

One of the most common methods of instruction is lecturing or teaching by the spoken word. Of course, lectures can include other media such as transparencies, slides, videotapes, or computer slides such as PowerPoint.  Strengths of the lecture method of instruction include the following;

· Lectures can communicate the instrinsic interest of the subject matter. The lecturer can communicate his or her enthusiasm for the subject, which should enhance the audience’s interest in learning.

· Lectures can cover material not otherwise available.

· Lecturers can reach many learners at one time.

· Lecturers can serve as effective models for their audience. An effective lecturer not only conveys information but also conveys what does and does not work in different settings.

· The lecture method lets the instructor control what will be covered, the sequence in which it will be covered  and how much time will be devoted to each topic

· Lectures pose a minimal threat to the learner

Weaknesses of the lecture method include the following;

· Lectures often do not allow for feedback from the audience 

· Listeners are often passive

· The length of lecture periods often does not match listener’s interest spans.

· Lecturing fails to allow for individual differences in ability or experience

· Lectures are unsuitable for certain higher forms of learning, such as analysis and diagnosis

· Lectures are partially dependent on the public speaking skills and abilities of the lecture.

Case studies

In the case study technique, popularized by the Harvard Business School, real and or hypothetical situations are presented for the trainee to analyze. Ideally, the case study should force the trainee to think through problems, propose solutions, choose among them, and analyze the consequences of the decision.

Some major advantages of the case study method include the following;

· Cases emphasize the analysis of a situation that is typical of the manager’s world

· The case study method improves the learner’s verbal and written communication skills

· Case expose learners to a wide range of true-to-life management problems

· Cases inspire interest in otherwise theoretical and abstract training material.

Some possible weaknesses of the case study method include the following;

· Cases often focus  on past  and static  considerations

· Cases analysis often lacks emotional involvement  on the part of the student and thus is unrealistic in terms of what the trainee would actually  do in the situation

· Case analysis can sometimes confuse students who are used to definite solution.

Furthermore, the success of the case study methods depends heavily on the skills of the instructor. Asking probing questions and keeping everyone involved in the analysis of the case are critical to the success of the method.

One variation of the case study is the incident method. The learner is initially given only the general outline of a situation. The instructor then provides additional information as the learner requests it. Theoretically, the incident method makes students probe the situations and seek additional information, much as they would be required to do in real life.

Role playing 

In this method, participants assigned different roles and required to act out those roles in a realistic situation. The idea is for the participants to learn from playing out the assigned roles. The success of this method depends on the ability of participants to assume the roles realistically. Videotaping allows for review and evaluation of the exercise to improve its effectiveness.

In-basket technique 

The in-basket technique stimulates a realistic situation by requiring each participant to answer one manager’s mail and telephone calls. Important duties are interspersed with routine matters. For instance, one call may come from an important customer who is angry, while a letter from a local civic club may request a donation. Participants analyze the situations and suggest alternative actions. They are evaluated on the basis of the number and quality of decisions and on the priorities assigned to each situation. The in-basket-technique has been used not only for management development but also in assessment centers.

Web-based training 

Many companies are turning to web-based training (WBT). Employees can gain access to online courses either via the internet or through the company’s own intranet. Participants can take the courses either independently or in real time with an instructor, through a network connection. Online courses are most often given in conjunction with instructor-led courses, so that employees still have the advantage of seeing hands-on demonstrations when necessary. The flexibility of time, place and programs offered via WBT appeals to employees who often must balance school with work and home responsibilities. WBT takes advantage of the technology available in the virtual classroom. Virtual classroom can be   a synchronous or synchronous. A synchronous classroom allows students and instructors to engage in learning activities without being online at the same time. Synchronous classrooms allow students and instructors to be online simultaneously. It is likely that WBT will continue to grow both in large and small organizations.

Business simulations

Business simulations generally provide a setting of a company and its environment and require teams of players to make decisions involving their company operations in competition with other teams. The instructor can add complexity and economic events as well as human resource challenges. This method forces individuals not only to work with others group members but also to function in an atmosphere of competition within the industry. Advantage  of  business simulations are that they simulate reality, decisions are made in a competitive environment, feedback is provided concerning decisions, and decisions are made using less that complete data. The main disadvantage is that many participants simply attempt to determine the key to winning. When this occurs, the simulation is not used to its fullest potential as a learning device. 

Adventuring learning

Adventure learning or experiential-learning programs use many kinds of challenging outdoor activities, often involving physical risk, to help participants achieve their objectives, which generally fall into two categories;

· Group-focused objectives: These objectives include better communication, more creative problem solving, more effective teamwork, and improved leadership. One activity often included in adventure learning is “the Wall”, a 12-to14-foot structure that teams must get over by working together. The wall is viewed as a symbol for any business challenge.

· Personal growth objectives. These objectives include improved self-esteem, improved risk-taking skills, increased self-awareness, and better stress management. Rope activities are favorite methods for achieving personal growth objectives. One example of a rope activity is the “electric rope” game. A team has to get every member over a rope strung high up between two trees. Team members must try not to touch the rope, and they can not use props. The electric rope is viewed as an analogy for a difficult business challenge the team faces at work.

University and professional association seminars

Many colleges and universities offer both credit and noncredit courses intended to help meet the management development needs of various organizations. These offerings range from courses in principles of supervision to advanced executive management programs. Professional associations such as the American management association also offer a wide variety of management development programs. These programs use many of the previous discussed classroom techniques.


Evaluation of management development activities

Four alternatives exist for evaluating management development activities. Each alternative focuses on the following questions:

Alternative I

Are the trainees happy with the course?

Alternative II
Does the training course teach the concepts?

Alternative III
Are the concepts used on the job?

Alternative IV
Does the application of the concepts positively affect the organization?

For each of the four alternatives, an organization must determine what might be measured to answer the questions posed by the alternative.

Assessment centers

An assessment center is a method in which trained observes evaluate various personality traits of assesses based on their performance in specially chosen exercises. Assessment centers are used for making decisions on promoting, evaluating, and training managerial personnel.

Developing the list of personality characteristics to be assessed is a critical element in any assessment center. The personality characteristics should be directly related to the successful performance of the particular jobs for which the assesses are being evaluated. Only when these personality characteristics have been identified can exercises be selected for use in the assessment center. Research indicates that certain exercises are more relevant for measuring some personality traits than others. Exercises used in assessment centers include in-basket exercises, business simulations, group discussions, cases, interviews, and various paper-and-pencil tests. These exercises involve the assesses in situations that require decision making, leadership, written and oral communication, planning, and organizing. Assessors observe the assesses while they are involved in the various exercises and evaluate their performance based on the personality characteristics being assessed. Assess are generally examined in groups of approximately six persons whose personality characteristics to be assed are similar and who occupy similar positions in the organization.

Selection of the assessment staff is another important element in an assessment center. Trained professionals such as industrial psychologists are frequently used as assessors. In addition, successful managers are often used as assessors in the belief that these people would best know the qualities required for success.  Typically, several assessors are used in the evaluation process.

While the assessors observe the assesses in their performance of the various exercises, each assessor evaluates each assessee individually. The assessors then gather together and review each assessee in depth on each personality characteristic to be assessed. Each assessee is then ranked on a relative scale such as more than “acceptable”, “acceptable” or “not acceptable”.

The primary use of assessment centers has been as a predictor of success in some position for which the assessee is being considered.  However, the method can also be used to identify special training that the assessee may require.


Organization development

Organizational development (OD) seeks to improve the performances of groups, departments, and the overall organization. Specifically, organizational development is an organisationwide, planned effort management from the top, with the goal of increasing organizational structure, and managerial practices in an effort to improve organizational performance. The ultimate goal of OD is to structure the organizational environment so that managers and employees can use their developed skills and abilities to the fullest.

The initial phase of an OD effort is recognition by management that organizational performance can and should be improved. Following this initial recognition, most OD efforts include the following phases: Diagnosis, strategy planning, education and evaluation.

Diagnosis involves gathering and analyzing information about the organization to determine the areas in need of improvement. Information is usually gathered from employees through the use of questionnaires or attitude surveys. Change planning involves developing a plan for organizational improvement based on the data obtained. This planning identifies specific problem areas in the organization and outlines steps to resolve the problems. Intervention/education involves sharing diagnostic information with the people affected by it and helping them realize the need for change. The intervention/education phase often involves the use of outside consultants working with individuals or employee groups. It can also involve the use of management development programs. The evaluation phase in effect repeats the diagnostic phase. In other words, after diagnosis, strategy planning and education, data are gathered to determine the effects of the OD effort on the total organization. This information can then lead to more planning and education.

Diagnosis

The first decision to be made in the OD process is whether the organization has the talent and available time necessary to conduct the diagnosis. If not, all alternative is to hire an outside consultant. Once the decision has been made regarding who will do the diagnosis, the next steps are to gather and analyze information. Some of the most frequently used methods for doing this involve using the following;

· Available records. The first step is to review any available records or documents that may be pertinent. Personnel records and financial reports are two types of generally available records that can be useful.

· Survey questionnaire. The most popular method of gathering data is through questionnaires filled out by employees. Usually the questionnaires are intended to measure employee attitudes and perceptions about certain work-related factors.

· Personnel interviews. In this approach, employees are individually interviewed regarding their opinions and perceptions and certain work related factors. This method takes more time than the survey questionnaire method but can result in better information.

· Direct observation. In this method, the person conducting the diagnosis observes firsthand the behavior of organizational members at work. One advantage of this method is that it allows observation of what people actually do as opposed to what they say they do.

In the diagnosis stage, one should collect data for a reason. A plan for analyzing the data should be developed even before the data are collected. Too often data are collected simply because they are available and with not plan for analysis.

Strategy planning 

The data collected in the diagnosis stage must be carefully interpreted to determine the best plan for organizational improvement. If a similar diagnosis has been done in the past, it can be revealing to compare the data and look for any obvious differences. Because much of the collected data are based on  personal opinions and perceptions, there will always be areas of disagreement. The key to interpreting the data is to look for trends and areas of general agreement. The end result of the strategy planning process is to identify specific problem areas and outline steps for resolving the programs.

Education

The purpose of the education phase is to share the information obtained in the diagnostic phase with the affected employees and help them realize the need for change. A thorough analysis in the change-planning phase often results in identifying the most appropriate intervention/education method to use. Some of the most frequently used intervention/education methods are discussed next.

Direct feedback

With the direct feedback method, the change agent communicates the information gathered in the diagnostic and change planning phases to the involved parties. The change agent describes what was found and what changes are recommended. Then workshops are often conducted to initiate the desired changes.

Team building

The objective of team building is to increase the group’s cohesiveness and general group spirit. Team building stresses the importance of working together. Some of the specific activities used include; clarifying employee roles, reducing conflict, improving interpersonal relations, and improving problem-solving skills.

Sensitivity training

Sensitivity training is designed to make one more aware of oneself and one’s impact on others. Sensitivity training involves a group, usually called a training group or T-group that meets with no agenda or particular focus. Normally the group has between 10 and 15 people who may or may not know one another. With no planned structure or no prior common experiences, the behavior of individuals in trying to deal with the lack of structure or no prior common experiences, the behavior of individuals in trying to deal with the lack of structure becomes the agenda. While engaging in group dialogue, members are encouraged to learn about themselves and others in the non structured environment.

Sensitivity training has been both passionately criticized and vigorously defended as to its relative value for organizations. In general, the research shows that people who have undergone sensitivity training tend to show increased sensitivity, more open communication, and increased flexibility. However, these same studies indicate that while the outcomes of sensitivity training are beneficial in general, it is difficult to predict the outcomes for any one person.

Evaluation 

Probably the most difficult phase in the OD process is the evaluation phase. The basic question to be answered is: Did the OD process produce the desired results? Unfortunately, many OD efforts begin with admirable but overly vague objectives such as improving the overall health, culture, or climate of the organization. Before any OD effort can be evaluated, explicit objectives must be determined. Objectives of an OD effort should be outcome oriented and should lead themselves to the development of measurable criteria.

A second requirement of evaluating OD efforts is that the evaluation effort be methodologically sound. Ideally, an OD effort should be evaluated using hard, objective data. One approach is to compare data collected before the OD intervention against data collected after the  OD intervention. An even better approach is to compare “before” and “after” data  with similar  data from  a control group. When using this approach, two similar  groups are identified, an experimental group and a control group. The OD effort is them implemented with the experimental group and a control group. After the OD Intervention has been completed before and after data from the experimental group are compared with the before and after data from the control group. This approach helps rule out changes that may have resulted from factors other than the OD Intervention.

From a practical standpoint, it may be desirable to use different personnel to evaluate an OD effort than those who implement the effort. However, the people who implemented the effort may not be capable of objectively evaluating it.

 SOCIALIZATION. 

 In order to reduce the anxiety that new employees may experience, attempts should be made to integrate the person into the informal organization. The initial T&D effort designed for employees is Socialization, the guided adjustment of new employees to the company, the job, and the work group. 

     Purposes of Socialization 

Socialization   formats   are   unique   to  each   firm.   However,   some   basic   purposes include   emphasizing   these areas: the employment situation (job, department, and company), company policies and rules, compensation and    benefits, corporate   culture, team   membership,      employee    development, dealing with   change, and socialization. 

a.   The Employment Situation. 

A basic purpose, from the firm’s viewpoint, is to have the new employee become productive as quickly as possible.   Therefore,   specific   information   about   performing   the   job   may   be   provided   at   an early   point   in time. 

b.   Company Policies and Rules. 

Every job within an organization must be performed considering the guidelines and constraints provided by policies and rules. Employees must have an understanding of these to permit a smooth transition to the workplace. 

c.   Compensation and Benefits. 

Employees   will   have   a   special   interest   in   obtaining  information   about   the   reward   system.   Although   this information   is   usually   provided   during   the   recruitment   and   selection   process,   a   review   of   the   data   is appropriate during Socialization. 

d.   Corporate Culture. 

The firm’s culture reflects, in effect, how we do things around here. This relates to everything from the way employees dress to the way they talk. 

e.   Team Membership. 

A new employee’s ability and willingness to work in teams is most likely determined before he or she is hired.   In   Socialization,   the   importance   of   becoming   a   valued   member   of   the   company   team   may   be emphasized. 

 f.   Employee Development. 

Employees should know exactly what is expected of them and what is required by the firm for advancement in the job or via promotion. 

 g. Dealing With Change. 

Employees at all levels must learn to effectively deal with change in order to survive in their jobs. The best way individuals can be prepared for change is to continually develop and expand their skills. 

h.   Socialization 

In order to reduce the anxiety that new employees may experience, attempts should be made to integrate the person into the informal organization. 

Stages in socialization Process: 

Socialization can be conceptualized as a process made up of three stages. 

         a.   Pre-arrival Stage: 

This stage explicitly recognizes that each individual arrives with a set of organizational values, attitudes, and expectations. For instance, in many jobs, particularly high skilled and managerial jobs, new members will have     undergone   a considerable     degree    of   prior   socialization    in training    and   in school.    Pre-arrival socialization, however, goes beyond the specific job. The selection process is used in most organizations to inform   perspective   employees   about   the   organization   as   whole.   In   addition,   of   course,   interviews   in   the selection   process   also   act   to   ensure the   inclusion   of   the   “right   type”   determining   those   who   will   fit   in. Indeed, the ability of the individuals to present the appropriate face during the selection process determines their ability to move into the organization in the first place. Thus success depends upon the degree to which aspiring   members   have   correctly   anticipated   the   expectations   and   desires   of   those   in   the   organization   in charge of selection. 

                 b.   Encounter Stage: 

Upon entry into the organization, new members enter the encounter stage. Here the individuals confront the possible dichotomy between their expectations about their jobs, their coworkers, their supervisors, and the   organization   in   general   and   reality.   If   expectations   prove   to   have   been   more   or   less   accurate,   the encounter state merely provides a reaffirmation of the perceptions generated earlier. However, this is often not   the   case.   Where   expectation   and   reality   differ;   new   employees   must   undergo   socialization   that   will detach   them   from   their   previous   assumption   and   replace   these   with   the   organization’s   pivotal   standards. Socialization,   however,   cannot   solve   all   the   expectation   differences.   At   the   extreme,   some   new   members may   become   totally   disillusioned   with   the   actualities   of   their   jobs   and   resign.   It   is   hoped   that   proper selection would significantly reduce this latter occurrence. 

                 c.   Metamorphosis Stage: 

Finally the new member must workout any problems discovered during the encounter stage. This may mean going through changes. Hence the last stage is termed as metamorphosis stage. Metamorphosis is complete as is the socialization process – when new members have become comfortable with the organization and their   work   teams.   In   this   situation   they   will   have internalized   the   norms   of   the   organization   and   their coworkers; and they understand and accept these norms. New members will feel accepted by their peers as trusted and valued individuals. They will have gained an understanding of the organizational system- not only their own tasks but the rules, procedures and informally accepted practices as well. Finally they will know how they are going to be evaluated. They will know what is expected of them and what constitutes a good     job.  Consequently,      successful    metamorphosis        should    have   positive    effect on   a new    employees productivity and the employee’s commitment to the organization, and should reduce the likelihood that the employee will leave the organization any time soon. 

               Many People Socialize new Hires. 

New employee socialization or orientation covers the activities involved in introducing a new employee to the organization and to his or her work unit. How is responsible for the orientation of new employee? This can be done by the supervisor, the people in HRM, Peers, CEO, or combination of any of these. 

 a.   HRM Department: HRM department can conduct the orientation in order to socialize the newly hired employees with the working environment of the organization. HRM plays a major role in new employee orientation-the role of coordination, which ensures that the appropriate   components   are   in   place.   In   addition   HRM   also   serves   as   a   participant   in program. As job offers are made and accepted, HRM should instruct the new employee when to report to work. However, before the employee formally arrives, HRM must be prepared to handle some of the more routine needs of these individuals. 

b.   Supervisor:  Immediate   supervisor   of   particular   department   can   also   be   the   source   of informing      the   employees      about    the   culture,   rules,   procedures     and    policies   of   the organization.   Mostly   in   smaller   organizations,   orientation   may   mean   the   new   member reports   to   supervisor,   who   then   assigns   the   new   member   to   other   employee   who   will introduce the new member to other coworkers. This may be followed by a quick tour to show the different parts and departments of the organization. 

c.   Peers: Peers and coworkers of the new hires can perform the orientation function in order to   tell   the   expectation   of   employers and   requirements   of   the   organization   as   can   also answer the queries raised from the employee side. 

  d.   Organizational culture: Organizational culture itself can express the do’s and don’ts of any   organization.   Every   organization   has   its   own   unique   culture.   This   culture   includes longstanding, and often unwritten, rules and regulation; a special language that facilitates communication among members; shared standards of relevance as to the critical aspects of the   work   that   is   to   be   done;   standards   for   social   etiquette,   customs   for   how   members should   relate   to   peers,   employees,   bosses   and   outsiders;   what   is   appropriate   and   smart behavior with in organization and what is not. 

e.   CEO:      Prior   to   mid   1980s,   new   employee   orientation   operated,   if   at   all,   with   out   any output from the company’s executive management. But that began to change, due in part to management consultants advocating that senior management become more accessible to employees. The CEO’s first responsibility is to welcome new employees aboard and talk to them about what a good job choice they made. The CEO is in position to inspire these new employees by talking about what it is like to work for the organization. When CEO is present in the socialization process, the company is sending a message that it truly cares for its employees. 

            Topics covered in employee Orientation program: 

Following topics are covered in orientation or socialization process. 

a.   Introduction:  Regarding  the   organization,    supervisor,    trainers,   and   coworkers     and   to system 

       b.   Job   Duties:    It   provides   job   related   information   like,   Job   location   Job   tasks   Job   safety requirements Overview of job, Job objectives Relationship to other jobs 

          c.   Organizational   Issues: This   provides   the   information   about   the   overall   organization   it may     include;   History    of   employer,     organization     of  employer,     name     &   titles  of  key executive,   employee’s   titles   and   departments,  layout   of   physical   facilities,   probationary period,     overview     of   production      process,    company       policies   and    rules,   disciplinary regulations, employee handbook, safety procedures etc 

         d.   Employee  Benefits:    This    part  provides    the   information     about    the  benefits    that  are offered   by   the   organization   like;   Pay   scales   &   paydays,   vacations   rest   break,   training   &  education   benefits,   counseling,   housing   facilities,   insurance   benefits,   retirement   program, employee-provided services for employees, rehabilitation program 

The Hiring Process 

Hiring process is completed here because orientation or the socialization process is the last step of hiring. 

Next we will be discussing the training programs in the organization. 

    B.   Training. 

Training is a process whereby people acquire capabilities to aid in the achievement of organizational goals. It involves planned learning activities designed to improve an employee’s performance at her/his current job. Training refers to the methods used to give new or present employees the skills they need to perform their jobs.

EMPLOYEE TRAINING

Introduction:

Organisation and individual should develop and progress simultaneously for the survival and attainment of mutual goals. So every modern management has to develop the organisation through human resource development. Employee training is important sub-system of human resource development. Employee training is a specialized function and is one of the fundamental operative functions of human resource management. 

MEANING:

After an employee is selected, placed and introduced, he or she must be provided with training facilities. Training is the act of increasing the knowledge and skills of employees for doing a particular job. Training is a short term educational process and utilizing a systematic and organized procedure by which employees learn technical knowledge and skills for a definite purpose. In 1985, Dale Beach defined training as ‘the organized procedure by which people learn knowledge and skill for a definite purpose’. 

In other words, training improves, changes, moulds the employees’ knowledge, skills, behaviour, aptitude, and attitude towards the requirement of the job and organisation. Training refers to the learning and teaching activities carried for the primary purpose of helping members of the organisation, to acquire and apply the knowledge, skills, abilities and attitudes needed by a particular job and organisation. Thus training bridges the differences between job requirements and employee present specifications.     

TRAINING AND DEVELOPMENT

Employee training is a distinct from management development or executive development while the former refers to training given to employees in the area of operations, technical and allied areas, the latter refers to developing employees in the areas of principles and techniques of management, administration, organisation and allied areas as summarized in table1
	Table1-Diffences between training and development

	Areas
	Training
	Development 

	Content 
	Technical skills and knowledge
	Managerial and behavioral skills and knowledge 

	Purpose 
	Specific job related
	Conceptual and general knowledge

	Duration
	Short term
	Long-term

	For whom
	Mostly technical and non managerial personnel
	Mostly for managerial personnel


IMPORTANCE OF TRAINING

The importance of human resource management to large extent depends on human resource development. Training is the most important technique of human resource development. As stated earlier, no organisation that can get candidate who exactly matches with the job and organisational requirements. Hence, training is important to develop employees and make him suitable to the job.

Jobs and organisational requirements are not static, they are changed from time to time in the view of technological advancement and change in the awareness of TOQ and productivity management. The TQM can be only achieved through training as training develops human skills and efficiency. Trained employees would be a valuable asset to an organisation. Organisational efficiency, productivity, progress and development to a greater extent depend on training. Organisational objectives like viability, stability and growth can be achieved through training. Training is important as it constitutes significant part of management control.

BENEFITS OF TRAINING

Benefits of training are mult-faceted. Training benefits an organisation, individual and the formulation of policies and in maintenance of relations. These benefits are; 

How training benefits an organisation

· Leads to improved profitability and/or more positive attitudes towards profits orientation

· Improves the job knowledge and skills of all levels of the organisation

· Improves the morale of the workforce

· Helps people to identify organisational goals

· Helps to create a better corporate image

· Fosters authenticity, openness and trust

· Improves the relationship between boss and subordinates

· Aids in organisational development

· Learns from trainees

· Helps prepare guidelines for work

· Aids in understanding and carrying out organisational policies

· Provides information for future needs in all areas of the organisation

· Organisation gets more effective decision-making and  problem solving

· Aids development for promotion within

·  Aids in developing leadership skill, motivation, loyalty, better attitudes, and other aspects that successful makers and managers usually display

· Aids in increasing productivity and/or quality of work

· Helps to keep costs down in many areas e.g Administration, production, personnel etc

· Develops sense of responsibility to the organisation for being competent and knowledgeable

·  Improves labour management relations

· Reduces outside consultation costs by utilizing competent internal consulting

· Stimulates preventive management as opposed to putting out fires

· Eliminates sub-optimal behaviour

· Creates an appropriate climate for growth and communication

· Aids in improving organisational communication

· Helps employees adjust to change

· Aids in handling conflict, thereby helping to prevent stress and tension

Benefits to the Individual Which In Turn Ultimately Should Benefit the Organisation 

· Helps the individuals in making better decision and effective problem solving

· Through training and development, motivational variables of recognition, achievement, growth, responsibility and achievement are internalized and operationalised

· Aids in encouraging and achieving self-development and self confidence

· Helps a person handle stress, tension, frustration and conflict

· Provides information for improving leadership knowledge, communication skills, and attitude

· Increases job satisfaction and recognition

· Moves a person toward personal goals while improving interactive skills

· Satisfies personal needs of their trainer or trainees

· Helps a person develop speaking, listening, writing skills when exercises are required

· Helps to eliminate fearing in attempting new tasks

Benefits in Human Relations, Intra and Intergroup Relations and Policy Implementation

· Improves communication between groups and individuals

· Aids in orientation for new employees and those taking new jobs through transfers or promotions

· Provides information on equal opportunity and affirmative action

· Provides information on other government laws and administrative policies

· Improve interpersonal skills

· Makes organisational policies, rules and regulations viable

· Improves morale

· Builds cohesiveness in groups

· Provides a good climate for learning, growth  and coordination

·  Makes the organisation a better place to work and live

The increasing competition, among other things increases the significance of training. Training matches employees with the jobs from time to time. Further trained employees invite organisational change and ready to take up any organisational assignment. The success of any organisation, to the greater extent depends on the amount, qualitative and timely training provided by an organisation. More so, the importance of training can also be viewed from the need of training and the advantages of training.

NEED FOR TRAINING

Every organisation, big or small, productive or non-productive, economic or social, old or newly established should provide training regardless of their qualification, skill, and suitability for the job. Thus, no organisation can choose whether or not to train employees.

Training is not something that is done once to new employees; it is used continuously in every well run organisation. Further, the technological changes, automation, require updating skills and knowledge. Such an organisation has to retrain the old employees. Specifically, the need for training arises due to the following reasons:

a. To match employee specifications with the job requirements and organisational needs: an employee’s specification may not exactly suit to the requirements of the job and the organisation irrespective of his past experience, qualifications, skills, and knowledge. Thus, every management finds deviations between present employees’ specifications and job requirements and organisational needs. Training is needed to fill these gaps by developing and molding the employees’ skills, knowledge, attitude, aptitude, behaviour etc, to the tune of the requirements and organisational needs.

b. Organisational viability and transformation process: The primary goal of most organisations is their viability is continuously influenced by environmental pressure. If the organisation does not adopt itself to the changing factors in the environment, it will lose its market share. If the organisation desires to adopt these changes, first it has to train employees to impart specific skills and knowledge in order to enable them to contribute to the organisational efficiency and cope up with the changing environment. In addition, it provides continuity to the organisational process and development. 

c. Technological advances: every organisation in order to survive and to be effective should adopt the latest technology i.e., mechanization, computerization and automation. Adoption of the latest technological means and methods will not be complete till they are manned by employees possessing skill to operate them. So, organisation should train employees to enrich them in areas of technical skills and knowledge from time to time.

d. Organisational complexity: with the emergence of increased mechanization and automation, manufacturing of multiple products and by-products or dealing in services of diversified lines, extension of operation to various regions of the country or in overseas countries, organisation of most companies has become complex.  This leads to growth in number and kind of employees and layers in organisational hierarchy. This creates the complex problems of co-ordination and integration of activities adoptable for and adoptable to the expanding and diversifying situation, integration and adaptability to the requirements of growth, diversification and expansion.

e. Human relations: trends in approach towards personnel management has changed from the commodity approach to partnership approach, crossing human relations approach. So today, management of the most organisations has to maintain human relations besides maintaining sound industrial relations although hitherto the managers are not accustomed to deal with the workers accordingly. So, training in human relations is necessary to deal with human problems and to maintain human relations. 

f. Change in the job assignment: training is also necessary when the existing employee is promoted to the higher level in the organisation and there is some new job or occupation due to transfer. Training is also necessary to equip old employees with the advanced disciplines, techniques or technology. 

The need for training also arises to:

· Increase productivity

· Improved quality of a product/service

· Help the company to fulfill its future personnel needs

· Improve organisational climate

· Improve health and safety

· Prevent obsolescence

· Effect personnel growth

· Minimize resistance to change

TRAINING OBJECTIVES

Generally, line managers ask the personnel managers to formulate the training policies. The personnel managers formulate the following training objectives in keeping with the firm’s goals and objectives. These include the following.

a. To prepare the employees both old and new to meet the present as well as changing requirements of the jobs and the organisation.

b. To prevent obsolescence

c. To impart new entrants the basic knowledge and skills they need for intelligent performance definite jobs.

d. To prepare employees for higher level tasks

e. To assist employees to function more effectively in their present positions by exposing them to the latest concepts, information and techniques and developing skills they will need in their particular fields.

f. To build up a second line of competent officers and prepare them to occupy more responsible positions.

g. To broaden the minds of senior managers by providing them with opportunities for an interchange of experiences within and outside with a view to correcting the narrowness of outlook that may arise from over specialization.

h. To develop the potentialities of people for the next level job.

i. To ensure smooth and efficient working of a department

j. To ensure economical output of required quality.

k. To promote individual and collective morale, a sense of responsibility, co-0perative attitudes and good relationships.

STAGES IN TRAINING

Training should be conducted in a systematic order to derive expected benefits from it. Training system involves four stages Viz., needs assessment, designing training program, implementation of training program and evaluation of training program as illustrated in table2.
	Table2.                                                                     TRAINING STAGES

	Stage-1


Needs assessment
	Stage 2

Program design
	Stage-3

Implementation
	Stage-4 

Evaluation

	· Organisational analysis

· Departmental analysis

· Job analysis

· Employee analysis
	· Instructional objectives

· Learning principles

· Teaching principles

· Training principles

· Content design
	· On-the-job method

· Off-the-job method

· Features of an instructor

· Conduct the program
	· Reactions

· Learning

· Job behaviour

· Organisation

· Ultimate Value


Stage-1: Assessment of training needs

Training needs are identified on the basis of organisational, job and man analysis. Training programme, training methods and course content are to be planned on the basis of training needs. Training needs are those aspects necessary to perform a job in an organisation in which employee is lacking attitude/aptitude, knowledge, skills etc.

Training needs =job and organisational requirements minus employees specifications.

Training needs can be identified through identifying the organisational needs based on the following:

a. Organisational analysis: This includes analysis of objectives, resource utilization, and environment scanning and organisational climate. Organisational strength and weakness in different areas like accidents, excessive scrap, frequent breakage of machinery, excessive labour turn over, market share, and other marketing areas, quality and quantity of the output, production schedule, raw materials and other production areas, personal, finance etc.

b. Departmental analysis: departmental strength and weakness including special problems of the department or a common problem of the group of employees like acquiring skills and knowledge in operating computer by accounting personnel.

c. Job/Role analysis: this includes study of jobs /roles, design of jobs due to changes, job enlargement and job enrichment, etc.

d. Employee analysis: individual strengths and weakness in the areas of job knowledge, skill, etc  (table 3)

Assessment methods

The following methods are used to assess the training needs;

a. Organisational requirements/weakness. 

b. Departmental requirements/ weakness.

c. Job specifications and employee specifications.

d. Identifying specific problems.

e. Anticipating future problems.

f. Management’s requests.

g. Observation.

h. interviews

i. group conferences

j. questionnaires surveys

k. Text or examinations.

l. Check lists.

m. Performance appraisal.

	Table 3                              Methods used in training needs analysis                  

	Group or organisational analysis
	Individual analysis

	· Group or organisational analysis

· Organisational goals and objectives     

· Personnel/skills inventories

· Organisational climate indices              

· MBO or work planning systems            

· Efficiency indices    

· Exit interviews   

· Quality circles   

·  Customer survey/satisfaction data    

· Consideration of current and projected changes

· Training content for different categories of employees                                                               
	· individual analysis

· performance appraisal

· work sampling

· rating scales

· attitude survey

· questionnaires

· work sampling

· interviews

· interviews


  Training methods and content may not be the same for different categories of employees. As such management has to train the employees of different categories in different areas and through different methods based on the job analysis. Training methods and content for a few jobs are discussed hereunder with a view to giving an idea to the reader.

Supervisory Training

Supervisors mostly learn to supervise under the guidance of a manager. Hence, the emphasis should be on the job training methods. These methods can be supplemented by various off the job training methods. Course content of training to this category include: production control, organisation methods, work/activity control, method study, time study, job evaluation, company policies and practices, personnel policies, procedures, programmes, training the subordinate, grievance handling, disciplinary procedure, communication, effective instruction, report writing, performance appraisal, personnel records, dealing with absenteeism, labour turn-over, industrial and labour laws, leadership qualities etc.

Sales Training

Emphasis should be towards on the job as well as off-job training methods in training the sales personnel. Course content include job knowledge, organisational knowledge, knowledge about the company products, customers, competitors, sales administration procedures, law concerning sales, special skills like prospecting, making presentations, handling, objections, closing the sales etc. employee attitudes such as loyalty to the company and trust in the company products, understanding and tolerance with regard to potential and existing customers.

Clerical Training

Emphasis may be given on the off-job training in training the clerical personnel. The training content includes organisation and methods, company policies, procedures and programmes, background knowledge of the company, forms, reports, written communication, clerical aptitude, maintaining ledgers, records etc.

Learning and Teaching

The training programme will not be effective if the trainer is poorly qualified or ill-equipped with the technical aspect of the content or if he lacks aptitude for teaching and teaching skills. Training comprises of mainly learning and teaching. Training principles can be studied through the principles of learning and teaching.     
Stage-2: designing the training proramme. 
After assessing the training needs, the organization has to design the training programme that would meet the needs. The success of designing the training programme depends on the accurate training needs assessment and designing the training programme based on the needs. Design of the training programme should focus on: (I) Instructional objectives, (ii) Principles of learning and teaching, (iii) Principles of training, (iv) Characteristics of the instructor, and (v) Content of the program.

Instructional objectives

Instructional objectives specify the skills, knowledge, talents and competency to be acquired, attitudes, values, and beliefs to be changed and behavior to be modified. Performance-centred instructional objective is widely used as it provides the skills, knowledge and behavior required to the employee and the performance appraisal would be unbiased.

Thus, instructional objectives should be based on the intended performance objectives/results and the results expected from the instruction, Instructional objectives, in turn, help to select training material and training methods.

Learning Principles
Models of human learning are studied in order to find out the reasons for fast accurate learning. The principles of learning developed by Sikula are as follows:

(a) All human beings can learn.

(b) An individual must be motivated to learn.

(c) Learning is active but not passive.

(d) Learners may acquire knowledge more rapidly with guidance. Feedback ensures improvement in speed and accuracy of learning. 

(e) Appropriate material (like case studies, tools, problems, reading etc.) should be provided.

(f) Time must be provided to practice learning.

(g) Learning methods should be varied. Variety of methods should be introduced to offset fatigue and boredom.

(h)  The learner must secure satisfaction from learning. Education must fulfill human needs, desires and expectations. 

(i) Learners need reinforcement of correct behavior.

(j)  Standards of performance should be set for the learner.

(k) Different levels of learning exist.

(l)  Learning is an adjustment on the part of an individual.

(m)  Individual differences ploy a large port in effectiveness of the learning process.

(n)  Learning is a cumulative process.

(o)  Ego involvement is widely regarded as a major factor in learning.

(p) The rate of learning decreases when complex skills ore involved.

(q) Learning is closely related to attention and concentration.

(r) Learning involves long-run retention and immediate acquisition of knowledge.

(s) Accuracy deserves generally more emphasis than speed.

(t) Learning should be relatively based.

(u) Learning should be a goal-oriented.

Learning Patterns 

Trainers need some understanding of the patterns in which new skills are learned. The employee is likely to find himself unusually clumsy during the early stages of learning. This can be called discouraging stage. After the employee adjusts himself to the environment, he learns at a fast rate. A ‘plateau’ develops after the lapse of more training time due to a loss of motivation and lack of break in training schedule and time. The trainee reaches the next stage when he is motivated by the trainer and/or some break or pause in lime and training process is given. The trainee at this stage learns at a fast rate.

Characteristics of Learning Process

(1) - Learning is a continuous process.

(2) People learn through their actual personal experience, simulated experience and from others experience (by using the knowledge which represents experience of others).

(3) People learn step by step, from known to unknown and simple to complex as shown in Fig.

(4) There is a need for repetition in teaching to improve skill and to learn perfectly.

(5) Practice makes a man perfect. Hence, opportunity should be created to use, transfer the skills, knowledge and abilities acquired through learning. It gives satisfaction to the learner.

(6)Conflicts in Learning: Conflict in learning arises when the trainer knows or has developed some habits which are incorrect in terms of the method being learned.

Learning Stages: Simple to Complex

Learning Problems

The instructor should have the knowledge of the possible learning problems. He should identify the problems of trainees and take steps to solve them. The possible learning problems ore:

(a) Lack of knowledge, skill, aptitude and favorable attitude.

(b) Knowledge and skill not being applied,

(c) Existence of anti-learning factors: Most operational situations contain a number of elements which will restrict the development of learning regardless the methods employed.

(d) Psychological problems like fear and shyness.

(e) Inability to transfer of learning to operational situation.

(f) Heavy dependence on repetition, demonstration and practice.

(g) Unwilling to change.

(h) Lack of interest about the knowledge of results.

(i) Absence of self-motivation.

(j) Negative attitude about involvement and participation.

Teaching Principles

In addition to learning principles, teaching principles should also be taken core of for effective training:

(a) The employee must be taught to practice only the correct method of work.

(b) Job analysis and motion study techniques should be used.

(c) Job training under actual working conditions should be preferred to class room training.

(d) Emphasis should be given more on accuracy than speed.

(e) Teaching should be at different time-intervals.

(f) It should be recognized that it is easier to train young workers than old workers due to decreasing adaptability with the increase in age.

(g) First establish the best way of doing a job — use job analysis and/or time and motion study techniques.

(h) Follow the principles of best movements in work.

(i) Job training under actual working conditions is superior to classroom and formal training.

Principles of Training

Providing training in the knowledge of different skills is a complex process. A number of principles have been evolved which can be followed as guidelines by the trainees. Some of them are as follows: —

 (1) Motivation: As the effectiveness of an employee depends on how well he is motivated by management to management, the effectiveness of learning also depends on motivation. In other words, the trainee will acquire a new skill or knowledge thoroughly and quickly if he or she is highly motivated. Thus, the training must be related to the desires of the trainee such as more wages or better job, recognition, status, promotion etc. The trainer should find out the proper ways to motivate experienced employees who are already enjoying better facilities in case of re-training.

(2) Progress Information: It has been found by various research studies that there is a relation- between learning rapidly and effectively and providing right information specifically, and as such the trainer should not give excessive information or information that can be misinterpreted. The’ trainee also wants to learn a new skill without much difficulty and without handing too much or receiving excessive information or wrong type of progressive information. So, the trainer has to provide only the required amount of progressive information specifically to the trainee.

(3) Reinforcement: The effectiveness of the trainee in learning new skills or acquiring new- knowledge should be reinforced by means of rewords and punishments. Examples of positive reinforcement are promotions, rise in pay, praise etc. Punishments are also called negative reinforcements. Management should take core to award the successful trainees.

The management can punish the trainees whose behavior is undesirable. But the consequences of such punishments have their long run ill effect on the trainer as well as on the management. Hence, the management should take much care in case of negative reinforcements.

(4) Practice: A trainee should actively participate is the training programmes in order to make the learning programme an effective one. Continuous and long practice is highly essential fat effective learning. Jobs are broken down into elements from which the fundamental physical, sensory and mental skills are extracted. Training exercises should be provided for each skill.

(5) Full vs. Part: It is not clear whether it is best to teach the complete job at a stretch or dividing the job into parts and teaching each part at a time. If the job is complex and requires little too long to learn, it is better to teach part of the job separately and then put the parts together into an effective complete job. Generally the training process should start from the known and proceed to the unknown and from the easy to the difficult when parts ore taught. However, the trainer has to teach the trainees based on his judgment on their motivation and convenience.

(6) Individual Differences: Individual training is costly, and group training is economically viable and advantageous to the organization. But individuals vary in intelligence and aptitude from person to person. So the trainer has to adjust the training programme to the individual abilities and aptitude. In addition, individual teaching machines and adjustments of differences should be provided.

Areas of Training

Organizations provide training to their employees in the following areas:

(1) Company policies and procedures;

(2) Specific skills;

(3) Human relations;

(4) Problem solving;

(5) Managerial and supervisory skills; and

(6) Apprentice training.

(1) Company Policies and Procedures: This area of training is to be provided with a view to acquainting the new employee with the Company Rules, Practices, Procedures, Tradition, Management, Organization Structure, Environment Product/Services offered by the company etc.

This acquaintance enables the new employee to adjust himself with the changing situations. Information regarding company rules and policies creates favorable attitudes of confidence in the minds of new employee about the company and its products/services, as well as it develops in him a sense of respect for the existing employees of the company and the like. The company also provides first hand information to the employee about the skills needed by the company, its development programmes, quality of products/services and the like. This enables the new employees to know his share of contribution to the organization’s growth and development.

(2) Training in Specific Skills: This area of training is to enable the employee to be more effective on the job. The trainer trains the employee regarding various skills necessary to do the actual job. For example, the clerk in the bank should be trained in the skills of making entries correctly in the ledger and arithmetical calculations, quick comparison of figures, entries and the like. Similarly, the technical officers are to be trained in the skills of project appraisal, supervision, follow-up and the like.

(3) Human Relations Training: Human relations’ training assumes greater significance in organizations as employees have to maintain human relations not only with other employees but also with their customers. Employees are to be trained in the areas of self-learning, interpersonal competence, group dynamics, perception, leadership styles, motivation, grievance redressal, disciplinary procedure, and the like. This training enables the employees for better team work, which leads to improved efficiency and productivity of the organization.

(4) Problem Solving Training: Most of the organizational problems are common to the employees dealing with the same activity at different levels of the organization. Further some of the problems al different managers may have the same root cause. Hence, management may call together all managerial personnel to discuss common problems so as to arrive at effective solutions across the table. This not only helps in solving the problems but also serves as a forum for the exchange of ideas and information that could be utilized. The trainer has to organize such meetings, train and encourage the trainees to participate actively in such meetings.

(5) Managerial and Supervisory Training: Even the non-managers sometimes perform managerial and supervisory functions like planning, decision-making, organizing, maintaining interpersonal relations, directing and controlling. Hence, management has to train lice employee in managerial and supervisory skills also.

 (6) Apprentice Training: The Apprentice Act, 1961 requires industrial units of specified industries to provide training in basic skills and knowledge in spe.ied trades educated unemployed apprentices with a view to improving their employment opportunities or to enable them to start the own industry. This type of training generally ranges between one year to four years. This training generally used for providing technical knowledge in the areas like trades, crafts etc.

(D) STAGE-3: IMPLEMENTATION

After designing the training program and making the instructor and trainees ready, the instructor has to implement the training programme. Care should be taken in choosing training methods on ‘the rubber should-meet-the-road’ in implementing programme.

Training Methods 

As a result of research in the field of training, a number of programmes are available. Some of these ore new methods, while others are improvements over the traditional methods. The training programmes commonly used to train operative and supervisor,’ personnel are discussed below .These programmes are classified into on-the-job and off-the-job training programmes as show.

On-The-Job Training Methods

This type of training, also known as lob instruction training, is the most commonly used meth under this method; the individual is placed on a regular job and taught the skills necessary to perform that job. The trainee learns under the supervision and guidance of a qualified worker instructor. On-the-job training has the advantage of giving firsthand knowledge and experience under actual working conditions. While the trainee learns how to perform a job, he is also regular worker rendering the services for which he is paid. The problem of transfer of trainee is also minimized as the person learns on-ihe.job. The emphasis is placed on rendering services in the most effective manner rather than learning how to perform the job. On-the-job training methods include job rotation coaching, job instruction or training through step-by-step, and commit assignments.

(a)Job Rotation: This type of training involves the movement of the trainee from one 1ob another. The trainee receives job knowledge and gains experience from his supervisor or trainer each of the different job assignments. Though this method of training is common in training manage for general management positions, trainees can also be rotated from job to job in workshop jobs.

This method gives an opportunity to the trainee to understand the problems of employees on other jobs and respect them.

(b) Coaching: The trainee is placed under a particular supervisor who functions as a coach in training the individual. The supervisor provides feedback to the trainee on his performance and offers him some suggestions for improvement. Often the trainee shares some of the duties and responsibilities of the coach and relieves him of his burden. A limitation of this method of training is that the trainee may not have the freedom or opportunity to express his own ideas.

(c) Job Instruction: This method is also known as training through step by step. Under this method, trainer explains the trainee the way of doing the jobs, job knowledge and skills and allows him to do the job. The trainer appraises the performance of the trainee, provides feedback information and corrects the trainee.

(d) Committee Assignments: Under the committee assignment, group of trainees are given and asked to solve an actual organizational problem. The trainees solve the problem jointly. It develops team work.

Internship

Internship is one f the on-the-job training method. Individuals entering industry in skilled trade like machinist, electrician and laboratory technician ore provided with thorough instruction though theoretical and practical aspects. For example, TISCO, TELCO and BHEL select the candidates from polytechnics, engineering colleges and management institutions and provide apprenticeship training. Apprenticeship training programmes are jointly sponsored by colleges, universities and industrial organizations to provide the opportunity to the students to gain real-life experience as well as employment. 

Most of the Universities and Colleges encourage students for internship as port of the curriculum as it is beneficial to all concerned.

Benefits to Students:

· Practical knowledge and exposure

· Higher initial salaries faster promotions

· Quick job orientation

Benefits far Universities:

· Touch with market place

· Improvement in Recruitment chances

· Improvement in attraction of quality students

Benefits to potential Employers:

· Competent assistance

· Opportunity to evaluate potential employees

· No obligation to continue relationship at the end of internship

· Reduce recruitment expenses.

MAXIMIZING LEARNING. 

 In this lecture we will discuss how a learning process can be maximized in terms of learning. As we know that training is a learning process we should know the basic learning principles that can be helpful in making training process more effective. We will also discuss the HRD that is, Human Resource Development in detail as well. 

C.   Maximizing Learning: 

Learning can be maximized by considering the basic principles of learning. That will be discussed later.

D. Selecting the Stage for Learning.

Effective learning requires two things (1) Clear Task Instructions that what is going to be learnt how and what is its importance and the (2) is Model Appropriate Behavior. When ever the training need is assessed, it should be translated to behavioral objective and trainer should try to present the results in behavioral terms. This will be contributing towards quality training and effective learning.

E. Maintaining Performance after Training

Effective training can raise performance, improve morale, and increase an organization's potential. Poor, inappropriate, or inadequate training can be a source of frustration for everyone involved. To maximize the benefits of training, managers must closely monitor the training process. Developing learning points, to assist knowledge retention, Setting specific goals, identifying appropriate reinforces and teaching trainees, self-management skills can help organizations to maintain performance after training.

F. Following up on Training:

Any training or development implemented in an organization must be cost effective. That is the benefits gained by such programs must outweigh the cost associated with providing the learning experience.

Training to be more effective, is supposed to be followed with careful evaluation. Evaluation methods are discussed in the previous lecture. Different techniques and approaches can be used to evaluate the training program and, if required at any level, revisions and redesigning should not be avoided. It is not enough to merely assume that any training effort of an organization is effective; we must develop substantive data to determine whether our training effort is achieving its goals- that is, if it’s correcting the deficiencies in skills, knowledge or attitudes that were assessed in needing attention. Training programs are expensive. The cost incurred alone justify evaluating the effectiveness.

RECORDS MANAGEMENT:

RALEIGH - All employers maintain some type of personnel records, whether it is simply those required by the government or those that are used for additional purposes. It makes good business sense to have accurate information on all employees handy and organized, and there are times when documentation of an employee's work history and performance can be of critical importance to the employer. What records are maintained and how they are retained, however, can make a significant difference.

Records Policy

The employer should have a written policy governing what information will be placed into personnel files, as well as in what manner and for how long the records will be maintained. The policy should define "personnel file" so that there is no confusion as to the identity of the file and where it should be stored to prevent unauthorized access. The written policy also should state where, when, how often, and under what circumstances, if any, employees may view and/or copy their own personnel file. If review is permitted, the policy also should provide a process whereby an employee can rebut or challenge information contained in the file or request that information be added to the file to explain information that could be interpreted as adverse to the employee.

Supervisors often want to keep a separate working file for each of their employees, which may include work samples, notes about discussions with employees, or feedback from customers and/or vendors. They want "memory joggers" so that discussions with an employee (such as during an annual performance review) will be as specific as possible. Such "shadow files" should be highly discouraged, as critical information in these files may not always make it into the employee's official personnel file. This is especially important when an employee has more than one supervisor and each supervisor needs equal access to all information regarding that employee. Further, the existence of shadow files inadvertently may create an atmosphere of distrust; employees then may question the necessity of and purpose behind information being kept but being withheld from their official personnel files. However, if supervisors are allowed to keep such working files, they must be used only for their stated, limited purposes, with material being incorporated into evaluations or other formal documents for inclusion in the official personnel file in a timely manner.

Preparation of File Contents

All persons contributing materials to a personnel file should be trained on how to take good notes, including how to exclude subjective references that may suggest bias. These persons need to understand that any notes on any employee, whether or not placed in official personnel files, are discoverable in litigation.

Maintenance and Disclosure of Personnel Files 

A single individual in the human resources ("HR") office of the business, along with a single alternate, should be specifically designated as being responsible for personnel files. All personnel records should be kept under lock and key, with special consideration given to employment and non-competition agreements. Given the importance of these documents, an employer should consider maintaining back-up copies in a different location or at its attorney's office.

Since personnel files may contain confidential and sensitive information, access to such files should be granted to non-HR personnel on a "need-to-know" basis only. For example, a supervisor may need to review performance evaluations to determine whether to promote an employee, but may not need access to other personnel records pertaining to the employee. A log should be kept of everyone who views the personnel file, the specific access granted, the date of viewing, and the start/stop time. This information will help the employer defend against any legal action by an employee later claiming that negative employment actions were based on impermissible information.

In order to protect against identity theft, consideration should be given to assigning employee numbers to personnel files instead of using the employees' social security numbers. For the same reason, any paperless personnel files should be password protected, with passwords only being given to the two designees described above, and with passwords changed no less frequently than every six months. Further, to the extent commercially reasonable, personnel information should not be transmitted via e-mail or discussed over a cell phone due to the increased opportunities for unauthorized receipt or interception.

Access and Review of Files by Employees
In North Carolina, personnel files for non-governmental entities are the property of the employer, and employers may establish their own policy regarding employee access to the files, provided that such policy is applied uniformly to all employees. If access will be granted to employees, the opportunity for the review normally should be provided as soon after the employee's request as is reasonably practicable and convenient for the employer. An HR representative should be present at all times during each review in order to ensure that the employee does not insert or remove documents from the file. The HR representative should keep a log of all copies made. While the HR representative, and not the employee, should make any requested copies, the log creates an easy checklist to ensure all originals are returned to the personnel file. 

Employers may wish to consider having any employee who reviews his or her personnel file to certify the accuracy of the information contained in it. Such certification can be added to the file after the review and is an easy way to combat an employee's later allegations of impropriety in recordkeeping. If, on the other hand, the employee finds something in the file that he or she considers to be incorrect or incomplete, there should a procedure for the employer to consider any proposed correction or addition to the file. Utilizing a separate procedure allows the employer to evaluate each challenge/request independently and validates each review as being objective if all requests are handled in the exact same manner. 

Retention

Federal law generally requires that personnel records be retained for the term of employment plus one year. Beyond that, specific documents kept within a personnel file may be subject to their own, longer document retention period. Generally, the maximum period for retention is six years unless there is a longer statute of limitations for written contracts or other causes of action. Payroll records may be helpful in defending against an IRS audit, so the employer may wish to retain those records longer. Employers must balance the expense of retaining old records against the risk of destroying files that could be used to protect the employer against any claims that may arise after destruction of the files. 

For job applicants who are not hired, federal non-discrimination laws generally impose a relatively short timeframe for maintenance, typically one year. It may be beneficial, however, to maintain the files for at least two years because one of the best ways to combat a failure-to-hire type claim is to have evidence of other applicants who were not hired for the same legitimate reason. For the same reason, employers also should keep any related advertising materials and resumes received for the same period of time.

Summary

Whatever policy the employer develops, it must be followed all the time for all employees and all applicants. Documents destroyed ahead of schedule may imply a "cover-up" by the employer. In specific instances, employers should consult an attorney to determine if additional legal requirements particular to the employer's situation mandate keeping personnel files for a longer period of time or handling them in a different manner.

Human Resources
It’s vital to keep your Human Resources department running smoothly, yet the documents, files and information associated with each employee can be staggering - and the filing, organization and storage requirements to manage all of this information almost unbearable.

The solution to this dilemma is our Human Resource Document Management (HRDM) software.  It lets you store, track and retrieve every detail and document associated with your employees –past, present and future.  The advanced SQL design, using our own WinOcular object management engine, makes it the perfect complement to your existing HRMS thus ensuring a comprehensive and seamless fit with your existing information systems.  Stand-alone, or integrated, HRDM is the leading tool for organizing and maintaining documents related to your employees.

How it works:
WinOcular consolidates all different types of information into electronic form and then allows for fast, multi-user retrieval.  The easy-to-use queries take the effort out finding the information later on.  Whether the item of information is an image of an application form or a computer printout from the employee profit-sharing statement, all of this information is organized, managed and archived with the Human Resources Document Management system.

Records for each employee include their name, social security number, department, hire date, termination date and employment status.  

You organize your documents into unique Folders.  Example folders include: Resumes, Medical records, Licenses and Certifications, Performance appraisals, Drug tests, Insurance, etc.  You may create as many folders as appropriate for your needs.

Quick Benefits:
· All Human Resource records are integrated into one database 

· Multi-user access 

· Clerical time required to scan and index items is less than half of that required to manually file and retrieve folders of information 

· Eliminates the burden of paper storage 

· Simplifies Searching for Documents 

· Folders cannot be misfiled or lost 

· Guards against misfiled, misplaced or lost documents 

· Documents secured by document sensitivity and user access levels 

· Designed for Image Archiving technology: DVD, CD-ROM and Network Access Storage 

HRDM gives you control over the Document Management process by providing these primary functions

· Data Organization –Locate your Objects (images, scanned documents, .doc files, etc) in unique folders 

· High-volume scanning tools – Designed for ease of use with automated data capture and batch functionality 

· Attachments –Link files and documents to employee documents 

· Image Annotation –highlight or redact areas of each document 

· Workflow Routing –Distribute files to others and log each step of the process 

·  Fast-Find and Search tools – The innovative Query-maker makes it easy for even computer novices to create, save and re-use advanced SQL searches 

·  Security – Ensure privacy with enhanced user access levels and document sensitivity profiles 

Combined Computer Resources, Inc. has applied years of experience to develop a Human Resources Document Management solution that works the way you need it to work.  Every stage of the process has been streamlined to reduce effort and maximize your time.  

Our client services team will help you plan the implementation, offer suggestions wherever appropriate and work to ensure that you get the results you expect from a premium product.

The HR details:
Organizing your files, scanned documents and other employee information:
HRDM allows you to build folders to organize all of your data objects (Images, documents, etc).  These are completely user-definable –but might typically include the following:

· Medical Files 

· Insurance 

· Performance evaluations 

· Correspondence 

· Training 

· Certificates, Transcripts & Diplomas 

· Resumes 

· Military records 

· As many, or as few, as you need, you can add more at any time! 

Scanning Optimizations:
Combined Computer Resources, Inc. recognizes that the less work it requires to enter and update scanned images, the more effective your system will be.  To this end, we have overcome the major challenges associated with high-volume scanning with the following four innovations:

· Optimized OCR windows 

· Batch optimizations for automatic indexing by document type, category type and scan date 

· On-screen view and data update 

· Multiple-image select and define 

The OCR functions allow you to capture specific windows of data and then automatically process the pages based on that info, the Batch optimizations let you run high-volumes of pages through the scanner and have pre-set information assigned to each document.  The on-screen viewing tools let you see the scanned document and manually enter additional information –never forcing you to refer to the original document.  Finally, the Multi-image select tools let you view thumbnails of the documents, select any number of them and then assign similar information –all with the click of a mouse.

 
Attachments
Each Object (Images, scanned documents, files, etc) can have additional information attached to them.  Thus, when looking up records, you’ll find not only the employee information based on your query, you’ll also find all the additional objects that have been attached to them.  In other words, an image of an employee's evaluation may have a word processing document attached to it with information for future reference.  

 
Image Annotation
HRDM lets you add approval stamps, highlight sections of a document with yellow notes fields, or redact areas of images by hiding them with black or white boxes.  These annotations ensure that important sections receive the attention they need while private information is securely blocked from unauthorized viewers.  All annotations include public and private access flags to manage the secured viewing rights.

 
Distribution
You can route objects to individual users or a distribution list of users for further action.  HRDM automatically logs every event with a time and date-stamp, ensuring an accurate tracking and event history.  

 

When users receive the object, they can view, annotate or revise the object as necessary–with the distribution manager function logging every activity.  This user-initiated workflow provides an effective way to track and review progress on projects and assignments.

 
Fast Find and Search
Recognizing that school administrators and Principals are busy people who need information quickly and with a minimum of hassle, CCR, Inc. has developed an advanced, yet easy-to-use SQL query tool. Advanced searches are as easy as point-and-click.  

 

In just a few moments, you can find every type of information for any employee –and all the files, images, documents and data that are linked to their record.  The relational database makes mining the data easy, and will save you time and effort.

 

Additionally, users can save their searches publicly for others to use, or as private tools for themselves.  They can even store the results of a search, publicly or privately, and refer back to that information at any time.

 
Security
Multiple levels of security protect sensitive documents and files from unauthorized viewers.   Each user has a security access level and each document has a sensitivity level.  Depending upon the access level of the user, they will see only the list of documents that is appropriate for their security access level.

 

Your system administrator controls all user names, passwords, security access levels and document sensitivity levels.

 

Technical Features:
· Variable user defined index fields by subject type 

· Field validation for critical index fields 

· User defined Subject & Document types 

· Powerful queries using index fields in conjunction with Word-In-Text searching 

· Save queries for use at a later time 

· Compatible with ALL Image, file and document formats including word processing & text formats 

· Microsoft Windows® NT, 2000 and XP operating environments 

· SQL compliant database 

· High Speed Image printing 

· Document archival to File Server, Tape, CD-ROM, DVD-ROM, DVD-RAM or other optical media 

 

PERFORMANCE MANAGEMENT

Individual and Organizational Perspectives on Career Planning:

Effective career planning, that is ensured with monitoring to record the failures and successes, provides continuous chances and opportunities to employees towards career development that will definitely produce more committed and effective workforce.

Performance:

Performance can be defined as efforts along with the ability to put efforts supported with the organizational policies in order to achieve certain objectives.

Performance is the function of:

a) Ability: The basic skills possessed by the individual that are required to give certain performance enhances the level of performance.

b) Motivation: Activities in HRM concerned with helping employees exert high energy levels and to get performance in desirable direction.

c) Opportunity: Circumstances under which performance is made they can be ideal or vice versa.

I. Determinants of Job Performance

There are three basic determinants of the job they are as following:

1)     Willingness to perform: If employee is performing tasks and responsibilities in the organization with willingness level of the performance will be high and will be up to the standards.  

2)     Capacity to Perform: If the basic qualifications abilities   and      skills   required     performing    specific    tasks    are possessed by the employees the level of performance will   be in accordance with the set standards and vice versa.                                        

3)     Opportunity   to   Perform:   Favorable   circumstances   and opportunities to perform the challenging tasks which are  more  contributory    towards achievement         of    the organization’s   mission   and   objective   can   be   reasons   to  have more effective performance from employees.

  II. Sample Core Performance Indicators

These indicators are used to measure Organizational Effectiveness. Researchers see primary management tasks as control, innovation, and efficiency. Control means dominating the external environment, attracting resources, and using political processes. Innovation entails developing skills to discover new products and processes and designing adaptable structures and cultures. Efficiency involves developing modern plants for rapid, low-cost production, fast distribution, and high productivity.

a. The External Resource Approach: Control

Using the external resource approach, managers evaluate a firm’s ability to manage and control the external environment. Indicators include stock price, profitability, return on investment, and the quality of a company’s products. An important factor is management’s ability to perceive and respond to environmental change. Stakeholders value aggressiveness and an entrepreneurial spirit.

              b. The Internal Systems Approach: Innovation

Using the internal systems approach, managers evaluate organizational effectiveness. Structure and culture should foster flexibility and rapid response to market changes. Flexibility fosters innovation. Innovation is measured by the time needed for decision making, production, and coordinating activities.

              c. The Technical Approach: Efficiency

The technical approach is used to evaluate efficiency. Effectiveness is measured by productivity and efficiency (ratio of outputs to inputs). Productivity gains include increased production or cost reduction. Productivity is measured at all stages of production. Service companies could measure sales per employee or

the ratio of goods sold to goods returned. Employee motivation is an important factor in productivity and efficiency.

              d. Measuring Effectiveness: Organizational Goals

Organizational effectiveness is evaluated by both official and operative goals. Official goals are the formal mission of an organization. Operative goals are specific long-term and short-term goals that direct tasks.

Managers use operative goals to measure effectiveness. To measure control, managers examine market share and costs; to measure innovation, they review decision-making time. To measure efficiency, they use benchmarking to compare the company to competitors. A company may be effective in one area and ineffective in another. Operative goals must be consistent with official goals.

Why is performance measured? 

• Enhances motivation & productivity 

• Assists in validation studies 

• Detects problems                         

• Helps evaluate change efforts 

• Provides basis for making decisions 

 • Differentiates employees in job-related areas 

• Helps ensure legal compliance 

IV. Performance Management

A process that significantly affects organizational success by having managers and employees work together to set expectations, review results, and reward performance. Performance management is a means of getting better results… by understanding and managing performance within an agreed framework of planned goals, standards and competence requirements. It is a process to establish a shared understanding about what is to be achieved, and an approach to managing and developing people so that it will be achieved. The Goal of measuring performance is to improve the effectiveness & efficiency of the organization by aligning the employee’s work behaviors & results with the organization’s goals improving the employee’s work

behaviors & results. It is on-going, integrative process.

 PERFORMANCE APPRAISAL

We begin this chapter by defining performance appraisal and identifying the uses of performance appraisal. We then explain environmental factors affecting performance appraisal and the performance appraisal process.

Then, we identify the aspect of a person’s performance that should be evaluated, who will be responsible for appraisal, and the appraisal period. Next, we discuss the various performance appraisal methods, problems associated with performance appraisal, and characteristics of an effective appraisal system.

Performance Appraisal

Performance appraisal is a system of review and evaluation of an individual or team’s job performance. An effective system assesses accomplishments and evolves plans for development. Performance management is a process that significantly affects organizational success by having managers and employees work together to set expectations, review results, and reward performance. Its goal is to provide an accurate picture of past and / or future employee performance. To achieve this, performance standards are established.

The Performance Appraisal Process

Many of the external and internal environmental factors previously discussed can influence the appraisal process. Legislation requires that the appraisal systems be nondiscriminatory. The labor union might affect the appraisal process by stressing seniority as the basis for promotions and pay increases. Factors within the internal environment can also affect the performance appraisal process. The type of corporate culture can serve to help or hinder the process. Identification of specific goals is the starting point for the PA process.

After specific appraisal goals have been established, workers and teams must understand what is expected from them in their tasks. Informing employees of what is expected of them is a most important employee relations task. At the end of the appraisal period, the appraiser observes work performance and evaluates it against established performance standards. The evaluation results are then communicated to the workers.

The performance evaluation discussion with the supervisor serves to reestablish job requirements.

Steps in the performance appraisal process

· Identify the specific performance appraisal goals.

· Establish job expectations (job analysis).

· Examine work performed.

· Appraise performance.

· Discuss appraisal with employee.

Uses Of Performance Appraisal

Performance appraisal serves two types of the objectives one is to make the evaluation decisions and other is to provide the need assessment source for the training and development if there is a gap between actual and expected performance. For many organizations, the primary goal of an appraisal system is to improve performance. A system that is properly designed and communicated can help achieve organizational

objectives and enhance employee performance. In fact, PA data are potentially valuable for use in numerous human resource functional areas.

a. Human Resource Planning—In assessing a firm’s human resources, data must be

 available that describe the promotability and potential of all employees, especially key executives.

b. Recruitment And Selection—Performance evaluation ratings may be helpful inpredicting the future performance of job applicants.

c. Training And Development—A performance appraisal should point out an employee’s specific needs for training and development. By identifying deficiencies that adversely

affect performance, human resource and line managers are able to develop T&D programs that permit individuals to build on their strengths and minimize their deficiencies.

d. Career Planning And Development—Career planning and development may be viewed

   from either an individual or organizational viewpoint.

e. Compensation Programs—Performance appraisal results provide the basis for decisions regarding pay increases.

f. Internal Employee Relations—Performance appraisal data are also frequently used for

 decisions in areas of internal employee relations including motivation, promotion, demotion, termination, layoff, and transfer.

g. Assessment Of Employee Potential—Some organizations attempt to assess employee

   potential as they appraise job performance.

What to Evaluate

What aspect of a person’s performance should an organization evaluate? In practice, the most common sets of appraisal criteria are traits, behaviors, and task outcomes.

    a. Traits—Many employees in organizations are evaluated on the basis of certain traits such as attitude, appearance, initiative, etc.

   b. Behaviors—When an individual’s task outcome is difficult to determine, it is common to evaluate the person’s task-related behavior.

  c. Task Outcomes—If ends are considered more important than means, task outcomes

    become the most appropriate factor to evaluate.

 d. Improvement Potential—Some attention must be given to the future and the behaviors

   and outcomes that are needed to not only develop the employee, but also to achieve the

   firm’s goals. This involves an assessment of the employee’s potential.

Performance Appraisal Methods

The type of performance appraisal system utilized depends on its purpose. If the major emphasis is on selecting people for promotion, training, and merit pay increases, a traditional method such as rating scales may be most appropriate. Collaborative methods are designed to assist employees in developing and becoming more effective.

a. 360-Degree Feedback—Involves input from multiple levels within the firm and external sources as well.

 b. Rating Scales—Rates employees according to defined factors. The factors chosen for

   evaluation are typically of two types: job related and personal characteristics.

c. Critical Incidents—Requires written records be kept of highly favorable and highly

    unfavorable work actions.

d. Essay—The rater simply writes a brief narrative describing the employee’s performance.This method tends to focus on extreme behavior in the employee’s work rather than routine day-to-day performance.

e. Work Standards—Compares each employee’s performance to a predetermined standard, or expected level of output.

 f. Ranking—The rater simply places all employees in a given group in rank order on the

 basis of their overall performance. Paired comparison is a variation of the ranking method that involves comparing the performance of each employee with every other employee in   the group.

g. Forced Distribution—An appraisal approach where the rater is required to assign

  individuals in the work group to a limited number of categories similar to a normal

  frequency distribution.

h. Forced-Choice And Weighted Checklist Performance Reports—The forced-choice

 performance report is a technique in which the appraiser is given a series of statements

 about an individual and the rater indicates which items are most or least descriptive of the employee. The weighted checklist performance report is a technique whereby the rater completes a form similar to the forced-choice performance report, but the various  responses have been assigned different weights.

             i. Behaviorally Anchored Rating Scales—A performance appraisal method that combines

elements of the traditional rating scales and critical incidents methods.

j. Results-Based Systems—In a result-based system the superior and the subordinate

   jointly agree on objectives for the next appraisal period.

k. Assessment Centers—Recognizing the differences in purposes, and the difficulty that a

   PA system will have in achieving both aims, some firms opt to use an assessment center as

   an adjunct to their appraisal system

l. Management by objectives (MBO)—It is a goal-oriented performance appraisal

   method, requires that supervisors and employees determine objectives for employees to

   meet during the rating period, and the employees appraise how well they have achieved

   their objectives

m. The Appraisal Interview

             The appraisal interview is the Achilles’ heel of the entire evaluation process.

   • Scheduling the Interview—Supervisors usually conduct a formal appraisal interview

        at the end of an employee’s appraisal period.

   • Interview Structure—A successful appraisal interview should be structured in a way

that allows both the supervisor and the subordinate to view it as a problem solving rather than a faultfinding session.

   • Use of Praise and Criticism—Praise should be provided when warranted, but it can

 have only limited value if not clearly deserved. Criticism, even if warranted, is especially difficult to give.

   • Employees’ Role—Two weeks or so before the review, they should go through their

diary or files and make a note of every project worked on, regardless of whether they were successful or not.

   • Use of Software—Computer software is available for recording the appraisal data.

   • Concluding the Interview—Ideally, employees will leave the interview with positive feelings about management, the company, the job, and themselves.

Responsibility For Appraisal

In most organizations, the human resource department is responsible for coordinating the design and implementation of performance appraisal programs. However, it is essential that line managers play a key role from beginning to end.

Responsibility For Appraisal 

In   most   organizations,   the   human   resource   department   is   responsible   for   coordinating   the   design   and implementation of performance appraisal programs. However, it is essential that line managers play a key role from beginning to end. 

a.   Immediate Supervisor—An employee’s immediate supervisor traditionally has been the most common choice for evaluating performance. 

b.   Subordinates—Some  managers      have    concluded      that   evaluation    of   managers      by subordinates is feasible. 

c.   Peers—Peer   appraisal   has   long   had   proponents   who   believed   that   such   an   approach   is reliable   if   the   work   group   is   stable   over   a   reasonably   long period   of   time   and   performs tasks that require considerable interaction. 

d.   Self-Appraisal—If individuals understand the objectives they are expected to achieve and the standards by which they are to be evaluated, they are—to a great extent—in the best position to appraise their own performance. 

e.   Customer   Appraisal—The   behavior   of   customers   determines   the   degree   of   success   a firm achieves. Therefore, some organizations believe it is important to obtain performance input from this critical source. 

 PROBLEMS IN PERFORMANCE APPRAISAL
Many performance appraisal methods have been severely criticized. Many of the problems commonly

mentioned are not inherent in the method but, rather, reflect improper usage.

a.   Lack of Objectivity—       A   potential   weakness     of  traditional   methods    of   performance appraisal    is  that  they  lack   objectivity.  Some    subjectivity    will  always   exist  in  appraisal methods. However, the use of job-related factors does increase objectivity. 

b.   Halo   Error—Occurs   when   the   evaluator   perceives          one   factor   as   being   of   paramount importance and gives a good or bad overall rating to an employee based on this factor.

c.   Leniency/Strictness—The giving of undeserved high or low ratings. 

d.   Central   Tendency—Occurs   when   employees   are   incorrectly   rated   near   the   average   or middle of the scale. 

e.   Recent Behavior Bias—It is only natural to remember recent behavior more clearly than actions   from   the   more   distant   past.   However,   performance   appraisals   generally   cover   a specified   period   of   time,   and   an   individual’s performance   should   be   considered   for   the entire period. 

f.   Personal Bias—Supervisors doing performance appraisals may have biases related to their employees’ personal characteristics such as race, religion, gender, disability, or age group. 

g.   Manipulating   the   Evaluation—In   some   instances,   supervisors   control   virtually   every aspect of the appraisal process and are therefore in a position to manipulate the system. 


Key Terms

Performance: Performance appraisal is a system of review and evaluation of an individual or team’s job performance. 

Halo Error: Occurs when the evaluator perceives one factor as being of paramount importance and gives a good or bad overall rating to an employee based on this factor. 

MBO:      It   is  a  goal-oriented   performance      appraisal   method,    requires   that   supervisors    and   employees determine objectives for employees to meet during the rating period, and the employees appraise how well they have achieved their objectives 

360-Degree Feedback: Involves input from multiple levels within the firm and external sources as well. 

Central Tendency: Occurs when employees are incorrectly rated near the average or middle of the scale. 

JOB EVALUATION AND PRICING

Performance evaluations are typically prepared at specific intervals. In most organizations these evaluations are made either annually or semiannually. The appraisal period may begin with each employee’s date of hire, or all employees may be evaluated at the same time.

I. The Line Manager and Performance Appraisal:

Line managers have the following responsibilities in appraising the performance.

       • Complete the ratings: Line managers facilitate the overall rating process, initially by providing goals to be achieved than comparing those goals with actual performance and finally providing the feedback to make the corrective actions if required.

       • Provide performance feedback: Performance always requires feedback, if it is positive than feedback will act as a positive reinforcement factor that will lead to more improvement and if the performance is poor, it again requires feedback so that the poor performance can be improved by taking corrective steps. This task of providing feedback is carried out and facilitated by line managers.

     • Set performance goals: Performance to b evaluated requires set standards, goals or benchmarks against which it can be compared for evaluation purpose these goals are provided by the line mangers.

II. Role of HRM Department in Performance Appraisal:

HRM department performs the following functions during performance appraisal process.

         • Develop the appraisal system: HRM department plays important role in formulating the performance appraisal systems, it facilitated different departments in setting performance standards and acquiring appropriate appraisal performance method according to the requirements of particular department it also provides monitoring in appraising the performance of employees and hence are necessary for developing effective performance appraisal systems.

         • Provide rater training: Evidence indicates that the training of appraisers can make them more accurate raters. The raters are bothered to be trained because, a poor appraisal is worse than no appraisal at all. Training can help raters to avoid and eliminate the basic appraisal errors. Raters are provided with the training opportunity through HRM department.

         • Monitor and evaluate the appraisal system: Any system to be run and implemented effectively requires continuous monitoring. Performance appraisal is very important in any kind of organization both for employee as well as employer because many decisions are supposed to be made on data and result provided by the performance appraisal like, promotions, demotions and some times termination etc . To achieve more authentic and fair results through performance appraisal systems it requires monitoring and supervision which is performed by the HRM department.

    III. Performance Appraisal Failures:

Some times performance appraisal process do not satisfy the purpose for which it is conducted, that means it is faced with some failures and there are certain reasons, these reasons are as under:

 1. Manager lacks information

  2. Lack of appraisal skills

  3. Manager not taking appraisal seriously

   4.   Manager not prepared 

   5.   Employee not receiving ongoing feedback 

   6.   Manager not being honest or sincere 

   7.   Ineffective discussion of employee development 

   8.   Unclear language 

   9.   Insufficient reward for performance

IV. Strategies for Improving Performance:

If performance appraisal process indicates the poor performance of the employees than the following strategies can be used to improve the performance of the employees and even for good performance these strategies can be used to keep on the trend. These strategies are as under:

              a. Positive Reinforcement:

Applying a valued consequence that increases the likelihood that the person will repeat the behavior that led to it is termed as positive reinforcement. Examples of positive reinforcement include compliments, letters of recommendations, favorable performance appraisal, and pay raises. Equally important, Jobs can be positively reinforcing.

              b. Punishment:

Punishment means administering an aversive consequence. Examples include criticizing or shouting at an employee, assigning an unappealing task, and sending a worker home without pay. Punishment strategy can be used to improve the performance of employees.

              c. Self Management:

Many companies empower their employees to take responsibility for the day to day functions in their areas. Accordingly, these employees may now work without direct supervision and take on the administrative responsibilities that were once performed by their supervisor.

              d. Employee Assistance Programs (EAPs):

Specific programs designed to help employees with personal problems. No matter what kind of organization one works in, one thing is certain. Whether that problem is job stress, legal, marital, financial, or health related, one commonality exists: if an employee experiences a personal problem, sooner or later it will manifest itself at the work place in terms of lowered productivity, increased absenteeism, or turnover.

To help employees deal with these personal problems, more and more companies are implementing employee assistance programs.

V. Characteristics Of An Effective Appraisal System (Designing An Appraisal System)

Validation studies of an appraisal system may be the most direct and certain approach to determining whether the system is satisfactory. It is unlikely that any appraisal system will be totally immune to legal challenge. However, systems that possess certain characteristics may be more legally defensible.

            a. Job-Related Criteria—The criteria used for appraising employee performance must be job related. The Uniform Guidelines and court decisions are quite clear on this point.

            b. Performance Expectations—Managers must clearly explain their performance expectations to their subordinates in advance of the appraisal period.

            c. Standardization—Employees in the same job categories under a given supervisor should

                be appraised using the same evaluation instrument.

            d. Trained Appraisers—Responsibility for evaluating employee performance should be assigned to the individual(s) who have an opportunity to directly observe a representative sample of job performance. In order to ensure consistency, appraisers must be well trained.

            e. Open Communication—A good appraisal system provides highly desired feedback on a continuing basis.

            f. Employee Access To Results—Employees will not trust a system they do not

                understand.

            g. Due Process—A formal procedure should be developed—if one does not exist—to permit employees the means for appealing appraisal

Effectiveness of the appraisal can be created by considering following steps.

             • Gain support for the system


• Choose the appropriate rating instrument 

             • Choose the raters 

             • Determine the appropriate timing of appraisals 

              • Ensure appraisal fairness

B.   Job Evaluation 

Job evaluation means systematically determining relative worth of jobs to create job structure. An attempt to identify inputs that are most valuable to the organization & to develop job hierarchy based on which jobs have more or less of those dimensions

Job Evaluation Methods:

The essence of compensation administration is job evaluation and the establishment of the pay structure. Let’s now turn our attention to the topic of job evaluation. By job evaluation we mean using the information in job analysis to systematically determine the value of each job in relation to all jobs within the organization. In short, job evaluation seeks to rank all the jobs in the organization and place them in a hierarchy that will reflect the relative worth of each. There are four general job evaluation methods.

a. Ranking method:

Raters examine the description of each job being evaluated and arrange the jobs in order according to their value to the company. This method requires a committee – typically composed of both management and employee representative – to arrange job in a simple rank order from highest to lowest. No attempts are made to break down the jobs by specific weighted criteria. The committee members merely compare two jobs and judge which one is more important, or more difficult to perform. Then they compare the other job with the first two, and so on until all the jobs have been evaluated and ranked.

The most obvious limitation to the ranking method is its sheer inability to be managed when there are a large number of jobs. Other drawbacks to be considered are the subjectivity of the method- there are no definite or consistent standards by which to justify the rankings- and the fact that because jobs are only ranked in terms of order, we have no knowledge of the distance between the ranks.

b. Classification method:

A job evaluation method by which a number of classes or grades are defined to describe a group of jobs is known as Classification method. The classifications are created by identifying some common denominator-skills, knowledge, responsibilities –with the desired goal being the criterion of a number of distinct classes or grades of jobs.

Once the classifications are established, they are ranked in an overall order of importance according to the criteria chosen, and each job is placed in its appropriate classification. This later action is generally done by comparing each position’s job description against the classification description and benchmarked jobs.

The classification method shares most of the disadvantages of the ranking approach, plus the difficulty of writing classification descriptions, judging which jobs go where, and dealing with jobs that appear to fall into more than one classification.

c. Factor comparison method:

Raters need not keep the entire job in mind as they evaluate; instead, they make decisions on separate aspects, or factors, of the job. A basic underlying assumption is that there are five universal job factors: (1)Mental Requirements, (2) Skills, (3) Physical Requirements, (4) Responsibilities, and (5) Working Conditions. The committee first rank each of the selected benchmark jobs on the relative degree of difficulty for each of the five factors. Then, the committee allocates the total pay rates for each job to each factor based on the importance of the respective factor to the job. A job comparison scale, reflecting rankings and money allocations, is developed next. The raters compare each job, factor by factor, with those appearing on the job comparison scale. Then, they place the jobs on the chart in an appropriate position.

d. Point method:

Raters assign numerical values to specific job components, and the sum of these values provides a quantitative assessment of a job’s relative worth. The point method requires selection of job factors according to the nature of the specific group of jobs being evaluated. After determining the group of jobs to be studied, analysts conduct job analysis and write job descriptions. Next, the analysts select and define the

factors to be used in measuring job value and which become the standards used for the evaluation of jobs. Education, experience, job knowledge, mental effort, physical effort, responsibility, and working conditions are examples of factors typically used. The committee establishes factor weights according to their relative importance in the jobs being evaluated, and then determines the total number of points to be used in the plan. A distribution of the point values to job factor degrees is made, with the next step being the

preparation of a job evaluation manual.

e. Hay guide chart-profile method: A highly refined version of the point method that uses the factors of know-how, problem solving, accountability, and, where appropriate, working conditions.

COMPENSATION SYSTEM

We begin this chapter with an overview of compensation and an explanation of compensation equity. Next,we discuss determinants of individual financial compensation and the organization as a determinant of financial compensation. This is followed by a discussion of the labor market, the job, and the employee, as determinants of financial compensation. Finally, job pricing and executive compensation are presented.

To understand the basic concepts of compensation first of all we will define the pay

Pay: 

Pay is a statement of an employee’s worth by an employer. Or Pay is a perception of worth by an employee 

HR Management Strategy Model: 

Human resource    department  uses   different strategies   to   mange   the   workforce   so   that   the desired   results   can   be   attained.   These   desired  result as stated in earlier chapters as well, can be attained if organization is able to attract, select, develop     and    retain  workforce     in  successful manner  in   short,   the  effective   hiring   and retaining workforce can be helpful in achieving organizational      goals.   This   purpose     can   be       HR  attained    through     fair  and   effective   rewards    Strategy  systems in the organization. Rewards are used as   basic motivational   tools   in   the   organization   so that    performance     of   the  employees     can   be influenced     in  desirable  way.   So   to  be  more successful organizations need attractive and fair compensation and reward systems to be paid to the workforce.

A.   Job Pricing 

Job pricing means placing a dollar value on the worth of a job. 

I.  Pay Grades—The grouping of similar jobs together to simplify the job pricing process. Plotting jobs on a scatter diagram is often useful in determining the appropriate number of pay grades. 

II.  Wage Curve—The fitting of plotted points in order to create a smooth progression between pay grades. 

III.  Pay Ranges—Includes a minimum and maximum pay rate with enough variance between the two to allow some significant pay difference. 

IV.   Broad   Banding—A   technique   that   collapses   many   pay   grades   (salary   grades)   into  a   few   bands in order to improve organizational effectiveness.

V.   Single-Rate   System—Pay   ranges   are   not   appropriate   for   some   workplace   conditions.   

When single rates are used, everyone in the same job receives the same base pay, regardless of seniority or productivity. This   rate may    correspond  to the midpoint     of  a  range   determined     by  a compensation survey. 

VI.   Adjusting Pay Rates—when pay ranges have been determined and jobs assigned to pay grades, it   may   become   obvious   that   some   jobs   are   overpaid   and   others   underpaid.   Underpaid   jobs normally are brought to the minimum of the pay range as soon as possible. 

B.   Compensation: An Overview 

i.  Compensation—The total of all rewards provided employees in return for their services. 

 ii. Direct   Financial   Compensation—Consists   of   the   pay   that   a   person   receives in   the   form   of wages, salaries, bonuses, and commissions. 

iii. Indirect     Financial     Compensation—All financial   rewards    that  are  not   included   in  direct compensation. 

iv. Non-financial Compensation—Consists of the satisfaction that a person receives from the job itself or from the psychological and/or physical environment in which the person works. All such rewards comprise a total compensation program. 

 I.  Equity in financial compensation : 

Organizations must attract, motivate, and retain competent employees. Because achievement of these goals is largely accomplished through a firm’s compensation system, organizations must strive for compensation equity. 

a.   Equity—Workers’ perceptions that they are being   treated fairly. Compensation   must   be fair to all parties concerned and be perceived as fair. 

 b.   External Equity—Exists when a firm’s employees are paid comparably to workers who perform similar jobs in other firms. 

c.   Internal Equity—Exists when employees are paid according to the relative value of their jobs within an organization. 

d.   Employee Equity—Exists when individuals performing similar jobs for the same firm are paid according to factors unique to the employee, such as performance level or seniority. 

 e.   Team   Equity—Achieved   when   more   productive   teams   are   rewarded   more   than   less- productive teams. 

II.   Determinants of individual financial compensation: 

Compensation theory has never been able to provide a completely satisfactory answer to what an individual is worth for performing jobs. 

• The Organization, 

• The Labor Market, 

• The Job, and 

 • The Employee 

These     all  have  an  impact   on   job  pricing   and   the  ultimate   determination     of  an  individual’s   financial compensation. 

a.   The Organization as a Determinant of Financial Compensation: 

• Compensation   Policies—An   organization   often   establishes—formally   or   informally— compensation   policies   that   determine   whether   it   will   be   a   pay   leader,   a   pay   follower,   or strive for an average position in the labor market.

1.   Pay Leaders: Those organizations that pay higher wages and salaries than competing firms. 

 2.   Market Rate or Going Rate: The average pay that most employers provide for the same job in a particular area or industry. 

3.   Pay   Followers:   Companies   that   choose   to   pay   below   the   market   rate   because   of   poor   financial condition or a belief that they simply do not require highly capable employees. 

• Organizational   Politics—Political   considerations   may   also   enter   into   the   equation.   A sound,     objective    compensation       system    can    be destroyed     by   organizational     politics. Managers should become aware of this possibility and take appropriate action. 

• Ability   to   Pay—An   organization’s   assessment   of   its  ability   to   pay   is   also   an   important  factor in determining pay levels. Financially successful firms tend to provide higher-than- average compensation. However, an organization’s financial strength establishes only the upper limit of what it will pay. 

b.   The labor market as a determinant of financial compensation: 

Potential employees located within the geographical area from which employees are recruited comprise the labor market. 

• Compensation Surveys—Large organizations routinely conduct compensation surveys to determine prevailing pay rates within labor markets. 

1.   Compensation surveys: Provide information for establishing both direct and indirect compensation. 

2.   Benchmark   job:   A   job   that   is   well   known   in   the   company   and   industry,   one   that   represents   the entire job structure, and one in which a large percentage of the workforce is employed. 

• Cost   of   Living—A   pay   increase   must   be   roughly   the   equivalent   to   the   cost   of   living increase if a person is to maintain a previous level of real wages. 

• Labor Unions—When   a   union    uses   comparable       pay   as   a  standard     for   making compensation   demands,   the   employer   must   obtain   accurate   labor   market   data.   When   a union emphasizes cost of living, management may be pressured to include a cost-of-living allowance   (COLA).   This   is   an   escalator   clause   in   the   labor   agreement   that   automatically increases wages as the U.S Bureau of Labor Statistics’ cost-of-living index rises. 

• Society—Compensation   paid   to   employees   often               affects   a   firm’s   pricing   of   its   goods and/or services. Consumers may also be interested in compensation decisions. 

• Economy—In most cases, the cost of living will rise in an expanding economy. Thus, the  economy’s health exerts a major impact on pay decisions. 

• Legislation—The   amount   of   compensation   a   person   receives   can   also   be   affected   by certain federal and state legislation. 

c.   The job as a determinant of financial compensation: 

Organizations pay for the value they attach to certain duties, responsibilities, and other job-related factors. Techniques       used   to determine     a job’s   relative worth    include    job analysis,   job descriptions,     and   job evaluation. 

• Job Analysis and Job Descriptions—Before an organization can determine the relative difficulty or value of its jobs, it must first define their content, which it normally does by analyzing jobs. Job analysis is the systematic process of determining the skills and knowledge required for performing jobs. The jobdescription is the primary by-product of job analysis, consisting of a written document that describes  job   duties   and   responsibilities.   Job   descriptions   are   used   for   many   different   purposes,   including   job evaluation. 

• Job Evaluation—That part of a compensation system in which a firm determines the relative value of one job compared with that of another. 

d.   The employee as a determinant of financial compensation: 

In   addition   to   the   organization,   the   labor   market,   and   the   job,   factors  related   to   the   employee   are   also essential in determining pay and employee equity. 

 I.   Performance Based Pay—PA data provide the input for such approaches as merit pay, variable pay, skill-based pay, and competency-based pay. 

1.   Merit Pay: A pay increase given to employees based on their level of performance as indicated in the appraisal. 

2.   Bonus: The most common type of variable pay for performance and is a one-time award that is not added to employees’ base pay. 

3.   Skill-based   Pay:   A   system   that   compensates   employees   on   the   basis   of   job-related   skills   and knowledge they possess, not for their job titles. 

 4.   Competency-Based   Pay:   A   compensation   plan   that   rewards   employees   for   their   demonstrated expertise. 

II.   Seniority—The   length   of   time   an   employee   has   been   associated   with   the   company,   division, department, or job is referred to as seniority. 

III.   Experience—Regardless of the nature of the task, very few factors has a more significant impact on performance than experience. 

IV.    Membership   in the Organization—Some   components   of   individual   financial   compensation  are   given   to   employees   without   regard   to   the   particular   job   they   perform   or   their   level   of productivity. 

V.    Potential—Organizations do pay some individuals based on their potential. 

e.   Political Influence—Political influence is a factor that obviously should not be used as a determinant of financial compensation. However, to deny that it exists would be unrealistic. 

f.   Luck—The expression has often been stated, “It certainly helps to be in the right place at the right time.” There is more than a little truth in this statement as it relates to the determination of a person’s compensation. 

g.   Special Employee Classes—These include pay for executives, which are discussed in a later section, and pay for professionals and sales employees. 

III.   Executive Compensation: 

Executive skill largely determines whether a firm will prosper, survive, or fail. Therefore, providing adequate compensation for these managers is vital. A critical factor in attracting and retaining the best managers is a company’s program for compensating executives. 

 a)   Determining Executive Compensation—In determining executive compensation, firms  typically prefer to relate salary growth for the highest-level managers to overall corporate  performance.   In   general,   the  higher   the   managerial   position,   the   greater   the   flexibility managers have in designing their jobs. 

b)    Types     of   Executive      Compensation—Executive              compensation       often   has   five   basic elements: (1) Base Salary, (2) Short-Term Incentives or Bonuses, (3) Long-Term Incentives nd   Capital   Appreciation   Plans,   (4)   Executive   Benefits,   and   (5)   Perquisites.   The   way   an executive   compensation   package   is   designed is   partially   dependent   on   the   ever-changing Tax legislation. 

• Base Salary: Salary is obviously important. It is a factor in determining standard 

of living. Salary also provides the basis for other forms of compensation. 

• Short-Term Incentives or bonuses: Payment of bonuses reflects a managerial 

belief in their incentive value. Today, virtually all top executives receive bonuses that are tied to base salary. 

• Long-Term   Incentives   and Capital   Appreciation:   The   stock  option   is   a long-term   incentive   designed   to   integrate   further   the   interests   of   management with those of the organization. The typical stock option plan gives the manager the option to buy a specified amount of stock in the future at or below the current market price. 

• Executive Benefits: Executive benefits are generally more generous than those received by other employees because the benefits are tied to their higher salaries. However,       current    legislation   (ERISA)     does    restrict the   value   of executive benefits to a certain level above those of other workers. 

• Perquisites (Perks): Any special benefits provided by a firm to a small group of   key   executives   that   are   designed   to   give   the   executives   something   extra.   A“golden parachute”contract is a perquisite that protects executives in the event that 

their firm is acquired by another. 

 IV. Compensation for professionals:
People in professional jobs are initially compensated primarily for the knowledge they bring to the organization. Because of this, the administration of compensation programs for professionals is somewhat different than for managers. Many professional employees eventually become managers. For those who do not desire this form of career progression, some organizations have created a dual track of compensation.

The dual track provides a separate pay structure for professionals, which may overlap a portion of the managerial pay structure.

V. Sales Compensation:

Designing compensation programs for sales employees involves unique considerations. For example, job content, relative job worth, and job market value should be determined. The straight salary approach is at one extreme in sales compensation. In this method, salespersons receive a fixed salary regardless of their sales levels. At the other extreme, the person whose pay is totally determined as a percentage of sales is on

straight commission. Between these extremes, there are endless part salary–part commission combinations. The possibilities increase when various types of bonuses are added to the basic compensation package. In addition to salary, commissions, and bonuses, salespersons often receive other forms of compensation that

are intended to serve as added incentives.

Role of Line managers and HRM Department in Compensation:

Line managers perform the function of job evaluation that is base for the compensation systems, according to the worth of the job negotiation regarding the salaries and other benefits is negotiated with potential employees through line mangers. Basic compensation packages are mostly recommended by the line managers in the organizations. All these information is communicated to the employees by HRM

department beside communicating this information HRM department also facilitates the departments in establishing rates of pay, monitoring in job evaluation process, and Conducting salary surveys in order to establish procedures for administering pay plans, and to ensure compliance with antidiscrimination laws.

BENEFITS

Total     compensation       constitutes    of  two   types   of   the   rewards   which   are 

direct   rewards    and   indirect  rewards.  Direct     rewards    include   the   salaries                                                  

wages, commis-sion,   bonuses    and gain   sharing   all   of   these   rewards   are                                  

directly     paid     to    employees       in monetary   or   financial   terms,   second                                                   

type    of   the    rewards    are   benefits provided by organization. Benefits are                                                          

not direct payments in financial terms.  

B.   Employee Benefits 

Benefits are all financial rewards that generally are not paid directly to an employee. Benefits absorb social costs for health care and retirement and can influence employee decisions about employers. 

I.  Benefits (Indirect Financial Compensation) 

Most organizations recognize that they have a responsibility to provide their employees with insurance and other   programs   for   their   health,   safety,   security,   and   general   welfare. These  benefits  include   all   financial rewards that generally are not paid directly to the employee. 

Ii.        Mandated Benefits (Legally Required) 

Although   most   employee   benefits   are   provided   at   the  employer’s   discretion,   others   are   required   by   law. Legally required benefits include Social Security, unemployment compensation, and workers’ compensation. 

a)   Social     Security—It      is  a  system   of  retirement    benefits   that  provides    benefits   like  disability insurance, survivor’s benefits, and, most recently, Medicare. 

b)   Unemployment Compensation—An individual laid off by an organization covered by the Social Security Act may receive unemployment compensation for up to 26 weeks. Although the federal government provides certain guidelines, unemployment compensation programs are administered by the states, and the benefits vary state by state. 

c)   Workers’ Compensation—Workers’ compensation   benefits    provide    a  degree    of   financial protection for employees who incur expenses resulting from job-related accidents or illnesses. 

d)   Family And Medical Leave Act Of 1993 (FMLA)—The Family and Medical Leave Act applies to private employers with 50 or more employees and to all governmental employers regardless of  the number of employees. The act provides for up to 12 workweeks of unpaid leave per year for absences due to the employee’s own serious health condition or the need to care for a newborn or newly adopted child or a seriously ill child, parent, or spouse. 

 III. Discretionary Benefits (Voluntary)
Organizations voluntarily provide numerous benefits. These benefits may be classified as (1) payment for time not worked, (2) health and security benefits, (3) employee services, and (4) premium pay. Generally speaking, such benefits are not legally required.

a) Payment For Time Not Worked—In providing payment for time not worked, employers recognize that employees need time away from the job for many purposes, such as paid vacations, payment for holidays not worked, paid sick leave, jury duty, national guard or other military reserve duty, voting time, and bereavement time. Some payments are provided for time off taken during work hours, such as rest periods, coffee breaks, lunch periods, cleanup time, and travel time.

       • Paid Vacations: Payment for time not worked serves important compensation goals. Paid vacations provide workers with an opportunity to rest, become rejuvenated, and hopefully, become more productive.

       • Sick Leave: Each year many firms allocate, to each employee, a certain number of days of sick leave, which they can use when ill.

b)   Health   Benefits—Health   benefits   are   often   included   as   part   of   an   employee’s   indirect   financial compensation. Specific areas include health, dental, and vision care.

• Health care: Benefits for health care represent the most expensive and fastest-growing cost in the area   of   indirect   financial   compensation.   Many   factors   have   combined   to   create   this   situation:   an aging population, a growing demand for medical care, increasingly expensive medical technology, a lack   of   price   controls,   and   inefficient   administrative   processes.   In   addition   to   self-insurance   and   traditional   commercial   insurers,   employers   may   utilize   one   of   several   options.  Health   maintenance organizations   (HMOs)   are   one   option   in   which   all   services   are   covered   for   a   fixed   fee;   however, employers control which doctors and health facilities may be used. Point-of-service (POS) permits a member to select a provider within the network, or, for a lower level of benefits, go outside the  network.  Preferred   provider   organizations   (PPOs)  are   a   more   flexible   managed   care   system.   Although incentives are provided to members to use services within such a system, out-of-network providers may be utilized at greater cost. Exclusive provider organizations (EPO) offer a smaller PPO provider network and usually provide little, if any, benefits when an out-of-network provider is used. 

• Capitation: Typically, the reimbursement method used by primary care physicians is an approach  to health care where providers negotiate a rate for health care for a covered life over a period of time.   It   presumes   that   doctors   have   an   incentive   to   keep   patients   healthy   and   to   avoid   costly procedures when they are paid per patient rather than per service. 

• Defined-Contribution health care system: Companies give each employee a set amount of money annually with which to purchase health care coverage. 

• Utilization   Review:   A   process   that   scrutinizes   medical   diagnoses,   hospitalization,   surgery,   and  other medical treatment and care prescribed by doctors. 

• The Health Insurance Portability and Accountability Act of 1996: Provides new protections  for   approximately      25  million   Americans     who    move    from    one   job  to  another,    who    are  self- employed, or who have preexisting medical conditions.

• Dental and Vision Care: Relative newcomers to the list of potential health benefits. Both types of plans are typically paid for entirely by the employers. 

c)   Security Benefits—Security benefits include retirement plans, disability insurance, life insurance, and supplemental unemployment benefits.

• Retirement Plans:   Private   retirement    plans   provide    income     for  employees     who    retire  after reaching a certain age or having served the firm for a specific period of time. In a defined benefit plan, the   employer   agrees   to   provide   a   specific   level   of  retirement   income   that   is   either   a   fixed   dollar amount   or   a   percentage   of   earnings.   A  defined   contribution   plan   is   a   retirement   plan   that   requires specific contributions by an employer to a retirement or savings fund established for the employee. 

A   401(k)   plan   is   a   defined   contribution   plan   in   which   employees   may  defer   income   up   to   a maximum amount allowed. An employee stock ownership plan (ESOP) is a defined contribution plan in which a firm makes a tax-deductible contribution of stock shares or cash to a trust. 

• Disability Protection: Workers’ compensation protects employees from job-related accidents and illnesses. Some firms, however, provide additional protection that is more comprehensive. 

• Supplemental Unemployment Benefits    (SUB):     Supplemental      unemployment   benefits are designed to provide additional income for employees receiving unemployment benefits. 

• Life Insurance: Group life insurance is a benefit commonly provided to protect the employee’s family in the event of his or her death. Although the cost of group life insurance is relatively low, some plans call for the employee to pay part of the premium. 

d)   Employee   Services—Organizations     offer  a  variety   of  benefits   that  can   be  termed    employee services.  These   benefits   encompass   a   number   of  areas   including   relocation   benefits,   child   care, educational assistance, food services/ subsidized cafeterias, and financial services. 

• Relocation Benefits:    Include    shipment   of household     goods    and   temporary     living  expenses, covering all or a portion of the real estate costs associated with buying a new home and selling the previously occupied home. 

• Child Care:   Another   benefit   offered   by   some   firms   is   subsidized  child   care.  Here,   the   firm   may provide an on-site child care center, support an off-site center, or subsidize the costs of child care. 

• Educational Assistance:     According     to   a recent   benefits   survey,   81  percent    have  educational benefits that reimburse employees for college tuition and books. 

• Food Services/ Subsidized Cafeterias: Most firms that offer free or subsidized lunches feel that they get a high payback in terms of employee relations. 

• Financial Services:    One financial    benefit  that  is  growing    in  popularity    permits    employees     to purchase different types of insurance policies through payroll deduction. 

• Unique Benefits: A tight labor market gives birth to creativity in providing benefits. 

e)   Premium   Pay—Compensation  paid   to   employees   for   working   long   periods   of   time   or   working under dangerous or undesirable conditions. 

• Hazard pay: Additional pay provided to employees who work under extremely dangerous conditions. 

• Shift differentials: Paid to employees for the inconvenience of working undesirable hours. 

 f)   Benefits   for   Part-Time  Employees—Recent   studies   indicate   that   employers   are   offering   this group   more   benefits   than   ever.   Growth   in   the   number   of   part-timers   is   due   to   the   aging   of   the workforce and also to an increased desire by more employees to balance their lives between work and home. 

IV.        Other Benefit-Related Legislation
a)   Employee   Retirement   Income   Security   Act   Of   1974   (ERISA)—The   Employee   Retirement Income   Security   Act   of   1974   (ERISA)   was   passed   to   strengthen   existing  and   future   retirement programs.      Mismanagement         of   retirement    funds    was   the   primary    factor   in  the  need    for  this legislation. 

b)    Older Workers Benefit Protection Act (OWBPA)—The Older Workers Benefit Protection Act  (OWBPA) is a 1990 amendment to the ADEA and extends its coverage to all employee benefits.  The act has an equal benefit or equal cost principle. 

Communicating Information about the Benefits Package 

Employee   benefits   can   help   a   firm   recruit   and   retain   a   quality   workforce.   Management   depends   on   an upward   flow   of   information   from   employees   in   order   to   know   when   benefit   changes   are   needed,   and, because     employee      awareness of benefits   is  often   severely   limited,   the   program     information     must    be communicated downward. 

vi.        Incentive Compensation 

Compensation programs that relate pay to productivity. 

a)    Individual Incentive Plans—A specific form of performance-based pay is an individual incentive plan called piecework. In such a plan, employees are paid for each unit produced. 

 b)   Team-Based Compensation Plans—Team performance consists of individual efforts. Therefore, individual employees should be recognized and rewarded for their contributions. However, if the team is to function effectively, a reward based on the overall team performance should be provided as well. 

c)    Companywide   Plans—Companywide   plans   offer   a   feasible   alternative   to   the   incentive   plans previously      discussed.   They    may    be  based    on   the  organization’s     productivity,    cost   savings,   or profitability. 

• Profit Sharing: A compensation plan that results in the distribution of a predetermined percentage of the firm’s profits to employees. There are several variations, but the three basic   forms    are   current,   deferred,   and   combination.     Current    plans   provide   payment     to employees in cash or stock as soon as profits have been determined. Deferred plans involve placing   company   contributions   in   an   irrevocable   trust   to   be   credited   to   the   account   of individual employees. The funds are normally invested in securities and become available to   the   employee   (or   his/her   survivors)   at   retirement,   termination,   or   death.  Combination plans  permit employees to receive   payment of   part of   their share of profits on a   current basis,   whereas   payment   of   part   of   their   share   is   deferred.   Profit   sharing   tends   to   tie employees to the economic success of the firm. 

• Employee   Stock   Option   Plan   (ESOP):   A   defined   contribution   plan   in   which   a   firm contributes stock shares to a trust. 

• Gain   Sharing:   Plans   that   are   designed   to   bind   employees   to   the   firm’s   performance   by providing an incentive payment based on improved company performance. The first gain sharing    plan   was    developed  by Joseph    Scanlon     during   the   Great    Depression,     and   it continues to be a successful approach to group incentive, especially in smaller firms. 

• Scanlon   Plan:   Provides   a   financial   reward   to   employees   for   savings   in   labor   costs   that result from their suggestions. 

Vii.       Non-financial Compensation 

Compensation   departments   in   organizations   do   not   normally   deal   with   non-financial   factors.   However, non-financial compensation can be a very powerful factor in the compensation equation. 

Viii.      The job. 

Some jobs can be so exciting that the incumbent can hardly wait to get to work each day. 

 IX.   The Job as a Total Compensation Factor 

The job itself is a central issue in many theories of motivation, and it is also a vital component of a total compensation program. 

a)   Skill Variety—The extent to which work requires a number of different activities for successful completion. 

b)   Task Identity—The extent to which the job includes an identifiable unit of work that is carried out from start to finish. 

 c)   Task Significance—The impact that the job has on other people. 

d)   Autonomy—The extents of individual freedom and discretion employees have in performing their jobs. 

 e)   Feedback—The amount of information employees receive about how well they have performed the job. 

 f)   Cyber-work—A possibility of a never-ending workday created through the use of technology. 

X.     The Job Environment as a Total Compensation Factor 

Employees can draw satisfaction from their work through several non-financial factors. 

 a)   Sound Policies—Human resource policies and practices reflecting management’s concern for its employees can serve as positive rewards. 

b)  Competent Employees—Successful organizations emphasize continuous development and assure that competent managers and non-managers are employed. 

c)   Congenial Coworkers—Although the American culture has historically embraced individualism,  most people possess, in varying degrees, a desire to be accepted by their work group. 

d)   Appropriate Status Symbols—Organizational rewards that take many forms such as office size and location, desk size and quality, private secretaries, floor covering, and title. 

e)   Working Conditions—The definition of working conditions has been broadened considerably during the past decade. 

XI.        Workplace Flexibility 

Flexible work arrangements do more than just assist new mothers’ return to full-time work. They comprise an   aspect   of   non-financial   compensation   that   allows   many   families   to   manage   a   stressful   work/home juggling act. 

a)   Flextime—The   practice   of   permitting   employees   to   choose,   with   certain   limitations,   their   own working hours. 

b)   Compressed Workweek—Any arrangement of work hours that permits employees to fulfill their work obligation in fewer days than the typical five-day workweek. 

c)  Job Sharing—An approach to work that is attractive to people who want to work fewer than 40 hours per week. 

d)   Flexible   Compensation   (Cafeteria   Compensation)—Plans   that   permit   employees   to   choose from among many alternatives in deciding how their financial compensation will be allocated. 

e)   Telecommuting—Telecommuting is a work arrangement whereby employees are able to remain at home, or otherwise away from the office, and perform their work over telephone lines tied to a computer. 

f)   Part-Time Work—Use of part-time workers on a regular basis has begun to gain momentum in the   United   States.   This   approach   adds   many   highly   qualified   individuals   to   the   labor   market   by permitting both employment and family needs to be addressed. 

g)   Modified Retirement—An option that permits older employees to work fewer than regular hours for   a   certain   period   of   time   proceeding   retirement.   This   option   allows   an   employee   to   avoid   an abrupt change in lifestyle and more gracefully move into retirement. 

XII.       Other Compensation Issues. 

Several   issues   that   relate   to   compensation   deserve   mention.   These   issues   include   comparable   worth,   pay secrecy, and pay compression. 

a)   Severance       Pay—Although    some    firms   are  trimming     the   amount     of  severance    pay   offered, typically,   one   to   two   weeks   of   severance   pay   is  given   for   every   year   of   service,   up   to   some predetermined maximum. Severance pay is generally shaped according to the organizational level of the employee. 

b)   Comparable Worth—Requires the value for dissimilar jobs, such as company nurse and welder, to be   compared   under   some   form   of   job   evaluation   and   pay   rates   for   both   jobs   to   be   assigned according to their evaluated worth. 

c)   Pay   Secrecy—Organizations   tend   to   keep   their   pay   rates   secret   for   various   reasons.   If   a   firm’s compensation   plan   is   illogical,   secrecy   may   indeed   be   appropriate   because   only   a   well-designed system   can   stand   careful   scrutiny.   An   open   system   would   almost   certainly   require   managers   to explain the rationale for pay decisions to subordinates. 

d)   Pay Compression—Occurs when workers perceive that the pay differential between their pay and that of employees in jobs above or below them is too small. 

ROLE OF MONEY IN PERFORMANCE OF EMPLOYEES. 

 This chapter focuses on the effective design and implementation of pay-for-performance systems. First, it addresses the major challenges and pitfalls facing managers in their attempts to link pay and performance. 

Second, the chapter offers a set of general recommendations to deal with pay-for-performance challenges. 

Third, it describes and analyzes specific types of pay-for-performance programs. Finally, it discusses unique pay-for-performance plans. 

\

A.   Pay-for-Performance 

Pay for performance refers to any compensation method that ties pay to the quantity or quality of work the person produces.     Variable pay plans are pay for performance plans that put a portion of the employee’s pay at risk, in return for the opportunity to earn additional pay.  Gainsharing plans are group incentive plans that engage   many or all employees in a common effort to achieve productivity goals. Stock options are  rights to purchase company stock at a discount some time in the future. 

A   compensation   philosophy   of   higher   pays   for   higher   contributions   Performance   will   be   calculated   on   - corporate performance and personal performance. 

I.  Challenges of Pay-for-Performance System 

a)   Pay for Performance: The Challenges 

This section covers the attitudes that employees have about pay, the difficulties in measuring performance, the psychological contract, lack of flexibility, the importance of credibility, job satisfaction, stress, and the potential reduction of intrinsic drives. 

i.   The “Do Only What You Get Paid For” Syndrome: The closer pay is tied to particular  performance indicators, the more employees tend to focus on those indicators and neglect  other important job components 

ii. Negative Effects on the Spirit of Cooperation: Employees may withhold information 

 from a colleague if they believe that it will help the other person get ahead 

 iii. Lack of Control:   Employees   often  cannot    control  all of   the  factors  affecting   their performance 

iv.  Difficulties in Measuring Performance: Assessing employee performance is one of the thorniest   tasks   a   manager   faces,   particularly   when   the   assessments   are   used   to   dispense rewards 

v.   Psychological   Contracts:  Once   implemented,   a   pay-for-performance   system   creates   a psychological contract between the employee and firm, and it is very resistant to change 

vi.  The Credibility Gap: Employees often do not believe that pay-for-performance programs are fair or that they truly reward performance 

vii.  Job   Dissatisfaction     and    Stress:  Pay-for-performance       systems    may   lead   to  greater productivity but lower job satisfaction 

viii. Potential    Reduction of Intrinsic    Drives:  Pay-for-performance  systems    may   push employees to the point of doing whatever it takes to get the promised monetary reward and in the process stifle their talents and creativity

II.   Meeting the Challenges of Pay for Performance Systems: 

Appropriately designed  pay-for-performance systems  offer   managers   an   excellent    opportunity  to  align employees'   interests   with   the   organizations.   Pay   for   performance   programs   are   not   likely   to   achieve   the desired results unless complementary HRM programs are implemented at the same time. 

b)   Link Pay and Performance Appropriately: There are few cases in which managers can justify paying workers according to a pre-established formula or measure. 

c)   Use Pay for Performance as Part of a Broader HRM System: Pay-for-performance programs are   not   likely   to   achieve   the   desired   results   unless   complementary   HRM   programs   accompany them. 

d)   Build Employee  Trust:   Even     the   best  conceived     pay-for-performance        program     can   fail  if managers have a poor history of labor relations or if the organization has a cutthroat culture 

 e)   Promote the Belief that Performance Makes a Difference: Unless an organization creates an  atmosphere   in   which   performance   makes   a   difference,   it   may   end   up   with   a   low-achievement organizational culture 

f)   Use   Multiple   Layers   of   Rewards:  Because   all   pay-for-performance   systems   have   positive   and negative features, providing different types of pay incentives for different work situations is likely to produce better results than relying on a single type of pay incentive 

g)   Increase   Employee   Involvement:  When   employees   do   not   view   a   compensation   program   as  legitimate, they will usually do whatever they can to subvert the system 

h)   Use   Motivation   and   Non-financial   Incentives:  Some   people   are   more   interested   in   the   non-  financial aspects of their work 

III.   Types of Pay-for-Performance Plans. 

When   a  pay-for-performance       system    has  multiple    layers,  it  can  increase   the  motivation     of  individual employees and simultaneously improve cooperation. For example, bonuses given to teams or work units promote cooperation. Bonuses given to individual employees, however, are more motivating because they allow     employees      to   see    how     their   personal     contributions     lead    to   direct   rewards.     Since    all pay-for-performance systems have positive and negative features, providing different types of pay incentives for different work situations is likely to produce better results than relying on a single type of pay incentive. 

With a multiple-layers-of-rewards system, the organization can realize the benefits of each incentive plan while minimizing its negative side effects. 

Types   of   pay-for-performance   plans   vary   in   design.      Some   are   designed   to  reward   individuals,   teams, business units, the entire organization, or any combination of these. 

a.   Individual-Based Plans. 

Individual-based plans are the most widely used pay-for-performance plans in industry.                       There are several plans that can be used:  merit pay, bonus programs, and awards.                  Advantages of individual-based pay- for-performance plans include rewarded performance is likely to be repeated, financial incentives can shape an   individual's   goals,   they   help   the   firm   achieve   individual   equity,   and   they   fit   in   with   an   individualistic culture.   Disadvantages   include   they   may   promote   single-mindedness;   employees   do   not   believe   pay   and performance are linked, they may work against achieving quality goals, and they may promote inflexibility. 

b.   Team-Based Plans 

Team-based plans attempt to support other efforts to increase the flexibility of the work force within a firm. These plans normally reward all team members equally based on group outcomes.    The advantages of team- based   pay-for-performance   plans   include   they   foster   group   cohesiveness   and   they   facilitate   performance measurement.       Disadvantages include possible lack of fit with individualistic cultural values, the free-riding effect, social   pressures to limit performance, difficulties in identifying meaningful groups, and intergroup competition leading to a decline in overall performance. 

c.   Plant wide Plans 

These plans reward all workers in a plant or business unit based on the performance of the entire plant or unit.  Plant wide plans are generally referred to as gain sharing programs because they return a portion of the company's cost savings to the workers, usually in the form of a lump-sum bonus. There are three major types   of   gain   sharing   programs:  Scanlon   Plan,   Rucker   Plan,   and   the   Improshare.Advantages   include 

eliciting   active   employee   input,   increasing   the   level   of   cooperation,   fewer   measurement   difficulties,   and improving quality.      Disadvantages include protection of low performers, problems with the criteria used to trigger rewards, and management-labor conflict. 

d.   Corporate wide Plans. 

This is the most macro type of incentive program and is based on the entire corporation's performance. 

The most   widely used program   of   this   kind is  profit sharing which differs from gain sharing in several important   ways:     no   attempt   is   made   to   reward   workers   for   productivity   improvements,   they   are   very mechanistic, and typically they are used to fund retirement programs. Employee stock ownership plans are another type of corporate wide plan. Advantages of corporate wide plans are financial flexibility for the firm,   increased   employee   commitment,   and   tax   advantages.         Disadvantages   include   risk   for   employees, limited effect on productivity, and long-run financial difficulties. 

IV.    Designing Pay-For-Performance Plans for Executives and Salespeople. 

Executives   and   sales  personnel     are  usually   treated   very   differently   than   other   types   of  workers    in pay-for-performance plans.   A number of plans are used to link executives' pay to a firm's performance, but there is little agreement on which is best.          Sales professionals may be paid in the form of straight salary, straight   commission,   or   a   combination   plan.     The   relative   proportion   of  salary   versus   incentives   varies widely across firms. 

V.    Reasons for Pay-For-Performance Failures. 

Following factors are commonly blamed for the failure of individual-based pay-for-performance systems. 

Performance appraisal is inherently subjective, with supervisor’s evaluating subordinates according to their own preconceived biases. Regardless of the appraisal form used, rating errors are rampant. 

Merit   systems   emphasize   individuals   rather   than   group   goals   and   this   may   lead   to   dysfunctional conflict in the organization. 

The use of a specified time period (normally one year) for the performance evaluation encourages a short-term orientation at the expense of long-term goals. 

Supervisors and employees seldom agree on the evaluation, leading to interpersonal confrontations. Increments in financial rewards are spaced in such a way that their reinforcement value for work behavior is questionable for example becoming twice as productive now has little perceived effect on pay when the employee must rat a whole year for a performance review. 

Individual merit pay systems are not appropriate for the service sector. Supervisors typically control a rather limited amount of compensation, so merit pay differentials are normally quite small and therefore of questionable value. A number of bureaucratic factors hat influence the size and frequency of merit pay have little to do with employee performance. 

Performance   appraisals   are   designed   for   multiple   purposes   (training   and   development,   selection, work   planning,   compensation,   and   so   forth.)   When   a   system   is   used   to   accomplish   so   many objectives,   it   is   questionable   whether   it   can   accomplish   any   of   them   well.   It   is   difficult   for   the supervisor to play the role of counselor or advisor and evaluator at the same time. 

B.   The Role of Money. 

Money can be used as a motivational tool in the organization because it is used as a source to fulfil different needs. It affects several needs, not just existence needs. Money is used to prove and enhance the identity id people it influences the self-perceptions. 

Improving Reward Effectiveness. 

Effectiveness of the rewards can be improved by considering the following factors. 

• Link rewards to performance 

• Ensure rewards are relevant 

• Use team rewards for interdependent jobs 

• Ensure rewards are valued 

• Beware of unintended consequences 

I.  Money as a Motivator. 

According to   Maslow and Alderfer, pay   should prove  especially motivational to people who have strong lower-level needs. If pay has this capacity to fulfill a variety of needs, then it should have good potential as a motivator. 

II.  Why People Leave Organizations: 

Mostly   people   leave   the   organizations   or   organizations   have   to   face   high   turnover   rate   due   to   different reasons   like   employees   are   not   satisfied   with   benefits   provided   or   the   recognition   is   not   provided   for 

extraordinary   perfumers   these   causes   should   be   overcome   so   that   employee  loyalty   can   be   increased. 

Following ways can be used to avoid the high turnover of employees. 

• Use Recognition. 

Some   employees   highly   value   day-to-day   recognition   from   their   supervisors,   peers   and   team   members because it is important for their work to be appreciated by others. Recognition helps satisfy the need people have to achieve and be recognized for their achievement. 

• Use Positive Reinforcement. 

Positive reinforcement programs rely on operant conditioning principles to supply positive reinforcement and change behavior. Experts claim it is better to focus on improving desirable behaviors rather than on decreasing undesirable ones. There are a variety of consequences including social consequences (e.g., peer approval     or  praise  from    the  boss),  intrinsic  consequences   (e.g.,  the  enjoyment    the  person    gets  from accomplishing challenging tasks), or tangible consequences (e.g., bonuses or merit raises). 

• Empower Employees 

Empowerment   means   giving   employees   the   authority,   tools,   and   information   they   need   to   do   their   jobs with   greater   autonomy,   as   well   as   the   self-confidence   to   perform   new   jobs   effectively.   Empowerment 

boosts employees’ feelings of self-efficacy and enables them to use their potential more fully.

I.  Rewards and other Employee Behaviors Rewards    can   be   used    to   modify     the behaviors of the employees if people in the organization      are   not   satisfied  with    the    reward     system   or   if  they  think   that  the   reward     system   of  the  organization    is  not fair,   than   the   organizations   will   be   facing problems       of    low     productivity,     high absenteeism      and   high   turnover    and   vice versa. When ever some one performs up to   specific standards and some times          beyond that   ,   there   us   always   exists   demand   and  expectations     of  rewards    and   recognitions 

that   will   lead   to   continuous   improvement but     in    the    absence     of    recognition   performance  instead   of  improvement      will    be    facing   down     fall  trends    which    are definitely   harmful   for   the   organizations.   Positive   consequences   (rewards)   of   actions   (performance)   are always tending actions to be repeated but in case any action (performance) is followed with the negative consequences (no rewards) than the behavior will jot be repeated. 

MOTIVATION 

The focus is on managing motivation and outcomes to boost performance, one of the most important roles of any manager. This chapter explores the elements of motivation and introduces the expectancy model, discussing   individual,   job-related,   and   organizational   influences   on   motivation.   In   addition,   the   chapter investigates how managers can use opportunities and outcomes to manage employee performance on the job. 

 A.    Motivation 

Motivation is the inner drive that directs a person’s behavior toward goals. Motivation can be defined as a process   which   energizes,   directs   and   sustains   human behavior.   In   HRM   the   term   refers   to   person’s   desire  to do the best possible job or to exert the maximum   effort to perform assigned tasks. An important feature   of   motivation                                  is   that   it   is   behavior   directed   towards goal.                                                                                         

Why is motivation important? 

Motivation   is  important      in   getting    and    retaining  people.     Motivation     tools   act  as   the  glue   that   links  individuals   to   organizational   goals,   In   addition,   make  individuals go beyond the job and be creative. 

I.   The Motivation Process. 

In   its   simplest   form,   the  motivation   process   begins with a need, an individual’s perception of a   deficiency   .For   instance,   an   employee might feel the need for more challenging work, for higher pay, for time off, or for the respect and admiration of colleagues. These     needs    lead   to thought     processes that    guide    an   employee’s       decision    to satisfy    them    and   to follow    a particular course of action. If an employee’s chosen course of action results in the anticipated out come and reward, that person is likely to    be motivated      by the   prospect     of a   similar reward to act the same way in the future. However, if the employee’s action does not result in the expected reward, he or she is unlikely to repeat the behavior. Thus, the reward acts as feedback   mechanism   to   help   the   individual   evaluate the   consequences   of   the   behavior   when   considering futures action. 

II.   Core Phases of the Motivational Process: 

1.   Need Identification: First phase of motivation process is need identification where the employee feels his/her some unsatisfied need. The motivation process begins with an unsatisfied need, which creates tension and drives an individual to search for goals that, if attained, will satisfy the need and reduce the tension.

2.   Searching Ways to satisfy needs: Second phase is finding the different alternatives that can be used to satisfy the needs, which were felt in first stage. These needs lead to thought processes that guide an employee’s decision to satisfy them and to follow a particular course of action 

3.   Selecting Goals: Once if the need is assessed and employee is able to find out the way to satisfy the need than next phase is selection of goals to be performed. 

4.   Employee Performance: These needs lead to thought processes that guide an employee’s decision to satisfy them and to follow a particular course of action in form of performance. 

5.   Consequences   of   performance   Reward/punishments:  If   an   employee’s   chosen   course   of   action results in the anticipated out come and reward, that person is likely to be motivated by the prospect of a similar reward to act the same way in the future. However, if the employee’s action does not result in the expected reward, he or she is unlikely to repeat the behavior 

6.   Reassessment of Need deficiencies: Once felt need is satisfied through certain rewards in response to performance than employee reassesses any deficiencies and entire process is repeated again. 

 III.    Motivational Theories. 

Motivation theories seek to explain why employees are motivated by and satisfied with one type of work than   another.   It   is   essential   that   mangers   have   a   basic   understanding   of   work   motivation   because   highly motivated employees are more likely to produce a superior quality product or service than employee who lack motivation 

 a.    Maslow’s Need Hierarchy 

Abraham   Maslow   organized   five major types of human needs into a   hierarchy,  

The      need    hierarchy     illustrates Maslow’s      conception      of   people satisfying      their needs in a specified order, from bottom to top.                                                                               The     needs,    in   ascendinorder, are:                                                                                 
1.   Physiological (food, water,  and shelter.)                                        

2.   Safety or security   (protection against threat and deprivation) 

3.   Social (friendship,  affection, belonging, and  love) 

4.   Estem (independence, achievement, freedom, status, recognition, and self-esteem) 

 5.   Self-actualization (realizing one’s full potential; becoming everything one is capable of being.) 

According to Maslow, people are motivated to satisfy the lower needs before they try to satisfy the higher need. Also, once a need is satisfied it is no longer a powerful motivator. Maslow’s hierarchy, however, is a simplistic and not altogether accurate theory of human motivation. For example, not everyone progresses through the five needs in hierarchical order. But Maslow makes three important contributions. 

· First, he identifies important need categories, which can help managers create effective positive rein forcers. 

· Second, it is helpful to think of two general levels of needs, in which lower-level needs must be satisfied before higher-level   needs   become   important.   

· Third,   Maslow   sensitized   managers   to   the   importance   of   personal growth and self-actualization.

Person is only 10 percent self-actualized. In other words, most of us are living our lives and working at our lives and working at our jobs with a large untapped reservoir of potential. The implication is clear: Create a work environment that provides training, resources, gives people a chance to use their skills and abilities in creative ways and allows them to use their skills and abilities kin creative ways and allows them to achieve more of their full potential. 

 b.   Existence Relatedness Growth (ERG) Theory 

Alderfer    focuses    on   three  needs:   existence,   relatedness,    and   growth. Existence     needs    are similar to Maslow’s   physiological   needs,   and   to   the   physical   components   of   Maslow’s   security   needs.     Relatedness needs are those that require interpersonal interaction to satisfy the needs for things like prestige and esteem from others. Growth needs are similar to Maslow’s needs for self-esteem and self-actualization. 

c.   McGregor’s Theory-X and Theory-Y 

McGregor’s       Theory-X      represented     the   traditional  management        view   that   employees     are   lazy,  was uninterested in work, and needed to be prodded to perform. In contrast his theory Y viewed employees as creative, complex, and mature individuals interested in meaningful work. McGregor believed that under the right circumstances, employees would willingly contribute their ingenuity and their talents for the benefits of the organization. He suggested that the mangers motivate em-0loyees by giving them the opportunity to develop their talents more fully and by giving them the freedom to choose the methods they would use to achieve organizational goals. In McGregor’s view the mangers role was not to manipulate employees but to align their needs with needs of the organization so that employees would regulate their own actions and performance.   These   insights   lead   researches   to   investigate   the   origins   and   processes   of   motivation   more closely. 

d.   Expectancy Theory 

Expectancy theory states that a person’s motivation to exert a certain level of effort is a function of three things: expectancy (E), instrumentality (I), and valance (V).             Motivation = E x I x V.         “E” is the person’s expectancy that his or her effort will lead to performance, “I” represents the perceived relationship between successful performance and obtaining the reward, and “V” refers to the perceived value the person attaches 

to the reward. 

e.   Reinforcement Theory 

In 1911, psychologist Edward Thorndike formulated the law effect: Behavior that is followed by positive consequences   probably   will   be   repeated.   This   powerful   law   of   behavior   laid   the   foundation   for   country investigations   into   the   effects   of   the   positive   consequences,   called   rein   forcers   that   motivate   behavior. 

Organizational behavior modification attempts to people’s actions. 

 Four key consequences of behavior either encourage or discourage people’s behavior 

1.     Positive   Reinforcement-   applying   a   valued   consequence   that   increases   the   likelihood   that   the person     will  repeat   the   behavior    that   led  to  it.  Examples     of   positive   reinforcers    include compliments, letters of commendation, favorable performance evaluations, and pay raises. Equally important,   jobs   can   be   positively   reinforcing.   Performing   well   on   interesting,   challenging,   or enriched jobs (discussed later in this chapter) is much more reinforcing, and therefore motivating, then performing well on jobs that are routine and monotonous. 

2.     Negative Reinforcement- removing or withholding an undesirable consequence. For example, a manager   takes   an   employee   (or   a   school   takes   a   student)   off   probation   because   of   improved performance. Frequent threatening memos admonished people to achieve every one of their many performance goals 

3.     Punishment- administering an aversive consequence. Examples include criticizing or shouting at an employee, assigning an unappealing task, and sending a worker home without pay. Negative reinforcement      can   involve   the   threat  of  punishment,      but not   delivering   it  when   employees 

perform satisfactorily. Punishment is the actual delivery of the aversive consequence. 

 4.    Extinction –withdrawing   or   failing   or   failing   to   provide   a   reinforcing   consequence.   When   this occurs motivation is reduced and the behavior is extinguished, or eliminated. Examples include not   giving   a   compliment   for   a   job   well   done,   forgetting   to   say   thanks   for   a   favor,   or   setting impossible     performance     goals   so  that  the  person    never  experiences    success.   The   first  two consequences,   positive   and   negative   reinforcement,   are   positive   for   the   person   receiving   them: 

The   person   either   gains   something   or   avoids  something   negative.   Therefore,   the   person   who experiences     these   consequences     will  be  motivated     to  behave   in  the   ways   that  led  to  the reinforcement. The last two consequences, punishment and extinction, are negative outcomes for the person receiving them: Motivation to repeat the behavior that led to the undesirable results will be reduced. 

Thus,    effective   managers    give   positive  reinforcement     to  their  high-performing      people   and   negative reinforcement to low performance. They also punish or extinguish poor performance and other unwanted behavior. 

f.   Herzberg’s Two-Factor Approach. 

Herzberg Two-Factor theory divides Maslow’s Hierarchy into a lower-level and a higher-level set of needs, and   suggests   that   the   best   way   to   provide   motivation   for   an   employee   is   to   offer   to  satisfy   the   person’s higher-order needs, ego and self-actualization. Herzberg said that lower-order needs, or hygiene factors, are different from higher-order needs, or motivators. He maintains that adding more hygiene factors to the job is a very bad way to motivate because lower-order needs are quickly satisfied. 

 g.   McClelland (Needs for Affiliation, Power, and Achievement) Theory 

McClelland agrees with Herzberg that higher-level needs are most important at work.                He believes the needs for   affiliation,  power,  and   achievement     are  most   important.    He  and   his  associates   use  the  Thematic Apperception Test to identify a person’s needs for achievement, power, and affiliation. People with a high need   for   achievement   strive   for   success,   are   highly   motivated   to   accomplish   a   challenging   task   or   goal, prefer   tasks   that   have   a   reasonable   chance   for   success,   and   avoid   tasks   that   are   either   too   easy   or   too difficult. People with a high need for power enjoy roles requiring persuasion. People with a strong need for affiliations are highly motivated to maintain strong, warm relationships. 

 h.   Adam’s Equity Theory 

Adams’s equity theory assumes that people have a need for fairness at work, and therefore, value and seek it. People are motivated to maintain a balance between what they perceive as their inputs or contributions and their rewards as compared to others. This theory seems to work when people feel they are underpaid, but inequity due to overpayment does not seem to have the positive effects on either quantity or quality that 

Adams’s equity theory would predict. 

IV.    Methods for Motivating Employees for Employee Satisfaction 

a.   Rewards:     People behave in      ways that they believe are in their best interest, they constantly look for   payoffs   for   their   efforts.   They   expect   good   job   performance   to   lead   to   organizational   goal  attainment,     which     in   turn    leads    to satisfying   their   individual   goals   or   needs. Organization,       then,    use   rewards      to motivate people.                                                                 

 b.   Challenging Jobs:  Job  design   refers  to the   number   and   nature   of   activities   in   a job.  The key issue is whether jobs should be more specialized or more enriched and non-routine.       Job    design     has    been  implemented       in   several    ways.   Job   enlargement   assigns   workers   to   additional same-level tasks to increase the number oftasks   they   have   to   perform.   Job   rotation   systematically   moves  workers   from        job   to   job.   Job enrichment means building motivators like opportunities for achievement into the job by making it more   interesting   and   challenging.      Forming   natural   work   groups,   combining   tasks,   establishing 

client relationships, vertically loading the job, and having open feedback channels may implement Job enrichment. 

c.   Using   Merit   Pay:      A   merit   raise   is   a   salary   increase,   usually   permanent,   that   is   based   on   the employee’s individual performance.           It is a continuing increment rather than a single payment like a bonus. Relying heavily on merit rewards can be a problem because the reinforcement benefits of merit pay is usually only determined once per year. 

d.   Using      Spot   Awards:      A    spot   award   is  one   given   to  an   employee     as  soon   as  the   laudable performance is observed. These awards are consistent with principles of motivation because they are contingent on good performance and are awarded immediately. 

e.   Using Skill-Based Pay: With skill-based pay, employees are paid for the range, depth, and types of skills and knowledge they are capable of using rather than for the job they currently hold.   Skill- based pay is consistent with motivation theory because people have a self-concept in which they seek   to   fulfill   their   potential. The   system   also  appeals   to   the   employee’s   sense   of   self-efficacy because     the   reward    is  a  formal   and   concrete    recognition    that   the  person    can   do   the  more challenging job well. 

f.   Using Recognition:  Some employees highly value day-to-day recognition from their supervisors, peers   and   team   members   because   it   is   important   for   their   work   to   be   appreciated   by   others. Recognition helps satisfy the need people have to achieve and be recognized for their achievement. 

g.   Using Job Redesign:   Job design refers to the number and nature of activities in a job.   The key issue is whether jobs should be more specialized or more enriched and nonroutine. Job design has been implemented in several ways.  Job enlargement assigns workers to additional same-level tasks to increase the number of tasks they have to perform. Job rotation systematically moves workers from job to job. Job enrichment means building motivators like opportunities for achievement into the job by making it more interesting   and challenging.  Job enrichment may be implemented by forming   natural work groups, combining tasks,   establishing   client   relationships,   vertically loading the job, and having open feedback channels. 

h.   Using      Empowerment:     Empowerment          means     giving   employees     the   authority,    tools,  and information   they   need   to   do   their   jobs   with   greater   autonomy,   as   well   as   the   self-confidence   to perform      new    jobs  effectively.   Empowerment   boosts    employees’     feelings   of  self-efficacy   and enables them to use their potential more fully. 

i.   Using Goal-Setting Methods: People are strongly motivated to achieve goals they consciously set. Setting goals with employees can be a very effective way of motivating them. Goals should be clear and specific, measurable and verifiable, challenging but realistic, and set with participation. 

j.   Using Positive Reinforcement:   Positive reinforcement programs rely on operant conditioning principles to supply positive reinforcement and change behavior.                Experts claim it is better to focus on improving desirable behaviors rather than on decreasing undesirable ones. There are a variety of   consequences       including   social   consequences      (e.g.,  peer  approval    or  praise   from   the   boss), intrinsic consequences (e.g., the enjoyment the person gets from accomplishing challenging tasks), 

or tangible consequences (e.g., bonuses or merit raises). 

k.   Using Lifelong Learning:  Lifelong learning can be used to deal with problems of downsizing and   employee   commitment,   and   to   counterbalance   their   negative   effects.   It   provides   extensive continuing      training   and    education,    from    basic  remedial     skills  to   advanced     decision-making  techniques, throughout the employees’ careers, which provide employees the opportunity to boost their self-efficacy and self- actualization. 

V.   Challenges of motivating employees: 

Motivation is not a simple subject; no two people respond to precisely the same set of motivators. Mangers face several pressing issues that complicate the challenges of motivating their employees. 

a.   Workforce   Diversity:  the   composition   of   the   workforce   becoming   less   homogeneous. This    diversity   complicates     the   task  of   motivating    employees      because    mangers     must consider so many more motivational variables 

b.   Organizational   Restructuring:  The   wave   of   mergers   and   acquisitions   is   followed   by massive   layoffs   that   represent   another   challenge.   Employees   who   have   been   let   go   for reason   unrelated   to   their   performance   may   question   whether   initiative   and   creativity   are now   less   important   than   political   survival   skills.   Moreover,   employees   who   have   seen colleagues’ loss their jobs may concentrate on keeping their own jobs and may stop taking risks –risk that might lead to new products, new markets, or other advances. 

c.   Fewer Entry-level Employees: The labor force is growing at half the rate of the previous decade; the number of qualified candidates for most entry-level positions is decreasing. In such     a  tight  labor   market,    mangers    face   new    challenges    in  attracting;  retaining   and motivating qualified entry-level employees. Managers must also determine how to motivate under qualified candidates to upgrade their skills and education so that they can handle the entry-level tasks. 

d.   An oversupply of managers: In the middle and top ranks of management, quite different phenomenon   is   causing   organizational   headaches.   The   number   of   senior   management positions is far fewer than the number of deserving candidates, and the trend toward flatter organizations   only   makes   matters   worse   for   people   who   want   to   climb   the   hierarchal adder. 

As managers in organizations come to grips with these increasingly urgent challenges, they must understate the forces that derive employees' actions, how employees channel their actions towards goals, and how high performance behavior can be sustained. 

OCCUPATION, HEALTH & SAFETY 

 We begin this chapter by describing the nature and role of safety and health and provide an overview of the Occupational Safety and Health Act. Organizations realize the importance of social responsibility and that safe organizations are more effective organizations.  Moreover, the law requires that the workplace be safe and free of health hazards. Thus, many firms seek to provide a workplace environment that is safe and 

healthy.   This chapter presents workplace safety and health in detail. First, it deals with the legal issues of workplace safety and health.      Second, it presents a variety of contemporary safety and health issues.  Finally, the chapter evaluates programs designed to maintain employee safety and health. 

A.   Elements of Workplace Safety and Health 

Safety: Involves protecting employees from injuries due to work-related accidents. 

Health: Refers to the employees’ freedom from physical or emotional illness. 

Safety programs may be designed to accomplish their purposes in two primary ways. The first approach is to   create   a  psychological   environment      and  attitudes   that  promote    safety.  A   strong   company     policy emphasizing safety and health is crucial. The second approach to safety program design is to develop and maintain a safe physical working environment. 

• Physical    Conditions:   Conditions   resulting  from    the   workplace    environment   that  include occupational diseases and accidents, such as: 

•    Repetitive motion injuries 

•    Back pain 

•    Cancer Etc. 

• Psychological Conditions: Conditions resulting from the workplace environment that result from organizational stress and low quality of working life. These include: 

 •    Dissatisfaction, withdrawal 

•    Mistrust in others, irritability 

 I.  Safety Programs 

Today,   it   has   become   clear   that   optimal   health   can   generally   be   achieved   through   environmental   safety, organizational changes, and different lifestyles. 

a.  Developing       Safety    Programs—Organizational          safety  programs     require   planning   for prevention   of workplace accidents. Plans may be relatively simple   or more complex and highly sophisticated in order to fit the organization’s size. Top   management’s support is essential   if   safety   programs   are   to   be   effective.   Tremendous   economic   losses   can   result  from accidents. 

1.        Job   hazard   analysis:  The   main   goal   of   safety   and   health   professionals  is   to prevent job-related injuries and illnesses. 

2.        The Superfund Amendments Reauthorization Act, Title III (SARA): SARA 

requires businesses to communicate more openly about the hazards associated with the materials they use and produce and the wastes they generate. 

3.     Employee   involvement:   One   way   to   strengthen   a   safety   program   is   to  include employee input, which provides workers with a sense of accomplishment. 

 b.   Accident Investigation—Accidents can happen even in the most safety-conscious firms. Each   accident,   whether   or   not   it   results   in  an   injury,   should   be   carefully   evaluated   to determine   its   cause   and   to   ensure   that   it   doesn’t   recur.   The   safety   engineer   and   the   line manager     jointly  investigate  accidents—why,      how,   and   where   they   occur   and  who    is involved. Main causes that can create accidents at workplace are: 

• Chance occurrences 

• Unsafe working conditions

• Unsafe acts by employees 

• Unsafe conditions 

Physical conditions 

• Defective Equipment 

• Inadequate Machine Guards 

• Lack of Protective Equipment 

Environmental conditions 

• Noise

• Dust, Fumes 

 • Stress 

• Unsafe behaviors 

c.   Evaluation   of   Safety   Programs—Perhaps   the   best   indicator   that   a   safety   program   is succeeding is a reduction in the frequency and severity of injuries and illnesses. 

d.   Rationale for Safety and Health Trends—Firms are spending an increasing amount of money   on   safety.   Reasons   include;   (1)   profitability—employees   can   produce   only   while they are on the job, (2) employee relations—firms with good safety records can attract and retain   good   employees,    (3)  reduced   liability—an   effective   safety program     can  reduce corporate   and   executive  liability,   (4)   marketing—a   good   safety   record   may   well   provide companies with a competitive edge, and productivity—(5) an effective safety program may boost morale and productivity while simultaneously reducing rising costs. 

II.   Ways to manage Safe and Healthy environment in organization 

To cope with physical hazards and other hazards such as stress, unsafe behavior, and poor health habits, employers   often   design   comprehensive   safety   and   health   programs.   Among   these   are   safety   programs, employee assistance programs, and wellness programs. 

a.   Safety Programs 

A safe working environment does not just happen; it has to be created. The organizations with the best reputations for safety have developed well-planned and thorough safety programs. 

b.   Employee Assistance Programs (EAPs) 

EAPs are programs designed to help employees whose job performance is suffering because of physical, mental, or emotional problems. 

 c.   Wellness Programs 

As health care costs have skyrocketed over the last two decades, organizations have become more interested in preventative programs.     A complete wellness program has three components: 

• It helps employees identify potential health risks through screening and testing. 

• It educates employees about health risks such as high blood pressure, smoking, 

poor diet, and stress. 

• It      encourages    employees    to  change    their  lifestyles  through   exercise,  good 

nutrition, and health monitoring. 

 d.   Smoking in The work place 

Numerous studies have concluded that workplace smoking not only is hazardous to employees’ health, but also is detrimental to the firm’s financial health. Increased costs of insurance premiums, higher absenteeism, and lost productivity cost huge amount a year. These factors, along with rising opposition from nonsmokers and widespread local and state laws, have spurred many firms into action, and the trend continues. 

The rewards of good health habits 

Effective safety programs share the following features: 

• They   include       the   formation   of   safety   committee   and   participation   by   all   departments within   the   company.   Employees   participate   in   safety   decision   and   management   carefully considers employee suggestions for improving safety. 

• They communicate safety with a multimedia approach that includes safety lectures, films, poster, pamphlets, and computer presentations. 

• They use incentives, rewards, and positive reinforcement to encourage safe behavior. 

• They communicate safety rules and enforce them. 

• They use safety directors and/or the safety committee to engage in regular self-inspection and accident research to identify potentially dangerous situations, and to understand why accidents occur and how to correct them. 

III.   Policies to prevent workplace violence 

Every organization should have a two-pronged policy in place to (a) prevent workplace violence and (b) to deal with violent incidents when they occur.  An HR manager's major responsibility is to be certain that selection policies include careful screening and reference checking.  Furthermore, the HR manager should take the lead to enforce policies pertaining to the fair treatment of employees. This may require training 

managers     to   recognize   performance     problems,    refer  troubled    employees    for  counseling,    and   apply disciplinary procedures consistently. 

IV.    Cumulative Trauma Disorders 

CTDs are also called repetitive stress (or motion or strain) injuries (or illnesses or syndromes).  CTDs do not refer to only one disorder but to a wide array of maladies ranging from carpal tunnel syndrome to tennis elbow.   The number of workers with CTDs has risen dramatically in recent years. 

 V.   Benefits of a Safe and Healthy Workforce
• More productivity 

• Increased efficiency and quality 

• Reduced medical and insurance costs 

• Lower workers’ compensation rates and payments 

• Greater workforce flexibility 

VI.    The HRM Department and Employee Safety and Health HRM department can help organizations and employers by performing tasks like: 

• Develop safety and health programs. 

• Select safety and health programs. 

• Evaluate safety and health programs. 

• Ensure legal compliance. 

• Incorporate safety and health concerns in HRM practices. 

 STRESS MANAGEMENT 

  Stress is the body’s nonspecific reaction to any demand made on it. For various reasons, programs dealing with   stress   and   its   related   problems   are   becoming   increasingly   popular.   Long-term   productivity   depends largely on the dedication and commitment of the company’s employees. Employees are increasingly holding their   employers   liable   for   emotional   problems   they   claim   are   work   related.   And,   stress-related   mental disorders have become the fastest-growing occupational disease. There is increasing evidence indicating that evere, prolonged stress is related to the diseases that are leading causes of death—coronary heart disease, stroke,   hypertension,   cancer,   emphysema,   diabetes,   and   cirrhosis;   stress   may   even   lead   to   suicide.   Some signs   that   may   indicate   problems   include   impaired   judgment   and   effectiveness,   rigid   behavior,   medical problems, increased irritability, excessive absences, emerging addictive behaviors, lowered self-esteem, and apathetic behavior. 

I.   Sources Of Stress 

Regardless   of   its   origin,   stress   possesses   the   same   devastating   potential.   Some   factors   are   controllable   to varying degrees, whereas others are not. 

Stressor 

The person or event that triggers the stress response, it can be organizational, personal or environmental factor that can become the source of stress. 

a.   Organizational   Factors—Many   factors   associated   with  a   person’s   employment   can   be potentially   stressful.   These   include   the   firm’s culture,   the   individual’s   job,   and   general working conditions. 

b.   Personal Factors—Stress factors outside the job and job environment also may affect job  performance.   Factors   in   this   category   include   the   family,   financial   problems,   and   living conditions. 

c.   The General Environment—Stress is a part of everyone’s everyday life and its potential lurks not only in the workplace and the home but also in our general environment. The three-hour commute in rush traffic,   the unrelenting rain, the oppressive heat, or chilling cold   can   all   create   stress.   Excessive   noise,   wherever   it   is   encountered,   can   drive   some people up the wall. 

 II.   Symptoms of Stress: 

Stress can express following four types of the symptoms: 

a.   Short-term physical symptoms: Short-term physical symptoms include; faster 

heart beat, increased sweating, cool skin Cold hands and feet Feelings of nausea,  or 'Butterflies in stomach' Rapid Breathing, Tense Muscles, dry Mouth, desire to urinate, diarrhea 

b.   Long-term   physical   symptoms:   Change   in   appetite   frequent   colds   illnesses (such    as  asthma    Back   pain   digestive  problems     headaches     aches   and   pains) feelings    of   intense   and   long-term   tiredness,   Risk   factors  (Heart    attacks  and strokes Hypertension and headaches Ulcers Allergies)

c.   Internal symptoms: Internal symptoms include Worry or anxiety, Confusion, and   an   inability   to   concentrate   or   make   decisions,   Feeling   ill,   Feeling   out   of control   or   overwhelmed   by   events,   Mood   changes,   Depression,   Frustration, 

d.   Helplessness,   Restlessness,  Being   more   lethargic,   Difficulty   sleeping,   drinking more     alcohol   and   smoking     more,    Changing     eating   habits,  relying   more    on medication. 

e.   Behavioral symptoms: Behavioral Symptoms include, talking too fast or, too 

loud    Bad    moods     being    irritable  Defensiveness       Being    critical  Aggression, 

Irrationality,     Overreaction      and     reacting    emotionally      Reduced       personal 

effectiveness Being unreasonably negative Making less realistic judgments Being unable     to  concentrate     and   having    difficulty   making    decisions    being   more forgetful    Making     more   mistakes    being  more     accident-prone      Changing     work habits Increased absenteeism Neglect of personal appearance 

 g.   Outcomes     of   Organization     due    to  stress: Continuous       stress   in  working environment   results   in   some   problem   in   organizational   operations   like   poorer decision-making,   decreased   creativity,   lost   work   time,   Increased   turnover   and more sabotage. 

 III.   Stress & Job Performance 

Stress can affect the performance in positive as well as negative ways. Stress is a dynamic condition in which an individual is confronted with an opportunity, constraints or demand related to what he or she desires, and for which the outcome is perceived to be both uncertain and important. Stress is a complex issue, so let’s look at it more closely. Stress can manifest itself both in positive and negative way. Stress is said to be 

positive when the situation offers an opportunity for one to gain something; for example, the “psyching- up” that an athlete goes through can be stressful, but this can lead to maximum performance. It is when constraints or demands are placed on us that stress can become negative. Constraints are barriers that keep us from doing what we desire. Demands, on the other hand, may cause you to give up something. Demands are desires that are backed by the purchasing power or affordability. 

Managing Stress 

Experts emphasize that some stress is healthy and moderate stress is the key to survival. 

a.   INDIVIDUAL   COPING    APPROACHES—There                 are   a  number     of   ways,    that  individuals may take to control excessive stress. There are several specific techniques that individuals can utilize   to deal with stress. These   methods include  hypnosis, biofeedback, and transcendental meditation. 

• Hypnosis: An altered state of consciousness that is artificially induced and characterized by increased receptiveness to suggestions. 

• Biofeedback:  A   method   that   can   be   used   to   control   involuntary   bodily   processes,   such   as   blood pressure or heart beat rate. 

• Transcendental meditation   (TM):  A   stress-reduction   technique   whereby   a   secret   word   or   phrase (mantra) provided by a trained instructor is mentally repeated while an individual is comfortably seated. 

b.   Organizational  Coping  Approaches—A          number      of  programs     and   techniques     may effectively   prevent   or   relieve   excessive   stress.   General   organizational   programs,   although not specifically designed to cope with stress, may nevertheless play a major role.

COMMUNICATION IN ORGANIZATION 

This chapter also presents a model of how communication works. Moreover, it explores specific policies that give employees access to important company information as well as those which provide feedback to top managers. 

A.   Burnout 

Burnout is a pattern of emotional, physical, and mental exhaustion in response to chronic job stressors. It is an incapacitating condition in which individuals lose a sense of the basic purpose and fulfillment of their work. 

Burnout has been described as a state of fatigue or frustration that stems from devotion to a cause, way of life, or relationship that did not provide the expected reward. It is often found in a midlife or mid-career crisis, but it can happen at different times to different people. Individuals in the helping professions such as teachers and counselors seem to be susceptible to burnout, whereas others may be vulnerable because of their   upbringing,   expectations,   or   their   personalities. Burnout   is   frequently   associated   with   people   whose jobs require close relationships with others under stressful and tension-filled conditions. The dangerous part of burnout is that it is contagious. A highly cynical and pessimistic burnout victim can quickly transform an entire group into burnouts. It is important to deal with it quickly; once it has begun, it is difficult to stop. 

I.   Symptoms of Burn-Out 

Following symptoms indicate that a person is suffering through burnout 

• A feeling of lack-of-control over commitments 

• A belief (incorrect) that you are accomplishing less 

• A growing tendency to think negatively 

• Loss of a sense of purpose and energy                                             

• Increased detachment from relationships                                            

 II.  Avoiding Burn-Out                                  

Burnout can be avoided by taking the following steps                   

• Re-evaluate goals                                                          

• Reduce unnecessary commitments                                               

• Learn stress management skills                                                               

 • Find   out   where   the   stress   is   coming  from (family, job, etc.)                       

• Follow a healthy lifestyle                                                   

• Get adequate rest                                                       

 • Eat a balanced diet                                                            

• Get regular exercise

• Limit caffeine and alcohol 

 • Develop other interests (hobbies) 

• Acknowledge your humanity--you have a right to pleasure and relaxation 

Social Support at Work & Home: 

Social support at home by friends family members and at workplace by supervisor, colleagues subordinates etc can be used to avoid the burnout in the organizations.

B.   Communication in organization 

The   transmission   of   information   and   understanding   through   the   use   of   common   symbols   is   termed   as communication.   Communication   is   the   exchange   of  information   between   people;   it   occurs   when   one person understands the meaning of a message sent by another person, and responds to it. Two forms of information are sent and received in communications: facts and feelings.  Facts are pieces of information that can be objectively measured or described. Examples are the cost of a computer, the daily defect rate in a manufacturing plant, and the size of the deductible payment of the company-sponsored health insurance policy.   Feelings are employees' emotional responses to the decisions made or actions taken by managers or other     employees.     Organizations      need   to   design  communication         channels     that  allow    employees     to communicate facts and feelings about specific aspects of their jobs. 

I.   The Communication Process 

Communication,   a   continuous   process,   is   the   exchange   of   information   and   meaning   between   people.   It occurs when one person understands and responds to the meaning of a message sent by someone else. The communication         process    includes    five main      components:       the    information source, the signal, the transmission, the             

destination or receiver, and the noise. Communication    starts  with   a  sender who     has   a  message     to  send    to  the receiver.   The   sender   must   encode   the                                                                      

message      and   select  a  communication  channel      that   will  deliver    it  to  the receiver.    In   communicating   facts,   the message   may   be   encoded   with   words,                                                      numbers,        or    digital    symbols;      in communicating         feelings,    it  may    be 

encoded   as   body   language   or   tone   of   voice. Communications           that    provide     for feedback         are       called      two-way communications because they allow the sender and receiver to interact with each other.Communications that provide no opportunity for feedback are   one-way.   Noise   means   barriers   to   effective   Communication.   Potential   barriers   include:   ambiguous, muddled messages; semantics; physical barriers; loss of transmission; failing to communicate; competition 

barriers; cultural, linguistic, and diversity barriers; and not listening. 

II.   Nonverbal Communication 

Nonverbal   communication   is   the   non-spoken   aspects   of   communication,   such   as   a   person’s   manner   of speaking, facial expressions, or body posture, that express meaning   to others.  The nonverbal   aspects   of communication         can    especially    complicate     the   task    of   communicating        internationally.    Nonverbal communication is communication that is sent without the use of the written or spoken word. This type of communication   is   quite   powerful   because   people   can   communicate   without   speaking   through   the   use   of facial expression, body posture, tone of voice, use of space, and touching. Occulesics are facial expressions and eye contact that people use to communicate. Kinesics is the study of bodies through posture, gesture, head movements, and similar actions. Use of and reaction to facial expressions and body movement vary from culture to culture. 

III.   Barriers to Effective Communication and ways to remove these barriers 

The complex factors in the communication pose barriers to effective communication. Individual barriers include   perceptual   biases,   which   function   as   noise   by   affecting   how   the   receiver   gathers,   organizes,   and interprets   information.   Organizational   barriers   to   effective   communication   include   organizational   culture and structure, status differences, and time. 

Active    listening   is  a  good    way   to  minimize     both   individual    and   organizational    barriers   to  effective communication.        In  active   listening,  the   receiver  assumes     a  conscious     and   dynamic    role   in  the communication process through a variety of behaviors and actions. Both the sender and the message are targets for the active listener. Cultural differences can influence active listening. 

Feedback     is  information    about   some   behavior   and   its  effect.  Managers   need   to  provide   feedback   to employees about their job performance; they also give feedback to suppliers and customers about various matters. Managers often have difficulty giving negative feedback—just as employees tend to stop actively listening to negative feedback. Therefore, effective  feedback should be fact-based, timely, and focused on behaviors. Feedback is another part of communication that is affected by cultural differences. Supportive communication   is   honest,   accurate  interpersonal   communication   that  focuses   on   building   and   enhancing relationships.    There   are  number    of  attributes  of  supportive   communication,      which   aims   to  create  an 

environment in which people can openly exchange information about issues. 

A number of interpersonal and intrapersonal barriers effect the decoding of a message. 

Filtering refers to manipulating information so that it will be received more favorably. 

Filtering is most likely to occur where there is emphasis on status differences and among 

employees with strong career mobility aspirations. Expect more filtering taking place in large corporations than in small business firms. With selective perception, receivers see and hear based on their needs, motivations, experience, background, and other personal characteristics. 

Information overload happens when individuals have more information than they can sort out and use; they tend to select out, ignore, pass over, or forget information, etc. 

Emotions. When people feel that they're being threatened, they tend to react in ways that reduce their ability to achieve mutual understanding. 

Language. The meanings of words are not in the words; they are in us. Employees come from diverse backgrounds and have different patterns of speech. Grouping of employees into departments creates specialists who develop their own jargon or technical language. 

While we speak a common language--English-our usage of that language is far from uniform. The   problem   is   that   members   in   an   organization   usually   don't   know   how   others   with whom they interact have modified the language. An estimated 5 to 20 percent of the population suffer from debilitating communication apprehension or anxiety. People who suffer from it experience undue tension and anxiety in oral communication, written communication, or both. Studies demonstrate that oral-communication apprehensives avoid situations that require them to engage in oral communication. Of greater concern is the evidence that high-oral-communication apprehensives distort the communication demands of their jobs in order to minimize the need for communication. 

IV.   Improving Communication in Organizations 

Working      with   supervisors   and   managers,     employee    relations   representatives    can   facilitate  effective communications        by  developing    and   maintaining   three   types  of  programs:    information    dissemination, employee feedback, and employee assistance. 

a.  Information Dissemination Programs 

Information   dissemination   involves   making   information  available   to   decision   makers,   wherever   they   are located.    The    employee     handbook     is  probably   the  most    important    source   of  information    the   HR department can provide and sets the tone for the company's overall employee relations philosophy. There are many other forms of written communication besides the employee handbook that can be used to alert employees to important information.        These include memos and newsletters. 

1.    The employee handbook 

2.   Written communications:      memos, financial statements, newsletters, and bulletin boards 

3.   Audiovisual communications

b.   Electronic Communications 

New   technologies   have   made   it   possible   to   disseminate   information   that   goes   beyond   the   printed   word. 

Visual images and audio information are powerful communication tools.                 A recent technological advance, teleconferencing, allows people with busy schedules to participate in meetings even when they are a great distance away from the conference location (or each other). Advances in electronic communications (voice mail and e-mail) have made interactive communications between sender and receiver possible even when 

they are separated by physical distance and busy schedules. 

 c.  Meetings 

Formal meetings are opportunities for face-to-face communication between two or more employees and are guided   by   a   specific   agenda. Formal   meetings   facilitate   dialogue   and   promote   the   nurturing   of   personal relationships, particularly among employees who may not interact frequently because they are separated by organizational or geographic barriers. 

Retreats

Informal communications 

d.  Employee Feedback Programs 

To   provide   upward   communications   channels   between   employees   and   management,   many   organizations offer   employee   feedback   programs.      These   programs   are   designed   to   improve   management-employee relations by giving employees a voice in decision making and policy formulation and by making sure that 

they   receive   due   process   on   any   complaints   they   lodge   against   managers. The   most   common   employee feedback programs are employee attitude surveys, appeals procedures, and employee assistance programs. 

Employee attitude surveys 

Appeals procedures 

e.   Employee Assistance Programs 

EAPs help employees cope with personal problems that are interfering with their job performance.  These problems may include alcohol or drug abuse, domestic violence, elder care, AIDS and other diseases, eating disorders, and compulsive gambling.        Confidentiality is an important component of these programs. 

V.   The Formal and Informal Communication 

 a.  Formal communication networks - Networks that are designated by the organizational 

structure, charts, or other official documents. 

b.   Informal Communications 

Informal communication flows outside of the firm’s chain of command. 

How Excellent Companies Foster Informal Communications 

The    following   techniques    have   been   found    to  encourage    informal   communication:       1)   emphasizing informality; 2) maintaining an extraordinary level of communication intensity; and 3) giving communication the physical support. Management by Wandering around: The communication skill here is not in the 

wandering   around   the   office,   but   in   the   interpersonal   communication   skills   you   can   bring   to   bear   when you’re speaking with the employees.These skills include paying attention, making yourself clear, listening actively, and listening sympathetically. 

VI.    Levels of Communication 

a.  Upward Communication 

Upward   communication   from   subordinates   to   superiors   provides   management  with   valuable   insight   into how   the   organization   is   functioning,   and   provides  superiors   with   feedback   about   whether   subordinates understand   orders   and   instructions.   It   gives   employees   an   opportunity   to   vent   their   feelings. Upward 

communication can be encouraged by social gatherings, union publications, regular meetings, performance appraisal    meetings,   grievances,   attitude  surveys,   a suggestion    system,   and   open   door   policy,  indirect measures,   and   email.   Formal,   comprehensive   programs   and   upward   appraisals   also   encourage   upward communication. 

When communicating with a supervisor, avoid phrases that may inadvertently signal a lack of responsibility on your part.   Avoid counterproductive body language and nonverbal mannerisms.

b.   Downward Communication 

Downward   communication  is   transmitted   from   superior   to   subordinate   on   subjects   like   corporate   vision and mission, what the job consists of, performance evaluations, job instruction, and organizational policies and   practices.   This   format   can   help   build   commitment   by   keeping   employees   informed   about   what   the 

organization   plans   to   do.   Some   firms   install   open-book   management   programs   that   manage   without concealment, and motivate all employees to focus on helping the business grow profitable and increasing the return on it human capital.        Open-book management fosters trust and commitment among employees by treating them more like partners. When  communicating   with  subordinates,   remember   that   fairness   and   the   appearance   of   fairness   are   key. Make sure your body language comes across as open and receptive. 

c.   Horizontal Communication 

Horizontal or lateral communications are messages between departments or people in the same department. Managers   use   individuals   or   committees   to   bridge   departments   and   improve   the   flow   of   communication between them by using liaison personnel, committees and task forces, and independent integrators. 

VII.    Communications and HRM 

HRM depends upon the effective communications systems in the organization for its success because all its functions   like   staffing   ,   compensating   ,   performance   appraisal,   training   and   development   ,   etc   require communication system for their executions basic purposes that are served through communication systems are keeping    employees informed using it a s a tool to bring about positive change and to Influence culture. 

Bulletin board, newsletter and gossip are different sources that are used to disseminate information in the organizations. 

Employees   are   provided   with   the   Employee   Handbook   which   serves   many   purposes   like   (1)   it   helps employees   learn   about   company   at   their   own   pace.   (2) Provides   references   regarding   policies,   rules,   and benefits.    (3)  Ensures    HRM      policies  will  be   consistently    applied.   (4)  Creates  sense    of   security  and 

commitment for employees. (5) Provides information to recruits. (6) May be interpreted as implied contract. 

(7)Should be updated continually but the important thing is that these purposes can be achieved only if the employee   handbook   is   Well   Organized,   Clearly   Written   and   legally   limited.   Employee   handbook   mainly includes   the   information   both  about   the   employee   and   employer   for   employee   it   provides   information 

regarding the job description and for employer it provides information about the rules regulations of the organization and different compensation benefits etc related information to the employees. 

VIII.    Communication Methods 

Inside    the   organization     Employee      handbook,      Bulletin   board,   Company       newsletter,    Company-wide meetings, Digital Media etc are used as source or method to communicate while for the offsite employees facsimile machine, E-mails, and Internet Phone are used as tools for communication of information, 

TRADE UNIONS 
Organization of workers, acting collectively, seeking to protect and promote their mutual interests through collective   bargaining   is   termed   as   union.   The   most  significant   impact   of   a   union   on   the   management   of human resources is its influence in shaping HRM   policies. In the   absence of a union, the company may develop   all   HRM   policies   based   on  efficiency. But, when  a   union   enters   the   picture,   management   must develop HRM policies that reflect consideration for the preferences of workers who are represented by a union.   A union's strong preferences for high wages, job security, the ability to express dissatisfaction with administrative   actions,   and   having   a   voice   in   the   development   of   work   rules   that   affect   their   jobs   get 

injected into the equation along with the employer's preferences. 

I.  Union Objectives 

Several broad objectives characterize the labor movement as a whole. These include: 

(1) To secure and, if possible, improve the living standards and economic status of its members. 

(2) To enhance and, if possible, guarantee individual security against threats and contingencies that might result from market fluctuations, technological change, or management decisions. 

(3)   To influence power relations in the social system in ways that favor and do not threaten union gains and goals.

 (4) To advance the welfare of all who work for a living, whether union members or not. (5) To create mechanisms to guard against the use of arbitrary and capricious policies and practices in the workplace. In order to accomplish these objectives, most unions recognize that they must strive for continued growth and power. 

Growth—To maximize effectiveness, a union must strive for continual growth, but the percentage of union members in the workforce is declining. Union leaders are concerned because much of a union’s ability to accomplish objectives comes from strength in numbers. Unions must continue to explore new sources of potential members. 

Power—We   define power            here   as   the   amount   of   external   control   that   an   organization   is   able   to exert.   A   union’s   power   is   influenced   to   a   large   extent   by   the   size   of   its   membership   and   the possibility   of   future   growth.   By   achieving   power,   a   union   is   capable   of   exerting   its   force   in   the political arena. 

II. Factors Leading to Employee Unionization 

Three types of factors play role in origin of employee unions they are:

 a.   Working Environment: Inadequate staffing, Mandatory overtime, Poor working conditions 

 b.    Compensation: Non-competitive Pay, Inadequate benefits inequitable pay raises 

 c.   Management Style: Arbitrary Management Decision Making, Use of fear, Lack of recognition 

d.   Organization Treatment: Job insecurity, unfair discipline and policies, Harassment and abusive treatments, Not responsive to complaints 

III.  Why Employees Join Unions 

Individuals join unions for many different reasons, and these reasons tend to change over time. They may involve     dissatisfaction   with   management,       need    for  a  social outlet,   opportunity     for  leadership,    forced unionization, and peer pressure. 

A   union   is   an   organization   that   represents   employees'   interests   to   management   on   issues   such   as   wages, hours, and working conditions.           Generally, employees  seek to join a union when they (1) are dissatisfied 

with aspects of their job, 

(2) feel a lack of power or influence with management in terms of making changes, and 

(3) see unionization as a solution to their problems. 

a.   Dissatisfaction        With    Management—Unions  look    for  problems      in  organizations      and   then emphasize   the   advantages   of   union   membership   as   a   means   of   solving   them.   Management   must exercise restraint and use its power to foster management and labor cooperation for the benefit of all concerned. Some reasons for employee dissatisfaction are described: 

1. Compensation: If employees are dissatisfied with their wages, they may look to a union for assistance in improving their standard of living. 

 2.          Job   Security:   If   the   firm   doesn’t   provide   its   employees   with   a   sense   of   job   security,  workers may turn to a union. Employees are more concerned than ever about job security due to a decline in employment in such key industries as automobiles, rubber, and steel. 

3.    Management   Attitude:   Employees   do   not   like   to   be   subjected   to   arbitrary   and   capricious  actions    by   management.       In  some    firms,   management        is  insensitive   to  the   needs   of   its employees.   When   this   situation   occurs,   employees   may   perceive   that   they   have   little   or   no influence in job-related matters, thus becoming prime targets for unionization. 

b.   A Social Outlet—Many people have strong social needs. Union-sponsored recreational and social  activities, day care centers, and other services can increase the sense of solidarity. 

c.   Opportunity   For   Leadership—Employers   often   promote   union   leaders   into   managerial   ranks   as supervisors. 

d.   Forced   Unionization—It   is   generally   illegal   for   management   to   require   that   an   individual   join   a union prior to employment. However, in the 29 states without right-to-work laws, it is legal for an employer to agree with the union that a new employee must join the union after a certain period of time (generally 30 days) or be terminated. 

e.   Peer Pressure—Many individuals will join a union simply because they are urged to do so by other members of the work group. 

IV.    The Impact of Unions on Human Resource Management 

Managers are more likely to develop HRM policies based on efficiency.But, when a union is in the picture, policies   must   reflect   employees'   preferences   as   well.     Employees   have   preferences   related   to   staffing, employee development, compensation, and employee relations. 

 a.   Staffing: The contract can dictate how jobs are filled and on what basis they are filled. 

b.   Employee         Development:         Performance       evaluations     are   rarely   used    in   unionized organizations.    However, there is often a greater amount of worker training. 

c.   Compensation:         On    average,    union   employees      earn   10%    to  20%    higher   wages    than comparable non-union employees.Unionized firms avoid using merit pay plans and are likely to give across-the-board pay raises to employees based on market considerations. 

d.   Employee Relations: The labor contract gives employees specific rights.                     The employees, through the collective bargaining process, have a voice in the development of work rules that affect their jobs.

B.   Collective Bargaining. 

Under a collective bargaining system, union and management negotiate with each other to develop the work rules. 

The performance of the mutual obligation of the employer and the representative of the employees to meet at reasonable times and confer in good faith with respect to wages, hours, and other terms and conditions of employment, or the negotiation of an agreement, or any question arising there under, and the execution of a written contract incorporating any agreement reached if requested by either party; such obligation does not compel either party to agree to a proposal or require the making of a concession. 

 I.        Labor Management Relations and Collective Bargaining 

 Forms of Bargaining Structures AND Union/ Management Relationships—The bargaining structure    can   affect  the  conduct    of   collective  bargaining.    The   four   major   structures   are  one company dealing with a single union, several companies dealing with a single union, several unions dealing    with   a  single  company,   and    several   companies     dealing  with    several  unions.   Types    of union/management   relations   that   may   exist   in   an   organization   are   conflict,   armed   truce,   power bargaining, accommodation, cooperation, and collusion.  The         Collective    Bargaining      Process—Both         external   and   internal  environmental      factors   can influence     the  process.    The   first  step   in  the  collective   bargaining    process    is  preparing    for negotiations. This step is often extensive and ongoing for both union and management. After the issues to be negotiated have been determined, the two sides confer to reach a mutually acceptable contract.   Although   breakdowns   in   negotiations   can   occur,   both   labor   and   management   have   at their disposal tools and arguments that can be used to convince the other side to accept their views. 

Eventually, however, management and the union usually reach an agreement that defines the rules of the game for the duration of the contract. The next step is for the union membership to ratify the agreement. There is a feedback loop from “Administration of the Agreement” to “Preparing for Negotiation.” Collective bargaining is a continuous and dynamic process, and preparing for the next round of negotiations often begins the moment a contract is ratified. 

 The Psychological Aspects Of Collective Bargaining. 

Prior to collective bargaining, both the management team and the union team have to prepare positions and accomplish   certain   tasks.   Vitally   important   for   those   involved   are   the   psychological   aspects   of   collective bargaining.   Psychologically,   the   collective   bargaining   process   is   often   difficult   because   it   is   an   adversarial situation and must be approached as such. It is a situation that is fundamental to law, politics, business, and government, because out of the clash of ideas, points of view, and interests come agreement, consensus, and justice. 

a.   Preparing For Negotiations 

Bargaining issues can be divided into three categories: mandatory, permissive, and prohibited. Mandatory Bargaining Issues—Fall within the definition of wages, hours, and other terms and conditions of employment. 

Permissive Bargaining Issues—May be raised, but neither side may insist that 

they be bargained over. Prohibited Bargaining Issues—Are statutorily outlawed. 

b.   Bargaining Issues 

The document that results from the collective bargaining process is known as a labor agreement or contract. 

Certain topics are included in virtually all labor agreements. 

Recognition—Its  purpose     is  to  identify   the   union   that   is  recognized     as   the  bargaining  representative and to describe the bargaining unit.

Management Rights—A section that is often, but not always, written into the labor agreement and   that   spells   out   the   rights   of   management.   If  no   such   section   is   included,   management   may reason that it retains control of all topics not described as bargainable in the contract. 

 Union Security— The objective of union security provisions is to ensure that the union continues to exist and to perform its function. 

 1.         Closed     Shop:     An    arrangement       whereby     union     membership       is a   prerequisite    to employment. 

2.         Union   Shop:   An   arrangement   that   requires   that   all   employees   become   members   of   the union   after   a   specified   period   of   employment   (the   legal   minimum   is   30   days)   or   after   a union shop provision has been negotiated. 

3.   Maintenance of Membership: Employees who are members of the union at the time the labor agreement is signed or who later voluntarily joins must continue their memberships until   the   termination   of   the   agreement,   as   a   condition   of   employment.   This   form   of recognition is also prohibited in most states that have right-to-work laws. 

4.   Agency      Shop:    Does    not   require    employees     to  join   the  union;    however,     the   labor agreement   requires,   as   a   condition   of   employment,   that   each   nonunion   member   of   the  bargaining   unit   “pay   the   union   the   equivalent   of   membership   dues   as   a   kind   of   tax,   or service charge, in return for the union acting as the bargaining agent.” The agency shop is outlawed in most states that have right-to-work laws. 

5.   Exclusive Bargaining Shop: The company is bound legally to deal with the union that 

has achieved recognition, but employees are not obligated to join or maintain membership in the union or to financially contribute to it. 

6.  Open Shop: Employment that has equal terms for union members and nonmembers alike. 

7.    Dues Checkoff: The Company agrees to withhold union dues from members’ checks and to forward the money directly to the union. 

Compensation   and   Benefits—This   section   typically   constitutes   a   large   portion   of   most   labor agreements. Virtually any item that can affect compensation and benefits may be included. 

1.     Wage Rate Schedule: The base rates to be paid each year of the contract for each job are  included in this section. At times, unions are able to obtain a cost-of-living allowance (COLA) or escalator clause in the contract in order to protect the purchasing power of employees’ earnings. 

2.    Overtime   and   Premium   Pay:  Provisions   covering   hours   of   work,   overtime   pay,   and premium pay, such as shift differentials, are included in this section. 

3.    Jury Pay: Some firms pay an employee’s entire salary when he or she is serving jury duty. Others pay the difference between jury pay and the compensation that would have been earned. The procedure covering jury pay is typically stated in the contract. 

4.  Layoff   or   Severance Pay: The amount that employees in various   jobs   and/or seniority levels will be paid if they are laid off or terminated is presented in this section. 

5.   Holidays: The holidays to be recognized and the amount of pay that a worker will receive if he or she has to work on a holiday are specified. In addition, the pay procedure for times when a holiday falls on a worker’s nominal day off is provided.

6.   Vacation: This section spells out the amount of vacation that a person may take, based on seniority. Any restrictions as to when the vacation may be taken are also stated. 

 7.  Family   Care:   This   is   a   benefit   that   has   been   included   in   recent   collective   bargaining agreements, with child care expected to be a hot bargaining issue in the near future. 

Grievance Procedure—It contains the means by which employees can voice dissatisfaction with specific management actions. Also included in this section are the procedures for disciplinary action by management and the termination procedure that must be followed. 

Employee   Security—This   section   of   the   labor   agreement   establishes   the   procedures   that   cover job   security   for   individual   employees.   Seniority   and   grievance   handling   procedures   are   the   key topics related to employee security. 

a.   Negotiating The Agreement 

The negotiating phase of collective bargaining begins with each side presenting its initial demands. The term negotiating  suggests   a   certain   amount   of   give   and   take,   the   purpose   of   which   is   to   lower   the   other   side’s expectations. Each side does not expect to obtain all the demands presented in its first proposal. Demands that the union does not expect to receive when they are first made are known as beachhead demands. 

 b.   Breakdowns In Negotiations 

At times negotiations break down, even though both labor and management may sincerely want to arrive at an   equitable   contract   settlement.   Several   means   of  removing   roadblocks   may   be   used   in   order   to   get negotiations moving again. 

Third-Party Intervention—Often a person from outside both the union and the organization can intervene to provide assistance when an agreement cannot be reached and a breakdown occurs. At this point there is an impasse. 

1.    Mediation:      A   process    whereby    a  neutral   third   party  enters   a  labor   dispute   when     a bargaining impasse has occurred. 

2.   Arbitration: A process in which a dispute is submitted to an impartial third party to make a binding decision. 

3. Sources of Mediators and Arbitrators: The principle organization involved in mediation efforts,   other   than   the   available   state   and   local   agencies,   is   the   Federal   Mediation   and Conciliation Service (FMCS). Either or both parties involved in negotiations can seek the assistance of the FMCS, or the agency can offer help if it feels that the situation warrants this. 

Union Strategies for Overcoming Negotiations Breakdowns—There are times when a union believes that it must exert   extreme pressure on   management to agree to its bargaining demands.Strikes and boycotts are   the primary   means that the   union   may use to   overcome breakdowns in negotiations. 

1.    Strikes: When union members refuse to work in order to exert pressure on management in negotiations. 

2. Boycotts: An agreement by union members to refuse to use or buy the firm’s products. 

The practice of a union attempting to encourage third parties (suppliers and customers) to 

 stop doing business with the firm is a secondary boycott. 

 Management’s   Strategies   For   Overcoming   Negotiation   Breakdowns—One   form   of   action that is somewhat analogous to a strike is called a lockout. Management keeps employees out of the Work
place and may run the operation with management personnel and/or temporary replacements. 

The employees are unable to work and do not get paid. 

a.   Ratifying The Agreement 

In the vast majority of collective bargaining encounters, the parties reach agreement without experiencing severe breakdowns in negotiations or resorting to disruptive actions. Typically, this is accomplished before the   current   agreement   expires.   After the   negotiators  have   reached   a   tentative   agreement   on   all   topics 

negotiated,     they   will  prepare    a  written   agreement      complete     with   the  effective    and   termination     dates. 

However,   the   approval   process   can   be   more   difficult  for   the   union.   Until   it   has   received   approval   by   a majority of members voting in a ratification election, the proposed agreement is not final. Union members may reject the proposed agreement, and new negotiations must begin. 

b.   Administration Of The Agreement 

The larger and perhaps more important part of collective bargaining is the administration of the agreement, which is seldom viewed by the public. The agreement establishes the union-management relationship for the duration of the contract. 

II.  Grievance Handling Under a Collective Bargaining Agreement 

If   employees   in   an   organization   are   represented   by   a   union,   workers   who   believe   that   they   have   been disciplined   or   dealt   with   unjustly   can   appeal   through   the   grievance   and   arbitration   procedures   of   the collective bargaining agreement.

a.    Grievance Procedure—A grievance can be broadly defined as an employee’sdissatisfaction     or   feeling    of   personal     injustice   relating    to   his   or   her  employment relationship. 

b.    Arbitration—The process that allows the parties to submit their dispute to an impartial third party for resolution. 

c.    Proof     that   Disciplinary      Action     was    Needed—Any           disciplinary    action administered   may   ultimately   be   taken   to   arbitration,   when   such   a   remedy   is specified in the labor agreement. 

d.    Weaknesses         Of    Arbitration—The          reason    for   the   initial  filing  of   the grievance     may    actually   be   forgotten    before    it  is  finally  settled.  Another 

problem is the cost of arbitration, which has been rising at an alarming rate. 

III.     Grievance Handling In Union-Free Organizations 

Although   the   step-by-step   procedure   for   handling   union   grievances   is   common   practice,   the   means   of resolving   complaints   in   union-free   firms   varies.   A  well-designed   union-free   grievance   procedure   ensures that the worker has ample opportunity to make complaints without fear of reprisal. 

C.   The HRM Department in a Nonunion Setting  Employers who adhere to certain union-free strategies and tactics can remain or become union free. 

Effective first-line supervision: Extremely important to an organization’s ability to remain union free   is   the   overall   effectiveness   of   its   management,   particularly   its   first-line   supervisors.   These supervisors represent the first line of defense against unionization. 

Union-free policy: The fact that the organization’s goal is to remain union free should be clearly and forcefully communicated to all its members. 

Effective   communication:   One   of   the   most   important   actions   an   organization   that   wants   to remain   union   free   can   take   is   to   establish   credible   and   effective   communication.   One   approach taken    to  encourage      open    communication        is  the  open-door      policy.   The   open-door    policy  gives  employees   the   right   to   take   any   grievance   to   the   person   next   in   the   chain   of   command   if   the  immediate supervisor cannot resolve the problem.

Trust   and   openness:   Openness   and   trust   on   the   part   of   managers   and   employees   alike   are important in order to remain union free. The old expression actions speak louder than words is certainly valid for an organization that desires to remain union free. 

 Effective   compensation   programs:   The   financial   compensation   that   employees   receive   is   the most   tangible   measure   they   have   of   their   worth   to   the   organization.   If   an   individual’s   pay   is substantially   below   that   provided   for   similar   work   in   the   area,   the   employee   will   soon   become dissatisfied. 

Healthy   and   safe   work   environment:   An   organization   that   gains   a   reputation   for   failing   to maintain a safe and healthy work environment leaves itself wide open for unionization.

Effective employee and labor relations: No organization is free from employee disagreements and     dissatisfaction.   Therefore,     a  means    of   resolving   employee      complaints,     whether    actual   or  perceived, should be available. The grievance procedure is a formal process that permits employees to complain       about    matters    affecting   them.    Most   labor-management agreements     contain    formal grievance procedures, and union members regard handling grievances as one of the most important  functions of a labor union. 

D.   Phases of Labor Relations 

Labor   relations   consist   of   the   human   resource   management   activities   associated   with   the   movement   of employees   within   the   firm   after   they   have   become   organizational   members   and   include   the   actions   of promotion, transfer, demotion, resignation, discharge, layoff, and retirement. Labor relations can be divided  into following three phases: 

a.   Union organizing: Organization of workers, acting collectively, seeking to protect and promote their mutual interests through collective bargaining is termed as union. The most significant impact of a union on the management of human resources is its influence in shaping HRM policies. In the  absence of a union, the company may develop all HRM policies based on efficiency. But, when a union enters the picture, management must develop HRM policies that reflect consideration for the preferences   of   workers   who   are   represented   by   a   union.     A   union's   strong   preferences   for   high wages, job security, the ability to express dissatisfaction with administrative actions, and having a  voice in the development of work rules that affect their jobs get injected into the equation along with the employer's preferences. 

b.    Collective     bargaining:  The        performance      of  the   mutual    obligation    of  the   employer     and   the representative of the employees to meet at reasonable times and confer in good faith with respect to    wages,   hours,    and   other   terms    and   conditions     of  employment,       or  the   negotiation    of   an agreement,       or   any   question    arising   there    under,    and   the   execution     of   a  written    contract  incorporating any agreement reached if requested by either party; such obligation does not compel either party to agree to a proposal or require the making of a concession. 

c.    Contract administration: The larger and perhaps more important part of collective bargaining is the    administration     of   the  agreement,     which    is  seldom    viewed   by   the   public.  The    agreement establishes   the   union-management   relationship   for   the   duration   of   the   contract.   The   agreement established     the   union-management   relationship   for   its   effective   length.   Usually        no   changes    in  contract language can be made until the expiration date except by mutual consent. Administering the contract is a day-to-day activity. Ideally, the aim of both management and the union is to make the agreement work to the mutual benefit of all concerned. This is not easy. In the daily stress of the work environment, terms of the contract are not always uniformly interpreted and applied. 

CONFLICT AND NEGOTIATION 

 Conflict   is   the   process   in   which   one   party   perceives   that   its   interests   are   being   opposed   or   negatively affected   by   another   party.   Conflict   is   a   process   in   which   people   disagree   over   significant   issues,   thereby creating friction between parties. Conflict can exist when people have opposing interests, perceptions, and  feelings; when those involved recognize the existence of differing points of view; when the disagreement is ongoing; and when opponents try to prevent each other from accomplishing their goals. Although conflict can be destructive, it can also be beneficial when used as a source of renewal and creativity. Competition, rivalry   between   individuals   or   groups   over   an   outcome   that   both   seek,   is   not   the   same   as   conflict.   In competition, there must be a winner and a loser; with conflict, people can cooperate so that no one wins or loses. 

Organizational   conflict  occurs   when   a   stakeholder   group   pursues   its   interests   at   the   expense   of   other stakeholders.   Given   the   different   goals   of   stakeholders,   organizational   conflict  is   inevitable.   Conflict   is associated with negative images, such as unions getting angry and violent, but some conflict can improve effectiveness. When conflict passes a certain point, it hurts an organization. 

I.   Transitions in Conflict Thought 

Under  traditional   view   conflict   is   a   process   in   which people   disagree   over   significant   issues,   creating   friction between      parties.   One    view   of   conflict   is  that   it  is dysfunctional and harmful to organizations, because the struggle over                                 incompatible goals is a waste of time that   prevents       people      and    organizations       from   being productive   and   reaching   their   potential.   On   the   other hand,  interactionist   view   states   that   when   conflict   is based on issues rather than personalities, it can enhance   problem      solving    and   creativity.  Open     discussions     of differing viewpoints allows for a thorough consideration of   alternatives   and   their   consequences   in   the   course   of decision   making.   Conflict   can   also   increase   motivation and energize people to focus on a task. Human relation view states that Conflict is a natural occurrence and we should accept conflict

II.   Conflict Good or Bad. 

Conflict can have both positive and negative consequences. On the positive side, conflict can bring energy to   a   competition   and   focus   participants   on   the   task   at   hand.   It   can   also   increase   group   cohesion   and stimulate open discussion   of issues. On the   negative   side, conflict   can   cause participants to lose sight of common goals and focus on winning at all costs. In addition, it can lead to distorted judgments and a lack  of cooperation. Finally, the losers in a conflict feel demoralized and lose motivation; this loser effect harms long-term relationships and overall organizational performance. 

 III.   How can conflict improve effectiveness? 

Conflict can overcome inertia and introduce change, because conflict requires an organization to reassess its views. Different views are considered, and the quality of decision-making is improved. 

IV.   Types and levels of Conflict 

There are four types of conflict. Inter-group conflict occurs      when     groups    within    and    outside     the organization         disagree      on      various      issues. 

              Level of conflict           

Interpersonal conflict is due to differences in goals, values, and styles between two or more people who  required     to  interact.  Intra   group    conflict   occurs  within                                 a   work     group     over   goals    and    work  procedures.      Intrapersonal     conflict   is  a   person's internal    conflict   over   divergent   goals,   values,or Group    roles.                   Inter   group   conflict   can   occur   at   two   levels which      are   horizontal     and    vertical.  Horizontal         Individual   conflict takes place between departments or groups                                                              

the    same   level   of  the   organization.    In  contrast, vertical conflict occurs between groups at different levels of the organization. 

Types of Conflict 

Task conflict: Conflicts over content and goals of the work  Relationship conflict: Conflict based on interpersonal relationships  Process conflict: Conflict over how work get done 

 V.    Individual Conflict Management Styles 

a.   The   obliging   style   of   conflict   management   is   based   on   low   concern   for  self,   high concern   for    others,   and focusing on the needs of others while satisfying or              

 ignoring   personal   needs. This    works     best   when  issues    are  unimportant,                                          

knowledge        is   limited, there    is  long-term    give and take, and the person                    

managing       the    conflict has no power.                               

b.   The     avoiding     style  is  based   on   low   concern  for self and others and a 

focus     on     suppressing, setting aside, and ignoring the issues. This is appropriate when the conflict is too strong and parties need to cool off.

c.   The     integrative     style  shows     high   concern    for  self  and   for   others   and   focuses    on collaboration,     openness,     and   exchange     of  information.     This   is  used  when     issues  are complex, when commitment is needed, when dealing with strategic issues, and when long- term solutions are required. 

d.   The dominating style  shows high concern for self, low concern for others, and focuses on advancing own goals at any cost. This is used when time is short, issues are trivial, all solutions are unpopular, and an issue is important to the party resolving the conflict. 

e.   The   compromising   style shows   moderate   concern   for   self   and   others   and   focuses   on achieving a reasonable middle ground where all parties win. This is used when goals are clearly incompatible, parties have equal power, and a quick solution is needed. 

VI.    Manager’s ways to manage conflict. 

Managers can manage conflict by either preventing or reducing high levels of conflict or stimulating low levels of conflict.   To do this, managers   can apply a   behavioral approach   or   an   attitudinal approach.   The behavioral   approach   targets   the   behavior   causing   the   conflict,   while   the   attitudinal   approach   targets   the  roots   of   the   conflict,   including   people's   emotions,   beliefs,   and   behaviors.   Behavioral   methods   include enforcing rules, separating the parties, clarifying tasks, having a common enemy or outside competition, and increasing   resources   and   rewarding   cooperation.   Attitudinal   methods   include   having   a   common   enemy, 

rotating    members,     increasing    resources,    and   team-building     and   organizational    development      (OD).    To stimulate conflict, managers can introduce change, increase task ambiguity, or create interdependency.

B.   Conflict and Negotiation 

Stakeholders      compete     for  the   resources   that   an  organization     produces.    Shareholders     want   dividends, employees       want    raises.  An    organization     must    manage     both    cooperation     and    competition      among stakeholders to grow and survive. All stakeholders have a common goal of organizational survival, but not all goals are identical. 

Negotiation 

It is the process used by two or more parties to reach a mutually agreeable arrangement to exchange goods and   services.   Managers   need   negotiating   skills   to   be  effective   in   today's   global,   diverse,   dynamic,   team- oriented     business   environment.      Culture   significantly   affects  the   negotiation    process.   Negotiators     from 

masculine cultures emphasize assertiveness and independence, which can cause them to see negotiation as a competition and spur them to win at all costs. Negotiators from cultures comfortable with uncertainty will take    a  creative,  problem-solving      approach,     while   those   from    high   uncertainty-avoidance      cultures   will 

emphasize bureaucratic    rules   and   procedures. Power-distance,individuality collectivism,     high   or  low context, emotion, and time-orientation dimensions also affect negotiation. 

Beyond a certain point, conflict hurts the organization and causes decline. Managers spend time bargaining, rather than making decisions. An organization in decline cannot afford to spend time on decision-making, because it needs a quick response to recover its position. Group’s battle for their interests, no agreement is reached, and the organization floats along, falling prey to inertia. Bargaining issues in negotiation process can be divided into three categories: mandatory, permissive, and prohibited. 

o    Mandatory   Bargaining   Issues—Fall   within   the   definition   of   wages,   hours,   and   other terms and conditions of employment. 

o    Permissive Bargaining Issues—May be raised, but neither side may insist that they be 

bargained over. 

o    Prohibited Bargaining Issues—Are statutorily outlawed.

o   Negotiation Strategies 

Figure  shows   four   negotiating   strategies   based   on   the   importance   of   the   substantive   outcome   and   the importance of the relationship outcome. These four strategies are trusting collaboration, firm competition, open    subordination,   and  active 

avoidance.     Trusting collaboration     is   a   win-win strategy   most   appropriate   when        

both      the   substantive     task outcome     and   the   relationship outcome     are   important.   Firm   competition     is  used  when   the substantive     task  outcome     is                                       

important    but  the  relationship    outcome        is    not.     Open  subordination     is  applied  when the     task   outcome      is  not important    but  the  relationship         outcome   is.   Active   avoidance   is  useful   when    neither  the   task               

outcome     nor   the   relationship outcome is important. When   two   parties   are   unable   to come      to   agreement     during negotiations, they may bring in a  third party to help resolve the differences. Conciliation and consultation focus on improving interpersonal relations to foster constructive discussion of issues. Mediation considers both interpersonal and substantive issues and relies on formal evaluation of positions plus persuasion to bring about a non-binding solution. 

Arbitration, a legally binding process in which the arbitrator imposes a solution, can be used when all other methods have failed and the conflict must be urgently resolved. 

Common mistakes made when negotiating include: 

Irrational escalation of commitment; thinking the pie is fixed; winner's curse; and overconfidence. Avoiding these common mistakes requires managers to be aware of the issues, be thoroughly prepared, and be willing to rely on expert opinion to reduce the possibility of making mistakes. 

POWER AND POLITICS 

Power, the ability of one person to influence another, is not limited to managers. Employees at all levels and outsiders such as customers have the ability to influence the actions and attitudes of other people. Someone need not have power to influence another person—and those with influence may not have power. Also, power is not the same as authority. Authority is the power vested in a particular position, such as the power of the security director. 

I.  Power, influence, and authority 

Power is the ability of one person to influence another. It is not the same as authority, which refers to the power vested in a particular position. It is not synonymous with influence, either, since someone who has power may not be able to influence others while someone without power may have the ability to influence others. Power, authority, and influence are all integral parts of any organization, although the way 

II.  Sources of Power 

Three types of power derive from the person's formal position in the organization: 

Legitimate power: It is based on a person holding a formal  position; 

Reward Power: reward power, based on a person's access to rewards. 

Coercive Power: coercive power, based on a person's ability to punish.                                                         Two types of power derive from the individual:                           

Expert power,: Expert power is based on personal expertise  and knowledge 

Referent       Power:    referent   power,   based    on  a  person's attractiveness to others. 

Organizational   sources   of   power,   which   derive   from   the   structure,   depend   on   strategic   contingencies— elements that are essential to the performance and effectiveness of the organization, department, or team. 

The   three   strategic   contingencies   that   are   sources   of   organizational   power   are:   coping   with   uncertainty; centrality in the resource network; and dependency and substitutability.

III.  Advantages and Disadvantages of Power 

Power   is   necessary   in   an   organization   because   it   helps   managers   fulfill   their   leadership  responsibilities;   it also helps all employees influence others in pursuit of organizational and personal goals. Two key benefits are the ability to inspire commitment (as a reaction to expert or referent power) and the ability to reduce 

uncertainty   for   others   in   the   organization.   Empowerment   leads   to   other   benefits,   such   as   support   for creativity and reduction of bureaucratic obstacles. The main disadvantage is the potential for misuse and abuse, which can harm individuals and the organization. 

IV.    Power Corruption 

Power corruption occurs when someone has a great deal of power but is not held accountable for its use. 

The   result   is   abuse   of   power   for   personal   gain.   The   power   corruption   cycle   starts   when   managers   are physically removed from their employees, they may develop an inflated view of themselves. The disparity in power can cause employees to feel helpless, so they respond by becoming more submissive and dependent and by flattering the manager. The consequences of the power corruption cycle are poor decision making, use of coercion, low opinion of employees, more distance from employees, and possibly ethical or illegal actions taken by the manager. 

Organizations       can   prevent   corruption   of   power   by    pushing   for   more   contact   between   managers   and employees;   reducing   employees'   dependence   on   managers;   and   creating   an   open,   performance-centered organizational culture and structure. One   of   the   most   visible   ways   managers   and   organizations   can   encourage   the   ethical   use   of   power   is   by modeling and rewarding ethical behavior. In addition, they can establish appropriate policies and procedures 

to   identify   and   stop   unethical   use   of   power   and   create  an   organizational   culture   that   values   high   ethical standards for the use of power. 

B.   Politics In Organizations 

Organizational   politics   are   activities   that   allow   people   in   organizations   to   achieve   goals   without   going through formal channels. Whether political activities help or hurt the organization depends on whether the person's goals are consistent with the organization's goals. In the rational model of organizations, people are assumed to manage logically, based on clear information and well-defined goals. 

I.   Elements initiating Political activities 

Three elements create the conditions under which political activities thrive. 

a.   Changes in any of the five strategic contextual forces (environment, technology, strategy, culture,   and   structure)   can   generate   uncertainty   over   resource   allocation,   leading   to   an increase in political behavior. 

b.   Changes in the coordination   and integration  of   organizational   activities used to achieve common goals can also lead to an increase in political behavior. 

c.   Finally, changes in leadership, which change traditional relationships and processes, can create an opportunity for increased political behavior. 

II.   Rational and political models of organizations 

Organizational   politics   are   activities   that   allow   people   in   organizations   to   achieve   goals   without   going through formal channels. In the rational model of organizations, people are assumed to manage logically, based on clear information and well-defined goals. In contrast, the political model assumes that information is scarce, individuals and groups have diverse goals, negotiation and alliances drive decision making, and individual goals take the place of rational, systematic processes for problem solving and decision making.                                                      

Political Tactics 

Political   tactics  are   activities  that  fall  outside  the standardized,   formal   processes   of   the   organization. Four      types    of    political   tactics    are    building   relationships,  controlling resources,   image management, and blame and ingratiation. 

• Building Relationship                                                                              

People     develop    relationships    through     coalitions,alliances,   networks,   and   supportive   managerial   linkages.   Coalitions   are   relationships   formed   over   specific issues; alliances are general agreements of support among different individuals and groups; and networks are broad, loose support systems. Relationship building can either help or harm the organization. 

a.   Controlling Resources 

Controlling      resources    and   decisions,   another    type   of  political   tactic,  involves    developing    expertise, becoming indispensable, and influencing decision criteria. Like relationship building, controlling resources and decisions can either help or harm the organization. 

b.   Image Management 

Image     management       means     remaining     visible  and   presenting     oneself   in   the  best   light  within    the organization. It also means knowing when to avoid association with people who are considered deviants. 

c.   Blame and Integration 

Blaming and attacking others to deflect attention from one's mistakes—and using ingratiating behavior to gain favor—are unethical and negative types of political actions. 

Managers need to manage political behavior from two directions. First, they should seek to maintain and encourage   constructive   relationships,   which   are   essential   for   coordination   and   effectiveness   within   the organization.     Second,    they   also  need    to  reduce    negative,   self-interested   behaviors    that  can   hurt   the organizations. This can be accomplished through an open, supportive organizational culture; information sharing    to   reduce   uncertainty;    use  of  consistent,    open,   and   fair  processes,   procedures,     and   rewards; increased     cooperation     with  decreased     internal  competition;     and   rewarding    and   modeling     constructive behaviors. 

C.   Power and Politics in Context 

Power and politics are linked to strategy, structure, and culture. The development and implementation of the organization's mission, strategy, and goals entails much uncertainty, which makes the strategic planning process   ripe   for   political   activity.   To   be   effective,   managers   must   apply   both   power   and   politics   as   they 

negotiate, build relationships, and seek cooperation from others. The structure determines how power will be distributed in the organization, and managers need power to make structural changes in response to the environment.   National   and   ethnic   cultural   values  influence   how   managers   perceive   and   use   power.   But 

power   and   politics   also   affect   the   organization's   culture;   in   particular,   how   a   top   leader   uses   power   and politics helps shape the culture. 

       EMPLOYEE RIGHTS AND DISCIPLINE 

 Employee   rights   allow   them   to   engage   in   conduct protected by laws and social sanctions.   Federal and state     governments       have     enacted     laws    giving employees   specific   protection   in   their   relationship  with    their  employer.     The    courts   have   also  been willing to protect workers from wrongful discharge.                        

These rights include statutory, contractual, and other  rights.                                                                                      

 B.   Employee Rights 

There     are  many     laws   and   regulations    governing human resource management that have been created to   help   define,   maintain,    and   preserve   employee rights.  Discrimination laws essentially give people the right to work without being evaluated on the basis of non-job-relevant factors such as religion, origins, sex or race. Minimum wage legislation gives people the right to expect a certain base level of compensation for their work. Labor laws give employees the right to organize   and   join   a   labor   union   under   certain   prescribed   circumstances.   Employee   rights   allow   them   to 

engage in conduct protected by laws and social sanctions.Federal and state governments have enacted laws giving employees specific protection in their relationship with their employer. The courts have also been willing to protect workers from wrongful discharge. These rights include statutory, contractual, and other rights. 

a)   Statutory Rights 

The key statutory rights can be found in laws such in Civil Rights Acts, the Occupational Safety and Health     Act   (OSHA),      and   the   National    Labor    Relations     Act  (NLRA).   These     rights   Protect 

employees       from    discrimination,     Safe    working conditions, Right to form unions 

 b)   Contractual Rights                           

A   written   employment   contract   details   the   terms  of   the   employment   relationship.   These   contracts   usually    address    such    issues   as   seniority,   due     

process, and wrongful discharge.Besides written          contracts,   there   are   implied   contracts.   Employee handbooks,   employment   policies,   and   statements made      by  an   interviewer     or  manager     may    be nterpreted by the courts as implied contracts.

c)   Other Rights 

Beyond statutory and contract rights, employees may have rights to ethical treatment, limited free speech, and limited privacy. 

d)   Ways     Managers      and    Supervisors     Can    Influence     Their    Companies’       Climate    of Fairness and Behavior 

Take        actions   that   develop    trust,  such   as  sharing   useful   information    and   making     good    on commitments. 

 Act        consistently   so  that  employees     are  not  surprised    by  unexpected     management      actions   or decision. 

Be truthful and avoid white lies and actions designed to manipulate others by giving a certain (false)  impression. 

Demonstrate integrity by keeping confidences and showing concern for others. 

Meet with employees to discuss and define what is expected of them. 

Ensure that employees are treated equitably, giving equivalent rewards for similar performance and avoiding actual or apparent special treatment of favorites. 

Adhere to clear standards that are seen as just and reasonable. 

Demonstrate      respect  toward    employees,    showing     openly   that  they  care   about   employees    and recognize their strengths and contributions. 

e)   Management Rights 

Management rights are the rights to run the business and to retain any profits generated.                 In particular, this includes the right to direct the work force (i.e., to hire employees and set pay levels).   Often, these rights are residual.  Residual rights are those remaining that are not affected by contracts or other (i.e., EEO) laws. 

f)   Employment at Will 

It   is   a   common   law   doctrine   stating   that   employers   have   the   right   to   hire,   fire,   demote,   or   promote whomever they choose, unless there is a law or contract to the contrary and Employees have the right to quit   and   got   another   job   under   the   same   constraints.   The   employment-at-will   rule   was   adopted   in   the nineteenth century.     Workers were free to terminate their relationship (employment) for any reason, so the courts deemed it fair for employers to be able to do the same.Such a rule has stacked the deck in favor of the employer, giving wrongfully discharged employees little legal recourse.  Nevertheless, employment-at- will is limited in certain situations.    These include cases of public policy exceptions, implied contracts, and lack of good faith and fair dealing. 

g)   Employee Rights Challenges: 

There is a thin line between the rights of employees and the rights of management.                 Workplace issues such as random drug testing, electronic monitoring and whistle-blowing highlight this conflict. 

a. Random Drug Testing 

Companies that use drug tests must address several challenges such as establishing a policy, what to do with false positives, how to ensure security over urine specimens, and whether alternative tests should be used (e.g., performance tests). 

b.Electronic Testing 

Companies attempt to fight various forms of employee theft by electronic monitoring.                   To use this type of monitoring successfully, employees should know what devices are being used, employers should create ways in which monitoring is beneficial to the employees as well, the employer should develop appropriate policies which are publicized throughout the company. 

c. Whistle blowing 

Whistle blowing means employees can notify the wrongdoings of the management. While federal employees who     blow   the  whistle   have   certain  legal  protections;   private-sector    employees     are  far  less  protected. Because employees may decide to blow the whistle on  an employer, many companies realize that it is intheir best interest to establish a policy on whistle blowing. 

C.   Disciplining Employees 

Employee discipline is a tool that managers use to communicate a need to change behavior.  Traditionally, such discipline is performed by supervisorsBut, when teams are used, it may be the team's responsibility. 

Two different approaches to discipline are widely used.They include progressive and positive discipline 

 a.  Progressive Discipline 

The   most   commonly   used   form   of   discipline,   progressive   discipline,   consists   of   a   series   of   management interventions that gives employees opportunities to correct their behavior before being discharged. 

b.  Positive Discipline 

Encouraging employees to monitor their own behaviors and assume responsibility for their own actions is called   positive   discipline.  Management    still  intervenes,  but  with  counseling    sessions   as  opposed    to 

punishment. 

DISCIPLINE 

 Discipline refers   to   a   condition   in   the   organization   where employees conduct themselves in accordance with the organization’s rules and standards of acceptable. For the   most   part   employees   discipline   themselves   by   conforming   to   what   is   considered   proper   behavior  because they believe it is the reasonable thing to do. One they are made aware of what is expected of them, and assuming they find these standards or rules to be reasonable, they seek to meet those expectations. But not all employees will accept the responsibility of self-discipline.  There     are some     employees      that will accept   the   norms   of   responsible   employees’   behavior.   These   employees,   then,   require   some   degree   of extrinsic disciplinary action. It is this need to impose extrinsic disciplinary action that we will address in the following sections. 

I.   Discipline System Recommended by Labor Department 

A   fair   discipline   process   is   based   on   three   prerequisites: rules   and   regulations,   a   system   of   progressive penalties,   and   an   appeals   process.   Inform   employees   ahead   of   time   as   to   what   is   and   is   not   acceptable behavior.    Progressive penalties range from oral warnings to written warnings to suspension from the job to discharge; the severity is a function of the severity of the offense and, in some cases, the number of times the   offense   has   occurred.    Discipline   guidelines   include   the   need   to   determine   whether   there   was   “just cause” for disciplinary action by (1) using discipline in line with the way management usually responds to 

similar incidents; (2) warning the employee of the consequences of the alleged misconduct; (3) punishing for violation of rules that are “reasonably related” to the efficient and safe operation of the work environment; 

(4) investigating adequately; (5) applying rules and employee’s past history.                Fairness is built into the system of   discipline   without   punishment   in   that   the   punitive   nature   of   discipline   is   reduced   while   there   is   an attempt to gain the employee’s acceptance of the rules. 

II.   Factors to Consider when Disciplining 

Before we review disciplinary guidelines, we should take at the major factors that need to be considered if we are to have fair and equitable disciplinary practices. The following seven contingency factors can help us analyze a discipline problem: 

1.   Seriousness of the problem. How sever is the problem? As noted previously, dishonesty is usually considered a more serious infraction than reporting to work 20 minutes late. 

2.   Duration of problem. Have there been other discipline problems in the past, and over how long a time   span?   The   violation   dies   not   take   place   in   a   vacuum.   A   first   occurrence   is   usually   viewed differently than a third or fourth offense. 

3.   Frequency        and    mature     of  the   problem.      Is  the  current    problems     part  of   an  emerging     or continuing pattern of disciplinary infractions? We are continual with not only the duration but also the pattern of the problem. Continual infractions may require but also the pattern of the problem. 

Continual      infractions    may   require   a  different   type   of  discipline   from    that  applied   to  isolated instances     of  misconduct.      They    may   also   point   out a  situation   that   demands     far  more    sever discipline   in   order   to   prevent   a   minor   problem   demands   far   more   severe  discipline   in   order   to prevent a minor problem from becoming a major one. 

4.   Extenuating Factors. Are there extenuating circumstances related to the problem? The student who fails to turn in her term paper by the deadline because of the death of her grandfather is likely to have her violation assessed more leniently than will her peer who missed the deadline because he overslept.

5.    Degree of socialization. To what extent has management made an earlier effort to educate the person   causing   the   problem   about   the   existing  rules   and   procedures   and   the   consequences   of knowledge      that   the  violator    holds   of  the   organization’s     standards    of  acceptable     behavior.    In contrast   to   the   previous   item,   the   new   employee   is   less   likely   to   have   been   socialized   to   these standards than the 20-year veteran. Additionally, the organization that has formalized, written rules governing employee conduct is more justified in aggressively enforcing 

6.   Violations of these rules than is the organization whose rules are informal or vague. History of the Organization’s Discipline practices. How have similar infractions been dealt with in the past within     the   department?      Within    the   entire   organizations?     Has    there   been    consistency     in  the application      of   discipline    procedures?      Equitable      treatment     of   employees      must     take    into consideration      precedents      within  the    unit   where     the  infraction   occurs,     as   well   as  previous disciplinary   actions   taken   in   other   units   within   the   organization.   ?   Equity   demands   consistency against some relevant benchmark. 

7.    Management Backing. If employees decide to take their case to a higher level in management, will   you   have   reasonable   evidence  to   justify   your   decision?   Should  the   employee   challenge   your disciplinary action, it is important that you have the data to back up the necessity and equity of the action    taken   and    that  you    feel  confident     that  management        will  support     your   decision.    No disciplinary   action   is   likely   to   carry   much   weight  if   violators   believe   that   they   can   challenge   and successfully override their manager’s decision. 

How   can   these   seven   items   help?   Consider   that   there   are   many   reasons   for   why   we   might   discipline   an employee.   With   little   difficulty,   we   could   list   several   dozen   or   more   infraction   that   management   might believe require disciplinary action. For simplicity’s sake, we have classified the most frequent violations into four categories: attendance, on-the- job behaviors, dishonesty, and on the job behavior. 

Attendance like: 

Unexcused absence, chronic absenteeism, leaving without permission 

Work Performance  problems can include action like  not completing work assignments, 

producing       substandard       products     or   services     not   meeting      established     production requirements 

Dishonesty            and    Related     Problems       like, Theft,    Falsifying    employment       application, Willfully    damaging      organizational     property,     Punching     another     employee’s     time    card, Falsifying work records 

On-the-job Behaviors like: Insubordination ,Smoking in unauthorized places, Fighting, 

Gambling, Failure to use safety devices, Failure to report injuries, Carelessness, Sleeping on  the job, Using abusive or threatening language with supervisors, Possession of narcotics or alcohol, Possession of firearms or other weapons, Sexual harassment,  Infractions may be minor or serious given the situation or the industry in which one works. For example, while concealing defective work in a hand –power tool assembly line may be viewed as minor, the same action   in   an   aerospace   manufacturing   plant   is   more   serious.   Furthermore,   recurrence   and   severity   of   the infraction will play a role. For instance, employees who experience their first minor offense might generally  expect a minor reprimand. A second offense might result in a more stringent reprimand, and so forth. In contrast,   the   first   occurrence   of   a   serious   offense   might   mean   not   being   allowed   to   return   to   work,   the length of time being dependent on the circumstances surrounding the violation. 

III.   Disciplinary Guidelines: 

All   human   resource   managers   should  be   aware   of   disciplinary   guidelines.   In   the   section,   we   will   briefly describe them. 

a.   Make Disciplinary Action Corrective Rather than punitive. The objective is to correct an  employee’s undesirable behavior. While punishment may be a necessary means to that end, one should never lose sight of the eventual objective. 

b.   Make   disciplinary   Action   progressive.   Although   the   type   of   disciplinary   action   that   is appropriate may vary depending on the situation, it is generally desirable for discipline to be progressive. Only for the most serious violations will an employee be dismissed after a first   offense.   Typically,   progressive   disciplinary   action   begins   with   a   verbal   warning   and proceeds   through   a   written   warning,   suspension,   and,   only   in   the   most   serious   cases, dismissal. More on this in a moment. 

c.   Follow   the   “Hot-stove”   Rule.   Administering   discipline   can   be   viewed   as   analogous   to touching a hot stove (hence, the hot-stove rule).84 While both are painful to the recipient, the analogy goes further. When you touch a hot stove, you get an immediate response; the burn you receive is instantaneous, leaving no question of cause and effect. You have ample  warning; you know what happens if you touch a red-hot stove, you furthermore, the result is consistent: every time you touch a hot stove, you get the same response you get burned. In all, the result is impersonal; regardless of who you are, if you touch a hot stove, you will get   burned.   The   comparison   between   touching   a   hot   stove   and   administering   discipline should be apparent, but let us briefly expand on each of the four points in the analogy. 

The   impact   of   a   disciplinary   action   will   be   reduced   as   the   time   between   the   infraction  and   the   penalty’s implementation lengthens. The more quickly the discipline follows the offense, the offense, the more likely it is that the employee will associate the discipline with the offense rather than with the manager imposing 

the discipline. As a result, kit is best that the disciplinary process begin as soon as possible after the violation is noticed. Of course, this desire for immediacy should not result in undue haste. If all the facts are not in, managers   may invoke a   temporary suspension,   pending a final decision in the case.   The   manager   has an obligation to give advance warning prior to initiating formal disciplinary action. This means the employee must be aware of the organization’s rule and accept its standards of behavior. Disciplinary action is more likely to be interpreted as fair by employees when there is clear warning that a given violation will lead to discipline   and   when   it   is   known   that   discipline   will  be.   Fair   treatment   of   employees   also   demands   that  disciplinary action be consistent. When rule violations are enforced in an inconsistent manner, the rules lose their impact. Morale will decline and employees will question the competence of management. Productivity will   suffer   as   a   result   of   employee   insecurity   and  anxiety.   All   employees   want   to   know   the   limits   of 

permissible   behavior,   and   they   look   to   the   actions   of  their   managers   for   such   feedback. The   last guideline     that   flows   from    the   hot-stove     rule  is:  keep   the   discipline  impersonal.       Penalties   should     be connected   with   a   given   violation,   not   with   the   personality   of   the   violator.   That   is,   discipline   should   be directed at what employees have done, not the employees themselves. As a, manager, you should make it clear    that  violation    personal    judgments      about    the   employee’s     character.    You    are   penalizing    the   rule violation,   not   the   individual,   and   all   employees   committing   the   violation   can   expect   to   be   penalized. Furthermore,   once   the   penalty   has   been   imposed,   you  as   manager   must   make   every   effort   to   forget   the incident; you should attempt to treat the employee in the same manner as you did prior to the infraction. 

 IV.    Disciplinary Actions (Progressive discipline) 

As mentioned earlier, discipline generally follows a typical sequence of four steps: written verbal warning, written warning, suspension, and dismissal. Let’s briefly review these four steps. 

 a.   Written Verbal Warning                          

The     mildest    form   of   discipline   is  the   written    verbal     warning.    Yes,    the   term    is  correct.   A       written, verbal  warning is a temporary record of a reprimand that is then placed in the manager’s file    on    the   employee.      This    written     verbal warning      should    state   the   purpose,     date,   and outcome       of  the   interview    with   the   employee. This     in  fact,   what    differentiates     the   written verbal warning from the verbal warning. Because of the need to document this step in the process, the verbal warning must be put into writing. The difference, however, is that this warning remains in   the   hands   of   the   manager;   that   is,   it   is   not forwarded to HRM for inclusion in the employee’s personnel file. 

The written verbal reprimand is best achieved when completed in a private and informal environment. The manager should begin by clearly informing the employee of the rule that has been violated and the problem that this infraction has caused. For instance, if the employee has been late several times, the manager would reiterate the organization’s rule that employees are to be at their desks by 8:00 A.M, and then proceed to give specific evidence of how violation of this rule has resulted in an increase in workload for others and has lowered departmental morale. After the problem has been made clear, the manager should then allow the employee to respond. Is he aware of the problem? Are there extenuating circumstances that justify his behavior? What does he plan to do correct his behavior? After the employee has been given the opportunity to make his case, the manager must determine if the employee has proposed an adequate solution to the problem. If this has not been done, the manager should direct the discussion toward helping the employee figure out ways to prevent the trouble from recurring. 

Once a solution has been agreed upon, the manager should ensure that the employee understands what, if any, follow-up action will be taken if the problem recurs. 

b.   Written Warning 

The second step in the progressive discipline process is the written warning. In effect, it is the first formal stage   of   the   disciplinary   procedure.   This   is   because   the   written   warning   becomes   part   of   the   employee’s official personnel file. This is achieved by not only giving the warning to the employee but sending a copy to   HRM   to   be   inserted   in   the   employee’s   permanent   record.   In   all   other   ways,   however,   the   procedure concerning the writing of the warning is the same as the written verbal warning; that is, the employee is advised   in   private   of   the   violation,   its   effects,   and   potential   consequences   of   future   violations.   The   only difference is that the discussion concludes with the employee being told that a formal written warning will be issued. Then the manager writes up the warning-stating the problem, the rule that has been violated, any acknowledgment by the employee to correct her behavior, and the consequences form a recurrence of the deviant behavior-and sends it to HRM. 

c.   Suspension 

A   suspension   or   layoff   would   be   the  next   disciplinary   step,   usually   taken  only   the   prior   steps   have   been implemented without the desired outcome. Exceptions-where suspension is given without any prior verbal or written warning –occasionally occur if the infraction is of a serious nature. A suspension may be for one day or several weeks; disciplinary layoffs in excess of a month are rare. Some 

organizations skip this step completely because it can have negative consequences for both the company and the employee. From the organization’s perspective, a suspension means the loss of the employee for the layoff   period.   If   the   person   has   unique   skills   or   is   a vital   part   of   a   complex   process,   her   loss   during   the 

suspension      period   can   severely   impact    her  department      or  the  organization     performance      if  a  suitable replacement cannot be located. From the employee’s standpoint, a suspension can result in the employee returning in a more unpleasant and negative frame of mind than before the layoff. Then why should management consider suspending employees as a disciplinary measure? The answer is that a   short   layoff   is  potentially   a  rude   awakening     to   problem     employees.     It may    convince     them    that management is serious and may move them to accept responsibility for following the organization’s rules. 

d.   Dismissal 

Management’s ultimate disciplinary punishment is dismissing the problem employee. Dismissal should be used   only   for   the   most   serious   offenses.   Yet   it   may   be   the   only   feasible   alternative   when   an   employee’s behavior seriously interferes with a department or the organization’s operation. A dismissal decision should be given long and hard consideration. For almost all individuals, being fired from a fob is an emotional trauma. For employees who have been with the organization for many years’ 

dismissal can make it difficult to obtain new employment or may require the individual to undergo extensive retraining. In addition, management should consider the possibility that a dismissed employee will take legal action to fight the decision. Recent count cases indicate that juries are cautiously building a list of conditions 

under which employees may not be lawfully discharged. 

 B.   Employee Separations 

I.   Employee Separations 

An employee separation occurs when an employee ceases to be a member of an organization.  The rate of employee   separations   in   an   organization   (the   turnover   rate)   is   a   measure   of   the   rate   at   which   employees leave the firm. 

a.   The Costs of Employee Separations 

There are always costs associated with employee separations.The cost may be more or less, depending on whether managers intend to eliminate the position or to replace the departing employee.   Costs included in separations include:     recruitment costs, selection costs, training costs, and separation costs. 

1.          Recruitment costs. 

2.         Selection costs. 

3.         Training costs. 

4.         Separation costs. 

 b.   The Benefits of Employee Separations 

While many people understand the costs of employee separations, there are benefits as well.   Some of the benefits of separations include:reduced labor costs, replacement of poor performers, increased innovation, and the opportunity for greater diversity. 

1.          Reduced labor costs. 

2.         Replacement of poor performers. 

3.         Increased innovation.

4.         Opportunity for greater diversity. 

II.      Types of Employee Separations 

Employee   separations   can   be   divided   into   two   categories   based   on   who   initiates   the   termination   of   the employment   relationship.        Voluntary   separations   (quits   and   retirements)   are   initiated   by   the   employee. Involuntary separations (discharges and layoffs) are initiated by the employer. 

a.   Voluntary Separations 

1.          Quits. 

2.         Retirements. 

b.   Involuntary Separations 

Involuntary separations occur when management decides to terminate its relationship with an employee due to economic necessity or a poor fit between the employee and the organization. 

 1.          Discharges. 

 2.         Layoffs. 

3.         Downsizing   and   rightsizing.   A   reduction   in   the   number   of   people   employed   by   a   firm  (also known as restructuring and rightsizing); essentially the reverse of a company growing and suggests a one-time change in the organization and the number of people employed 

 III.   Managing Early Retirements 

When   a   company   realizes   that   it   needs   to   downsize   its   scale   of   operations,   its   first   task   is   to   examine alternatives to layoffs.    One of the most popular of these methods is early retirement. 

 The Features of Early Retirement Policies: Early retirement policies consist of 

  two features: (a) a package of financial incentives that make it attractive for senior employees to retire   earlier   than   they   planned   and   (b)   an   open   window   that   restricts   eligibility   to   a   fairly   short period.   After the window is closed, the incentives are no longer available to senior employees. 

Avoiding Problems with Early Retirements: Managing early retirement policies 

requires   careful   design,   implementation,   and   administration.      When   not   properly   managed,   early retirement policies can cause a host of problems.           All managers with senior employees should make certain that they do not treat senior employees any differently than other employees. 

IV.    Managing Layoffs 

Generally, an organization will institute a layoff when it cannot reduce its labor costs by any other means. 

Managers should first try to reduce labor costs with layoff alternatives. 

Alternatives          to   Layoffs:    There    are  many    alternative   methods     of   reducing    labor  costs   that management should explore before deciding to conduct a layoff.       These alternatives include things such    as  early  retirements,    employment      policies   (attrition  and   hiring  freeze),  job   redesign   (job sharing), pay and benefits policies (pay freezes and cuts), training, and other voluntary workforce reductions. 

1.         Employment policies. 

 2.         Changes in job design. 

3.         Pay and benefits policies. 

4.         Training. 

5.         Nontraditional alternatives to layoffs. 

Implementing a Layoff: A layoff can be a traumatic event that affects the lives of thousands of people, so managers must implement the layoff carefully. Issues that need to be considered include how     to   notify   employees,     developing     layoff  criteria,  communicating       to   laid-off   employees, coordinating media relations, maintaining security, and reassuring survivors of the layoff. 

1.         Notifying employees. 

2.         Developing layoff criteria.

3.         Communicating to laid-off employees. 

4.         Coordinating media relations. 

5.         Maintaining security. 

6.         Reassuring survivors of the layoff. 

V.       Outplacement 

Outplacement is a human resource program created to help separated employees deal with the emotional stress of job loss and to provide assistance in finding a new job 

The Goals of Outplacement: 

The   goals   of   outplacement   reflect   the   organization's   need   to   maintain   employee   productivity.   The   most important of these goals are (1) reducing the moral problems of employees who will be laid off so that they will   remain  productive;   (2)   minimizing   the   amount   of   litigation   initiated   by   separated   employees;   and   (3) 

assisting separated employees in quickly finding comparable jobs. Outplacement              Services:   The     most    common       outplacement      services    provided    to   separate 

 employees are emotional support and job-search assistanceThese services can help achieve the goals of outplacement. 

 1.         Emotional support. 

 2.         Job-search assistance

VI.   The role of HR Department in employee separations and outplacement 

Cooperation and teamwork characterize the relationship between managers and HR staff in the employee separation process.    HR staff can act as valuable advisers to managers, particularly in the dismissal process, by helping them avoid mistakes that can lead to claims of wrongful discharge. They can also help protect the employee whose rights may be violated by managers.Furthermore, they may assist in the development of   and/or   selection   of   the   contents   of   voluntary   severance   plans   or   buyouts,   early   retirement   plans,   and outplacement services 

LEADERSHIP 

 Leadership is a process where Leader/Person, who influences individuals and groups in an organization, helps them establish goals, guides them toward achievement of those goals, and allows them to be effective as a result. Leaders   fill   many   roles   simultaneously.    Leaders   not   only   influence   others   to   achieve   desired   goals,   they interact with and motivate subordinates, and deal with conflict and any other issues that may arise. 

How Leaders Provide a Vision: To be effective, leaders must provide a vision that is a general statement of the organization’s intended direction that evokes positive emotional feelings in organization members. 

I.  The Foundations and Traits of Leadership 

a.   The Leader’s Traits:          Researchers have studied the traits of successful leaders for many years in an   effort   to   identify   a   set   of   core   traits   that   would   predict   success   as   a   leader.   Recent   research indicates   that   there   are   certain   core   traits   that   significantly   contribute   to   success   for   a   business leader.   These include drive, the desire to lead, honesty/integrity, self-confidence, cognitive ability 

and knowledge of the business. 

 b.   The Leader’s Behavior 

How   Leaders   Act   Like   Leaders:         Leadership   studies   that   focus   on   how  the   leader’s   style   is   related   to his/her   effectiveness   as   a   leader   all   focus   on   what   the   leader   does   and   how   he/she   behaves   in   trying   to influence followers. These studies also focus on the two major functions of leaders—accomplishing the task and satisfying the needs of group members. 

Initiating Structure and Consideration:  Initiating structure and consideration have been two of the most frequently   used   descriptions   of   leader   behavior.   These   concepts   evolved   from   the   Ohio   State   University leadership studies.     Initiating structure is leader behavior whereby the person organizes work to be done and defines relationships or roles, the channels of communication, and ways of getting jobs done. Consideration 

is leader behavior indicative of mutual trust, friendship, support, respect, and warmth. In most situations, considerate leaders will have more satisfied subordinates, but the effects of such considerate leadership on employee performance are inconsistent. The effects of initiating structure are also inconsistent with respect to performance and satisfaction. 

Participative and Autocratic Styles: Leaders can act in either a participative or autocratic style. Autocratic leaders   solve   problems   and   make   decisions   by   themselves   based   upon   information   available   at   the   time. Participative   leaders   share   the   problem   with   subordinates   as   a   group,   and   together,   they   generate   and evaluate alternatives and attempt to reach consensus on a solution. 

Transformational   Leadership   Behavior:  Transformational   leaders   encourage   and   obtain   performance beyond      expectations     by  formulating     visions,   inspiring    their  subordinates     to pursue     them,    cultivating employee acceptance and commitment to their visions, and providing their employees with the big picture. Transformational leaders are perceived as charismatic, inspirational, considerate,  and stimulating.  On the other hand, leaders who exhibit transactional behaviors are more focused on accomplishing the task at hand and maintaining good working relations with subordinates by rewarding for performance. 

 Are There Gender Differences in Leadership Styles? Research suggests that there are few differences in the way men and women lead.The slower career progression for women can be better accounted for by  institutional biases and inaccurate stereotypes of women managers.It has been found that men and women perform at about the same level.          Women managers have been found to be more achievement oriented,  understanding, patient, relationship oriented, socially sensitive, and communicative than men. 

c.   Situational Theories of Leadership 

Fiedler’s   Contingency   Theory   of   Leadership:  Fiedler   used   a   least   preferred   coworker   (LPC)   scale   to measure whether a leader who was lenient in evaluating associates he/she least liked working with was more   likely   or   less   likely   to   have   a   high-producing   group   than   the   leader   who   was   demanding   andiscriminating. Three factors combine to determine which leadership style is more appropriate: position 

power, task structure, and leader-member relations.  Fiedler concluded that if the situation is favorable or unfavorable   to   the   leader,   a   more   task-oriented,   low-LPC   leader   is   appropriate.   In   the   middle   range where the factors are more mixed, a more people-oriented, high-LPC leader is more appropriate. Recent 

research findings cast doubt on the validity of these conclusions. 

Path-Goal   Leadership   Theory:   Path-goal   theory   of   leadership,  developed   by   House,   is   based   upon  expectancy   theory,   which   states   whether   a   person   will   be   motivated   depends   on   whether   the   person believes he/she has the ability to accomplish a task and his/her desire to do so. The theory concludes that leaders should increase the personal rewards subordinates receive for attaining goals and make the path to these goals easier to follow. The leadership style required depends upon the situation, so the leader must  be flexible and adopt the style that is required. 

Leader-Member Exchange Theory: Leader-member exchange theory (LMX) says that leaders may use different styles with different members of the same work group.                 Followers tend to fall in either the in-group or the out-group in relating to the leader.           The quality of leader-member exchanges was positively related to a leader’s perception of the follower’s similar attitudes and extroversion.  The findings suggest  that leaders should try to make the in-group more inclusive, and followers should try to be in the leader’s  in-group by emphasizing similarity in attitudes. 

The Situational Leadership Model:  The situational leadership model of leadership suggests that a leader should adapt his/her leadership style (delegating, participating, selling, or telling) to the task. The Vroom-Jago-Yetton Model: Vroom, Jago, and Yetton have developed a leadership model   that   enables   a   leader   to   analyze   a   situation   and   decide   whether   it   is   right   for participation.     The    technique    includes    a  set  of  management      decision    styles,  a  set  of diagnostic questions, and a decision tree for identifying how much participation is called  for in a situation. 

 II.   Power and Leadership 

Leaders   without   power   are   really   not   leaders   because   they   have   no   chance   of   influencing   anyone   to   do anything. Leaders in organizations normally derive much of their power from their formal position and the ability to allocate rewards. In some cases, leaders may have expert or referent power depending upon their  individual characteristics. 

III.   Becoming a Leader 

Start to think Like a Leader:  Thinking like a leader requires applying the three-step model: identify what is happening; account for it; and decide on the necessary leadership actions. And remember that leading requires knowledge of matters other than leadership theories (e.g., culture, motivation, groups, conflict, and change) to influence followers to move toward goals. 

Develop Your Judgment:  Leaders can improve their judgment or  decision-making ability by increasing  their knowledge, debasing their judgment, being creative, using intuition, not overstressing the finality ofdecisions, and making sure the timing of a decision is right. 

Develop   Your   Other   Leadership   Traits: Leaders   can   use   good   judgment,   exhibit   self-confidence,   and improve their knowledge of the business to improve their effectiveness. 

Start to Build Your Power Base:    Leaders can strengthen the foundation of their leadership by making sure   followers   share   their   vision,   adapting   their   leadership   style   and   actions   to   the   situation,   substituting other management skills to help them lead by choosing the right followers, and organizing the task properly 

to reduce the need for leadership. 

Help   Others   Share   Your   Vision:         Ensuring   that   your   subordinates   know   and   understand   your   vision, mission,   and   objectives   can   help   the   leader   influence   the   subordinates   to   work   enthusiastically   toward achieving an objective. 

Adapt   Your   Style   and   Actions   to   the   Situation:          No   one   leadership   style  is   appropriate   for   every situation. 

Use   Your   Other   Management   Skills   to   Lead:              Leaderships   should   choose   the   right   followers   and organize the task properly. 

B.    Building Trust: The Essence of Leadership 

 I.  Understanding Trust 

Trust is a positive expectation that another will not act opportunistically. The two most important elements of   our   definition   are   that   it   implies   familiarity   and   risk.   Trust   is   a   history-dependent   process   based   on relevant but limited samples of experience. It takes time to form, building incrementally and accumulating, it involves making oneself vulnerable. By its very nature, trust provides the opportunity for disappointment. 

But trust is not taking risk per se; rather it is a willingness to take risk. Recent evidence has identified five: integrity, competence, consistency, loyalty, and openness. Integrity refers to honesty, conscientiousness, and truthfulness.     This    one   seems    to   be   most    critical  when    someone      assesses    another's    trustworthiness. 

Competence   encompasses   an   individual's   technical   and   interpersonal   knowledge   and   skills.   Consistency relates to an individual's reliability, predictability, and good judgment in handling situations. Loyalty is the willingness to protect and save face for another person. The final dimension of trust is openness. 

II.   Trust as One Foundation of Leadership 

1.   Trust appears to be a primary attribute associated with leadership. 

2.   Part of the leader's task has been working with   people   to   find   and   solve   problems,  but    whether    leaders    gain  access    to  the  knowledge       and    creative    thinking     they  need to solve problems depends on how much people trust them. 

3.   When   followers   trust   a   leader,   they   are willing   to   be  vulnerable     to  the   leader's actions. 

4.   Honesty   consistently   ranks   at   the   top   of most   people's   list   of   characteristics   they admire in their leaders. 

5.   Now,      more    than   ever,   managerial     and leadership     effectiveness   depends      on   the ability to gain the trust of followers. 

6.   In times of change and instability, people turn      to    personal      relationships      for 

guidance; and the quality of these relationships are largely determined by level of trust. 

7.   Moreover,   contemporary   management   practices   such   as   empowerment   and   the   use   of   work teams require trust to be effective. 

 III.   Types of Trust 

Deterrence-based Trust: The most fragile relationships are contained in deterrence-based trust, based   on   fear   of   reprisal   if   the   trust   is   violated.   It   works   only   to   the   degree   that   punishment   is possible, consequences are clear, and the punishment is actually imposed if the trust is violated. To be sustained, the potential loss of future interaction with the other party must outweigh the profit potential   that   comes   from   violating   expectations.   Most   new   relationships   begin   on   a   base   of deterrence.   In   a   new   manager-employee   relationship   the   bond   that   creates   this   trust   lies   in   the authority held by the boss and the punishment he/she can impose. 

Knowledge-based Trust: Most organizational relationships are rooted in knowledge-based trust. Trust is based on the behavioral predictability that comes from a history of interaction. Knowledge of   the   other   party   and   predictability   of   his   or   her  behavior   replaces   the   contracts,   penalties,   and legal   arrangements   more   typical   of   deterrence-based   trust.   This   knowledge   develops   over   time, largely as a function of experience. The more communication and regular interaction you have with 

someone else, the more this form of trust can be developed and depended upon. Interestingly, at the   knowledge-based   level,   trust   is   not   necessarily   broken   by   inconsistent   behavior.   If   you   can adequately explain or understand another's apparent violation, you can accept it, forgive the person, and move on in the relationship. Most manager-employee relationships are knowledge-based. 

 Identification-based   Trust:  The   highest   level   of   trust   is   achieved   when   there   is   an   emotional connection between the parties. It allows one party to act as an agent for the other and substitute  for that person. This mutual understanding is developed to the point that each can effectively act  for the other. Controls are minimal at this level. The best example of identification-based trust is a long-term, happily married couple. You see identification-based trust occasionally in organizations among people who have worked together for long periods of time and have a depth of experience that allows them to know each other inside and out. This is also the type of trust that managers  ideally seek in teams. 
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