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About Expand Your Business (EYB)

EYB stands for Expand Your Business. It is an integrated business training and support programme for small to medium scale
enterprises that have growth potential and capacity to create more and better jobs.

The vision of the EYB Programme is to assist growth oriented enterprises that have growth potential to develop effective
strategies to exploit the growth potential of their enterprises. They are also assisted to strengthen their business functional
areas in marketing, human resources and finance.

The EYB Programme is targeted towards Growth Oriented Enterprises (GOEs) that have a growth potential, employ between 6
to 100 employees, have basic management systems and have been in operation for at least one year. The EYB Programme is
designed to enhance the knowledge and skills of Owners, Executive Directors, General Managers and functional managers in
marketing, human resources and finance. The programme is designed to assist the GOEs to anticipate, plan and successfully
manage the growth of their enterprises.

The EYB is an integrated programme, which involves classroom training, facilitation of business and financial linkages,
individual counselling sessions and facilitation of Business Support Groups. The individual counselling sessions assist GOEs to
complete their Business Growth Plans. The Business Support Groups provide an opportunity for GOEs to meet and discuss
common problems, challenges and solutions, network and receive expert advice from invited resource specialists in identified
areas.
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In this module you will find:

Relevant business knowledge and information

Read the simple theory and information relevant to the topic of this module. The examples
on the case study that follow the theory and information show how that knowledge is
applied to manage a business well.

Practical exercises
Do the exercises in the module and then compare your answers with the suggested answers
given at the end of the module to find out how much you have learnt.

Action and Growth Plans

Fill in and use the action and growth plans. This will help you to put your new knowledge
into practice.

Useful business terms

Useful business terms are printed in bold italics when they appear for the f{irst time in the
module. Look up the meaning of these terms in the text box next to them. Memorise their
meanings. They are also listed in the annexes section of this module.

The symbols

You will see the following symbols in the left hand margin. The symbols indicate the
nature of the text contained in the boxes next to them as explained below.

Next to this symbol, you will find the objectives of the module and its Chapters.

Next to this symbol, you will find exercises for you to do or questions for you to
answer.

The box next to this symbol tells you where to find more information in the other
modules or elsewhere, for example: EYB Module: Strategic Financial
Management tells you more about how to interpret financial ratios.

The box next to this symbol contains questions for you to answer about your own
business.

The box next to this symbol tells you something, which is extra important for you
to memorize. For example, the customer is the most important person for
your business.

The box next to this symbol provides you with examples on the case study used in
this module. it shows how theory and information is applied in the case study.
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PREFACE

About the Strategic Human Resources
Management module ...

Nowadays, the concept of human resource management goes beyond the concept of personnel
management, in a sense that HRM strives to manage the human resources requirements of an
organisation to best suit the requirements of the organisational strategy. The reason behind this new
approach is the general consensus that organisational success depends largely on the shared efforts of
its employees. In other words, this newer HRM approach recognises human resources as the key to
the successful implementation of strategies and, additionally, as the core asset available to achieve
sustainable competitive advantage.

It is essential that organisations develop practices and techniques that will assist in getting the best out
of its employees to effectively implement the strategy. Human resources management provides the
best practices and tools that can be applied to the business in order to enhance the quality and
commitment of the workforce. The application of these practices and tools are particularly important
in a growth-oriented organisation, as a large part of the implementation of the growth strategy depend
on the efforts of organizational members.

Whom this module is for...

This module is for YOU if you are managing a business and are willing and planning to expand it. It is
for you if your business is currently employing between 6 and 100 employees and having good
market opportunities, good human resources, and product or products with a good position in the
product life cycle.

This Module is for you if you are holding one of the following posts in the business:

B  General Manager/Owner/Partner

B  Human Resources Manager

This module is for you if you have acquired the basic business management systems in marketing,
record keeping, costing, buying, stock control and business planning basics.
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Before you read this module,

You will benefit more from this Module if you first read the EYB Modules:
B Strategic Management
B Strategic Marketing Management

What you will learn in this module ...

iv
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INTRODUCTION TO HUMAN
RESOURCES MANAGEMENT

Human Resources Management plays the important role of aligning human resources with
organizational goals by putting in place practices, policies, and systems that honour its people as
a source of competitive advantage. It is concerned with a broader set of topics including effective
human resource planning, acquisition, management, development, compensation, utilisation and
retention.

What you will learn in this chapter...




Strategic Human Resources Management

1. What is Human Resources Management

The Human Resources (HR) of a business consist of the total set of skills, knowledge and
experiences of an organization’s workforce.

Traditionally, Human Resources Management (HIRM) merely performed administrative
roles such as maintaining employee records, administering hiring, training and appraisal,
ensuring health and safety of workers, and maintaining industrial relations. These are tasks
associated more with personnel management, which largely focuses on the administration
of these foregoing aspects, as well as compliance of employees with corporate rules and
regulations.

Nowadays, however, the concept of human resources management goes beyond the
concept of personnel management in a sense that HRM strives to manage the human
resources requirements of an organization to best suit the requirements of the
organizational strategy. The reason behind this new approach is the consensus that
organizational success depends largely on the shared efforts of its employees. In other
words, this newer HRM approach recognises human resources as the key to the successful
implementation of strategies and, additionally, as the core asset available to achieve
sustainable competitive advantage.

HRM plays an important role in aligning human resources with organizational goals and
objectives by putting in place effective and efficient practices, policies, and systems that
are in line with the organizational strategy. It concerns itself with effective human
resources planning, acquisition, management, development, compensation, utilisation and
retention, in a way that the organization and people’s capabilities are compatible in the
best possible way to achieve company goals.

The following figure illustrates how Human Resources Management links to the goals
of the busiuess.

'BUSINESS
PERFORMANCE
Productlwty
Quality
_Profltabmty

HR Planning

' Recrultment

Selection : . L

Training & development

‘Compensation’

Performance managementiz'-
Employee relations .
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2. Human Resources Management in the
Organizational Context

To understand the role of HRM in the organizational context, one must consider the
elements that comprise an organization. An organization is a network of these different
elements working together to achieve efficient and effective operations. The system for
managing human resources is one element, as — e : e
is the strategy of the organization. These were | Systems are the means by which people
discussed earlier and are depicted in the | (and other .resources) are allocated,
figure shown on the previous page. The other | Sontrolled, and monilored. Also, includes
. . the manner : by ~which  information is
elements are structure, policies and gathered and distributed:
procedures, culture and climate. The e
following figure illustrates the organization
and its different elements.

Strategy is a plan (implicit or explicit) for
gaining a competitive edge in the market.

Notably, the illustration locates people at the centre of the organization, as individuals
become influenced by the organization and the quality of its components. 1If the
organization and all its components fit the individuals’ needs and requirements, the result
will be a committed and productive workforce. At the same time, if your business
components do not satisfy the requirements of these individuals, the result will be lower
business performance and productivity.

Basic Business Model

Thoughts

Thdu_ght_s:

Feelings Behaviour

Individual

Organization

Environment Source: Silbiger, 1999
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Thercfore, the role of human resources management is to ensure that the business
functions effectively by influencing all its clements.
For example:

a. HRM forms an integral part of the strategic and business plan formulation of the
business and participates in executing strategic and business plans.

b. HRM contributes to the development of a business
structure that promotes efficiency, co -operation
and commitment throughout the business. It
creates partnership with the various divisions in
solving problems, meeting strategic objectives, and
managing human resources.

Structares illustrate . levels of
“hierarchy ‘and . accountablllty in
an organlzauom BERR

c¢. HRM puts in place appropriate systems for allocating and managing employees and
for monitoring and rewarding performance.

d. HRM installs communication systems that enhance employee participation and
commitment, provide employee access to important information, and facilitate co-
ordination amongst employees, divisions, which satisfy employees’ needs for social
interaction at work.

e. IIRM enhances a culture committed to. quality, 'ECulture is the. comblnatlon of
continuous improvement and learning by beliefs;  thoughts, behaviour,
providing leadership commitment, appropriate | symbols conveyed to people
policies, training opportunities, mechanisms for | throughout an organization..
employee participation in the decision-making —
activities of the business

f. HRM enhances a culture of mutual respect and commitment to employee welfare by
ensuring security in the workplace, facilitating ——

group cohesion and respecting individual rights of __§Pol:cles are rules .. often:
employees. :-Ecaptured ln a handbook

. . :Procedures ~are .observable
g. HRM applies consistent policies and procedures ways of transacting not always'

in managing employees and in decision making, as wiitlen down.
well as ensuring that proper documentation is in |-
place and managed accordingly.

h. HRM facilitates a climate where employees find [+ =7 = oo =0
. . .Climate refers to the emotional
the work environment enjoyable, safe and ‘state of the members of the
meaningful, at the same time conducive to ”orgamzatlon
achieving organizational and personal goals. '

We will discuss these elements throughout the module.

HRM Challenges

Environmental forces often have an effect on your business and provide challenges to your
employees. Those forces will create some problems in the business environment. The good
manager should deal with the following challenges: -




Strategic Human Resources Management

B Rapid Change

Many businesses face a volatile environment in which change is nearly constant. If
they are to survive and prosper, they need to adapt to change quickly and eflectively.
Employees are usually at the heart of an effective response system. Dealing with
stressful rapid change can put employees under a great deal of stress, and unless the
business develops support mechanisms to keep it manageable, both the business and
employees may pay a heavy price.

B The Information and Communication Technology (ICT) Revolution

Information and Communication Technology (ICT) is not the domain of major
corporations anymore. With the rapid developments that took place in this field,
simple, user friendly, cheaper equipment and sofitware, has become available to
enterprises and individuals almost anywhere. Coupled with the revolution in
communication technology, ICT represents the single most important factor aftecting
businesses and their human resources in recent years.

ICT has created unlimited opportunities for business but it also poses several
challenges. Entrepreneurs and their workers who can deal effectively with ICT
improve their productivity tremendously. They expand their sales and improve their
contribution to the bottom line.
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Is your business using computers?
If yes, what main automated functions can be found in your business?
Do you have an Internet connection in your business?

If yes, for what purposes do you use it?

o > o nh =

Do you have a Website? If not, when do you plan to have one?

W Diversity
Each day your business will face the

~Diversity is an increasingly evident

increasing diversity of the clients, suppliers | “characteristic of ‘the relationships
and workforce. All these trends present both | betweeii” 'employee,’  clients: and
a significant challenge and a real | suppliersfrom different countries.

opportunity for managers. Businesses that
formulate and implement HR strategies and capitalize on employee diversity are
more likely to survive and prosper.

B Globalisation

One of the most dramatic challenges facing Jordanian businesses as they enter the
twenty-first century is how to compete against [ T T —
foreign businesses, both domestically and abroad. |: Globalisation is an increase
Many Jordanian businesses are already being | in - the international = trade
compelled to think globally, something that does | [félationships, and flow of

. . ““funds-amaongst countries.
not come easily to a business long accustomed to | " " :
doing business in a large and expanding domestic '
market with minimal foreign competition.
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M Decentralisation

In the traditional business structure, major .
decisions made at the top then implemented | Decentralisation . is lransferring
at lower levels. responsibility and decision-making
o ) authority from a central. office to
Decentralisation is a new challenge for | people and locations closer to the
business managers because most people | situation that demands attention.

prefer to retain the authority and decision-

making power. The growth oriented business should decentralise the decisions of
major functions, such as HR, marketing, and production.

B Business Culture

The term business culture refers to the basic assumptions and beliefs shared by

members of a business. These beliefs operate unconsciously and define in a basic

"taken for granted" fashion the business's view of itself and its environment. The key

elements of business culture are:

e The norms that evolve in working groups, such as the norm of a fair day's work
for a fair day's pay.

e The philosophy that guides the business's policy toward employees and/or
customers.

® The rules of the game for getting along in the business — "the ropes" that a
newcomer must learn to become an accepted member.

1. What are the main human resources challenges facing your business
now?

Continued on the next page ...
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Continued from the previous page ...

2. What are your suggestions to conquer those challenges?

4. Why is Human Resources Management
important for the growing business?

As mentioned before, organizational success depends on a committed, skilled and flexible
workforce to achieve its growth plans and compctitive advantage. In turn, dissatisfied,
unskilled and non-committed employees will have a direct negative impact on the
implementation of the organisational strategies and objectives, and the business is likely
fail. This happens because these employees eventually will either leave the company or
perform poorly, and, as a result, the organisation will not achieve its growth plans due to
poor overall organisational productivity and performance.

Try to imagine the impact of employees’ inadequate behaviours and lack of training and
commitment on the following scenarios of growth strategies studied in the Strategic
Management module:

A low cost strategy aims at creating large-scale [ ow cost Strategy: involves a
facilities, ~continuous learning, or reducing | focus on- lowering costs - and’
overhead costs. If cmployees are not committed to | increasing efficiency.
the goals of this strategy and do not proactively Lot v oo s i
assist during the processes of cutting costs, decreasing waste and suggesting new
alternatives to support the strategy, it will then lose its essence and the strategy will
fail. Therefore, to be successful, a low cost strategy depends on the shared efforts of all
organizational members.

m A differentiation strategy would only be |'Differentiation Strategy' s
successful if an organization creates the |-directed to the offer 0f d‘st'nCllve
impression that its products are different from products or services.
those of competitors through brand image, unique
customer service, a unique product and/or service features.
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Obviously, employces’ performance will have a direct impact on the implementation
of this strategy. It employees are not committed and/or not willing to work towards the
objectives of developing unique products, services promoting a good brand image to
the customers, this strategy will certainly fail.

B A focus strategy aims to provide goods and [ T T
services for a market niche, such as youth, upper F ocus Strategy is d're"ted t° the
class  females, underserved  geographical ? fovision -of; goods and_ servnpes
ora market mche

locations, and offering these at a possibly higher NI
price. Again, this strategy also depends on the commitment and motivation of
employees to develop the best products, to fit the right customers, at the right location.
Additionally, the success of this strategy also depends on employees understanding of
customers’ requirements and excellence in customer service.

Therefore, to implement the strategy in an effective manner it is essential that
organizations develop practices and techniques that will assist in getting the best out of
their employees. Human resources management provides the best practices and tools to
apply to a business in order to enhance the quality and commitment of its workforce. The
application of these practices and tools are particularly important in a growth-oriented
organisation, as a large part of the implementation of the growth strategy will depend on
the efforts of the members of the organization.

Competitive advantage is another concept that organizations should pursue to remain
competitive in the market. Human Resources Management contributes to developing
competitive advantage through a culture of commitment and participation. This
achievement is possible because it is difficult for competitors to copy such culture, as this
is the result of values and beliefs of the staff, developed over time, within the organization.
If a business has an appropriate culture in place, a competitive advantage will be hard to
copy by others.

Human Resources Management also offers techniques on how to design a better structure
for your business, how to train and develop your staff, how to improve communication
through members of your organization, how to develop better systems, and how to design
policies that enhance eftectiveness to implement your strategy.

Accordingly, growing businesses have to map out an HRM growth plan in line with their
objectives and strategies. This module will assist you in developing your growth plan with
tools and inputs to which you shortly will be introduced.
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It is very important to select the right human resources strategy that will enable your
business to achieve it growth goals.

The following table illustrates the major characteristics of human resources strategies
that will fit with different business, and environmental strategics

‘Human Resources Strategies

Strategy

.  Sustained capital investment and
‘ accesstpcapital.‘ ST

Low cost dlstrlb'utlon'system

e t"jProducts designed for ease in e
| manufacture. .= . '

Staft efficiency.

Expllcnt job‘descrlptlons
:Detaﬂed work plannlng

;Empha5|s on techmca

_?'Use of performance
- appraisal as control
“devices.

Focus
Strategy

Sustatned cap|ta| |nvestment and‘ :

access to capital.

e . Strong marketing abllmes
L Product engineering

» Staff eff1c1ency
.1 e . Use of external recruntment.
| ». Emphasis on lndlwdual

. based pay

10
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: l—lana Jur_ce Company (H_AJCOI)' Ltd,

In your Strategtc Management Module you became famlltar wrth ‘the business case of
Hana Juice Company. This case study continues throughout this module, Hana had
defined a ‘number of strategic growth objectives for: their business, both long term and
shorter term. Below you find these objectives repeated. By applying’ the case study in
this module Jameel is prepanng a HR growth plan that will assist him ln achieving these
growth objectives. : i

Following is a llst of Human Resources related objectnves establlshed in the Strateglc
Management module that will be dealt wrth throughout the next chapters

Human Resources related long term objectlves

: ”Organlzatlonat Charl rede5|gned (Chapter 2) '

. ”'Orgamzatlonal Chart mcludmg relevant dIVISIOnS and line managers (chapter 2).
L. '.'Job descnptlon avallabte for aII staff (Chapter 3).
o - Managenal responsnbllltles delegated to line managers (Chapter 285).
'+ Relevant training for all employees conducted within plan period (Chapter 5).

«Salary survey carried out and salaries adjusted, workplace safety procedures
= implemented wrthm plan penod (ChapterB & 8). .

xE Local staff selected for new avallable posmons:whenever possmle (Chapter 4).

Hu an Resources related functnonal and short term Objectlves

»_Org.amsatlons structure revlewed and Organlsat nal Chart ready by the end of
the year (Chapter 2). e : r : :

" . Job descnptlons avarlable for management and superwsors |n 6 months from
S now (Chapter 3) i : '

o ‘ Productlon/Quallty control manager recrutted by end of year (Chapter 4).

lpb Fmance manager recrurted w1th|n 6 months (Chapter 4)

: productlon workers |mplemented m next 12 months (Chapter 5)

. »Salary survey carned out and salarles ad;usted by the end of the year (Chapter'-

5 ff’év»_vﬁ?Performance based salary system |mplemented for i a
‘months (Chapter 5) L

:'.Staff selectlon crlterla revrewed to favour local employees Wlthll‘l next three.
months; advemsement procedures adjusted |mmed|ately (Chapter 4),

e Envtronment co- ordlnator appointed (Chapter4)

11
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Write down the growth strategies, long term, and functional/short term
objectives related to Human Resources Management for your own business,
as you established earlier in the Strategic Management module.

My business growth strategies that | decided upon after studying the Strategic
Management module are:

My Human Resources related long term objectives are:

My Human Resources related short term/functional objectives are:

12
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5. Chapter Summary

It is essential for the effective implementation of the strategy that Enterprises develop
practices and techniques that will assist in getting the best out of its employees. Human
resources management provides the best practices and tools that to apply to the business in
order to enhance the quality and commitment of the workforce.

Environmental forces often have an effect to your business and provide challenges to your
employees. Those forces will create some problems in the business environment. The good
manager should deal with the following challenges: -

@  Rapid change
The Information and Communication Technology (ICT) Revolution

]

[ ] Diversity
®  Globalisation
]

Decentralisation
HRM functions within the context of an organisation. Because of this, IIRM needs to be

supportive of the goals and operations of that organisation. To understand this role better,
one needs to consider the elements that comprise an organization. These are:

[ | Strategy

| Structure

u System

B Policies and procedures
®  Culture

®  Climate.

HRM plays a key role in influencing these different elements in a way that aligns them
with organisational goals and strategy.

Therefore, it is essential in effectively implementing the strategy for organizations to
develop practices and techniques that will assist in getting the best from its employees.
Human resources management provides the best practices and tools to apply to the
business in order to enhance the quality and commitment of the workforce.

After having determined a growth strategy, human resource practices have to be organised
in such a way as to provide the structure, people, and systems nccessary to implement the
strategy.

13
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This module will cover these issues. Tools and inputs provided throughout the module will
help the entrepreneur in formulating an HRM growth plan. This module is organized thus:

B  Introduction to human resource management (Chapter 1).
B Setting up a dynamic organisational structure (Chapter 2).

B Planning and analysing your human resources (Chapter 3).

B Recruitment and selection (Chapters 4).

Developing and appraising your human resources (Chapter 5).

Enhancing your human resources performance through motivation and
participation (Chapter 6).

Communicating with your human resources (Chapter 7).
Establishing effective work relationships (Chapter 8).

Human resources records and information systems (Chapter 9.

From strategy to action: Realigning the human resources management plan
(Chapter 10).

14
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SETTING UP A DYNAMIC
ORGANIZATIONAL STRUCTURE

An organization is a grouping of human resource with the purpose of consistently and effectively
carrying out jointly agreed upon tasks in order to meet goals, such as profit, business growth etc.
An organizational structure describes the division of labour in the organization, i.e. who
performs which tasks.

What you will learn in this chapter...

15
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1.

What is a dynamic organizational structure?

To understand what a dynamic organizational structure is, you need to recall some
essential vocabulary of organizational development first;

®m  An organization is a grouping of human resource with the purpose of consistently
and effectively carrying out jointly agreed upon tasks in order to meet goals, such
as profit, business growth etc.

®m  An organizational structure describes the division of labour in the organisation, i.e.
who performs which tasks.

Organizational structures reflect both the vertical and the horizontal differentiation of the
division of labour. By means of vertical differentiation, one designs the hierarchy and
authority in the organization across organizational levels, and the reporting relationships
between employees. By means of horizontal differentiation, in turn, one establishes the
division of labour on different organizational levels, by grouping tasks into functions /
positions, and these positions into departments.

To manage organizational structures, one needs integration and co-ordination. Integration
is the process of establishing linkages between departments to ensure that co-ordination
takes place and all employees are working towards the same goals. Managers have an
important role in the co-ordination process. They need to ensure adequate linkages so for
example, materials are purchased only when they are required for production, and that
production is planned in relation to sales.

Usually, organizational structures will be integrated based on the principles of efficiency
and effectiveness. The tasks are differentiated vertically and horizontally in a way that
ensures that organizational goals can be achieved as quickly as possible, and at the
lowest costs possible.

Dynamic organizational structures, then, refer to organizational structures that allow for
flexible integration of the division of labour, as and when need arises, i.e. in times of
rapid business growth. Often, dynamic organizational structures are a prerequisite for
growth; usually enterprises more successfully manage growth if dynamic structures are
mapped out first.

How can dynamic organizational structures
help your business to grow?

An entrepreneur who has chosen to implement a growth strategy has to face continuous
and fast change. These changes are the result of continuous new opportunities and threats
in the market. The entrepreneur has to anticipate these opportunities and threats fast and
efficiently to achieve rapid growth, and stay ahead of possible competitors. This requires
the organization and its structure to be flexible and dynamic.

16
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A _dynamic organisational stimncture can _help vou to expand vour business for

various reasons:

It is flexible and adapts quickly to changing conditions;
1t is simple and as flat as possible, with the minimum levels of hierarchy;

It is decentralised; the decision-making process is spread over the hierarchy. Also in
the lowest level of the hierarchy, autonomy and empowerment to make decisions
are allocated to selected personnel;

It exhibits improved communication between employees across the organization,
thereby facilitating the access to and the exchange of information.

Common types of organizational structures
for small and medium enterprises

The most common types of organization structures for small to medium growth-oriented
enterprises are:

® Functional structures
B Divisional structures

W Hybrid structures

3.1 Functional structures

The functional structure is
the most common way to
group activities together,
particularly for smaller sized
businesses.  This  design
groups people based on
similar skills or their use of
the same resources. A
functional structure includes
those functions that directly
related to the achievement of the primary purposes of the organisation, such as
"finance", "personnel", "marketing and sales" and "operations" etc. illustrated in
the diagram above.

Production | | Marketing/Sales |
Department. Department

As explained earlier, functions can be grouped in departments where combining
of specialised tasks by skilled and knowledgeable employees is efficient. It will
be effective if co-ordination between departments is well organized. A functional
structure offers the flexibility to extend with additional functions or departments.

Functional structures have both advantages and disadvantages.

a) The advantages of a functional structure are:

B The distinction between functions allows for bundling of activities to
the minimum required extent, thus offers flexibility.
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This type of organization is cllicient and cheap, as it does not require
duplication of departments and functions. In a reasonably stable
environment, or in the case of businesses pursuing growth through low-
cost strategy, this set up would be very convenient.

Job definitions can be clarified and responsibilities can be well
allocated.

Employees are given the opportunity to learn and deepen their
experience within their departments which leads to enhanced
productivity and specialisation;

For the managers and supervisors this set-up allows for easier control
of their employees, as they are grouped along commaon skills.

b) The disadvantages of a functional structure are:

In the cases of more complex organizations (such as providers of
information technologies’ services) with continuous growth and
expansion may face problems with this type of structure, particularly in
the case of a differentiation strategy. The reason is that due to co-
ordination problems the various specialised departments (such as
research and development, production and quality control) may not be
tuned perfectly to differentiate their products or services from those of
competitors;

There is a risk of emphasis and accumulation of decisions to be taken at
the top of the hierarchy;

Communication problems may arise with the introduction of new
functions. In functional departments, the co-ordination of the tasks
between the departments becomes more complex, and requires adequate
communication structures. Without adequate communication between
the departments, the link between processes will not be adequate
resulting in a lack of fast customer response;

This type of structure also restricts the overview of employees of the
organization and the market.

3.2 Divisional structures

The Divisional Structure is a design that groups functions together into divisions
based on the needs in the market. The market and therefore, the structure may
require a focus on products, customers or markets. Such divisions are relatively
autonomous from each other and they are more dynamic than functional
structures.
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There are three types of divisional structures: product, customer and
geographic structures.

a)

Product structure:

Product structure is a design that groups all the one or more products or
services according to their similarities or differences. Product divisions are
useful and more dynamic when co-ordination becomes more difficult due to
differences in the products and services. In a product structure, everyone
who works on a particular product reports to one person, regardless of
function is performed. This type of structure allows that support functions
such as marketing, sales and accounting can be centralised at the top of the
organisation (or at the headquarters) so that these functions can serve
different product divisions.

An example of the product structure is shown on the following figure.

- Owner/Manager

FinancelAccounting . ~ : Marketing -

. Department Department

Linet Manager

P;leﬁf—tlon - Sales Production

- Warker RéPfGSOHtﬂﬁVGS Worker Réprosentativcs

b)

Customer structure:

Customer structure is a design that enables an organization to serve
particular types of clients or customers. It is useful, more dynamic, as
compared to a functional structure, to co-ordinate specific and/or various
needs of customers. Marketing and customer orientation is the angle along
which different required functions are bundled into divisions. As a result,
such divisions are more apt and specialised to serve the targeted customers.
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An example of the customer structure is shown helow:

‘Owner/Manager

o Méi’k_et'ing g
Representatives

' Manager

- Manager
Customer Segment 2

" Customer Segment 1

-Production
-Workers

Production ~ Sa ;
Representatives |

c) Geographic structure:

Geographical structurc is a design that cnables the organization (o serve
different geographic areas. It is useful and more dynamic, when it is
necessary to adjust the provision of services and products to satisty the
needs of customers from different geographic areas for which such grouping
specifically has been geared up.

An example of the geographical structure is shown bellow:

Finance
- Clerks

Marketing
Representatives

Manager.
Branch 1

‘Manager
Branch 2

Manager:
Branch 3.

Production
Workers .

Production || ‘Sal
- Workers ||

Productjon
:Workers
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Divisional structures have both advantages and disadvantages.

» The advantages of a divisional structure are:

Usually smaller divisions are more dynamic, and easier to manage and
control.

The organization is enabled to focus better on particular problems, such
as a large number of (complex) products, disperse locations of
production and/or sale of products, and a large number of diflerent
customer groups.

Divisional structures have greater autonomy, and require less co-
ordination between divisions. The divisional structure therefore makes
co-ordination and control easier in comparison with a functional
structure.

Support activities (i.e. marketing and sales, R&D, etc.) can often be
centralised at the top of the organisation (or at headquarters) and serve
different customer, product and geographic structures. This facilitates
efficiency.

The essential functions, such as production and sales are clustered
together in divisions. This facilitates the smooth flow of the various
steps in the core processes without delays, excess stock etc.

» The disadvantages of divisional structures are
that:

Structuring an organization by product, market or geographic divisions
may result in increased costs due to resource duplication (for example,
repeated production and sales departments for different divisions or
geographical locations).

In addition, employees do not easily develop in-depth specialisation in a
divisional structure. This structure could therefore, be less eflicient by
comparison.

3.3 Hybrid structures

In addition to, and based on the above types of structures, there is a practical
hybrid structure. This structure is effective when product-line and geographic
enterprises are partially incorporated with the functional approach. A hybrid
structure combines different types of structures to have better satisfy particular
organisational requirements. The main disadvantage of this concept is the high
costs involved because of the more complex structure with various departments.
{t should therefore, only be considered for bigger enterprises.
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The next diagram depicts an example of a hybrid structure.

Owner/Manager

Development

Branch 2.

‘Branch3

. Finance/
‘Accounting

| Customer
1 Segment 1

Customer
Segment 3

Customer
Segment 5

| Customer
1Segment 2

Customer
Segment 4

Customer
Segment 6

How to set up dynamic organizational
structures

Follow these steps to set up a dynamic organizational structures geared for growth.

® Map your current organizational structure
®  Develop a blueprint for a more dynamic organizational structure

B Optimise your organisational structure

4.1. Mapping your own organizational
structure

The following steps will assist you to map your own organizational structure,
leaning back on the blueprints of organizational structures discussed previously:

B Write on a paper the names of all employees, and the tasks performed by
each of them.

B Group the tasks by functions. This means that the tasks performed by each
employee should be grouped together based on their similarities. For
example, all employees who perform tasks related to production of goods
should be grouped together. Another group should be made for people who
are responsible for selling the products. Employees responsible for tasks
related to the management of money should further be grouped together, and
s0 on and so forth,
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M Collate each function into a department: (for example - sales, production,
finance, accounting, customer service, human resources, R&D, etc.).

M Each function must be placed inside a small square and placed next to each
other, as in the following example:

Production

W Above each function, another square will be placed for the Growth Oriented
Enterprise (GOE). Each function must be linked upward with this square as
in the following example:

Production Finance

W Make other small squares and place them below each function square. Each
manager should have one square and another square should be given to the
staff. The number of managers will depend on organizational requirements
and the number of employees to monitor (managers must be able to
effectively control the work done by all employees).

Link the squares by a line. The line linking each square means the chain of
command (or authority level) as in the example on the next page:
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Based on the above approach; draw you current organizational structure.
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4.2. Develop a blueprint for more dynamic
structures

The choice of an adequate organisational structure depends on the present market
opportunities and requirements, the requirements for internal efficiency and
effectiveness and the growth stage of the organisation. Hence, no a-priori optimal
structure, as such exists.

For these rcasons, it is important to assess the strengths and weaknesses of a
current structure and the desired one, its costs involved, as well as its possible
impact on thie organizational members. It is also important to consider that any
type of structure should be simple and flexible in adapting to changing
requirements.

Enterprises are more likely to manage growth if dynamic structures have been
mapped out first. However, dynamic structures stem from the strategy of the
business, hence the saying ‘structure follows strategy’. Thus, the chosen structure
should be in line with the growth strategy pursued by your company. While there
is no direct link between an adequate type of organizational structure and a chosen
growth strategy, certain organizational structures arc more likely to exist with
certain growth strategics.

For instance, if the organization wants to compete in a low cost strategy, jobs are
likely to be structured into functional structures, in order to keep the costs low by
avoiding duplication of functions and/or departments. On the other hand, if the
business had adopted a differentiation strategy, which requires more innovation
and participation from employees, a divisional structure seems to be more
appropriate.

The growth strategies will be discussed here
against the structures in question.

a) Organisational structures supporting low cost
strategies

A low cost strategy involves a focus on lowering costs and increasing
efficiency. Therefore, a functional design would be very practical, as it
does not involve high costs because there is no duplication of departments
or divisions, and increases efficiency because employees are grouped by
similarities of skills, facilitating more specialisation of the tasks
performed.
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b)

However, if during growth process problems arise from controlling issues
related to customer-orientation, product-type or geographic location,
changing to a divisional structure would be more appropriate.

The GOE can create new departments whenever it is necessary. Each
department must have at least one manager or supervisor who will monitor
the employees and report to the GOE. The emphasis on an effective sales
force and on an efficient operational workforce to intensify the growth
process may require more managers/supervisors allocated to these
departments in order to ensure ample control and efficiency of the
operations.

Organisational structures supporting
differentiation strategy

A differentiation strategy is directed to the offer of distinctive products
or services (i.e. different from the competitors’) in order to attract the
loyalty of certain customers. The Enterprises that pursue this strategy,
typically apply unique customer service or unique product or service
features. The main activities required to implement this strategy are the
research & development of new products, production, and marketing and
sales/customer services.

The organization will thus focus on these product development and/or
customers’ activities. For some businesses, it may be required to hire
professionals with experience in research and development. In this case, a
Research and Development (R&D) department or equivalent function
should be developed.

Production is essential to ensure that the products can be produced at
adequate price, quality and quantity. Marketing is essential to provide
information on new market opportunities to the entrepreneur, R&D
department and production. Finally, a sales/customer service force
composcd of people who offer a unique customer service is also required.
All these functions should be created if they do not currently exist, and
relevant personnel must be hired and allocated to perform the tasks. In
some instances, the marketing and sales department could be jointed,
forming just one department.

As differentiation strategy, usually requires new and innovative ideas from
employees, the structure should therefore, preferably be flat and enhance
participation and involvement of the staff from the marketing, R&D,
production and sales functions. Teamwork might assist in the
implementation of this strategy as it enhances innovation, participation and
creativity of employees (teamwork will be discussed later in this module).
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The choice of structure will depend on the possible effectiveness in
offering unique products and unique customer service. 1f the organization
can satisfy customers’ requirements by offering premium products /
services with a functional structure, this will be rewarded by low costs and
a high efficiency. However, if the functional structure does not allow
appropriate co-ordination in satisfying customers’ requirements, a
customer structure could be implemented to serve the needs of specific
customer groups, a geographic structure to serve the needs of customers
from different geographic areas, or a product structure to handle a wide
range of products.

Organisational structures supporting a focus
strategy

The focus strategy is directed to the provision of goods and services for a
market niche, such as youth, upper class female, underserved geographical
locations, etc. The focal point of this strategy is the marketing and sales
functions.

The personnel from the marketing department will perform the tasks
related to the assessment of customers’ needs, and identification of new
products. Therefore, a marketing department or equivalent function should
be developed if it does not currently exist. This involves a marketing
manager and marketing employees to perform these tasks. An effective
sales function is also, important to assist the marketing function in
understanding customers’ needs of this market niche.

The type of structure will depend on the effectiveness in serving the
market niche. If products and geographic locations for these products are
very different from one another and, for these reasons controlling
problems may occur, a product based or geographic divisional structure
are more appropriate. If, however, products are more closely related, and
there is no problem regarding serving customers from different geographic
locations, a functional structure may be more efficient and appropriate.

4.3. Optimise your organizational structure

Once you have mapped your current organizational structure, and made a
strategic choice of a more dynamic organizational structure that supports your
growth strategy, you can proceed to and gear the existing organizational structure
for growth.
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a) Steps to make your existing organizational structure
more effective and dynamic

:ijEvaluate the chosen growth strategy, and the p053|bly matchmg‘?"
}orgamzattonal structures Assess ; the advantag : w

“ 1 whether and which new departments and/or. divisions should be

" 'incorporated into the new structure; and whether: the current .
"} ones should beintegrated, expanded, or eliminated-in order to -

jimprove the efflc:lency and. effectlveness of processes, and to‘_:"

to operate and control them

b) Points to remember in designing your new structure:

B The span of control of each manager/supervisor will depend on how
many employees he/she will be able to monitor efficiently and
effectively. For this reason, it is essential that your
managers/supervisors assist you during this part of the design of the
new structure. They will be able to tell you how many employees they
would be able to manage effectively.

B Empower managers/supervisors with clear responsibilities, authoritics
and accountabilities through job descriptions (these topics will be
discussed in detail later in this module).

B Remember that the dynamism of the organization relies on a flexible
and flat structure, which adapts quickly to changing conditions.
Therefore, keep the structure very simple, flexible, and avoid designing
a very bureaucratic structure with too many layers of management.

B Make sure that the organizational structure allows the involvement and
participation of employees. In this case, a flat structure is required,
combined with free flow of information, a decentralised decision-
making process, empowered and motivated employees (these topics
will be discussed in details throughout this module). This process will
also require the participation of your managers/supervisors to ensure
that these essential requirements are met.
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B Communicate the new organizational structure to all employees. This
means that cach employee should know cexactly where they are
allocated, what 1s expected from them, and who their supervisors and
line managers are, from the bottom to the top-level management. It is
recommended that you introduce the new organizational structure to all
your employees and that your managers/supervisors instruct each
employee further on their role in the new structure. Furthermore, each
newly recruited employee should, also know the organizational
structure, their tasks and responsibilities, and their supervisors.

B Remain aware that a dynamic organizational structure requires your
continuous attention, particularly with regard to the dynamic allotment
of accountabilities and responsibilities in the growth process. By
following the above instructions, you will be able to include, exclude or
integrate departments or units whenever this is necessary to support
growth requirements.

* Hana Juice Company (HAJCO) Ltd. .
Organlzatlonal Structure : B

Afterthe assessment of their internal and external env1ronment Mr. Jameel decided to

choose the differentiation strategy (please refer to your Strateglc Management

Module). The objective of this strategy is to offer products that are different or

perceived to be dlfferent by the customer from standard products avallable on the
. market. ' .

The d|fferenttatron strategy for GOEs eft”mently / effectrvely supports by functional,

' geographic, product or by customers’ structures. HAJCO opted for functional structure

- due to its simplicity, efficiency and flexibility for growth. When HAJCO expand further
and require more control over their functions, they can easily define and develop new
departments, when the organization ‘grows further, a" specialised human resource
department may be added to the structure,. dealing with issues related to employees'
performance and satisfaction..For the time being, these HRM related tasks are
performed by Mr..Jameel himself, who knows that, if problems related 1o the co-
ordination of customers’ requirements, geographic location or product lines arise, the
functional structure could be replaced by a customer, geographic or product structure
respectively.

Mr. Jameel started his organogram by positioning himself at the top of the

organizational hierarchy. As mentioned in the Strategic Management Module, he

decided to be no longer the Production Manager. He is changing his position because -
he realised that it-is more impartant for him to concentrate on major organizational

issues and focus on the growth process of h:s busmess He named hIS new position

»Operattonal Director. s :

Due to the simplicity of the frutt processmg system -a researchand development
department is not required at HAJCO. The focus of HAJCO's differentiation strategy is -
an the production and quality control depariment. Therefore, these departments have
to be part of HAJCO's new organisational structure.. HAJCO thought it more
convenient for the moment to assign the production quality function to the Production
Manager and the Production Supervisor. The company realises that it can easily split
up these two functions when the business grows bigger and more co-ordination is-
" required. - o
» -~ Continued on the next page ...
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"Hana Jurce Company (HAJCO) Ltd
| Organlsatlonal Structure :

' Contrnued from the prevrous page

....'“As HAJCOs rntentrons rnvolve the penetratron of the current market !/ the

development of new ones, the busmess will require “an effective marketlng functron
~with an aggressive sales force in order to penetrate the market and satisfy customer
. needs. For these reasons, the Jameel decided, also to create a department for these
~functions. As the business is still reasonable small they decided to combine these two
'»functrons |nto a department called Marketrng/SaIes department managed by Mrs.
»'Hrnd : : . . ,

ffHAJCO s strategtc plan’also rncludes the apporntment of an envrronment co- ordrnator
ras establrshed in HAJCO S short-term objectrves related toits publrc responsrbrlrty A

frnance HAJCO therefore decrded to establlsh a Jomt department for Frnance and
»’Accountrng : o o

:‘HAJCO S next step was to appomt managers to be in charge of each department (the

~process  of internal’ employees' promotions ‘and recruitment and selection - of new.-

;:_candrdates will be discussed in details throughout this module) These managers will -

: be Iocated at the ‘same. Ievel of the organrzatronal hrerarchy These managers will

'“‘organrsed effrcrently and eftectlvely If the number of employees becomes too large,
the managers wtll need lo'delegate some of thetr tasks toa superwsor or assrstant

After havrng brrefly analysed the span of control (i.e. the number of employees) and
main responsibilities of the managers of each department Mr, Jameel concluded that

. they were going to have a heavy workload in the near future due to their plans for

'.‘expansion They, therefore decided to delegate some of Mr Jameel's tasks to an

- assistant. Slmrlarly, the new Production/Quality controt department will also require the -
nomination of one supervisor, due to the heavy workload ~and the high number of sub

E -ordlnates to control ,

departments the busrness wrll be bev*
rfferentlatron : L

"t'Wrth the completron of the organizattonalistructure (see below) Mr Jameel achreved v
“some: long-term objectrves (Evg organogram redesigned, rncludrng relevant
t )..sh ;term ob;ectwes. (organlzatronal structure ‘

" (;'ontinu,ed on the next page...
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_Hana che Company (HAJCO) Ltd.
. Orgamsatlonal Structure ’

Contlnued from the prevuous page..

- Mr. Jameel
Operatlonal Dlrector

Mr. Jameel s

Asmstaht

I Quality Control |
| " Manager ||

“Production/
Manager

Mrs. Hind
- Marketing/
Sales Manager

Finance/
Accounting

»Ma’n_a’ge_r :

Environment |

Co-ordinator

Prodiiction/
__Supervlsor
siling 1

Marketing/
Sales Rep.

_Finance/
Accounting
Clerks

- Production
“ \Workers:.
Line 1
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1- Revisit your business organization structure to support your growth strategy.
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2- Please, complete this corresponding section on your growth plan.
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Chapter Summary

Dynamic organizational structures are organizational structures that allow for flexible
integration of the division of labour, as and when the need arises, i.e. in times of rapid
business growth. Often, dynamic organizational structures are a prerequisite for growth.
In any case, enterprises are more likely to manage growth if dynamic structures have
been mapped out first.

A dynamic organisational structure can help you to expand your business for
various reasons:

W They are flexible and adapt quickly to changing conditions;

B They are simple, and as flat as possible, with the minimum levels of hierarchy;

B They are decentralised and the decision-making process is spread over the hierarchy.
Moreover, at the lowest level of the hierarchy, autonomy and empowerment to make
decisions are allocated to selected personnel,

M  They exhibit improved communication between employees across the organisation,
thereby facilitating the access to the exchange of information.

Follow these steps to set up a dynamic organisational structure geared for growth.

B Map your current organizational structure

B Develop a blueprint for a more dynamic organizational structure

B Optimise your organizational structure

Your current organizational structure is likely to correspond to one of the three common

types of organizational structures for small to medium scale enterprises. It will have
either/ a functional structure, / a divisional structure or a hybrid structure.

Follow these guidelines to optimise your existing organizational structure with
caution:

B Evaluate the advantages and disadvantages of the various types of organizational
structures  vis-a-vis your growth strategy. Decide which structure is the most
adequate based on the need for internal efficiency, and the need to satisfy customer
needs effectively.

Make the choice and rethink the departments required within this design.
Assess whether departments should be integrated, expanded, eliminated or created.

Draw the new or adjusted organizational structure.

Allocate the tasks and functions within the departments.
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PLANNING AND ANALYSING
YOUR HUMAN RESOURCES

Business growth usually requires more people, new competencies, skills and attitude. This

chapter will empower you to manage your business growth by learning the process of planning
and analysing your human resources.

What you will learn in this chapter...
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1.

The link between human resource planning
and organizational strategy

Human resource planning is concerned with determining the present and future human
resource requirements of your business, both qualitatively and quantitatively. The
quantitative aspect refers to the number of employees that your business needs or will
need in the future, whereas the qualitative aspect refers to the type of job skills, and
employee attributes required by your business.

Human resource planning links directly to your organizational strategy. In fact, human
resource planning is an integral component of your strategic growth plan (please refer to
your Strategic Management module). Your growth plans will certainly require suflicient
and suitable human resources to support your growth strategy and the human resources
planning process is the tool available for you to perform this task effectively.

However, human resource planning is a decision-making process not only concerned with
acquiring new employees, but also with utilising, training, re-deploying, replacing and
retaining them. These extensive subjects are covered in subsequent chapters within the
module.

The human resources planning process

The human resource planning process starts with the identification of your business
objectives. Factors such as the direction in which your business is moving, its types of
products and services, and the size and types of the markets it wishes to penetrate have
implications on your staffing requirements.

The next step is to estimate the number of staff required to implement the growth strategy
of your business (demand forecast analysis). Then, you have to assess the availability of
your internal human resources, followed by an analysis of the external human resources,
considering the economic, social and political environment (supply forecast analysis).

The results of this analysis will provide you with enongh information to decide
whether it more suitable for your business to:

M Train and develop your current staft in order to utilise them for new positions within
your business.

B Promote some of your current staff within or business to perform hierarchically
superior new positions.

B Hire new external employees.

The chart on the next page illustrates the human resources planning process
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Organizational Strategy

: .D'vema'r'\'d 'fQ'r:»L'éb'Our |

Assess supply of labour

Potential Staff

Existing Staff

Training 'and -

“Promotion/Succs o n
: ; “development plans-

ession -

3. Assessing your business demand for labour

As a first step, you have to assess what skills are needed to carry out the various tasks in
your enterprise, based on your growth strategy. In other words, you will estimate your
business demand for labour. In this stage, you have to consider both your business’
constant and seasonal labour demand, as well as the changes in technology and their
implications on your business for instance, the acquisition of certain equipment may
require less operational employees in your business.

An easier method for you to assess your business’ demand for labour is to refer back to
your organizational structure of your business, elaborated in the previous chapter. The
process is essentially done based on your management team’s own judgment and
experience. The organisational chart visualises who is doing what in your business. Each
box in the structure stands for one or more positions that will have to be filled by one or
several staff with certain skills. Staff required by your business needs the skills and
knowledge to fill these positions.
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3.1 Preparing job description for positions in
your business

A job description is a useful tool to list Job Descriptibn:jdEfi‘n'e”d'as a written
the skills needed to fill the wvarious statement of what-an employee does;
positions
descriptions define employees’ tasks | conditions the job is performed.

and responsibilities, and delineate

in your business. Job | how it is done, and under what

authority. They should contain information on several aspects of a job along with
the skills, knowledge and abilities required to perform the tasks.

The job description is defined as a written statement of what an employec does,
how it is done, and under what conditions the job is performed.

a) The importance of Job description for your
business

b)

The job description will serve you as follows:

Provides guideline for recruitment and selection of the staff because the
job description determines what the worker is supposed to do, it
becomes a useful tool for recruiting and selecting the applicants
according to specific criteria.

Provides bases for training programmes that the individual will need in
order to be able to perform his or her job more effectively.

Facilitates Performance appraisal process by comparing the actual
performance level with the standard level in the job description cards.

Provides a dictionary of occupational titles for the enterprise.

Clarifies the requirements of the job, thereby giving both enterprise and
employees a common understanding of expected performance.

Helps in reviewing and planning human resources, to become a useful
tool for evaluating human resources profile compared with the
operational requirements.

The information that should be included in the
Job description

Job descriptions for each position on your organizational chart should be
prepared, providing the following information:

Job title: with a clear indication of the functional area and the level of
the job e.g. marketing manager

Reports to: which identifies the reporting relationship by provision of
the job title of the manager or supervisor to whom the job holder is
directly responsible e.g. marketing director.
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B Reporting to jobholder: which identifies the reporting relationship by
any person who directly reports to the jobholder e.g. marketing assistant
and other marketing employees.

B Main objectives: a concise description of the job performed. It must
clearly distinguish from other jobs and should define the role of the job
and its contribution to the achievement of enterprise goals. E.g., what
products or services are to be generated/provided, etc?

B Principal responsibilities and main tasks: a description of the major
duties and responsibilities that make up the job, prioritised in terms of
importance.

B Job requirements: a description of the required competencies and
experience, education, training and licenses as needed to perform the
job.

Hana Jmce Company (HAJCO) Ltd
JOB DESCRlPTION '

Mr. Jameel prepared job descriptions for ali the positions within his business, resuiting
in the accomplishment of some of his long term and functional objectives related to
HRM (i.e. job descriptions available for all staff). The following example illustrates a
job descnptlon elaborated by Mr Jameel for a new post belng establlshed in his
‘ busmess : '

JoB TITLE PRODUCTION/QUALITY CONTROL SUPERVISOR LINE l
DEPARTMENT/FUNCTION ProduCtlon/Quahty control

| REPORTING TO = o Production/Quality Control Manager
SU_PER\_IlSES, , - cAlithe producuon workers for product Iihe I

Continued on the next page...
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Hana Julce Company (HAJCO) Ltd
~ JOBDESCRIPTION
& ‘Contlnued from the prevrous page

MAIN OBJECTIVES

In overall charge of productron Ensures that products are produced at the right
quantrty qualrty. cost and time, .

' PRINCIPAL RESPONSIBILITIES AND MAIN TASKS

1L . Drrects and controls productlon operatrons : S

| 2. Ensures that products and services are produced at the rlght quanttty,"
T rrghtquallty, right cost and nght time. ... .
..3. Prepares equipment and work force schedules . Sy
»f".-4_.; Prepares  operating budget of - the productlon section for revrew and _
approval - of the Productron/QuaIrty Control Manager and Operatronal
- Director.. i :
5 . Initiates cost reductron measures and tmprovement of productton systems

- and procedures
Ensures proper maintenance of machmes and other factory facrlutres
~...Monitors expenses and resource utilization...... ¢ S
. '.:'Prepares dally productlon reports and lndlvrduat outputs of workers o :
Performs other dutres as may be assrgned : ~ '

: ,*’Joe REQUIREMENTS
1 Experrence and skrll in food productto e
" Minimum high schaol diptoma orits equtvalent
;,-."Awareness of budgetary procedures . » G
- Familiar with basic marntenance procedures and health and safety standards‘
~ Excellent interpersonal skills. :
_Ability to work under pressure and for Iong hours
'_:.:At Ieast 3 years related expenence as productron supervrsor

After you have elaborated job descriptions for all the positions of your
business, you have to assess how many employees are required to perform
each of these positions. The total number of employees required performing
all the job descriptions results in your total labour demand.
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c) Guide lines for writing Job description

Be clear: Write clear statements that are not duplicated in another job
description card.

Be specific: Select the most specific words.
Be brief: Use short and accurate statements.

Re-check: check whether the job description fulfils the basic
requirements.

Develop the current job description every one-year.

Encourage your human resources to develop the job descriptions cards.
There are no standard forms for writing job descriptions.

Describe the job not the employee.

There are standard modules that can help you in writing job
descriptions.

Use simple worlds and short sentences.

Based on the previous example, prepare a job description for your own
position within your business.

JOB TITLE:

JOB DESCRIPTION

DEPARTMENT/FUNCTION:

REPORTING TO:

Continued on the next page ...
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JOB DESCRIPTION

Continued from the previous page ...
SUPERVISES:

MAIN OBJECTIVES:

PRINCIPAL RESPONSIBILITIES AND MAIN TASKS:

O Ul AN

© o N

JOB REQUIREMENTS:
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3.2 Analysing the Jobs in your business

The

description is to analyse the Jobs. Job | Joh analysis is the systematic -

analy

analysing of information concerning the job,

first step of conducting the job

gathering - and __analysing .. of

sis is the systematic gathering and AP '
y g 5 infarmation concerning the job.

putting a job under the microscope to reveal
important details about it. Specifically it identifies the tasks, duties and
responsibilities of a particular job as follows:

Interviews: the interviewer should interview a representative sample of job
incumbents utilising a structured interview .The structured interview
includes a series of job-related questions that are presented to each
interviewee in the same order.

Observation: through observing employees who actually perform the job
and recording the core job characteristics from observation. This method is
used in cases where the job is routine, by which the observer can identify
the job essentials in reasonable amount of time.

Diaries: through asking employee to keep diaries or job logs of their daily
work activities, and record the amount of time spent on each activity, and by
analysing this data, job characteristics can be identified.

Questionnaires: in which the employee fill out a questionnaire that asks a
series of questions about the job knowledge, skill, and ability requirements,
duties and responsibilities which after analysis will provide details of the
job characteristics.

An example of Job Analysis Questionnaire is shown below:

Name:
Department:
Supervisor’s

Job title:
Job number:

name Supervisor’s title

e ext page ..
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Does your position have supervisory responsibilities? Yesd, No. O

If yes, please fill out a supplemental position description questionnaire for
supervisors and attach it to this form .If you have responsibility for the work of
others but do not directly supervise them, Please explain. -

Please explain the decisions you make while performing the regular duties of your
job.
What would be the probable result of you making:

a) A poor judgment(s) or decision(s), or

b) An improper action?
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(a) Report Intended for:

(b) Files Maintained:

Frequently O Occasionally O

Seldom 1

Never 4

a) Education:

Minimum schooling
Number of year’s

Specialisation or major
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b)  Experience:

Type:

Number of year's

C) Special training:

d) Special skills:
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Conduct job analysis for the following positions

B Your position
® Marketing manager
B Maintenance officer

4. Assessing the supply of labour

4.1 Analyse whether your existing staff matches
your staff needs

This phase is related to the assessment of the availability of staff to fulfil the
requirements of your growth strategy, as indicated in column 3 of the matrix
shown on the next page. You will have to assess two major f{actors in order to
make your decision:

B Your existing staff (the internal labour market)

B The supply of potential employees (the external labour market)

The first step of this phase is the assessment of whether the skills of your existing
staff match with the job descriptions for the positions in your growing business.

To analyse whether your existing staff match your staff needs, you have to first,
map the current skills of your existing staff and then compare it with the new job
descriptions for your growing enterprise; a gap between the current skills of your
staff and the required skills to fill the positions in your growing business indicates
a mismatch.

Use the matrix on the next page to carry out a staft skills match analysis, for
each position and staff member separately. Please note that potential leavers (i.e.
current employed workers who are in the imminence of retiring, changing jobs or
being dismissed) should not be taken into account during this process.

If a position is to be newly created, leave the corresponding box of column 1 of
the matrix empty. If a position is to be abolished because of your revised
organizational chart, leave the corresponding box in column 2 empty. In both
cases, you might want to consider, though, if an existing staff member could fill a
new position with his or her skills, and accordingly take down notes in the
corresponding box in column 3.
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Current Staff Skills Assessment
Position Title:

Currently Occupied by:

New Position Title

The specification of the resulting skills gap in column 3 will assist you in deciding
whether it 1s convenient for you to utilize your current staff for some of the new
positions.

The following considerations aim to assist you in analysing whether it is
feasible to relocate your current staff in the new positions:

M How easy it would be to transfer or promote employees between jobs

B Whether your employees are ready and willing to take these new
responsibilities

B What training would be required to assist these re allocations or promotions
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4.2

Assessing the external labour supply

I you realise that it would be more elfective or necessary to hire employees from
the external labour market, you will have to first assess whether it would be easy
for you to find potential candidates who possess the required skills for your
business.

It 1s important to consider that, even in times of high unemployment; you may
face shortages of candidates with particular experience or skills. On the other
hand, if the market is highly competitive, some professionals may demand a very
high salary that your business may not be able to afford. You may also face
availability of potential candidates; however, they may not be interested in
working in your business if it does not offer a reasonable salary, reasonable
working hours, acceptable working conditions, career development, etc.

Changes in population densities and new developments in skills training may also
aftect the supply of labour force. It is always important that you become aware of
possible changes in your social, political and economical environment and their
implications on your business.

Employing new staff

When opting in acquiring new employees from the external labour market, you have to
decide what type of employment contract is going to be offered to the successful
candidate. The type of employment contract may vary depending on the nature of
business and how these employees will be utilised within the business. The most
common types of employment are regular staff, casual and part-time staff, contractual
staft, and outsourcing. Their main characleristics are described below. However, it is
important that you first refer to the Jordanian Labour Code to determine specific
conditions imposed for different types of contracts, such as probationary period, the
obligations of the employer towards the employees, etc.

5.1

Regular staff

Regular staff is engaged to perform activities, which are, usually necessary or
desirable in the usual business or trade of his employer, except when such
employment falls under contractual basis, which will be discussed later.
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5.2

5.3

5.4

The advantages of this type of employment are that regular staft is usually more
committed, more effective and better prepared to perform the tasks of your
business. It 1s common practice to require successful completion of a
probationary period (estabhished by your Jordaman Labour Law) betore
confirmation of regular employment.

Casual and part-time staff

Casual and part-time staff can be hired when the work or service to be
performed is temporary or seasonal in nature, and the employment is only for the
duration of a determined period. The main advantage related to the utilisation of
casual and part-time workers is that your business would have lower labour
costs, as the costs incurred for full-time employees are reduced, and adapted to
your business’ needs. For instance, a retail business may prefer to hire extra
casuals or part-time staff during religious holidays, as the sales increase
dramatically in comparison with the rest of the year. In this way, this business
would not face extra costs related to the costs of paying and extra and idle staft
throughout the year.

The main disadvantage of casual and part-time staff is that these employees may
feel less committed and involved in their work than full-time employees may.
Other disadvantages include the fact that casual employees and part-timers may
be less willing to undertake extra working hours and the rates of turnover are
usually higher than full-timers.

Contractual staff

Contractual employees can be hired for a specific project or undertaking with
the completion determined at the time of engagement. This is the case of project-
based staff. The main advantage of this type of contract is that, it would not be
necessary for a business to maintain regular employees to perform tasks that
would last for just one project with specified time. The disadvantages of this
type of employment are the same as with the casual or part-timer staft.

Sub-contract external resource persons
(outsourcing)

Outsourcing is the process of sub- o

. . utsourcmg is the process of: sub-
contracting expertise through other | ¢oniracting “expertise through ' other
enterprises 1o perf'orm SpeCiflC tasks on eenterpnses to perform specific tasks
a temporary basis. This process differs | on a:certain area of expertise on a
from the casual and temporary | temporarybasis =
employees. Outsourcing is more related ’
to the acquisition of professional staff on a certain area of expertise, such as
legal advisors, health and safety experts, business consultants, and trainers;
whereas the casual and temporary employees usually perform more basic
operational tasks, such as assisting the current production and sales’ employees
in seasonal times.
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5.5

Some of the benefits of outsourcing are the following:

You can acquire expertise that is not available in the enterprise.
More flexibility. If the enterprise does not perform well, it can easily
increase or decrease the number of employees.

A reduction of employment costs (because the number of employees can
decrease or increase depending on the Enterprise needs)

You do not need to spend time to select and recruit employees, as other
enterprises would do it for you.

However, there are also disadvantages related to outsourcing.

These are:

One risk is that Enterprises may attempt to reduce its number of employees
through outsourcing for even their core positions, such as production and
marketing professional. The problem is that these functions are the
enterprise’s source of competitive advantage and that these should therefore
never be sub-contracted.

Another risk is case these professionals would not be motivated enough to
perform their new tasks at their best, either because their employers (i.e. the
subcontractors) have not been fulfilling their needs (discussed in details in
chapter 0) or because their personality/approach do not match with your
current enterprise culture. Therefore, it is important that you would first
assess the way the subcontractors deal with their employees (i.e. if these
employees are motivated to perform their new tasks), and if their
personalities and approaches match with those of your employees.

Other disadvantages related to outsourcing are the bargaining power of
outside suppliers (i.e. by increasing prices) and lower employee morale.

Points to consider when opting for casual
workers or outsourcing

The personnel to be temporarily hired or outsourced will not be part of a
core area of the business or an area in which the organisation has a
comparative advantage. In that case, the personnel should be recruited as a
regular staff instead.

The outsourcing or temporary contract is well written and clarifies the
enterprises intention, the skills and knowledge required from the related
personnel, the types of responsibilities, the accountability, as well as the
price and duration of the contract

Additionally, in case of outsourcing professionals, make sure that:

The Enterprisc has control mechanisms in place to ensure there is no loss of
important information or data after the outsourced personnel leaves the
company.
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B The contract includes clauses that guarantee privacy and conlidentiality of
information from the outsourced personnel. When outsourcing personnel
that will possibly deal with confidential enterprise’s information or data
(particularly in the areas of information technology and law), it is important
to include such clauses in the contract.

'Hana Juice Company (HAJCO) Ltd.

i Human Resource Planning

'__Mr Jameel is now startlng the HAJCO s human resource plannmg in order to determlne
~the quantlty and the quality. of human resources requnred to'support his growth strategy,

. _He started his’ assessment by: revrewrng HAJCO‘s goals and’ objectlves (please refer to

the . Strateglc Management Module) and its lmpllcatlons on the Production/Quality
- contral - department He knew beforehand. ‘that his ambitious growth - plans would
~definitely - requrre lrammg of hrs current staff as ell as the recrurtment of external
- candidates, - . - --

'vfln order to fmd out the number of productlon wo kers he flrstly recurred to his
E orgamzatlonal structure to recall ‘which hlerarchrcal levels he had added on the
Produchon/Quahly control department. :

_:The higher- level requrred wrthln this department was for the posmon for one
: Productlon/Quallty control manager “He then elaborated a very “detailed job description
- for this new position.. At that ‘point, ‘Mr.-Jameel was already sure.that. an external
" ‘candidate should fill this. posrtlon ‘as HAJCO's current productlon ‘employees did not
_have the required ‘skills to perform this position, He thus, started his assessment on the
-supply of external candidates. Despite Mr. Jameel's intention to favour local employees
_ (refer 1o HAJCO's long and short term objectives: from the Strategic. Management
~-module), his findings mcluded the non-availability in his town of qualmed professionals,
~asthe local residents have fimited educatlon levels and no experience in this field, He

'::i,candrdates from the brgger cities, offerlng them specnal remuneratlon package to assnst"
.inthe relocatlon to the'town where HAJCO is established. . #

:The next level of this departments hierarchy was ‘{o be frlled by a Productlon/Quallly
control supervrsor Mr Jameel then elaborated a jOb descnptron for thlS posmon

f"‘“requlred for thls posmon he reallsed that - one of them'could perhaps perform thls :
. pasition, . This. ‘person . had prevrously acqulred some experience in the productlon
--‘department of a well- establrshed food .company in ‘the nearest city, where he also
:jleér’ned rmportant issues related to quality” control - systems, Addltfonally,_he has
~reasonable education -and good commumcalron skills; -However, despite the identified .
- employee's experience and skills, Mr, ‘Jameel decided that; he would" require more
_technical training, which_he would . administer - himseif and also by the future Quality
: Control Manager. Mr. Jameel then asked this employee whether he would be interested
“in‘this new position and offered him a higher remuneratlon for thls promolron The
~ employee gladly accepted Mr, Jameel s proposal,

}_}:Mr Jameel followed the above steps in order to’ assessthe HAJCO S staff requlrements
' for all pcsmons wuthln each of uts departmenls : .
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Using succession planning

Succession planning is defined as the | Succession planning is the process of
process of ensuring suitable supply of | ensuring suitable supply of successors for
successors within the enterprise for current | current and future senior or key jobs
and future senior or key jobs arising from | within the enterprise, so that the careers of
business strategy, so that the careers of | individuals can be planned and managed
individuals can be planned and managed to | to optimise the enterprises needs, and the
optimise the enterprises needs, and the _individual’s aspirations. =

individuals aspiration’s. - : —

Succession planning includes the following activities.

Analysis of the demand for managers and professionals by business level, function
and skill.

Audit of existing executives and projection of likely future supply from internal and
external sources.

Planning of individual career paths based on objective estimates of future needs, and
drawing on reliable performance appraisals and assessments of potential.

Career counselling undertaken in the context of realistic understanding of the future
needs of the business, as well as those of the individual.

Accelerated promotions, with development targeted against the future needs of the
business.

Performance related training and development to prepare individuals for future roles,
as well as current responsibilities.

Planned strategic recruitment not only to fill short-term needs but also to provide
people for development to meet future needs.

1- Have you identified the requirement from managers and senior staff in
your business?

2- Do you have those managers in your business?

3-  Can you train and promote them?

4- How can you recruit those managers from external resources?
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o

7. Chapter Summary

Your growth plans will certainly require sufficient and suitable human resources to
support your growth strategy and the human resources planning process is the tool
available for you to perform this task effectively.

Human resource planning is a decision-making process concerned with determining the
present and future human resource requirements of your business, both quantitative i.e.
the number of employees your business will require, and quantitatively i.e. the type of job
skills and employees attributes required.

Human resource planning is not only concerned with acquiring new employees, but also
with utilising, training, re-deploying, replacing and retaining them.

The human resource planning process involves:

The identification of your business objectives. Factors such as, the direction in
which your business is moving, its types of products and services, and the size and
types of the markets it wishes to penetrate, and have implications on your staffing
requirements.

Estimating the number of staff required to implement the growth strategy of your
business (demand forecast analysis). This process is essentially done based on your
own judgement and experience, as well as those of your management team. The
development or assessment of job descriptions is a recommended tool for assisting
you in this process. You should develop job descriptions for each position within
your business.

Assessing the availability and adaptability of your internal human resources with the
skills required for your growing business.

Analysing the availability of external human resources, considering the economic,
social and political environment (supply forecast analysis).
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The results of this analysis will provide you with enough information to decide
whether it more suitable for your business to:

B Train and develop your current staff in order to utilise them for new positions within
your business.

B Promote some of your current staff within your business to perform hierarchically
superior new positions.

B Hire new external employees.

The most common types of employment are regular staff, casual and part-time staff,
contractual staff and sub-contracted or outsourced staff.

Succession planning is defined as the process of ensuring suitable supply of successors
for current and future senior or key jobs arising from business strategy, so that the careers
of individuals can be planned and managed to optimise the enterprises needs and the
individuals aspiration’s.
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RECRUITMENT AND SELECTION

People are the most important resource of your business. They are the foundation of your
business growth. You should develop your skills in the recruitment and selection process. This
will enhance your capabilities of managing your growth-oriented enterprise. This chapter will
enhance your skills in recruitment and selection process.

What you will learn in this chapter...
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1. What does recruitment and selection mean?

Recruitment is the process of identifying, ‘ , — — :
locating and attracting prospective applicants | Recryitment is the process of
for job vacancies in your business. - identifying, locating and. attracting
Selection follows the recruitment process, and | = prospective applicants for job

it aims to identify the most suitable applicants | sejection : follows the - recruitment
from the pool of candidates, and convince them | - process and ‘it aims to identify the
to join your business. - most. suitable applicants from the
For the recruitment and selection process to be | = Poo! and convince them to join your
effective, they should be preceded by your business, 7 .

systematic identification of your human
resource requirements as discussed in the previous chapter. The recruitment and selection
process will then, assist you in hiring new employees to fill the skill gaps of your staf¥.

2. How can effective recruitment and selection
help to expand your business?

As emphasized throughout this module, your employees are an important source of added
value and competitive advantage to your business. It is through their commitment, skills,
performance and creativity that products and services that meet your customers’
expectations are produced.

As your business grows, it will require new employees to fill new roles and to replace
staff members who leave. Effective recruitment and selection processes enable you to
have the right people, in the right place, at the right time (3R's).

3. The Recruitment and Selection Process

A recruitment policy and procedures is an instrument that ensurcs that your recruitment
practices are systematic, consistent and predictable. This policy establishes the steps that
you will follow in filling a vacancy in your business while, at the same time, it helps
make your values clear to prospective employees and other stakeholders. For instance, if
your organization establishes an honest non-discriminatory approach during the process
of recruitment and selection (such as non-discrimination regarding the gender, ethnic
origin, religion, age, and status of the applicants) it would result not only in a higher
number of interested candidates, but also in a better social image for your business.

The following example describes HAJCO’s Recruitment Policy. Please note how they
are promoting the social image of their business by stressing non-discriminatory and
unbiased approaches, fairness and conformity with the law, and a non-exploitative
environment (especially regarding remuncration and child labour).
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il Hana Jume Company (HAJCO) Ltd.

3 RECRUITMENT POLICY ST ' S
.. Hana Juice Company (HAJCO) is an equal opportunlty employer It will - not

- discriminate job applicants unfairly on grounds of ethnic origin, gender, age, religion,

_physical disability or political affiliation, HAJCO will not intentionally make untrue or .
 misleading statements in its recruntment brochures or 10b advemsements
- HAJCO pledges to: - .. ,
~Conform to the requirements of the Iaw in respect of recrunment and select|on
‘Favour local candidates. o
~-Offer competitive’ remuneranon packages
. Disapprove any form of child labour. .

Provide equal opportunities for development trammg and careers F -
5'F|Il all vacancies mternally first before advertising externally, whenever possmte.,?‘
. Engage candndates on the ba5|s of the requlred quahﬁcahon and experlence ’
“Afford interviewees a fair hearmg e =
" Provide all mtervnewees with a reply

1. Develop a Recruitment Policy for your business.

2. Complete this corresponding section on your growth plan (Chapter 10)
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The recruitiment and selection processes have the following three stages:

3.1.

3.2.

Defining requirements

This is the stage where you establish the scope and responsibilities of the job. Job
descriptions (discussed in the previous chapter) are the instruments that you will
use at this stage, as these facilitate the recruitment process by defining the job that
has to be done, and the qualifications and competencies a person must possess to
be able to do the job.

In addition to the requirements established in the job descriptions, there are other
requirements that should be taken into consideration when recruiting other
employees. For instance, the candidate must also be assessed on the basis of
his/her personality to ensure that he/she will get along with other employees.

The Seven-point plan is an instrument that makes provision for seven categories
under which requirements can be analysed to ensure suitability.
The seven categories are:

B Physical make-up: which includes health, physique, appearance, bearing and
speech?

B Attainment: education, qualifications, competencies and experience.

General intelligence: fundamental intelligence capacity.

B Special aptitudes: mechanical, module dexterity, and facility in use of words
or figures.

B Interest: intellectual, practical — constructional, physically active, social,
artistic.

B Disposition: Acceptability, influence over others, steadiness, dependability
and self-reliance.

B Circumstances: domestic circumstances and the occupations of other family
members.

Attracting candidates

When you want to advertise a job vacancy within your business, you will have
first, to elaborate an effective and attractive advertisement, containing information
on the organisation, the job, the qualifications and experience required, the
location and the action to be taken (such as sending the resume via mail or
contacting the organisation by phone).

Auracting candidates is about identifying and inviting candidates. There are
several methods of attracting potentially suitable candidates, these include:
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a)

b)

Internal recruits

Maybe one of your employees is suitable for the job. This normally
improves employee morale because it provides opportunities for growth
(professional development). Since internal candidates are already familiar
with the business set-up, job requirements, loyalty and personalities
involved, they can perform at optimum level sooner that one who will be
recruited form outside the business.

Advertisements

Advertisements in the local newspapers, print media, radio and trade
journals. These means of communication normally have a wide reach and
can generate a good number of candidates.

Using this method successfully requires addressing two issues, the media
to be used, and the design of the advertisement. The selection of the best
medium depends on the type of position for which the recruitment is
made.

The advantages and disadvantageous of some major type of media
are:

®  Newspapers

Advantages

. Short deadlines.

o Flexible size advertisement.

o Circulation concentrated in specific geographic areas.

. Classified sections well organised for easy access by active job

seekers.
Disadvantages
. Easy for prospects to ignore considerable competitive clutter.
o Circulation not specialised -you must pay for great amount of

unwanted readers.
o Poor printing quality.
. Short shelf life, the 'ad' may be missed

When to use

o When you want to limit recruiting to a specific area

. When sufficient numbers of prospects are clustered in a
specific area.

. When enough prospects are reading, “help wanted” and “to fill
hiring needs”.

) When a short amount of time is available to fill the vacancy
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®  Magazines

Advantages

. Specialized magazines reach pinpointed occupation categories.

. Advertisements’ size flexibility.

. High quality printing.

. Prestigious of editorial environment.

o Long life: prospects keep magazines and reread them.

Disadvantages

. Wide geographic circulation -usually cannot be used to limit
recruiting to specific area.

. Long lead time for advertisement placement.

. Not all prospective employees can afford/have access to

magazines.

When to use

When job 1s specialized.

When time and geographic limitations are not of utmost
importance

When involved in ongoing recruiting programmes.

1.

From your experience

What type of advertisement do you use?

2.

Why?

Continued on the next page...
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From your experience
Continued from the previous page...

3.

What are the main problems you face?

4.

What are the responses of prospected candidates?

c)

d)

Employment agencies

These agencies, normally, conduct initial screening of applicants, and
forward only the short-listed candidates to the requesting business. A cash
percentage is involved for this service.

Education and training establishments

Education and training establishments provide a good source of potential
candidates, especially for entry-level positions in a business. The benefits
of using an education and training establishment are that the choice and
selection opportunities are much bigger, and it is a cheaper way to
advertise your business’ vacancies. Students and apprentices are normally
eager to be employed, and this will probably ensure that the best
candidates are attracted. Good apprentices can generate benefits for a
business, as they are eager to perform at their best potential in order to
learn more from their jobs, they usually have a considerable level of
knowledge in their area, and they represent cheaper labour costs in
comparison to experienced candidates from the job market.
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However, it is important to ensure that your business would follow the
regulations of the Jordanian Labour Law as well as to avoid exploitative
arrangements for this type of candidates (such as offering unrealistic low
salaries or not providing them with the opportunity to obtain enough
learning experience for their future careers).

Other external sources

Other external sources can include unsolicited applications, casual callers,
and recommendations from employees.

The following table depicts job categories that should be considered when
you prepare a strategy to attract candidates. These job categories will give
some indication of where to look in the labour market.

" Job Category b Typical source area

Interested candidates should be invited to submit their applications in
writing with a cover letter and (curriculum vitae) CV attached, to allow for
a pre-screen of the pool of job applicants. During the pre-screen, you have
to find out to what extent the paper qualification of the applicant matches
the job description.

3.3. Selecting candidates

In some circumstances, due to an oversupply in the labour market, when a
vacancy is advertised, a large number of replies are normally received. There is
need for some guiding “’tool’’ or steps to process and sift applications.

A typical process that you can follow is shown on the next page:
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Ref. Vacancy

Medal e e
SEEE s s s

3, .

4.

sriptions. Compare -
ion, and sort

The selected candidates should be instructed to fill an application form to be
presented at the first interview. An application form provides standard, concise
and easily accessible information about the applicant. When designing an
application form, make sure you include information on:

B Personal background of the applicant (name, marital status, address,
telephone number, e-mail, birth date, citizenship, driving qualification)

B Educational background (schools attended, dates of attendance, degrees
obtained, additional specialised courses taken, membership of professional or
trade association)

®  Work experience (names and addresses of previous employers, inclusive
dates of employment, job titles/positions held, brief description of
responsibilities, reasons for leaving, salary at last post).
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B References (professional/personal recommendations) - names and addresses

of previous employers, professors, associates or friends who can be consulted
to give more information on the applicant.

You may, also require the applicant to attach a recent photo in the application
form and submit a copy of their transcript of records for your reference.

The following is a sample application form.

1st Choice:
2nd Choice:

POSITION APPLIED FOR

..........................................................................................................

SALARY
DESIRED

{astName

First Name

L M|dd|eName 5

SEX ' 0 Male

O Female

MARITAL STATUS O Singl

" 0 Widowed [I'Married 0 Divorced

School/College .

Inclusive Dates

Degree

Professional

1 Obtained

Qualifications

Inclusive.

-Position/s Held -

Immediate

Reasons for

-1 Dates <

“Superior o

Leaving

Name of Orga.n'ilsatibn

{ Inclusive Dates : -

- | Position Held
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'HOBBIES/INTERESTS: = =

&-you been convucted of any crime?.

"»Are you suffermg from any contagtous dlsease or health condltlons requmng medncatlon? B Yes (ONo
If yes, please explam G e e

Otherin_ , ior n:

| hereby cenify that alt mformatlon prowded ‘herein is accurate (Note to dellberately fatsnfy any
lnformatlon may nulhfy any contract of employment) T
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The personal interview might be complemented by a practical test or aptitude test
in order to verify the actual skills of the applicant. Possible tests that may be
conducted include:

a)

b)

d)

Performance tests

These are used to assess the level of competence of an applicant for a
particular task. The applicant may be asked to demonstrate proficiency in
the job applied for. Examples are: Typing test for secretaries, lecture-
demonstration for trainers and running a machine for machine operators.

Intelligence tests

These are used to assess the numerical and verbal ability of an applicant.
Studies show that there is a high correlation between intelligence test
scores and job performance. When people score highly on intelligence
tests they are said to have a good capacity to absorb new information, pick
up things quickly and perform well at work.

Personality tests

These are used to assess the emotional profile of an applicant. The
resulting profile is compared with some standard profile believed to be
appropriate or relevant to the job being applied for. Personality has a
bearing on the competence of an individual to perform effectively at work.
A highly motivated and psychologically well-adjusted employee is of
greater value to your business than an employee who is emotionally
unstable and not motivated.

Psychiatric tests

These are usually required for jobs requiring the use of weapons or
firearms to determine whether the applicant is susceptible to fits of
insanity.

You may require applicants to undergo medical examination as a pre-requisite for
employment. In most countries, the medical examination is mandatory for food
handlers for safety reasons. You should therefore check with the authorities in this

regard.

It is, also recommended to check on the background of the job applicant, either
before or after the interview. To that purpose, you should ask for personal
references of the job applicant, i.e. for contact numbers of unrelated persons that
are in a position and willing to furnish further information about the candidate.

The table on the next page shows an example of interview candidate record
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Interviewer name

Poor Q. Outstandmg EI‘ |

(Posntlves cooperatnve energetlc motivated successful goal ornented)
“‘Comments ey LA _ S N

Poor a ‘ s . ,
(Artnculate ||stens enthu5|ast|c hkeable pmsed tactful accepted convnncmg) -----
'Comments R L e . o

‘Poor'E] 5 e OutstandmgCl e

(Impressuve 'tands out awxnner remembered level headed at ease aware)
Comments . ey

. Outstandmg El G E

Contlnued on the next page
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‘Candidate record
)m the previous page Sl

| Poor El Average El e | Good a - ', Odtstandlng D

(Mature seasoned mdependent common sense, certain, determined, loglcal)
Comments

Poor HECE T AverageD : | GoodD G Outstandng

‘(Self-confident, takes charge effectlve respected management mmded grasps authorlty)
Comments - : . i e

.'"In'\(-ite (vC"i:r_r'_:I'e)'vu: Area’ofvlnteres't_ ~ Summary Comments

Yes:  NoO:

Date Available:
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The final stage in the selection procedure is to prepare and confirm the offer of
employment after satisfactory references have been obtained, and the applicant
has passed the tests.

The following is a sample job offer

 Dater... i

v _Dear Mr. /Mrs /MISS

ongratulatrons We are p'leased to rnform you that your appllcatlon to (name of
ompany) has been successful S et : ,

N Please find attached our offer of employment Should you flnd the terms and condltlons
~ of our offer agreeable, kindly sign both copies of the enclosed offer in the space
. provrded retain one for yourself and return the other to us, Please make ensure that
“you submit all the - necessary documents (llst enclosed) reqwred to start your

;-'employmentwrth us., - 4 N T A DS :

Welcome to the team and we Iook forward to a long and frurtful workrng relatronshrp

,;ff Name' of Authonzed Representatlve : -
Posrtlon of Authorlzed Representatrve on behalf of (Name of Company)

~ Signature: ” . Date__

© _*Enclosures

The business case on the next page illustrates the recruitment and selection
process at Hana Juice Company.
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‘asked to contact Mr. Jameel drrectly

_thanklng them for their expressed mterest in the posmon

Hana Jmce Companv (HAJCO) Ltd
Recruitment and Selection Process at HAJCO

'Mr Jameel ‘was searching for the following - posrtlons wrthln his busrness a new

Productron/Quallty Control’ manager an Environment' co-ordinator and a Finance
manager He had already prepared a job descrlptlon for all these positions containing

their main objectives, main responsrbllltles tasks and’ jOb requrrements Based on this,

he prepared adverhsements for the vacancy in which: he described aspects and
reqmrements of the jobs. He also added lnformatlon ‘about the organlzatlon and the
company’s address to cantact. :

‘Mr, Jamee| advertised these vacancnes in the nearest city's newspaper, Chamber of

Commerce and at the web page: of the reglonal Internet prowder Candldates were_

"_When the candldates contacted Mr Jameel they'were asked to send their currrcula
-vitae and to complete an employment application form that would be submitted to them

by mail. After he collected all the application forms, he selected the ones that he

vbelleved to be the candldates best matchmg wrth the dlfferent vacancues requrrements
and contacted them for an rntervrew L i :

Durmg the lnterwew he asked the candldates to glve lnformatlon about thelr background
and experience. Then Mr Jameel rnwted the candidates to parhctpate in'some tests to

“ensure that their personalltles and capabilities would fit with the organisational needs,

Mr. Jameel decided that some candidates should not continue in the selection pracess,

_because they either did not match the requirements, or.did not have good references

from former employers. Next, Mr. Jameel interviewed the rem’ammg’ candidates again.
procedures organizational goals, etc., and discussed with them whether they would be
mterested in and able to perform the tasks, o o v

Fmally he made up hts mlnd about the best candrdate for each posrtlon'and prepared a
job offer. In this job offer, he confirmed the offer: of employment and asked these
candidates ta bring all documentation requlred ‘Including a doctor’s certificate declaring
a satisfactory heaith condition. Mr. Jameel informed alI other candidates through mail-
that they did.not pass:the selectlon procedure with ‘a brief: mducatlon of the reason,

The employment contract

An employment contract is prepared for the successful applicant to provide him/her with
a sense of job security during the period of his/her employment in your business. This
will have an impact on the employee’s attitude and motivation at work. The contract
specifies details of the job offer (position, starting date, salary, benefits and employment
terms) and it should satisfy the provisions of contracts of employment legislation (please
refer to Jordanian Labour Law). The employment contract has to be signed by the
company’s authorised representative and the applicant accepts the offer by affixing
his/her signature.

72




Strategic Human Resources Management

Below is a sample of employment contracts.

5 Date‘

Dear Mr Mrs. /Mrss

Re Contract of Employmentfor (L 'po's:_iti'_on"?: -'

lt is a pleasure to confrrm your appomtment wtth (name of company) under the following
terms and conditions:

PERIOD OF PROBATION

. Your probatronary employment $ for :
—son (startlng date) : :

_STANDARDS OF EMPLOYMENT .

'Durlng your probatronary pertod you will be workrng on a trral basrs The conversron of your
status  from probatronary to: permanent/regular shall. depend - upon -your satisfactory
performance, as evaluated by your rmmedrate suparror in accordance with the following
factors; , .

pe 'i'o"d not to ‘exceed (per_iod of,vprobati_'on)‘. starting

A(Deflne the factors for whrch hrs/her performance wrll be based You can enumerate here the
items in your performance apprarsal form if you have one, )

If we find your performance unsatlsfactory, your services wlll be terminated, and you will be
entitled only to your salaries up to the close of workrng hours of your Iast day of actual
service . - S S i .

_vYou shall ablde by the workrng hours establlshed by the Company for the posrtron for whrch
you were hired. . '

The Company may at any tlme durrng the perlod of this employment assrgn you to any work"
or workstatlon whenever the service requires such assrgnment :

. COMPENSATION

‘..You shall be paid a monthly basic salary of (amount) per month Your salary shall be paid on
the (date) of each month, subject to mandatory deductions as required by law to be deducted
there from. In case of absence(s), a sum equivalent to the darly rale multrplred by the number
of day(s) absent shall be deducted accordrngly ' :

: Thrs probatronary employment does not entrtle you to vacalron and/or srck Ieaves or to any'
other benefit that is now or hereafter may be granted to regular employees except those’

“which the Company, |n its drscretron may extend to all employees regardless of status and
'those provrded by law et : . : .

vCONFLlCTOF lNTEREST o

You shall refram dunng your employment wrth the Company and for a perrod of one year:

after the termrnatlon thereof, from engaging in any activity which is preJudrclal to the interests

of the Company or which interferes with the performance of yourjob whether within or outside
- your working hours unless you obtaln prror wrltten consent from the Company
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~Ihe emp) _,rfshall prowde you work pay your wages, lndemmfy your for expenses and
. llabulmes incurred in the course of work, provide a safe and healthy environment for you to
_ perform your duties, treat yOu' wrth courtesy and reSpect and obey the legrslatuon regardlng
3 employment provusrons S e

The Company shall also provrde you wrth lnformatron regardmg (defme here some of the
employees' benefifs ‘and other arrangements provrded by your company, such as social
secumy. leave, overtime work elc,

CONFIDENTIALITY

You shall hold in strict confidence all classified information, data, documentation, materials
~and all coples thereof, received by reason of your employment, and shall not dlsclose the
- same, at any tlme dunng or after your employment wrthout the prlor authorlzatfon of the
: Company s - L e . . ,

fZUpon separatlo‘n from the ompany, you are requrred 1o surrender to the Company all
. classified records documents and matenals in your possessron :

:".TERMINATlON OF SERVICES

The Company reserves the rlght to termtnate your servrces under the crrcumstances and

“-conditions recognised. by pertinent -laws. -Any ‘misrepresentation regardmg your previous
employment, qualifications, edycational attainment or character, and the non-disclosure of
medical information that may pose a threat to the heaith or safety of other empl0yees shall be
vahd reasons for termtnatlon of your employment

MISCELLANEOUS

the duty of knowmg fmmedlately upon employment In the case of any dlspute reference with
s made 1o Jordanlan Labour Law e : : :

lf you agree wrth the foregorng please s:gn in the space provuded below
: Welcome to (company name) ' T

':leours falthfully, |

'Name Of Authorlzed Representatlve (.

: :Posmon of Authonzed Representatlve on behalf of (Name of Company)

Signature:_“._'__'.r' ; .. o __Date:

jThe probatlonary contract may: contaln all or a few of the ltems as provrded in the sample'
-~ depending on what is: appllcable to the position for which the appllcant is'being hired. If the
-:company’ provides other benefits that the applicant is entitled to even during the probationary
_period, . this should also be spelled out in the contract. ‘After satlsfactory completion of the
‘;’;':probatronary perlod a letter should conf:rm regular employment of concerned employee
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Below is a sample of casual employment contracts.

Date: i e e vt

DearMr M Miss.

Re: Emplovment Contract :

”.This is to confrm your appomtment as (posmon) effectlve (startmg date) under the followtng
-iterms and condltlons : Sl - . ¥ G

3) 'lf we find you mefflctent |ncompetent
“+ positian for which you were hired, =

b)  If you violate any of the company rules and regulatrons (a copy of
: ~which is enclosed with this contract).
~ The company also reserves the right to termmate your se_rvlces or
- suspend your emplayment for a reasonable period of time, if = -
' -clrcumstances affectmg the Interests of the company would warrant

( r'not surted for the above o

You will be recelvtng compensatton equrvalent to '(salary) per month SUbJeCl to
» :mandatory deductrons as provrded by law. L : ;

and ||abrlltras incurred.in the caurse of work prowde a safe and healthy environment for
you to. perform your. dutles, treat you with- courtesy and respect and obey the
tegrslatton regardrng casual employment , .'

o ‘If you agree wnh the foregomg terms and condmons Eplease srgn |n the space provrded'
below

 Yours faithfuly,

7 ’.Name Of Authortzed Represen atlv

. Slgnature of Employee
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1. Develop a sample contract of employment specific to your business.
Make reference to:

B Probation period

Standards of employment
Hours and place of work
Compensation

Conflict of interest
Confidentiality
Termination of services

2. Please complete this corresponding section on your growth plan
(chapter 10)

Induction

Induction or orientation is a programmed Induction is a programmed
ntroduction of the new employee to the introduction of the new employee
organisation. It is done to reduce the initial | tothe organisation.

anxiety of a new employee to his new
environment, thereby facilitating a smooth insider-outsider transition. The formal
reception normally includes introducing the new employee to the employees of the
business, as well as a tour of the business’s premises.

The induction is best accomplished when it is done with other staff. Normally, the HR
officer will cover the general information about the business, while the Department
Manager or Supervisor handles specific department and job-related items including the
training that may be required.

Induction should be carefully planned because employees’ general impressions about the
organisation are heavily influenced by their first day at work. The impressions and
reactions they have at the start will have a strong influence on their attitudes and later
actions.

A typical induction session can cover the following headings:
B Brief description of the business

Basic conditions of employment

Salary and salary scales

Sickness — notification of absence, certificates, pay

Leave and absence

Work rules
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Disciplinary procedures

Grievance procedure

Promotion procedure

Union arrangements

Education and training facilities/opportunities
Health and safety arrangements

Medical and first-aid facilities

Social and welfare arrangements

Overtime arrangements

Canteen arrangements

Telephone calls and correspondence

Travelling and subsistence expenses

If your business is not big enough to provide the new employee a printed handbook, the
least that can be done is to prepare a typed summary of this information.

Hana Juuce Companv (HAJCO)'Ltd

I Auctlon Program e

..';:Mrs Hind desngned a standar i ,uctlon programme in order to reduce the anxrety of
—new employees by Informing them how. the orgamzatlon works and what is expected
- from them . .

'Mrs Hmd mductlon programme pointed out steps to be followed in |mplementmg the
programme and allocated l_hese responslollltles f_or the managers of each department.

:Guldelmes for the lnductlon Programme

t)rgantzatlonal
stakeholders etc )

.'such___as buslne_ss mnsston objectlves-‘:'

."lntroduce employee ta hlslher colleagues‘ and show employee around on
hls/hers flrstday ofwork N :

5, ‘ Palr employee with a 'buddy (i.e. a colleague from the same depanment) to act
- ..-as a role model and prowde operational advice.: . ©."

6. Follow-up on employee progress on the subjects menlloned above
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From your experience

Develop guidelines for an Induction Programme to be applied by your
business' managers/supervisors.
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6.

Chapter Summary

Recruitment is the process of identifying, locating and attracting prospective applicants
for job vacancies in your business. This process is followed by the selection process,
which aims to identify the most suitable applicants from the pool of candidates, and
convince them to join your business.

For the recruitment and selection process to be effective, it is important that they are
preceded by your systematic identification of your human resource requirements. The
recruitment and selection process will then, assist you in hiring new employees to fill the
skill gap of your staff. This process is very important for the success of your business, as
it is through your employees’ commitment, skills, performance and creativity that
products and services that meet your customers’ expectations are produced.

A recruitment policy and procedures is an instrument that ensures that your recruitment
practices are systematic, consistent and predictable. This policy establishes the steps that
you will follow in filling a vacancy in your business while, at the same time, it helps to
make your values clear to prospective employees and other stakeholders. Therefore, you
have to develop a recruitment policy and procedures for your own business.

Job descriptions are also very important instruments in facilitating the recruitment
process as they define the job that has to be done and the qualifications and competencies
a person must possess to be able to do the job.

There are several methods of attracting potentially suitable candidates, these
include:

B [nternal your business

B External advertisements in the local newspapers, print media radio and trade
journals.

B Employment agencies
B Education and training establishments

W Other external sources can include unsolicited letters, casual callers, and
recommendations from employees

The selected candidates should be instructed to fill an application form to be presented at
the first interview. This form provides standard, concise and easily accessible
information about the applicant.

Induction or orientation is the last phase of the recruitment and selection process, and it
comprises a programmed introduction of the new employee to the organisation. It is done
to reduce the initial anxiety of a new employee to his new environment thereby
facilitating a smooth insider-outsider transition. The formal reception normally includes
introducing the new employee to the employees of the business, and a tour of the
business’s premises.
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DEVELOPING AND APPRAISING
YOUR HUMAN RESOURCES

Developing and appraising human resources in your business is a very important function within
the HRM. It is concerned with effectively tramning and developing your staft and yoursell in
order to obtain the skills and competencies necessary for the successful growth of your business

What you will learn in this chapter ...
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1.

What is staff training and development?

Training is a process of improving performance of individuals through changes in their
knowledge, skills and attitudes. The A R S LR
fundamental aim of training is to help the | Training is a planned and organized
business achieve its purpose by adding value | activity by which your people acquire
to its key resource — the people it employs. | {he knowledge and skills to do a given
Training means investing in people to enable job satlsfactonly ’

them to perform better, and empower them to
make the best use of their natural abilities. The particular objectives of training are to:

B Develop the competencies of employees and improve their performance.

B Help people grow within the business so that as far as possible future needs can be
met from within.

B Reduce learning time for employees starting in new jobs on appointment or
promotions.

Staff development refers to the process of enabling your employees to develop their
work-related skills towards future needs rather than present needs. Unlike training, staff
development is more concerned with your employees’ career growth than immediate
performance improvement. Staff development, also means giving employees the
authority to participate in the decision-making process, and to be responsible for their
jobs.

Like the staff, you also need to develop your skills to be able to implement your position
effectively. As you are the leader of your organization, your skills are leadership skills.
The development of your leadership skills is of particular importance for the successful
execution of your growth strategy, as the business demands a careful steering and
overview during the growth process.

How can developing your workforce and
yourself help your business to grow?

Staff training and development is particularly important for growth-oriented
organizations, because during this phase, organizations face more tasks and a more
complex working environment. Accordingly, your employees need enhanced skills to
carry out these new tasks to your satisfaction. Staff training and development assists your
employees to acquire the skills needed to perform their jobs in a changing work
environment.

Staff development is also important because, if it is done fairly, unbiased and in
accordance with the principle of equal opportunity, your employees become more
motivated, productive, efficient and less resistant to changes because they have more job
satisfaction. In turn, your business may benefit from their talents and commitment as
necessary to become successful.
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Staff’ development, if properly done, also results in staff empowerment. Rather than
devising a training programme for your employees in a traditional top-down approach,
modern staff' development relies on the employees designing their personal development
plan together with you. As a result, your employees will feel more involved, and in
charge of their personal development, to the benefit of your business.

Developing your skills as the GOE is also essential for the success of your business. By
developing your own skills, you will be able to improve the performance and
productivity of the staff in your business. Developing your skills will also enable you to
focus yourself on those tasks that are essential for business success and to have others in
the business focus on what they need to do.

3. The training and development process

The following figure illustrates the steps of a training and development process.

S Feedback
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3.1 ldentifying Training Needs

The identification of training needs (also called training needs analysis) aims (o
define the gap between employees’ current skills and the skills required of them
to perform their current or future roles.

The following are the various levels of training needs:

a)

b)

d)

Organizational Needs Analysis

The Organizational Needs analysis is done by the top management (i.e.
the entrepreneur), and aims to identify the major training priorities related
to the future direction of the organization. The assessment of
organizational needs involves many employees from difterent departments
of the business. For instance, if your organization merges with another
company that has a very different culture or produces different products
from yours, you may decide to train your employees to better fit in the
new context of your organisation, to have better understanding of the new
products.

Departmental or Functional Needs

Departmental or Functional Needs analysis refers to the identification of
training needs of a specific department or function, and the department
director or manager performs it. For example, your sales manager may
decide to train all employees from his/her department in order to offer
them courses on how to improve their motivation.

Job Needs analysis

The Job needs analysis refers to the assessment of the skills required for
employees to perform their current tasks more efficiently and effectively.
Managers or supervisors usually do this analysis, as it relates to the need
of improving their subordinates’ knowledge, understanding or skills
assoctated with their jobs. For instance, your operational manager may
decide to offer a training course for some of his/her employees on how to
use a newly acquired computerised packing machine.

Individual Needs analysis / Performance
appraisal

Finally, the Individual needs analysis, like the job needs analysis, it
relates  to the improvement of employees’ performance. However,
mdividual needs analysis focuses on the assessment of whether a certain
employee 1s performing according to the desired level of performance,
whereas the job needs analysis focuses on the task requirement of the job.

The basis of the individual needs analysis is the individual performance
appraisal. Performance appraisal relates to the assessment of your
employees, including your managers and supervisors. The outcomes of
performance appraisals will provide management with information related
to salary, promotion, training and layoff decisions.
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The following figure illustrates possible actions that management could take,
considering the outcomes of the employees’ performance appraisals.

. | assignment. .

‘No ‘dr’%'a'ngé in |

| » Promotion . Consider op'portubnities
it e ‘ - position .. ..o :vvggggvevstutrav‘lnlhg.
OUISTANDING » | Broaden Review possibility of
... ¥V | assignment ‘expanding responsibility
iy Nochangeln ‘Att_e_mpt_ to maintain
W | gties | performance levels and
B , make development plan
» Pr’o’mlét'ioh o ) Consider possibilities
Lioea S Growth in present |\ o deveIOp_ment olan
* duties .~ | improve performance
S Lo o plan correction, prepare
- Performance . training and gain

C:Q.ff?ct?b‘.e,_._ | commitment

‘| Review possible re-
assignment or prepare .
possible termination

UNSATISFACTORY |t
R Performance not
correctable

Based on the above figure, the outcomes of the performance appraisal may vary
from a beneficial increase in salary (promotion) or development for the employee,
as well as the possible termination of their employment contract. The latter reason
being that those employees who have been proving to be inadequate performers
(in terms of work, outputs, behaviour, etc.) will find themselves deemed a cost,
rather than an asset for the business

Effective performance appraisal requires the fair and unbiased assessment by the
management. Should employees feel they are unfairly treated, it would negatively
influence the work relationships within the workplace and decrease employees’
commitment towards organizational goals. Therefore, it is essential that
employees and management reach a mutual understanding of what needs
accomplishing.. 1f expectations or job outputs remain undefined, performance
will be difficult to evaluate and employees will perceive the process as unfair.
Thus, evaluate performance in measurable terms (to be communicated to the
employee) whenever possible.
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There are two distinctive ways of appraising employees’ performance, the
informal and the formal ways. Their managers and supervisors base the informal
appraisal on a day-to-day observation of employees’ performance and behaviour.
In turn, the formal appraisal should be in a systematic and planned way, in which
management prepares appraisal forms to evaluate the staff

The tollowing business case illustrates how Mr. Jameel assessed his assistant.

Hana Jurce Companv (HAJCO) Ltd i

M ameel decrded to prepare a performance apprarsal for hlS assrstant He
elaborated: a very basrc but efficient perfarmance appraisal form, which defines the
individual attributes of this employee followed by a ratmg scale that 'varied from-
- excellent to paor. .. .. ; T O P AR e e :

Followmg are some extracts of the performance appralsal

'Because of the performance apprarsal Mr Jameel reallsed that Mrs Maram lacked
some technical knowledge of the company's products and operations. He then decided

- to offer her an internal basic course administered by the Production/Quality Control

: manager, who would give her an introduction on'the’ production process and products
lines,

AS she had been Wlth the company for only 6 months Mr Jameel decided ta feassess
“her performance again in 6 months ime in order to conslder her opportumtres for
- growth further development or mcrease in salary e :
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Another way to appraise the performance of your employees is to set targets and
verify whether they have accomplished the expected results. This approach is -
results-oriented performance appraisal and it is very useful in assessing
managerial staff.

An example of the above:

 Results-Oriented Appraisal Form - Example

Manage'riél Appraisal Form

‘Position: _
-Name of Manager/Supervnsor
Department '

Comments:

‘Actions to be taken:

_‘»"'Recommendatlons o

”_Assessed by
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1. Based on the above example, prepare two types of performance appraisal,
one for your administrative staff (rating scale approach) and another for
your managerial staff (result-oriented approach).

2. Please compiete this corresponding section on your growth plan (Chapter
10)

3.2 The Personal development plan

The objective of personal development planning is to encourage individual
learning, and to increase the motivation of employees by the provision of
knowledge of skills that will help to progress their careers. A personal
development plan should address the Business, and job-related learning needs
(i.e. to close the skill gaps) and the employees personal training needs and wants,
to the extent possible. Employees are often aware of their skill weaknesses and
performance deficiencies, and may come up with their own proposals for
training.
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The form on the next page helps your staff to prepare their personal development
plans. The heading section of the form defines the objective of the staff
development effort. The heading section, also lists a set of performance

indicators to measure progress towards the achievement of the development
objective later.

Column 1 of the body of the form specifies the skill gaps of the staff member,
and Column 2 specifies what the staff member will do to further develop his or
her skills, and by when he/she will do it.

_ Personal Development Plan -

Name
Posrtmn .
Objecttve of the development effort

Performance indicaters and - benchmarks'

Performance indicators with benchmarks are quantifiable checks on the output
hat staff should reach., These mdlcator - based on the job descriptions and
' utually agreed between you and the staff member Once. performance indicators

per|od|c mlervals In lhe case of poor performance you can assess the cayses and
take approprrate acuon‘ v RS -

After your employee has completed the above form, you will assess whether
their training needs and wants are viable and affordable for your business and
then you have to decide whether he/she should follow a training course.
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3.3 ldentifying your own training needs

a) Your leadership skills

In order to identify your own training needs, you have to understand what
your roles are, and what the skills necessary to perform these roles are.
Then, you will have to verify which tasks to delegate to some of your
employees, and finally assess whether you require further technical training
to perform your priorities.

Your Leadership Skill analysis is complementary to your job needs analysis
relates to the three distinctive roles that you perform in your business.

These roles are:

m Your entrepreneurial role

Your entrepreneurial role comprises the core task of identifying and
assessing market opportunities and, consequently, to invest in these
opportunities before competitors become aware. This role is essential as
it is relates to the creation of a competitive edge and the success of the
business.

m Your managerial role

Your managerial role rclates to your final responsibility for planning,
budgeting, organising, controlling, and managing the employees
(deploying and motivating them). The most important issues in the
managerial role are result orientation, process orientation and
maintaining interpersonal relationships.

m Your leadership role

Your leadership role relates to the responsibility to drive the entire
organisation towards the achievement of goals. This implies that you
maintain a continuous process of influence on co-operators. Thus,
leading includes elaborating a vision, communicating with
organisational members, providing direction, providing aftirmation and
articulation of values, and motivating employees. The most important
elements necessary for a GOE to perform successfully the leadership
role are charisma, enthusiasm, honesty and strictness, integrity,
commitment, and respect shown to subordinates.

Leadership skills are defined as the ability to persuade others to be
engaged in the work behaviours needed to achieve organisational goals.
These skills are required for all those who have power within the
organization, i.e. the power of getting things done, and getting people to
do things.
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b)

Focusing on your priorities and learning how
to delegate

In a growing business, the tasks emanating from these three roles (i.e.
managerial, leadership and entrepreneurial) are so numerous that, once the
business reaches a certain size, they usually become unmanageable. As a
result, you will not be able to maintain a focus on crucial tasks, will not
have enough time for planning for the growth of your business, and will
not have time to develop your own performance of these tasks.

1.

2.

Refer back to your job description and assess which of your managerial
tasks to delegate to some of your employees. Based on the outcomes,
prepare a new job description for you.

Please complete this corresponding section on your growth plan (Chapter
10).
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c) Assessing your capabilities

You, also have to reflect on your capabilities to fulfil the three roles of
entrepreneur, manager and leader The following questionnaire is a self-
assessment to assist you in checking on your capabilities to perform key
tasks under your entrepreneurial, managerial and leadership roles.

| enjoy people looking at me as a model for what is good
| have set a vision or a mission for the business *
| have translated the mission into organizational goals

| guide my employees towards the achievement of the vision/mission
| feel comfortable sharing power and controt .~ .. ‘ ’

| enjoy social relations and networking

| share my accomplishment with others

| express my feelings ta others
i am a confident person - :
I implant confidence in the mind of others

| know my own strengths and weaknesses -

I fecogmse and develop my mdwudual skills

| Iisten to the opinion of others without mtnm:datmg them

I try to satisfy my subardinates’ needs

1 give explicit instructions about what is to be done and how
| provide employees with incentives

1 willingly delegate power

| feel comfortable in conflict
| like to motivate others

| am looking for ways to im rove

I seek out and move on new opportunities

I enjoy deciding how much to invest in new o’ppdrtuniti'es

| feel comfortable in tincertain and unusual situations -

| enjoy challenges
I feel comfonable |n making changes

l recognise that change is often best accomphshed by maknng major
changes quickly- o .

] try new ideas and approaches

| demanstrate originality
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In addition to the above self-assessment, it is also, recommended to
involve the employees in the process of analysing the effectiveness of your
leadership skills. This would result in a more unbiased outcome than if the
assessment based itself on your own assumptions. Remember that your
employees work with you on a daily basis and therefore, they would
represent a valuable source of information for this matter. The employees’
assessment of your leadership skills may be through an anonymous
survey among your employees, encouraging them to describe your
leadership skills, as well as, giving you recommendations for
improvements.

Based on the assessment of your new job description (elaborated after the
delegation process), as well as, the outcomes of the self-assessment
checklist and employees’ survey, the next step is to assess your skill gaps.

Complete the following matrix to assist you in the skills match
analysis.
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After having specified your skill gaps, the next step is to develop your
personal development plan to help you develop the skills required to
perform your roles within your business.

Use the form on the next page to prepare your Personal Development

Plan

Name:

Objective of the development effort; -

My training needs and wants:

‘My action plan {0 address these needs and wants:

By when

" What | will do.

3.4 Define learning requirements

After the identification of your staff and your own training needs, it is time to
define learning requirements. This phase involves the establishment of the
specific action required to satisfy the training needs. The outcomes of this phase
depends on a number of factors, such as how many people need training, what is
the objective of the training, what content is required to achieve the objectives,
and what learning methods should be applied.
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3.5 Planning and implementing training
programmes

This phase relates to the development of training to meet the needs and objectives
of your employees. It comprises the assessment and implementation of training
techniques, possible locations for the training, who will provide the training, and
who will participate in the training.

The three most common methods of training are:

a) In company on-the-job courses

In company the so-called coaches or on-the-job trainers, who are usually
members of the management team or colleagues of the trainees, provide
on-the-job courses. In this process, the coaches provide direct guidance to
the trainees on how they should perform their tasks. An example could be
a supervisor teaching employees on how to use new equipment required in
performing their tasks.

b) In company off-the-job courses

In company, off-the-job courses involve one or more members of
management, or other professionals training cross-section employees
within the business. These courses do not directly relate to the job
performed. An example could be a computer expert hired by you in order
to train your finance and marketing employees on how to utilize database
programmes on their computers.

c) External training courses

External training course suppliers administer external training courses.
They can either develop a course for the organisation or offer courses that
are available to all the interested public. An example could be you sending
one of your managers for a MBA course administered by the local
university.

The following table shows other ways of developing your staff:

Other Ways Of Developmg Your Staff are:

Tutorship is a technique that mvolves amore experlenced person (tutor or mentor)
- who will train individuals, and provide guidancein the daily work activities. In this
technique the tutor msttls learmng on-the-job and develops a relationship with the
protégés to help them to develop thenr careers

These methods involve mdtv:duals gettlng ‘practic xXperience in a job, often

includmg both on- -the-joh and off-the-job trammg “The individuals earn while they

_ learn, but usually at a Iower rate than thai pald 1o full-time employees tn this®:

_.manner, students observe the applicatlon |n practlce of what they learned
prevnously at school ,
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. Counselling is the ‘process. in- which individuals -rely. on a more senior and
experienced person (the counsellor) for practical advice about personal or career
“related issues. . The counsellor performs a psychological role in : building ‘the
individual’s confidence and self-esteem by providing him or her with counselling

Exchange visits not only trains and exposes employees to a variety of jobs and
decision-making situations. by moving them from' their jobs to different units,
depariments or even companies. This method involves the assessment of what
trainees are required to know, and where they could get the relevant knowledge
and experlence - e n :

Distance learning is the processof . off-the-job iearning ‘developed to enable
individuals to study from learning materials prepared elsewhere, in their own time
and at home. The most:common method of distance learning is the correspondence
course; in which the student sends his/her evaluatlon by post and receives it-back
later, marked by the teacher.

This training ‘method takes place through groups focusing on solving problems,
making . decisions; : co-ordinating - working, promaoting information - sharing . and

~building - participation.. Group : dynamics . training assists .in - improving the
effectiveness and efficiency in which groups operate, in‘increasing individual's self-
understanding of social processes, and developing.interactive skills:

3.6 Evaluation of training programmes

It is very important to evaluate training programmes in order to assess the
effectiveness in producing the expected outcomes (as established in the training
needs analysis). In addition to this, the evaluation of training programmes enables
you to assess whether further improvements or changes are required to the
programmes in order to make training even more effective in the future.

The following forms for evaluating training courses are very practical, simple and
effective. Use by your business in assessing the effectiveness of your staff’
training courses.

B Participants’ reaction to the course. This is the simplest and most widely
used form of evaluation. This makes use of simple questionnaires/ comment
sheets wherein different indicators are listed down and participants are asked
to rate each indicator in terms of how the course met their expectations.
Rankings are normally utilised for this form of evaluation (rating each factor
from one to five or from strongly agree to strongly disagree, or from
outstanding to poor)

A sample evaluation form is shown on the next page:
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_Poor

" [ Excellent

B

Very Good [Good
e o [222e

L@

1 Fair_

@

(1

Course Objectives

. Clear statement

o Attainment

Course Content

. Usefulness

. Coverage

e ~ Orgapization

e Time

3. Materials
e - Module I
D) Handouts

4, "Facilitator

+  Knowledge of subject

»  Teaching method

e Interaction with pardicipants

5. Schedule (Duration)
6. Facilities and Food
e Room

e Food

. Location

7.

Qverall conduct of the course .

Part 1: Gourse Content

1. "What did you like best about the course?

What did you like least about thercourse? :

What additional topics’sh_oul'd have beeh include:d in the course?

Which topics should have had more time or additional coverage?.

What topics should have had less time?

Other comments and sugg'esti'ons to impfoyé the coursé?
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Learning obtained. Measures what facts, principles, and techniques learnt
through practical tests to determine what skills are assimilated. For example,
participants to a Trainers’ Training Programme may be asked to design a
course; an operator may be asked to operate the machine after job coaching.

Change in behaviour. This technique evaluates whether behaviour has
changed as required when employees attending the training programme
returned to their jobs. The trainees’ direct manager or supervisor does the
evaluation of the change in behaviour,

Practical tests to determine what skills were learned. For example,
participants to a Trainers’ Training Programme may be asked to design a
course; an operator may be asked to operate the machine after job coaching;
etc.

Written tests to determine theoretical knowledge of participants before and

after training.

'Hana Juice Company (HAJCO) Ltd,
Mr. Jameel’s Tramrng Needs Assessment

: Mr Jameel decrded to assess “his skills as a GOE He starts wnh the assessment of
his job description, He then completed a self- assessment form to evaluate his skills as
a leader, entrepreneur and manager ' " :

M, Jameel also realrses that the outcomes of hls self-assessment could somehow be
biased if it would be done by him only. He then, decided to involve some of his staff
(rncludmg managers) who closely works under his supervision. He prepared a survey
in which he encourages the chosen staff to anonymously analyse his leadersmp skills,
_as well as give recommendatrons on how to lmprove them,.

1 Based on the outcomes of both his self-assessment and his employees comments,
he realised that there are some important weaknesses to be prioritised. The
assessment demonstrated that, even though he js a good entrepreneur and an
effective manager, he does not have sufficient leadership skills. He realised that his
_major weaknesses are a lack of chansma lack . of gnthusiasm, low respect to his
subordinates and " an . insufficient  ability to guide his employees towards the
- achievements of organlsatlonal goals Because - the leadership roles are very
_important, he cannot ask others in the busmess to. perform (as:they are drrectly:
- related to the guidance and dlrectlon of the business);. he decided to: develop these -
skills. Mr. Jameel enrolled for an external leadership course administered by the local
university in order to gam knowledge and skllls requrred for gurdrng and motlvatmg his
‘'employees, i T e _

After the completlon of the course Mr. Jameel fllled hIS course evaluatron form in
- order to- assess whether he accomplished all the obJectwes of - his -training need
analysis. He realised that this course focused too much on theories instead of the
practice of good leadership skills, as he had expected He then, decided to enrol for a
_long distance course administered by a drfferent unrversnty. and started readlng many’ B
-books related to this tOplc s . , ,

i Mr Jameel also requested hlS wrfe Mrs Hmd t cont uously observe and glve her
.comments on whether ‘she thinks that his behawour had: |mproved after he had
completed these courses on Ieadershlp :
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1.  ldentify your own training needs by returning to the previous section and
complete the following forms:

W Your leadership self-assessment
W Your skill gaps matrix
B Your personal development plan

2. Please complete this corresponding section on your growth plan
(Chapter 10)

In-house versus external training

Once the training needs are identified, it is time to select and develop the course/s that
will answer these needs. Training courses may be run internally or with the use of
external help.

Following are some questions you can ask yourself to guide you in deciding what
options to take.

a)

b)

Questions regarding the availability of resources:
Do you have the resources to address these needs?

Is there an available course design?

Do you have the trainers to run the programme?

If these are not available, do you have the capability and time to design the
course, prepare the materials and develop trainers to conduct the training?

If you can answer ‘yes’ to these questions, then go ahead and do an in-house
course.

If you do not have the resources (capability and time) to design or conduct the
training programme, it is time to look for external help.

Questions regarding the number of participants who need
the training:

Do one or few individuals need the course only? If so, look for public
seminars/offerings that these workers can attend.

If a larger group requires it, you can invite an external resource person to conduct
the training programme for your workers.
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Questions regarding the continuity of the needed training
programme:

Is there a continuing need for such programme? If so, it will be worth developing
internal capabilities to do in-house training. You may design the course and
develop the trainers and materials for conducting it.

If this is not possible, some consulting firms offering the programme may have
licensing agreements wherein they will train your people to conduct the course for
your company. You may have to pay a fee to give you the rights to the course and
a license fee every time you run it. Some companies even require you to purchase
workbooks and course materials from them. Initial cost may be high, but if the
demand for the course is big, it will still be cost-effective in the end.

In addition to these considerations, it is often advisable to get external help for
special training courses like teambuilding programmes. If this is run internally,
participants may feel reluctant to express honestly their feelings for fear of
repercussions. An outside person will also be in a better position to assess group
interaction since he is detached from the situation and is free of pre- conceptions.

Chapter Summary

Staff development refers to the process of enabling your employees to develop their
work-related skills, in line with the challenges of a quickly growing business. Staff
development, also means giving employees the authority to participate in the decision-
making process and to be responsible for their jobs.

The particular objectives of training are to:

Develop the competencies of employees and improve their performance.

Help people grow within the business in order that, as far as possible, its future needs
can be met from within.

Reduce learning time for employees starting in new jobs on appointment or
promotions.

Staff’ development is particularly important for growth-oriented organisations, because
during this phase, organisations are faced with more tasks and a more complex working
environment. Accordingly, staff needs enhanced skills to carry out these new tasks to
your satisfaction.
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The training process involves the following steps:

B Identification of the training needs at organizational, departmental, job, and
individual levels.

Define learning requirements
Plan training programmes

Implement training programmes

Evaluate training programmes through participants’ reaction to the course,
measurement of learning obtained and observations on the participants’ change of
behaviour.

The three most common methods of training are:

M In company on-the-job courses
B [n company off-the-job courses

W External training courses

Other ways of developing your staff are tutorship, internship/ apprenticeship/
secondments, counselling, exchange visits, distance learning, group dynamics training,
and induction training.

To implement the growth strategy successfully, and in order to maintain control and
steering over the business, it is pertinent that, apart from training and developing
yourself, you also develop your own skills as the GOE.

In your business you are:
B An entrepreneur

M A manager

B A leader

Developing your own leadership skills is particularly essential to the successful growth
of your business. To assess your training needs and wants, and to implement your
personal development plan, you have to follow basically the same steps as the training
process for your staff (i.e. assessing your training needs, defining learning requirements,
and planning, implementing and evaluating training programmes.
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ENHANCING YOUR HUMAN
RESOURCES PERFORMANCE
THROUGH MOTIVATION AND
PARTICIPATION

A number of factors affect employees’ performance and productivity. These include your
leadership style, motivation, communication, and team building. This Chapter will improve your
ability to enhance your human resources performance through motivation and participation.

What you will learn in this chapter...
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1.

What is motivation?

Motivation refers to l!le forces wil'hin a person | motivation: refers to the forces
such as thoughts, feelings, and attitudes, which within a person such as thoughts,
energise, direct, and maintain  behaviour. feelings, and : attitudes, which
Motivation affects the enthusiasm with which | energise, direct, and maintain
people carry out activities. It directs their energy | Pehaviour. Molivation affecls the
rds : . and ains the desired enthusiasm with which = people
tow‘ufs an outcg)mc,.d_n( malnlm_n's the desirec carry out activities.
behaviour even with miimal supervision,

Employee motivation improves productivity and quality of work, and is far more
effective than the carrot-and-stick measures of old management approaches. Thus, human
resource management stresses worker motivation, and focuses on creating enriched jobs
and greater self-control in an attempt to broaden the scope for employees’ self-fulfilment
and, consequently their motivation to perform at their best.

How can motivated employees help a
growing business?

Motivation is important. It raises productivity, cfliciency and cflectiveness. If people are
not motivated, this can lead to adverse eftects on a business, tantamount to waste of
resources. If people are not motivated, then a business can experience high levels of
absenteeism, tardiness, unnecessary work stoppage, challenging of workplace policies,
employees’ resistance to changes, all of which represent waste of productive time.
Likewise, workers can pay less attention to quality and speed of work, and ignore
instructions thus, leading to waste of stock materials, waste of assets (damage to
equipment and property) and poor customer service.

Indeed, good performance is a product of competence; viz. knowledge and skills, but the
degree to which knowledge and skills are properly applied is determined by people’s
motivational feeling. (See illustration below.)

How to motivate your employees

Motivating employees to perform at their best requires that management understands
what drives people. Motivation theories say that people are satisfied or motivated by a
number of factors, including good salary, financial incentives, and participation in
business decisions, career development, and leadership style. A good manager uses a
combination of methods to motivate people, and to ensure that they do their tasks well.
The following sections will discuss the factors that influence motivation.
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3.1 Hierarchy of Needs

One popular theory of motivation (Maslow’s theory) says that people are
motivated when their needs are satisfied. It identifies a hierarchy of needs, which
placed basic needs at the lower end (hunger, security, and safety), self-
actualisation at the higher end, and ego and social needs in the middle. This
theory states that lower needs have to be satisfied first, before higher needs
become important.

The hierarchy of needs illustrated below:

Hierarchy of Needs

- SELF-ACTUALISATION NEEDS

People need to be self-confident and self-fulfilled.
They want to develop themselves, realise their
potential, and feel happy because of it. This need
is ‘met when  an rndrvrdual s job provrdes the
opportunrty to: : ' .

8 | Acquire new knowledge and skills ..

M Make decisions on how they do thelr work

n Complete a challenging assignment.

‘Company’ outlngs
Jab design that allows mteraction
'Teamwork Sk

= . SECURITY NEEDS o
Secumy refers to the sense of being:safe and cared for It means belng able to
- anticipate what will occur, It is a feeling of being comfortable with your environment
without having too much anxiety, fear or doubt. Security needs are met by:

. m. Work environment. that are free from hazards or where hazards are well-

- controlled

m_ Sick pay and health benefi ts which take care of employees when accrdents
_ ailments or contingencies occur .
W Clearjob descriptions and expectation of tenure so that employees know exactly
what is expected of their performance : :
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3.2 Satisfiers and Motivators

Another theory (Frederick Hertzberg’s theory) says that there has to be a balance
among all factors.

It makes a distinction between two sets of factors:

a)

b)

SATISFIERS

Factors, which satisfy, are mostly external factors such as salary, pay and
working conditions, relationship with peers and supervisors, consistency
in company policy and administration (these are Maslow’s basic, security
and social needs).

If workers are satisfied, they will exert effort to produce at the level
expected of them. Imagine a worker, who is constantly worried on the job
about a troubled family member, as he is unable to take a leave, or a
factory that operates in a cramped space or with poor lighting, or one who
paid very low wages, or is in constant fear of accidents because of a
hazardous work area. These conditions leave a worker dissatisfied with his
work and have the effect of lowering productivity and quality. When these
conditions are improved, productivity will increase.

However, to make employees perform beyond what is expected of them,
the solution is not to further improve lighting and space, or to increase
number. of leave days, or, at higher levels of remuneration, even to raise
pay.' Employees need motivation in other ways.

MOTIVATORS

Factors, which motivate are mostly internal factors such as recognition,
achievement, the work itself (these are Maslow’s ego and self-
actualisation needs). When people are motivated, they perform with
greater effort, energy and enthusiasm.

Sample “satisfiers” and “motivators” are listed below.

Wages .~ . . @& Clearsense of their contribution to

Security in the job R the organisation

Proper working conditions B Receive feedback on performance

Good relationship with ' Achievement of a challenging task
- peers and supervisors - or objective

Consistent and clear - B Recognition and reward for job well

policies : o done. - :

' : - m_ Opportunities for growth and

- advancement
W Participation in policies and =

“decisions "

' Pfeffer, 1999.
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3.3 Leadership Styles

Leadership: defined as a person’s ability ————————————
to influence others to act voluntary, usually | Leadership: defined as a person's
toward some goal. Influencing people to | ability ta-influence others to act
do what the leader or business owner | Vvoluntary,usually toward some goal.
wants them to do is leadership, or ——— —

leading. Your leadership style can have a great impact on how your employees’
behave.

Following are some examples on how leadership styles can affect employees’
motivation and performance.

a) Autocratic or directive leader

This business owner tells people what he/she wants done and demands
obedience. Autocratic (auto=self, crates=governance) business owners
manage with stringent directives and assignments, exercising control and
threatening with sanctions. When an employee does not act in accordance
with the wishes of his/her business owner, this results in a form of
punishment e.g. a lower reward, a reprimand, no leave, longer hours of work
etc. Autocratic business owners believe that the employee can have direction
only in this way towards the business goals and objectives. Subordinates are
little involved in the course of the business affairs. Task is very important
and therefore, the business owner will strictly manage to the attainment of
tasks.

Autocratic leadership style: advantages and disadvantages

fimprogress easy,
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b) Diplomatic or Supportive leader

This business owner operates by persuasion and broad scale motivation of
people. Challenges are important and therefore, through persuasion he/she
will always try to convince subordinates into doing something.

Diplomatic leadership style: advantages and disadvantages

c) Participative or Democratic leader

This business owner invites his’her people to participate or share in decision-
making, policy-making and problem solving. Business owners with this style
avoid imposing his or her will on subordinates. You will normally find
highly decentralised authority. Subordinates actively share in decision-
making, and enjoy wide latitude in executing tasks. A situation evolves

where people motivate themselves to some degree because their work is
intrinsically rewarding.

Participative leadership style: advantages and disadvantages
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d) Free-rein or laissez-faire leader

This style is for business owners whose style is opposite to autocracy.
Laissez-faire is a French expression meaning “leave it alone” This free-rein
business owner does just that. This style of leadership allows subordinates to
share power. This business owner does not literally abandon all control.
He/she sets a goal and clear parameters for the employees, and sets them
free to operate without further direction or control unless requested.

Free rein leadership style: advantages and disadvantages

make decisic

There is no one best leadership style. What works well for one business
owner or in one situation may not be appropriate in a different context.
Sometimes the business owner allows participation, maybe because the risk
is not high. At other times, when the risk is extremely high, the business
owner will take a decision in a very autocratic manner. Research, however,
indicates that democratic style brings about better quality work because
employees’ motivation is stronger when they participate in decision-making
and problem solving and in other activities that affect them.
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1. Do you know your predominant leadership style? Outline the benefits and
challenges of your leadership style to motivation.

2. What effect did it have to your staff?

3.4 Delegation

Delegation is different from assigning T T T
. . " Delegation is  appointing “someone
a job. Job' assignment focusgs ON | eise to act on your behalf. It means
intended activities and secondarily on | ' thay you are ‘asking one of your
results. Delegation focuses on intended | employees to do something that you
results. When you assign work, you | normally - do as -part of your
simply instruct an employee to | responsibility. -
complete a particular task in a specific
manner. When you do this, do not expect the same results as when you delegate.
Assigning jobs does not motivate or develop the skills of the concerned
employee, and the assignment may not be time saving. '

In delegation, you should give the following to the employee whom you are
delegating:

B Responsibility and accountability for completing the assignment.

B Authority to make necessary decisions and take appropriate action to
complete the assignment.

B Freedom to complete the assignment properly.
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Authority to act that normally is delegated in varying degrees as follows:

The degree of authority youn grant to the concerned employee will depend on
many factors among which are:

B Complexity and importance of the task.
B Expertise of concerned employee.
B Time constrains.

Therefore, it is essentially important that you focus on your main priorities and
delegate tasks to your subordinates.

By delegating tasks to your subordinates, you will:
B Improve your effectiveness by setting priorities and will be able to focus
on performing your essential tasks.

B Improve co-ordination and control of activities, because the
responsibilities are more effectively allocated

B Improve employees’ morale, as the increase of authority and
responsibilities are motivational factors for most employees.

There is more scope for delegation when it comes to the managerial tasks,
involving the management and control of operational processes. Management of
the business is important to ensure efficiency and effectiveness of organizational
processes. Many of the tasks involved in monitoring and executing business
processes can be delegated to subordinates. By comparison, the GOE should
prioritise tasks, keep direct control over strategic business issues, and guide the
organization towards the achievement of the goals.
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Guidelines for delegating managerial tasks

The following guidelines will help you to delegate managerial tasks:

B Carefully choose the subordinate(s) to perform some of your managerial
tasks (usually it is a person immediately below you in the hierarchy, i.e. a
manager).

M Ensure that this/these person(s) has/have the skills, abilities and knowledge
necessary to perform the managerial tasks.

M Establish the authority and responsibilities given to this person in detail
(informally and formally based on a relevant job description).

B Ensure that this person has all the resources required to perform the
managerial tasks (time, human resources, money, information, and
equipment).

M  Monitor the progress to check whether the tasks have been accomplished
effectively and ensure regular communication at the initiative of both sides.

M Inform the person that you will support the outcomes (regardless if it is
positive or negative).

Mr Jameel Iearn, to delegate tasks._:_

M. Jameel reallses that managerlal tasks oould and should be delegated as much as. .
,._possmle if he wants to ‘have enough time to stay abreast of opporfunmes and threats
“in‘the market. Mr, Jameel, therefare, decidedto delegate some of his managerial
, responsxbllmes to hIS managers and to his a55|slant He adjusted their job descriptions
1o _allocate these tasks (and the: accompanylng responsrbllllles ‘and authorities). Mr.
.Jameel delegated  these tasks: employee salary ‘payments, -salary “surveys and
' mcrement review. of salanes for employees performance appraisal for all employees
: (Wllh performance based salarles for managers and superwsors) assessment of_

workers and therespons;blluty for lhe cleanlmess and safety m the workplace

1. When was the last time you delegated some duties to your employees?

Continued on the next page...
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Continued from the previous page...

2. How was the experience?

3. What prevents you from delegating more? What present work do you
plan to delegate to have more time for more strategic concerns?

3.5 Job Design

.Iob. de.sign algo affects the. employee’s Job' design; 'r:e_féfé't'_'o how work is
motivation. It is how work is performed | performed and ‘the tasks that it
and the tasks that it requires. How the | requires, == - SHEAREEE
design of a job affects an individual’s b :
thoughts and feelings about it, or the individual’s psychological state vis-a-vis the
job, and thus his or her motivation in performing it. This will affect upon the
behaviour of the individual and how he / she actually performs the job.

The role of job design was referred to earlier in the section on motivational
theories. It illustrated how the nature of one’s work affects one’s self-actualisation
needs. An individual is motivated if he or she sees how the job connects to a
broader goal or purpose, if he or she exercises some responsibility in the job, and
if he or she is able to grow and advance in it.

Even jobs that are typically routine and repetitive in nature, such as assembly line
work, will enrich through teamwork. If workers feel part of a work team then they
will know how their tasks contribute to a bigger project, and they will contribute
to the decision-making within their shop floor.
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a) How

enriching job design leads to job quality

Jobs can have five characteristics:

These

Skill variety, which is the degree to which a job involves tasks that
require a variety of skills

Task identity, which is the degree to which a job involves completing
a bigger piece of work

Task significance, which is thie extent to which a job has an impact on
people’s lives

Autonomy, which is the degree to which the job allows the individual
to make decisions on how the job is to be carried out

Feedback, which is the degree to which an individual receives clear
information about the effectiveness of his or her performance from the
job.

characteristics affect the thoughts and feelings of an individual;

more particularly, in terms of their;

These

Experienced meaningfulness of the job,
Experienced responsibility,
Knowledge of actual results.

psychological states, in turn, lead to certain outcomes such as job

satisfaction and higher quantity and quality of work.

b)

Job Design Model

| Task

JOB

- Skill Variety
Task Identity

ificance |

' Adapted with modification from: Silbiger, 1999,
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3.6

These findings about the motivational effect of job design have led to such
approaches as job rotation, job enlargement and job enrichment.

Job Rotation

Job rotation involves switching employees so that they have a chance to perform
different tasks. This helps decrease boredom, enhances versatility, and provides
ready replacements in case of absences or resignation.

Job Enlargement

Job enlargement involves combining tasks so that an individual takes
responsibility for a larger part of a sequence of activities and that they contribute
more to the entire process. The claims department of an insurance company for
example would have several people in the assembly line; checking different parts
of a claim form and, when a problem is found, refer it to a person in charge for
handling. This division of tasks, though efficient, results in monotony, low
morale, and unhappy employees. These jobs can be enlarged by having each
person check all parts of the form, correct errors, and deal with problems.

Job Enrichment

Job enrichment involves redesigning of jobs to include meaningful tasks,
including exercising some job-related decisions. This can be done by letting
individuals check their own work, or by involving them in planning within their
work unit. This approach is found to enhance quality, productivity, and
commitment among employees. The next section discusses employee
involvement in detail.

Team-Based Management

Team-based management is used when the business recognises and allows each
individual employee to contribute to the business growth at all levels. This
approach recognises that knowledge exists at the lower levels of the business.
Decision-making is allowed to happen on shop floor level, and all contributions
are recognised and valued.

Examples of team-based management structures are Quality Circles. A quality
circle is made up of about four to twelve people coming from the same work area.
The circle meets regularly to discuss, analyse and solve work-related problems.
The supervisor does not usually participate, so that workers can discuss openly
and candidly about problems and issues. The quality circle presents its solutions
to management, and is often, also involved in implementing and monitoring
approved recommendations.
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3.7

Quality Circles will encourage employees to contribute and take ownership of
the business or processes for which they are responsible. Employees feel
important, appreciated and valued, and a higher self-esteem among employees
results.

1. Refer back to your organizational structure, and appoint one or more
departments in which quality circles could be implemented.

2. Please complete this corresponding section on your growth plan (Chapter
10)

Employee Involvement

Employee involvement plays an important role in enhancing motivation and
performance. Performance management increasingly takes the quality approach,
which emphasises, among others, that managers and employees work together to
prevent errors, solve performance problems and even participate in the decision
making process of the organization. Managers, peers and customers, within an
atmosphere of co-operation, initiative, and effective communication, provide
feedback on employee performance.

Under this approach, employees become “partners” of the business and not
merely employees. They participate in setting key outputs/ targets and are
allowed to make the necessary decisions in order to reach the aforementioned.
They participate in analysing performance problems and identifying solutions.
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Benefits of employee involvement

Employee involvement provides greater fulfilment of psychological
needs, and therefore, it provides greater employee satisfaction.

Employees who have a say in the decision-making and planning practices
of the businesses have a greater understanding of the businesses’ strategic
objectives, and simultaneously improve their commitment in achieving
those objectives.

Employee involvement can capitalise on the increased social pressure
other members will place on fellow employees to comply with the
decisions the group made as a whole.

Employce involvement provides greater team and business identity, which
is shown through greater cooperation and coordination among members at
all levels.

When conflict does arise under employee involvement situations, the
people involved are better able to constructively deal with it.

Employee involvement produces more informed recommendations based
on their presence in the different divisions and levels of a business, which
may be hidden from the owner’s or the supervisor’s view.

Employee involvement becomes more critical when adopting a strategy of
differentiation to the extent that emphasis is made on innovation, and
individual contribution in the development of new markets and new or
differentiated products.

How can you involve your employees?

The business owner must seek the best opportunities in the business to get
employees involved. You need to introduce techniques and create opportunities
that will encourage employees to participate. These opportunities and techniques

can include:

B lnviting some employees Lo participate in planning, designing, budgeting
and other important activities.

B Initiate a suggestions scheme, and possibly link it to some form of reward.
It does not have always to be in the form of a financial reward.

B  Mount notice boards and display business-related information eg
productivity targets vs. actual performance, injury frequency rates, etc.

W Invite involvement from across the entire spectrum of employees.

B Invite involvement in all areas of the business, e.g. not necessarily only in
production, but also administration, sales, marketing, distribution, etc.

W Keep employees informed on all aspects of the business e.g. sales, targets,
new business, customer feedback, good results, etc.

|

Recognise and reward good initiatives simultaneously. Acknowledge
good suggestions, and do not patronise or insincerely praise unremarkable
ones. This will encourage employees to continue submitting ideas.
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4. Implications of the motivation factors and
theories on the entrepreneur or manager

The task of the entrepreneur or manager is to provide proper conditions of employment,
which would improve the factors that “satisfy” while at the same time maximising the
factors, which “motivate.” These theories can be viewed together in the first and second
columns of the table below. The third column shows how these factors correspond to
job quality aspects, implying that job quality essentially means meeting the needs of a
company’s most valuable resources — its people — in order motivate to them to perform

their best. Job quality therefore,

effectiveness.

translates into higher productivity, efficiency and

These needs and job quality issues are terms as specific conditions of employment,

found on the fourth column.

Theories of motivation, job quality, and employment conditions

concerns

‘Social protection

Safety and healthv- ‘Workmen compensation -

"Employee security.
Social security

“Occupational safety and health -
‘Clear job description &
Work contract

Self- Lo
’ actuallsatlon I Responsibility - G

needs - | Advancement
.} Growth

:‘Naturé of work i'tself'_;

development

vHuman resources S
.Trammg, mentoring, partlcupauon

f;Opportumty for learning

in decision-making, job design,

challenging assignments
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Hana Jmce Companv (HAJCO) Ltd.
“Part A: How Mr Jameel assessed the motivation of h|s employees

Mr Jameel has realised that many of his organlzatton S mternal problems were related
to low employees’ motivation. He has been observing how his employees have been
performing and it seems that demodulation was affecting most of his empioyees. Mr.
Jameel observed that employees were usually not enthusiastic.about their work and
‘they were not seeking greater responsibility. They often arrived late, or are absent.
altogether, Many employees also seemed very bored when performing their tasks. Mr..
~Jameel aiso observed that there was no |n|t|at1ve from hlS employees |n creatrng a.
: more pleasant working atmosphere oS : : '

Mr. Jameel decided to mvestugate funher the ' real causes of his” employees -
~ demodulation. Mr. Jameel’s first step was to prepare a basic questionnaire to be filled
by each employee This questionnaire aimed to assess what employees' needs and -
3 expectauons were and based on the results to fmd ot whlch factors would motrvate

them ; : v

The questlonnalre contamed questlons on’ drverse toplcs related to° employees
motivation. Mr. Jameel included questions related to.employees’ needs, satisfiers, and
motivators, his leadership style, employees’ mvolvement and the 1ob ltself Followung

~is an extract from Mr.. Jameel s quest|onna|re ; : :

_ Continued on the next page ...
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1 Juice Company (HAJCO) Ltd. .~
Part A How Mr Jameel assessed the motivation of hrs employees

Contlnuecl from the prevlous page ...

Before ‘handing the questionnaires to his employees, Mr. Jameel realised that it
contained. some questions that may intimidate-his employees, and they may decide
not to answer them. He then, attempted to gain their trust and make them comforiable
in answering the questionnaire by preparing a meeting with all of them and explaining
.the purpose of the questionnaire. He mentioned that this first questionnaire had only
“the intention to assess what are the factors that motlvate and demotlvate them.

Initially, they seemed mttmldated and not very keen on answerlng the questlonnalre
- However, when Mr. Jameel:mentioned that the questionnaire was confidential and
'anonymous., they decided to’ flll up the forms without hesitation, For those who were
~‘unable to read, Mr. Jameel suggested that a colleague would assnst them in f|ll|ng the
form after an oral response. .

- All employees filled their questionnaires. After Mr Jameel had collected and analysed
the answers, relevant information related to dlfferent motivational factors came up.
Employees were definitely not satisfied about many issues related to thelr work,

The most relevant findings include:

'About 95% of the employees mentloned that therr valanes were not enough to fulfll ’
“their basic needs.: Mr.:Jameel was surprlsed by the high incidence . of the same
“complaint. ‘As mentloned in the mtroductory busmess case (please refer to the
“ Strategic Management module) Mr.. Jameel was probably one of the only employers

in that area, and he thought that his employees would be happy in having a job in his

company, even if their salaries were low, as they could then avoid the hard life of

farming. He then,: realised that low salarles could be one of the reasons for the high

incidence of employees turnover within his company He also associated employees’
discontent about low salarles as the posstble maln cause forthe hlgh |nctdence of theft
~in'his business. e i : .

More than 85% of the employees mentloned that they were often afrald of loosing their
jobs. This finding made Mr. Jameel realise that in many instances, he and his wife had

~ dismissed employees for very small mlstakes That was the cause, of lnsecurlty
amongst the remalnlng employees : : :

' About 95% of the employees revealed thelr dlscontent about thelr worklng hours and

About 85% of the employees demonstrated some dlscontent W|th the management

and ‘leadership” style 'at HAJCO. They often mentioned that they do not feel

apprecnated by theirs superiors nor feel comforlable when theirs superiors are around,
“Most of these employees also revealed that they do not recelve compllments from .
“their superiors,” "

More than 90% of the employees stated that they are-not encouraged fo part|C|pate or -
to give suggestlons on their work

’About 80% of the employees revealed that they feel bored when performlng thelr '
'tasks- e _ . : e :

Contlnued on the next page
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Hana Juice Company (HAJCO) Ltd.

Part B: How Mr. Jameel attempted to improve his employees’ motivation

Continued from the previous page ...

After the assessment, Mr. Jameel realised that his business faced a high risk of not
achieving the growth plans if nothing was done to improve employees' motlvatlon He
' ‘recognised that immediate action-had fo be taken involving various aspects of the
~working conditions, management and leadership styles_ and job quality. In fact, these
actions would result in a completely different - organizational culture, in which
-employees would become much.more respected and appreciated. There Is a major
focus on satisfying employees baslc needs and mcreasmg thelr involvement.

; Followmg are some of the actlons taken by Mr Jameel in attemptmg to |mprove-
“employees! motivation." T E :

"’1.; Regarding employees’ basic needs

Thls was Mr, »Jameel ] flrst prlorlty. He kn'ew that satisfying of h‘is'employees‘

~ basic needs was the most important action to be considered. He realised that, in

order to satisfy their physiological and safety-needs, he had to increase their

. :salaries; decrease thelrworklng hours and offerthem more job security. .
Salary increase

Mr. Jameel knew that he had to take some lmmedlate actlon regardlng the
remuneration of his employees He asked his. assistant to carry out a salary

* ‘survey to find:out how much’ similar. jutce producers have been paying their -

.. employees (accompllshlng therefore one ' of - his. short-term .objectives).. This
“assessment was very comprehensive and- requxred information on salaries paid

- for all positions at HAJCO. The findings of the survey demonstrated that salaries

', S pald by HAJCO were indeed very Iow comparing . to . other buslnesses For
“ “instance, the average salary paid for production workers in other companies was
“about 50 JED higher than the salary paid monthly to HAJCQ's workers.

After making some calculations, Mr. Jameel realised that it was possible to offer

them a higher salary without any threat ta his business’ finance. As he had
identified his employees low salaries as the main cause of theft in his company,
he expected that the mcrease in salary would also result in reducmg the costs

~“loss of about 1600JD per year due to employee theft') He had two options:

W - He could hlre an addltlonal guard for Wthh he W|Il pay 150 JD per month
(or 1800 JD a year)

W -He could increase the workers salanes to be (JD 200) per worker month,
“which would amount to 5000 JD per month for the 25 workers. The total
~-amount of the salary i lncrease will be JD 2400 per year.

”However at slightly higher cost, Mr, Jameel tried the second optlon He decided

that, even if the theft would not be decreased by the higher salaries paid, his
busnness would at least be benefited from higher employee's performance and
higher organisational - productivity, - After. some .time, . Mr. -Jameel found that

. -gradually theft was' reduced. ‘Workers apparently appremated the gesture Mr.
.- Jameel made, were going home with little: more cash durlng weekends. to spend
~=for the famlly, and feit that they were cared for.

: Conti'n'tl'ed onthe next page 55
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! ﬁiotivation .

the prevrous page .
.. The news of the lncrease rn therr salarles resulted in |mmed|ate posmve response
-+ from their employees Employees seemed more loyal to the business and more
- ... motivated in performm their tasks d»mor oandrdates have been applyrng for
.. . positions at HAJCQ, | @ :
.M. Jameel also realrsed that a de-motivated Ies-force could harm hrs busrness
. dramatically, Obviously, all the income. -originating from his businessis derived -
from the sales of its. products 1f the total sales are low, the- business wrll fail. He
»‘ nderstood that demotlvated employees would not  be willing to: work hard in
jpromotrng and seltrng the products especrally ifithey are-not happy about their
‘salaries, Therefore, Mr..Jameel decided to reward his sales force ‘with both, a
basnc salary plus: an extra performance related reward (as ‘a percentage of the*
:t

"Mr Jameel decrded tod decrease the nu:mber of workrng h0urs from 9 to 8 hours
per day. He realrsed that employees would not feel sahst"ed when workrng S0
“Ja

‘also comptyrng with the local :
legrslatron of only 8 hours of work per day. ‘therefore “avoiding possible
’expendlture due lo overhme changes Mr_:Jameel also. decrded to establish meals

: ' .and a t"fteen mrnutes

»through two' drfferent ways": First, he should communrcate to his employees that
those who are committed to their -work™ and. performing .well ‘would . not_ be
*"”dlsmissed easily, unless they commit'a major mlsconduct or crime, such as theft

:that in many'occasrons in the past he notrced some defects in the products and,
‘as a result; he blasted the employees and fired: some of them immediately,
'wrthout giving. them the right to be heard Realrzrng that hIS actions affected his
vemployees motrvatron Mr.: Jameel is attemptlng {e demonstrate a change in hrs

'in Increasrng COmmu "'Catron

vmmu'nication"will be dealt

Continued on the next page ...
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Hana Jurce Company (HAJCO) Ltd.

Part B How Mr. Jameel attempted to improve his employees motivation

~ Continued from the previous page ..

W Developing a closer relationship with each of his employees individually,
and address them by their name. :

| Demonstraltng more appreciation for each employee makmg him/her feel
more nnportant .

» Stlmulatmg thelr creatlwty and- encouragmg them to become more

parhcnpatlve
Regarding employees mvolvement

. Mr. Jameel realised that it is ‘essential that his employees become more mvolved

with their work. The differentiation strategy chosen by HAJCO requires a very
committed and involved workforce to accomplish its goals. He realized that, in’
order to increase employees' involvement, a special focus should be given to the
improvement of both formal and informat communication within the workplace.

: Mr, - Jameel |s now constdermg developmg some methods of lmprovmg

employees’ lnvolvement These - include encouraging . them to give their
suggestions on how to imprave their jobs and working conditions (which could be
communicated directly to him.or put into suggestion boxes at the workplace),

~nominating the employee of the month (for those who exceed the expected

performance), encouraging feedback, and giving employees more autonomy
when performlng thelr tasks (Most of these toplcs will be discussed in the

- Chapter 7).

2 'Mr.oJameel also began formlng quallty ctrcles Around half of the employees
- _volunteered at the 'start. During the first six months, there was a flow of

suggestions from the emptoyees. Apparently, they had these insights for some
time, but were afraid of sharing them with management. The following
improvements were suggested and lmplemented

W - They suggested that wheels be lnstalled on the shelves Wthh held empty
cartons in order to mmlmlse the.time, and tabour wasted in carrylng them.

u  They mvestlgated the causes of back related problems and . proposed
_correct llftlng procedures through a health and safety at work course.

' M. They suggested proper mountlngs for several machtnes that have caused
L+ excessive noise as well-as ear protectlon devtces for workers usmg those
‘‘machines at close quarters .

- ® They instituted a new cleanlng procedure whlch involved everyone.

"M They traced raw material losses to'the poor inventory and storage system,
and suggested ways on how it may be |mproved

“Around 70 percent of the suggestlons were. |mplemented and this led to a higher

. sense of "participation among the employees Employees are now taking
_ . responsibility for the success ofthe company . _

.. Continued on the next page...
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Hana Jurce Companv (HAJCO) Ltd |

Part B How Mr. Jameel attempted to improve his employees motlvatlon
: Contmued from the previous page

4. Regarding job desugn

Mr. Jameel acknowledged that the |ssue related to JOb deS|gn was very complex
and that it required further examination, He decided to analyse how each
operational . task " has - been- performed.:This assessment -required - both _his
_ individual observation and assessment, and the participation of his employees in
pointing out how the tasks could become more meaningful, and how to reduce
boredom. Mr. Jameel began his assessment with employees from the bottle-filling
- “sector, which-involves two groups: the workers responsible for carrying and
o packlng bottles and the workers responsible for washing and filling machines.
- The previous group complained of backaches from performing their tasks and the
-Jater complained of ‘continuous high levels of noise that came from the machines.
~ Employees from both groups mentioned that their tasks were monotonous,
~ caused discomfort, and thus affected efficiency and productivity.

. ‘Mr Jameel together wnth . u'mber of employees dlscussed thls situation and
~ ‘came up with the idea of rotating jobs every hour, Two relief workers were also
.~ added in order to allow short breaks of & minutes after each had an hour of work.
“All ' workers took turns in domg the machlne operatlon carlon mspectlon packlng

'and afterwards resting. -

Following the introduction of this rotation procedure, the process slowed down

because ‘everyone had to get-accustomed to the new tasks, However, -after

gaining familiarity with the new processes, the: production speeded up and the

- quality of work improved. Workers also expressed satisfaction with the new

arrangements and safety systems (security needs). It gave them relief and work

cvariety (skill varlety) as well as allowmg them to take part in the entlre process
'*'..(task ldentlty) PR , :
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1. Develop an Employees’ Motivation Assessment questionnaire to be
answered by each employee of your business

2. Complete this corresponding section on your growth plan (Chapter 10)

Chapter Summary

Human resources management recognises that employee motivation affects productivity

and quality of work far more effectively than the carrot-and-stick approach of old
management systems.
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Because of the recognised key role of employee motivation, theories have been
propounded on what motivates workers. One of the most popular ones is Maslow’s
theory, which states that people are motivated when their needs are fulfilled. It identifies
a hierarchy of needs placing basic and security needs at the lower end (which equal basic
pay, sick pay, safe and healthy workplace conditions), ego and social needs in the middle
(which are equal to teamwork, social interaction, company outings), and self-
actualisation needs at the highest end, (represented by enriching jobs, challenging
assignments, opportunities for learning and growth).

Another important theory is that of Hertzberg. It distinguishes the satisfiers — the factors
that enable a worker to produce a reasonable amount of effort, and the motivators, those,
which push workers to perform with much greater effort and enthusiasm. Factors, which
satisfy, are mostly external factors such as salary, pay and working conditions,
relationship with peers and supervisors (Maslow’ basic, security and social needs). On
the other hand, factors, which motivate, are mostly internal factors such as recognition,
achievement, the work itself (Maslow’s ego and self-actualisation needs). When people
are motivated, they perform with greater effort, energy and enthusiasm. The task of the
entrepreneur or manager is to provide proper conditions of employment, which would
improve the factors that “satisfy”, while at the same time maximising the factors that
“motivate.”

Job Design plays an important role in motivating workers. As discussed, job design
affects the extent to which employees experience meaningfulness and self-actualisation
in their work. Job design is said to have five characteristics:

B Skill variety, which is the degree to which a job involves tasks that require a variety
of skills

B Task identity, which is the degree to which a job involves completing a bigger
piece of work

B Task significance, which is the extent to which a job has an impact on people’s
lives

B Autonomy, which is the degree to which the job allows the individual to make
decisions on how the job is to be carried out

B Feedback, which is the degree to which an individual receives clear information
about the effectiveness of his or her performance from the job.

Motivation is also enhanced through employee involvement. Employee involvenent
is based on the belief that:

B People who actually perform the work know most about the inner functioning of the
operation.

B People who are actively involved in developing a product are more likely to help
ensure that the job is carried out correctly.

Motivation is greatly affected by the entrepreneur’s leadership style. Leadership style can
range from an autocratic to a diplomatic, participative and free rein type. While the style
may vary from situation to situation, and from one strategic choice to another, in general,
it is the participative type of leadership, which can produce a more, motivated and
empowered workforce.
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COMMUNICATING WITH YOUR
HUMAN RESOURCES

A number of factors affect employees’ performance and productivity. These include your
leadership style, motivation, communication, and tcam building. This chapter will enhance your
ability to communicate with your human resources.

What you will learn in this chapter...

Explain the flow of commu
blISIHESS L
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1.

What is effective communication

Communication is the exchange of messages
between people to achieve common
understanding.

A typical communication model represented
below

Communication is the exchange
of messages between people to
achieve common understanding.

The figure shown above illustrates that communication involves the following:

At least one sender and a receiver
Encoding of the message, the use of words or on-verbal communication to transmit
the message

A message itself, the result of the encoding process, which consists of oral or written
words and non-verbal communication

A medium, the method to convey the message (a memo, a telephone call, graphics,
slides, gestures, face-to-face meeting, etc.)

Decoding of the message, the process of translating the message by the receiver

Noise, any factor that interferes with the exchange of messages such as physical noise,
interruptions, but also receiver fatigue reducing the ability to decode the message
correctly.

Feedback, the response of the receiver who now becomes the sender. Without this
fecdback, communication is  one-way communication. With feedback, it is two-way
communication.
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In your business, effective communication requires:

B Clearly formulated messages on tasks, functions and decisions.
B Clearly-defined responsibilities and authorities

B Participation of the employees and two-way communication

]

The right words, the right timing and the right medium in formal and informal
communication approaches and techniques and

Good listening and feedback skills.

Define the approaches used to communicate different relevant matters to your
employees:
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2. How can effective communication help the
growth of your business?

There are various ways how effective communication helps your business growth.
Effective communication will:

a)

b)

d)

Enhance the participation and commitment of employees towards business goals. By
informing and involving employees in strategy implementation, the business builds
employees’ understanding and support, thus leading to higher productivity and
efficiency of the staff.

Reduce resistance to necessary changes. It will increase the ability of employees to
be flexible and to work in changing conditions for the achievement of the agreed
goals. A business with ambitious growth objectives will change continuously, new
departments may be added, new opportunities will occur in the market, new problems
will arise during the growth process, and these aftect people and their work.
Employees will only be committed if they know the reasons and the implications of
all changes on their work. Constant communication through regular meetings and
team building will provide a sense of security and a sense of purpose amidst the
change process.

Facilitate the availability of important information at the workplace. By
communicating the strategy plans and critical business information to employees,
they will have the information available to understand what exactly needs doing..
Having information on the aspects of the strategy relevant to their job, means that
employees are best prepared to perform their tasks and responsibilities within their
authority. In this way, employees will be able to set priorities and organise their
work, such that they can effectively contribute to strategy implementation.

Assist in co-ordinating and controlling processes and employee performance. This
includes clearly communicating lines of accountability within the organization, its
policies and procedures, the expectations from one’s job, including compensation and
reward systems. Effective communication connects employees to the GOE and
managers, dispels misunderstanding and issues of subjectivity, and ensures smooth
functioning of all operations because employees are informed about how to do their
work.

Satisfy the needs of employees for social interaction at the workplace. Al human
beings need social interaction with others in order to feel part of a group and to have
a feeling of belongingness. Effective communication helps create a positive group
atmosphere, which will also lcad to effective co-ordination of tasks between the
employees, and among departments, so that the tasks work with coherence.
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3. How to communicate effectively in the
business

3.1 Assess the communication system in your
business

To assess the communication system in your business, you can develop a
Communication Diagram. A communication diagram shows the flow of
communication within a business. As you will see, a communication diagram is
not the same as an organizational chart of your business. Some communication
will flow along the lines of the organizational chart, but more communication will
flow through different, and sometimes invisible or informal channels.

To be able to draw a communication diagram, you need to know about the
different ways of how communication can flow in an organization.

Communication can flow through:
B Formal and informal communication channels
M Vertical and horizontal comnumication channels
M Wheel-type, chain-type or all-channel type communication networks.

a) Formal communication versus informal
communication

Formal communication follows the line of hierarchy, and established formal
regulations. This is for example, the case if a manager instructs his
employee orally or in writing to do something, or if the employce reports to
the manager on the job, he performed.

Formal communication also takes place between persons at the same or
different levels to ensure co-ordination of activities. Plan meetings between
managers to ensure that production and sales activities are well co-
ordinated, is an example of such horizontal formal communication.

Informal communication is all other communication that takes place
between employees in the business. It can be both work-related and not
work-related.

e Work-related informal communication can ensure co-ordination
between employees. It can, also help address emerging problems that
nced immediate attention. For example, if a production worker
experiences an error in production, he may walk into the office of the
production engineer and explain his observations. This allows the
production engineer to fix the problem promptly. To wait for formal
communication, such as the next staff meeting, will delay the needed
response.
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b)

e Informal non-work related communication is also conducive to
effective communication, as long as it does not interfere with the normal
performance of work. It satisfies people’s need to share information and
values, and to build up a feeling of belonging to a group. As a result, it
contributes to improved motivation and commitment to the work.

Vertical and horizontal communication

Vertical communication is communication across organizational levels.
Vertical communication has downward and upward communication.

e Downward communication is the communication flow from a higher
level to a lower level of the organizational hierarchy. In Mr. Jameel’s
company, downward communication would happen, whenever Mr.
Jameel communicates with his employees, because his position is at the
higher level of the hierarchy. Downward communication can take many
forms, for instance by meetings, newsletters, memos, telephone
conversations and face-to-face communication.

e Upward communication concerns the communication flow from the
lower level to a higher level of the hierarchy. Upward communication
would take place when Mr. Jameel’s employees communicate to him.
Forms of upward communication include face-to-face meetings,
telephone conversation, employee surveys, suggestion boxes, and
memos.

Horizontal (Iateral) communication involves communication between
employees on the same organizational level. Horizontal communication can
take many forms, including telephone conversations, meetings, reports,
memos and face-to-face  discussions. For example, horizontal
communication would take place when the accounting manager would
communicate with the marketing manager, or when employees who work at
the marketing department communicate with each other.

Wheel-type, chain-type and all-channel type
communication networks

When managers need to communicate tasks to for completion by groups of
employees, then managers must decide on how to communicate to these
groups. A communication network is the way information is spread by the
manager among a group of employees.

The most common communication networks are the wheel communication
network, the chain-type communication network and the all-channel type
communication network, as shown below:
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Employes

Employee

Employee Emplbyee Employee

~ Wheel network Chain network Ali Channel
network

e The wheel network is the most rigid form of communication whereby
all the information flows through one particular individual. An example
might be the GOE who communicates with the employees yet the
employees do not communicate amongst themselves.

o The chain network is also a rigid form of communication. In the chain
network, employees can communicate between cacli other; however, the
individual from the centre of the chain tends to control the message. This
could for example be the GOE instructing the managers of various
departments. These managers then, communicate further to the stafl’ in
their department.

e The all-channel network is the most decentralised network. An all-
chamnel network allows its members to communicate with one another.

For small business, centralized networks such as the wheel and chain
networks can work very well, because information disseminates quickly and
accurately while you retain full control.

When the business grows, and the number and complexity of tasks on hand
increases, all-channel type communication networks can (but not
necessarily do) work better, because they promote the free exchange of
information on and across the various organizational levels.

In addition, all-channel communication networks often result in a better
group morale and commitment. On the other hand, the accuracy of the
communication transfer can easily suffer if many people communicate at
the same time.
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Communrcatlon m'Hana Julce Companv (HAJCO) Ltd.”

Mr. Jameel is preparrng a communlcatron ‘diagram for his organlzatlon He starts the
"process by referring back to the organizational chart of his business.: Looking at the
" organizational chart, he analysed how communication ‘currently flows between the
_various boxes. He found out that his basic communlcatlon network is the cham netwark
system because: :

. He communrcates with his assistant and the managers from' Production /Quality
~‘Control, Marketing, Sales, Finance, and Environment Departments and they
prowde feedback on the performance of their departments

n These managers llkewrse communroate wrth their teams

cross departmental mformatron they request tt from Mrr Jameel who in turn, will
contact the other department to collect the lnformatron

.:’Mr Jameel does not formally communlcate wrth the employees (other than managerial)

-at-the departments. That-is the role for the 'supervisors in the: chain network system.
“Managers and Supervrsors glve instructions to thelr employees and get feedback from
them, .

Mr “Jameel; also found out that employees do not have horizontal formal and work-
.related communication wrth -each.other, Therefore, there-are no formal horizontal or
lateral communrcatlon lrnes Of course there is: mformal communlcatron but this is not

vommunroatron structure the communroatron d ’gram looks as follows

o Mr, Jameel
- Operational Director

Mr. Jameel's
Assistant

Quality Praduction/ |- Mrs: Hind’ . Finance/ " || Environment |
= Control Manager - F| Marketing/Sales Accounting H4 o ardinator
‘Manager - Manager - . ~Manager - [ 0 ‘

Production/ |1\, | Finance/
_.§upe‘rvjsor IV P e ccountlng“

Prod uctron::-‘_‘

134



Strategic Human Resources Management

Based on the above example, draw your current communication
diagram (please refer to your current organization structure prepared in
Chapter 2.
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3.2 Optimise the communication system for more
effective communication

Once you have mapped the existing communication diagram of your business, the
next step is to revise the flow of communication for better effectiveness.

Effective communication, as indicated earlier, is a cornerstone for successful
growth of any business. How exactly an effective communication system should

look like will vary from business to business and from growth strategy to growth
strategy.

Follow the general guidelines in the following table to optimise the

communication process in any type of business, and notwithstanding the growth
strategy pursued.

ver sho__ld_ e able’ to decode. ..

mutual respect and not feels -
ntrmrdated regardless of the -
ers hrerarchncal posmon

emoti |o'nal state 1o receive and
decode the message effecuvely

gestures, mcludes past
. experience, job status of the
. orecelver, education level,’and - . :
- emotional state at the time of o
,communlcatlon i

anz make time available from
“current duties to concentrate and
.decode the ‘message, .

- Feels' comfodable to ask questrons ,
andfor to provide feedback to verify
hat the message is comprehended

‘B Words plus gestures used o
~relevant to the understandmg and
.'educatronal level of the recewer

Communucatron ina clear con”" el

2 and strarghtforward manner.

’ Not endmg commumcatlon
. process befare the recelver has s
o fully understood,,the message and
~“has had the chance to respond v
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Noise takes - place durmg encoding,” To encourage feedback as a tool to
transmtttmg and decoding messages. measure progress within the
+ To minimise noise ‘that interferes with - or_ganization’, the sender / GOE should:

exchanging messages and achieving

m ) i fro
common meaning, it is Important to: Accept and welcome all ideas from

: ; ... employees, especially those that are
 m Choose adequate medra ormeans i . constructive and, in case of rejection,

"to exchange messages.. Gl o -ctearly explain the reasons,
W Ensure the message is mot' sl W isten 4ctively to what other people
- interrupted or suppressed. ~| -2 haveto say, even if the sender thinks

that their information or views are
~wrong orirrelevant. Be patient while
; llstenlng and try to avoid interrupting
. or-suppressing the message.

B Utilise adequate location when -
: communicating with employees. -
The communication should be
done in a location with pleasant

conditions (such'as.good - - = Postpone making any judgement
illumination and temperature):to- before all information has been
avoid fatigue, and be free of : . transmitted.

?:g::)(t:?olnng;stieon?gs)sg;ebeuer |- m Avoid making the conversation too

formal or authoritative.

] Ensure enoughtimeto = o oves
" compensate for possible effects of |- Reward and praise employees as
noise. _ deserved to improve their confidence
' : --and motivation,

“ The.growing enterprise needs to select the cornmunication medium that fits the
message, -and ‘promotes:a two-way communlcatlon To. do S0, various means of
commumcatlon media are available; "

' Telephone and face-to-face meetmgs These vehlcles are very efficient in
- enabling a fast, two-way flow of communication, and allow immediate feedback.

- Appropriate encodmg is reqmred to prevent tntlmtdation due to dlfferences of
status or levels in the hterarchy . .

“ . Formal meettngs These are effective means of communlcatron If ane wrshes to
. involve a larger number of receivers al the same time. They ¢an be used to
. inform_employees what management is plannlng to do, ‘and.the effect of the
- changes on their work. During towards the end of these meetings, it is important
. .. 1o allow employees to participate actlvely, -ask questions, and raise issues related
. to the topics dlscussed to ensure: two—way communncatlon understandrng and
feedback s

n _'Newsletters, bulletms, and c|rculars\. These means are. very effrcient in
~.. disseminating information qutckly, and are useful “for communlcatrng company'’s
““-updates and. other general Information;: such: ‘as issues -affecting - employees,
. -Business strategy, etc..In order to ensure: that they are ‘used- effectively, they
- should allow for two-way commumcatron by mwtmg readers to wnte contrrbutrons
_..orcomments, such as letters to the editor’.. :

_ Continued on the next page ...
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_be used if employees have access to computer facilities. They provide for
. immediate, cheap, easy, and a very efficient way of exchanging information,
- including feedback, in the workplace without the use of paper. ‘ :

.. B Internet. Internet: is- a powerful communtcatron tool in whrch organizations

utilise ‘in-company . internet’. .10 mform employees custemers:-and - other

““authorised personnel “about issues related to the organization, such as
- Business performance employees databases etc.

i ;_'Suggestron boxes These are. upward communlcatlon tools that provide
-~ means for employees to pamcrpate in Business matters. These baoxes can be
~_valuable . communication tools : if used effectively Employees can make

_suggestions on how to improve processes and/or working conditions, thereby
"?’rmprovrng the operatlonal company efficiency. Suggestton boxes also assist in
“improving employee motrvatron because of mcreased lnvolvement

For these reasons entrepreneurs and managers should contrnu0usly promate
. 'the use of suggestion boxes by employees, and ‘evaluate all ideas. Adequate
“feedback should be. given to employees on their ideas and the reasons for
" -either rmplementmg or rejecttng their suggestlons In the.case of accepting
- the suggestion,.recognition should be given to the employee and in case of
rejection, the reasons why should be clearly explarned Clo} that the employee
- s not dtscouraged to express hlS tdeas inthe future,. . o

=To encourage work-related rnformatron 'communrcatlon between employees the
_GOEshould S _ Pl A »

. ' Encourage the staff to frnd colleagues to work wrth closely

R Encourage the formatron of teamwork People workrng in teams share their

_views and knowledge with their colleagues about work-related issues resulting

. -inincreased informal work related commumcatlon and hlgher effectrveness in
'the workplace : g S

:To control non- work related commumcatron tween colleagues. whrch tnterferes :
wrth therr productrvrty when pe orming their tasks, the GOE should i

' commumcatlon durlng work

By ! provrdmg sufficient tor mformal non work related
' communrcatron through shared breaks (lunch ‘coffee breaks) ‘

Continued on the next page ...
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When the business grows in size and complexity, there is an increasing need for
decentralised communication networks such as the ‘all channel network'. The GOE
may, gradually, move from ‘wheel' and ‘chain’ networks to ‘all channel' networks for
complex tasks by:

®  Establishing more autonomous teams / depariments to handle specific tasks .

or projects with: / without the GOE as participant in the group (but in any
case without hierarchical powers). These projects could, for example, be a
“ market research project or the regular work of a department such as R&D,
" for instance.in case of the development and implementation of a new
product. In the latter case, the R&D departiment could work as a team with
production and marketing & sales to ensure the adequate de5|gn and
production planning in line with customer needs,

® - Blending the ‘all channel network’ with the 'chain network’ by having one

person responsible for reporting to the GOE. This could be the case if the
- R&D manager is responsible for the repoiting on.the new product
development, i

B Blending the ‘all channel network' with the ‘wheel network’. This would be

the case if various managers each working in an all channel network
. environment, would report to the GOE as the focal point, -

The GOE, should not make the mistake to implement the changes to the
communication system in a top-down approach; but should make the process
participatory and transparent to involve and win the employees for the new
system.

To that purpose,

Communicate the basic strategic goals to all employees, and explain the need
for continuous change and flexibility in the business to achieve ambitious
goals. Inform changes in employment conditions to staff and how this may
affect them.

Communicate the values, aims and achievements of the organisation in order
to instigate employees to be involved and committed.

Ensure operational systems are in place, such as adequate structures (Chapter
2), job descriptions plus performance feedback mechanisms (Chapter 3 and
4), compensation and reward system (Chapter 5). These systems facilitate
smooth communication and efficient operations.

The above guidelines concern the communication process in any kind of
business regardless of the growth strategy.
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New Commhntcation Channels at Hana Juice Company (HAJCQ) Ltd.

Mr. Jameel decided to increase business efficiency by making changes in the existing
communication diagram, in line with the new differentiation strategy. .

The Production/Quality Control department now counts on an experienced manager
- who is in charge of production and new products development. Mr, Jameel realised
that this depariment needs further flexibility and more communication between its
gmployees in order to cope with the envisaged development and production of new
products, To achieve this, Mr, Jameel decided that this department should be
_organized on a channel network system. . v :

: Mr Jameel recogmsed that his busrness would become much more eftrcrent |f the
- managers of - the . Finance,  Production and Marketing/Sales departments  would
communicate with - each other dtrectly The reason .is that, before. this, all the
communication between departments would be done via Mr. Jameel. For instance, if
the Production/Quality Control manager would need information related to Finance, he
would request Mr. Jameel to provide this information. This system wouid not only
increase Business efficiency, but aiso reduce Mr, Jameei's workload dramatically.

Mr. Jameel also decided that each department should have work teams (presently
only production line | employees maintain work teams) so that they collaborate and
can assist each other where necessary. G e -

Finally, the managers and supervtsors of each department have been dlrected by Mr.:
“Jamee! . not to contact Mr. Jameel's assistance for minor operational issues.  His
-assistant was empowered to make many decisions within the organization and, in this

way, Mr. Jameel would have much more time to handle major strategic issues.

: 'Based on the new structure Mr Jameel then redesrgned the communrcatlon diagram
.as foltows G i o . _ v

Mr. Jameel »
Operational Director

“'Mr. Jameel's -
- Assistant:

Mrs, Hind - <4 Finance/
] Marketing/Sales |:f = Accounting
Manager:.. [ Manager

Environment

1 Quality Control | ©
| Co-ordinator

. Manager

Production/. | ST f Finance/
Supervisor . Marketing/ Sales Accounting
Workers

Workers

= Production:
“"Workers
Line 1
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1.  Based on the above example, prepare a new communication diagram for
your Business.

2. Please complete this corresponding section on your growth plan (Chapter
10).
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4,

Chapter Summary

Communication is the exchange of messages between people to achieve common
understanding. Effective communication means that people fully understand the
messages exchanged between them.

In your business, effective communication requires:
B Clearly formulated messages on tasks, functions and decisions,
B (learly defined responsibilities and authorities,
B Participation of the employees and two-way communication,
® The right words, timing and medium in formal and informal communication
B Good listening and feedback skills.

Effective communication will help you to grow your business since it:
B Enhances the participation and commitment of employees towards business goals;
Reduces the resistance to change and increase flexibility;
Facilitates the access of important information at the workplace;
Facilitates the co-ordination and control of the employees and processes;
Satisfies employees’ needs for social interactions at work.

To assess the communication system in your business, you can develop a communication
diagram. A communication diagram shows the formal flow of communication in your
business, both vertically and horizontally (where applicable). The communication
diagram also shows the type of communication network applied, i.e. ‘'wheel-type
communication’ networks, 'chain-type' communication networks and 'all-channel' type
communication networks.

Once you have mapped the existing communication diagram of your business, the next
step is to revise the flow of communication for better effectiveness.

Follow these general guidelines to optimise the communication process in
your business for growth:

B Ensure messages are sent taking the ability of the receiver to understand the
message as the starting point, and adjust the communication accordingly;

B  Ensure the receiver of communication is treated respectfully, and feels comfortable
to provide feedback and ask questions;

B Use adequate communication means depending on the message, such as telephone,
face-to-face meetings, formal meetings, newsletters, electronic mail, internet, and
suggestion boxes;

B Minimise noise that interferes with communication through adequate locations with
adequate conditions

B Ensure the achievement of common understanding through feedback and suflicient
communication loops

M Have adequate arrangements in place to promote work related informal
communication and reduce non-work related informal communication

B  Promote the use of ‘all channel” communication networks for complex tasks

Don’t do the mistake of implementing the changes to the communication system in a top-

down approach; make the process participatory, and transparent to involve and win over
your employees for the new system.
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ESTABLISHING EFFECTIVE WORK [Ldiai
RELATIONSHIPS WITH YOUR
HUMAN RESOURCES

The aim of this Chapter is to assist the growth-oriented entrepreneur to create and maintain
effective and harmonious work relations at the workplace, through a framework of rules and
policies based on fair conduct in dealing with organisational employees.

What you will learn in this chapter ...
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1.

What are effective work relationships?

Work relationships refer to both formal and informal interrelationships between the
management represented by its managers, directors and business owner, and the
employees. The topic work relations is very broad and comprise many topics already
discussed in this module, such as contractual obligations between employer and
employee, communication systems, employees’ participation in the decision making-
process, and employee development.

This Chapter will explain how you can establish effective work relation in your
Business by: :

B Adopting basic conditions of employment and respecting employees’ rights.

B improving safety and health in the workplace

B Introducing disciplinary and grievance procedures

How can effective work relationships help
your business to grow?

This module has been consistently informing the entrepreneur, on the importance of their
workforce to achieve business growth. The quality of work relations is therefore, very
important as it determines the extent to which your employees are sufficiently motivated
and committed to perform to required standards.

The development and maintenance of effective work relations benefits both the business
and its employees.

The advantages of effective work relations to the business are that:
B it achieves high levels of efficiency

It is a method that creates and maintain employee motivation

It establishes more effective communications at the workplace

It obtains commitment and participation [rom employees

It creates rules and policies that help management to solve conflicts in the
workplace, while, at the same time, it promotes fairness, consistency, and justice
when dealing with employees.

All previous advantages are crucial for growth-oriented enterprises. The reason is that
these businesses often operate in very turbulent environment, which requires management
to pay attention to market in order to exploit their external opportunities before
competitors do while, at the same time, it is preparing the business internally to support
growth. Time is therefore a major issue for management. Eftective work relations are
therefore, very beneficial to the business, as it establishes control mechanisms comprised
of consistent, and fair rules and policies that regulate employees’ related matters. In this
way, managenent will rationalise their time in:
B Analysing their dealings with the individual work-related issues of the employees
(as established policies and rules will be guiding managers in what to do in certain
circumstances), and

B Communicating business rules and expected results behaviours to their employees'
(as employees will have access to written statements that control their behaviours).
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Effective work relations, also depend on the maintenance of a health and safe
environment. The negligence in providing a highly health and safe environment can be
catastrophic for the business. The occurrence of hazardous and accidents in the workplace
will not only affect the business financially in terms of absenteeism, suffering, payment
of legal claims, medical bills, and other physical damages, but it will also affect your
business’ social image. Therefore, creating in the society the impression that your
business is not in accordance with principles of social development.

Obviously, employees, also benefit whenever there are effective work related practices
and policies in the workplace. Firstly, eftfective work relations involve very valuable
methods that assist management to improve employees’ motivation and commitment
towards their work. The reason lies on the fact that, if done properly, it will result on
harmonious relationships at work and fair rules and procedures. Additionally, effective
work relations, also improve employees’ involvement with their work, as they will be
able to exchange their ideas with management and communicate their complaints
whenever necessary.

Adopting basic conditions of employment
and respecting employees rights

Chapter S discussed the importance of motivation in the workplace and how to motivate
your employees. This section, however, will discuss the basic conditions of employment
and basic employees rights, which do not only assist you in motivating your employees
through the creation of effective work relations, but you must obey them, as they are
obliged by law (at least in most countries). As the basic conditions of employment difter
from country to country, it is therefore essential that you familiarise yourself with the
legal employment-related requirements. The Ministry of should be able to help you by
providing the necessary advice and information on this issue.

Some of the most basic conditions that you have to offer to all your employees are:

B The provision of written employment contract to each of your employees, which
should include:

e  Hours of work
e Meal intervals
e  Working on weekends and public holidays

e The minimum period of notice (except for temporary/casual
contracts).

The provision of health and safety conditions
The provision of equal employment and training opportunities

The provision of equal treatment at the workplace

The provision of other employees’ benefits, obliged or not by law, such as
maternity rights, right not be unfairly dismissed, right to organise and engage in
collective bargaining, right to social security, elc.
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It is, also very important that you and your managers recognise and respect employees’
rights imposed by their trade unions. Trade Uniens arc collective employee
organizations established to protect employees from arbitrary actions by employers in
matters of wages and workings conditions. Respected in the society, playing a role in the
political life of the country, they are able, should needs arise to employ a wide range of
sanctions against employers who do not follow their rules. Therefore, it is wise to
recognise and respect their demands in order to develop good relationships with them.

3.1 Employment Contract

Law obliges the provision of written employment contract to each of your
employees. The employment contract establishes a relationship that binds both
employees and employer. In principle, it aims to protect employees against
arbitrary use of power by their employer. However, it also benefits the employer
as it defines the obligation of the employees for the right to their remuneration,
and improves the business image as a socially responsible employer.

Some of the areas covered in legislation and regulations include hours of work,
meal intervals, rest periods, working on weekends and public holidays, maternity
leave and breast-feeding periods, discrimination, equal opportunities and freedom
of association.

You are also encouraged to provide fringe benefits such as pension and medical
aid. Tt is important that you view the benefits, wages or salaries you pay your
employees as an investment and not a cost. When you pay your employees
reasonably well, you can retain their knowledge and skills, reap the dividends of
institutional memory, and attract the best from the market place.

3.2 The provision of health and safety conditions

It is very important that your business provide a health and safe workplace to your
employees. Hecalth and safety programmes aim to protect not only your
employees, but also any other person aflected by what your company produces
and does, against the hazards arising from their work or their links with the
company.

Despite the fact that the provision of health and safety is the responsibility of
everyone employed in your business, it is you, as an employer who has the onus
to achieve high health and safety standards. The reason is that you, the employer,
are the one who has the legal duty to provide a safe workplace for your
employees, and you are liable for accidents encountered by your employees in the
course of their employment.
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As a conclusion, the establishment of health and safety policies in your business is
extremely important for any business. It not only assist you in controlling the
health and safety in your business and decrease your costs, but it also results in
effective work relations with your employees, as you are demonstrating that your
business is concerned about their protection and their well-being. If done
properly, these written policies will emphasise that:

B  You and your business are very concerned about the health and safety of
your employees and any other party.

The provision of a health and safe workplace is of paramount importance.

Your business is committed to make efforts towards the involvement of all
business members in the process of improving health and safety practices at
the workplace.

M  Your business will not only obey the law that regulates health and safety,
but it will go beyond that in an attempt to achieve the highest level of health
and safety.

implementing and monitoring health and safety policies at
the workplace

As mentioned previously, it is important that all members of your business
concentrate their efforts on establishing and maintaining a healthy and safe
workplace. Therefore, to implement health and safe policies at your business, you,
with the participation of your employees, have to take immediate action on:

M  Assessing and eliminating hazards though improvement or change of
current processes.

Substitute hazardous materials with less hazardous materials.

Restrict access to hazardous areas.

Use of warning systems, such as signs, instructions, procedures and labels.
W Employees’ utilisation of protective clothing and equipment.

The implementation of health and safety policies, also requires that management
ensure that employees are aware of health and safety hazards and do not take
risks. A continuous programme of education and training on safe working habits
safety drills and methods of avoiding accidents are highly recommended for this
purpose.

It is essential that you and your managers continuously monitor the effectiveness
of the above actions in eliminating hazards or at least reducing it to a safer level.
If managers realise that the policies are instigated effectively, they have to take
corrective action immediately.

147



Strategic Human Resources Management

(Extract)

Hana Juice Company (HAJCO)
HEALTH AND SAFETY POLICY'

: General statement

»HAJCO s overall lntentlon is to achleve the hrghest possrble standards of awareness
of, and attention to, matters of safety, health'and welfare at all levels:

HAJCO will endeavour at aH trmes to achieve standards that will exceed the minimum
legal requnrements ,

Safety Busmess E
1. - HAJCO will establish and maintain a structure of responsibility for safety and
- health matters throughout the Busmess premises

2 HAJCO will appornt the Productron/Quahty control manager to act as co-
o ord\nator of safety and’ hea\th matters oo

5 ,:v The Productlon/Quahty Control manager wrll prowde all employees with
- procedures for and efficient and safe worklng environment.

4. HAJCO wnll provide™ all necessary mformatlon tramrng and supervrsmn in
S v’-.safety and health matters to all employees T

‘5. .HAJCOS management W|Il encourage the work of employees safety
.. representatives, s .

6. HAJCO will provxde health and safety equrpment and clothrng

Indwrdual responsrblhty ;

HAJCO will stress on every employee the need to be “aware of his or her mdnvudual
, responsmmty for taking due care at work and of cooperatlng wuth the management in
the |mplementat|on of this policy. - :

"Revrew Procedure

The Operatrona! Dlrector wnl revrew thrs pohcy at teast annuaIIy, and any changes will
be notified to all employees. .. .

' Adapted from Cole, G.A.
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1.

Design a health and safety policy for your own business.

2.

Please complete this corresponding section on your growth plan

(Chapter 10)
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3.3. Grievance and disciplinary policies and
procedures

a) Grievance Procedures

You have learned throughout this module how to establish effective working
relationships, and how to motivate your employees through techniques, such
as encouraging open-communication, involving your employees in the
decision making process, offering them good working conditions, etc.

A grievance is a frustration, real or perceived, felt by your employee with
regard to conditions of employment.

The grievance procedures are a set of rules that offer the employees the
possibility to raise their grievances at the highest possible level of the
business hierarchy. However, efforts need making towards the settlement of
these issues with their immediate superiors, in order to promote the
efficiency of this tool, and to strengthen the authority of those directly in
charge. In the event that the employee is still dissatisfied, believing that their
grievances were not fairly handled, they should be allowed to inform their
grievance to the next higher authority.

b) How to develop grievance procedures

The grievance procedure is composed of the establishment of a grievance

policy, and the procedures followed, whenever an employee raises a
grievance.

The gricvance policy describes the rights given to employees for a fair
hearing, and their right to appeal to other superiors. The grievance
procedures establish the main stages in which grievances are raised.
Effective grievance procedures include time limits for each stage of the
process. This encourages a timely resolution of grievance and promotes
effective relations by improving communication in your business.
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Following is an example of how HAJCO established a Grievance Policy
and Procedure.

Hana Juuce Company (HAJCO) Ltd.

GRIEVANCE POLICY AND PROCEDURE s

'-;Grlevance Pollcy‘ -

'} This pohcy quarantees that the‘emp!oyee's of Hana Juice Company have the right

5 Dy 1
' gnevances they may wush to ralse

- 'Have the nght to ‘appeal to a hlgher authonty agamst a demsmn made by
'thenr 1mmed1ate supervnsor or.managel g ‘

Grlevance Procedure

ly as possible, to |ts pomt of:'

,Thls procedure alms o settle th :
Howe by the employee are:.

‘,'orlgln The grlevance handhng steps tob

. :fhave three working days to heer the employee (from the tlme of the notice'
ofthe gnevance)

: 2.'2, In case the employee ls not sahsfned wnh the decus:on he/she can request -
i a meetmg wnth the next authonty ofthe busmesses hlerarchy. who'is more .

g
he/she can lnform‘the HRM officer, which will have up to three worklng
. daysto hear the grlevance from the request of the employee. Finally, if the
- employee is still not satisfied with the decision, he/she may appeal to the
vvvvv ~managing director, The managing director is given five working days to -

‘settle a meetmg to handle this case, The final decision results in a wntten
‘documem and a copy ‘of the resoluhon should be gwen to all concerned.
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1. Design a grievance palicy and procedure for your own business.

2. Please complete this corresponding section on your growth plan
(Chapter 10)
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Hana Ji |ce Company (HAJCO) Ltd.

Example of Grievance Form

Name of employee: ../ . ... ....... P S ST ey s R
Department/Section: |, .. A i eriraniiiieia e i draee it e s dnaians

- Position:

.~ working days from date of

':_Superwsors demsnon (to be made wnthm :
“receiving complaint)..

LR R R L R R T TRy S T T TR PR PR TR PP AR AP AP P A b d K db AR abar b abar rsndrtpararar e irantrirerdrarn:

'.'VManagers decusmn (to be made within ........ working days from date of receiving a -
' complannt) ' '

D TR E L T DR O T T T T Furererorars

: HRM Represematlve s demslon (|f there is one to be made wnthm working days
~from date of recelvmg complamt) : o : ~

B L e TR LR R e e P BT ey s Garasaye

”'CEO or GM dec1sxon (to be made wuhm workmg days of recelvmg complamt)
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c) Disciplinary Procedures

Disciplinary procedures are sets of rules that govern employees’ behaviour
in your business. These procedures set out ways in which certain actions of
your employees will be executed by the management, describing precisely
the steps that management should take to solve particular issues related to
employees. This is a very eflective tool to assist your business in
establishing discipline at the workplace, as it clearly defines what every
employee should expect from their inadequate behaviour and how
management should deal with these issues and its possible recurrence.

Whereas the employee initiates grievances procedures, the management
initiates the disciplinary procedures. Disciplinary procedures help the
management to establish effective working relationships because they
provide fair and consistent means of enforcing discipline. This means that
employees will not be arbitrarily punished by their inadequate behaviour, but
they will have the right to a fair and unbiased procedure to discipline them.

To be effective, disciplinary procedures should be a product of joint effort
by you and your employees. As a result, it would increase employees’
collective ownership of this tool. In some countries, it is a requirement of the
legislation that the code be jointly authored and registered by the relevant
authorities before it is used for disciplinary purposes. You must therefore,
check with your local labour office what the position is exactly.

Some of the benefits that a disciplinary code of conduct offers to your
business are:

®  The uniformity and consistency in treatment of cases of a similar
nature and hence removal of arbitrariness.

B The provision for certainty. Employees will know in advance the
consequences of infringing the rules of the code.

B The collective ownership of the tool by the employees when they have
participated in its creation.

B  The creation of a common set of values and priorities within the
business.

Additionally, the disciplinary procedure is also a very effective tool in
assisting the management in controlling employees’ behaviour. It saves a lot
of the management time in dealing with disciplinary issues of its employees.

Developing disciplinary procedures includes:

M Disciplinary rules to be observed and definitions of acts of
commission or omission constituting misconduct.

W Procedure to be followed when the code is violated, with time limits
for processing of disputes.
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Sanctions attached to violation of the provision.
Duration of warnings

Enforcement authority, e.g. individual or committee.

Notification of employee alleged to have violated the code of the
alleged violation and commencement of proceedings.

Right of your employee alleged to have violated the code to be heard
before a decision is arrived at.

M Right of appeal.

B Written summary record of proceedings and the decisions taken.

The options available to businesses to discipline their employees usually
follow the steps:

B Oral warning to employee

First written warning

Second or final written warning
Suspension of employee with pay

Suspension of employee without pay

Dismissal

However, the above guidelines will depend on the gravity of the employee’
misconduct. For example, an employee late for the first time is unlikely to be
discharged from duty. On the other hand, an employee who commits theft
even, for the first time is likely to be discharged from duty. If absenteeism
from duty exceeds a certain stipulated period as stated in your registered
code with reasonable excuse, the employee may be lawfully discharged.
Usually however, lateness and absenteeism are dealt with based on a
graduating set of sanctions or penalties.

Fraud, drunkenness at work or drinking intoxicating liquor at work normally
attracts a discharge, as is the refusal to follow a lawful instruction. Violation
of safety and health can constitute a serious offence. However, this will
depend on the nature of the offence and the nature of business operations.
For instance, smoking a cigarette at a petrol station is likely to be a serious
offence, and the employee may be dismissed. This is not likely to be the case
if the smoking is done in a business operation where smoking may be a less
sensitive matter. Offences are normally handled according to a graduating
scale of sanctions, unless the offence is serious enough to warrant a
discharge, even if it is a first time offence.
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A discipline flow chart is shown on the next page.

Discipline flowchart’

Are there grounds for
disciplinary action?.

- lIsthis acase of . S a
-serious misconduct? N0 - action

Is it misconduct?

Susbénd em:bloyee 'ls:, this a case of poor
~before final hearing . perform;ar;)%e onthe -
' sl ~Job

Issue written warning and.
- follow up'in due course -

. Does the final
hearing confirm
the misconduct?

@ Agree performance
“improvement to be’
. achieved and set
T . «..- date; notify in’
Take appropriate - o writing .
~-action in light of - '

.~ hearing -

Dismiss employee . Counsel
_and notify of right _employee
=10 appeal =+ * appropriately -

The following business case illustrates extract of HAJCO’s disciplinary
procedure. As you can see, Mr. Jameel dealt with major disciplinary issues
in his business, such as theft and poor performance.

2 Cole, G.A.
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Extract From HAJCO’s Drscrplrnary Procedure

jtﬁipoucv |
. The purpose of this procedure is to ensure fatr treatment to all emponees who

become liable to disciplinary action, because of failure to meet satisfactory
E standards with regard to conduct job performance attendance etc

The followmg procedure shall take place only when

®  Employees are aware of the standards that are expected of them or the
o+ rules,-which they are requtred 1o conforn i L

- Good reason and clear evrdence extst

.m The pracedure has been demonstrably'falr and conslstent W|th prewous
.~ action in srmllarsrtuatron s G . : :

"?LiPROCEDURE o
.. It is the respansibility of management to ensure that the rules and standards are
-~ fair, reasonable, and clearly communicated to all'employees, .

Employees' actions will be related to poor performanc mtsconduct or gross
-~ misconduct. . :

» }Breaches or mfrmgements of any:of the general business rules or specrfuc
* working rules, such as poor attendance. bad time- keepmg, etc. :

Failure to obey the Iawful and reasonable lnstructton of a supervisor. *. .
~ Threatened vrolence agalnst a colleague”or member of the publtc whllst at

Gross misconduct is related ta the - behavrour.;whtc’h subject to
_nvesttgatlon warrants lmmedlate dlsmlssal Instances could be

. -'Stage V- Suspenslon of employee wnthout pay 4
-Stage VI- Dtsmlssal :

: g ent
nght of appeal to a hlgher level of management
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Based on the above example, elaborate a disciplinary procedure for your
business.

Please complete this corresponding section on your growth plan (Chapter 10).
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4,

Chapter Summary

Work relationships refer to both formal and informal interrelationships between the
management represented by its managers, directors and business owner and the
employees. The quality of these work relations is very important, as it determines the
extent to which your employees are sufficiently motivated and committed to perform to
required standards.

The main advantages of the development and maintenance of effective work relations are:
B ]t assists in achieving high levels of business efficiency.

It is a method that creates and maintain employee motivation

B ]t assists to establish more effective communications at the workplace
B ]t assists to obtain commitment and participation from employees
W [t creates rules and policies that help management to solve conflicts in the

workplace, while, at the same time, it promotes fairness, consistency, and justice
when dealing with employees.

Some of the most basic conditions that you have to offer to all your employees in order to
establish effective work relations are:

B The provision of written employment contract to each of your employees, which
should include:

e Hours of work, meal intervals.

e Working on weekends and public holidays

e The minimum period of notice, except for temporary/casual contracts.
The provision of health and safety.

The provision of equal employment opportunities

The provisidn of equal treatment at the workplace

Provision to be in line with Jordanian Labour Law.

It 1s very important that you and your managers recognise and respect employees’ rights
imposed by their trade unions. Trade unions are collective employee businesses
established to protect employees from arbitrary actions by employers in matters of wages
and workings conditions.
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HUMAN RESOURCES RECORDS &
INFORMATION SYSTEMS

Many enterprises are choosing non-traditional structures, designing work to break down barriers
among employees, and using a variety of techniques to ensure workforce flexibility. While these
strategies are very impotent for increasing enterprise effectiveness, fortunately, computer
hardware and software have made keeping track of human resources much easier.

What you will learn in this chapter...
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1. Human Resources Records and
Administration

1.1

1.2

What are Human Resources records and
administration?

Human Resources records consist of datla pertaining to the employees of the
business, such as their ages, level of education and experience, remuneration and
performance details.

Human Resources records are classified into two broad categories, namely
Individual data and Collective or Statistical data.

Examples of individual data are:

B The application form, giving personal particulars;

W Interview and test record;

B Job history after joining the firm, including details of transfers, promotions
and changes in occupation;

B Current pay details and changes in salary or pay;

B Education and training record with details of courses attended and results
obtained.

Collective information may include:

Numbers, grades and occupations of employees;

Absenteeism, labour turnover and lateness statistics;

Age and length of service distributions;

Total wage and salary bill;
B Training records.

The administration of these records involves the recording, up dating, analysis
and security of the information. Some of this information can be of a very
confidential nature, such as individual salary or health details.

How human resources records and
administration can help your business
growth.

Business owners and managers, who are primarily concerned with different
activities related to business growth, such as production, marketing, sales, etc,
often neglect the design, development, implementation and maintenance of an
employee records administration system. However, business owners and
management must understand that information about employees is an essential
requirement for the successful operation of an organisation. As explained
throughout this module, human resources are the organisation’s most valuable
source of competitive advantage; therefore, it is important that management have
access to information related to them.
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1.3

Human Resources records system is used for internal purposes such as planning,
monitoring, appraising, and developing employees. In fact, it assists managers
with information related to diverse areas of human resources management, such
as recruitment and selection, promotion, transfers, disciplinary procedures,
termination and redundancy. It can meet external requirements, such as the
provision of data for returns to government departments and agencies.

A comprehensive and well-designed employee administration system will assist
management in accessing both individual and collective data and information
related to the employees. Such information can be very important during the
decision-making process of many issues related to organisational growth, such
as:

Current size of the workforce

Their distribution in terms of age or gender

Their level of education and experience

Training needs

General performance levels.

Developing Human Resources Records for a
growing Business

a) Requirements of an effective human resources
record system

Effective Human Resources records fulfil the following requisites:

B They are accurate. Accuracy is essential to any record system in an
organisation. Inaccurate data can lead to inadequate decisions and the
results can be dramatic to the business. Therefore, all the information
related to the employees must be accurate and cannot overlap.

B They are easy to maintain. Human Resources records should be easy
to maintain and self-explanatory with minimum guidance required, in
order making the work more efficient and less costly.

B They are comprehensive, and relevant to the needs of the business.
Comprehensive and relevant information also facilitates the utilisation
of information, and reduces cost and time related to the collection of
useless information.

B They are easily accessible. The information is readily accessed, as
management may require immediate access to employee s records in
order to make major decisions.
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b) Designing the system

The type and complexity of the employee administrative record and
information system depend upon the business and its necds. Small
businesses may require only a basic card index system for individual
employees and a simple set of forms for recording information on numbers
employed, labour turnover and absenteecism. Larger or growth-oriented
businesses will require a more complex system, as they require more input
of information and many more decisions.

Human Resources records can be on manual or computerised systems.
Manual systems are cheap and relatively easier to develop and maintain,
They are however less efficient in accessing, compiling, changing and
analysing files. In turn, despite the disadvantages of computerised system
being more costly to develop and requires trained employees for its use, a
computerised system offers the following benefits:

B Tligher speed of accessing, compiling, amending and changing data
and information

B Ability to analyse and make comparative studies
B Ability to maintain a large amount of information

B Ability to incorporate different systems, and applications such as
payroll and databases.

When designing the information system, the busiess owner and
management have to decide whether to maintain the storage of records
centralised or decentralised. The advantages of centralising the
information are that there is less expenditure on space and equipment.
Business statistical analysis can more easily be prepared and duplication
avoided. The disadvantages are that local departments or units may not
have ready access to the information they need, while there may be delays
in obtaining the data required {rom central records.

In turn, 'decentralisation of employees’ related information has the
advantages of easier accessibility (the departments have the information
they need on the spot), and delays in transmitting data are reduced. The
disadvantages are additional costs because of space requirements and
duplicated efforts, and possible loss in effectiveness due to possible
discrepancy and inconsistency of information when accessing the records.

Finally, the business owner and management have also to decide on the
procedures for confidentiality and dissemination of employees’ related
information. As most of the data is intrinsically personal, they can be of
confidential nature, therefore, the business owner and management have o
impose limitation related to the access and dissemination of such
information. This could be done through a computerised record system.

Types of Records

The most important and common types of employees-related records
for growth-oriented businesses are:
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Personal history records, which contain details of employees’
personal background, address, job and career history.

Application forms, which contain relevant information about
candidates for employment (please refer to the corresponding sample
form in Chapter 4).

Job descriptions for use in recruitment, training, development and
evaluation of employees (please refer to the corresponding sample
form in Chapter 3).

Personal development plans (please refer to the corresponding
sample form in Chapter 5).

Performance appraisal records (please refer to the corresponding
sample form in Chapter 5).

A sample of: A Hluman Resources Record

SURNAME | -

. PERSONAL RECORD CARD

ADDRESS:

Sl INTALS

j' SEX CIM ‘ ,m:'_

 BASIC WEEKLYHOURS - . |

SOCIAL SECURIT_Y NUMBER 1.7 - MARITAL STATUS

DATE OF BIRTH.©

. DATECFJOINING - | . DATE OF LEAVING

DAY MONTH

YEAR | DAY | MONTH | YEAR | DAY | MONTH | YEAR

DEPARTMENT | DATEJOINED | JOBTITLE | = PAY . | ABSENCEDETALLS

EDUCATIONAL BACKGROUND ~ = ' | PREVIOUSEXPERIENCE = -

TRAINING - &

| REASONFORLEAVING =
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2. Human Resources Information System

Human Resources Information Systems (HRIS) are systems used to collect, record,
retain, analyse, and retrieve data concerning the enterprise's human resources. Most of
today's 1IRIS are on computer, so we will focus on these. Although it is beyond the scope
of this module to discuss the technical details of the HRIS, it is worth it to explore two
relevant issues: the applications of HIRIS and the management of sccurity and privacy
issues related to HIRIS.

HRIS Applications

A computerised HRIS contains computer hardware and sofiware applications
that work together to help managers make IIR decisions. The hardware is a
moderate personal computer. The sofitware may be a custom-designed
programme. 1R software applications are currently available.

2.1

HRIS applications provide:

a)

b)

d)

Employee information

An employee information programme sets up a database that provides
basic employee information: name, gender, address, phone number, date
of birth, race, marital status, job title, and salary. Other applications
programme can access the data in the employee information database for
more specialised 1IR uses.

Applicant tracking

An applicant-tracking programme can automate some of the labour-
intensive activities associated with recruiting job applicants. These
activities include storing job applicant information so that multiple users
can access it and evaluate the applicant, scheduling interviews with
different managers, updating the status of the job applicant such as
whether the applicant has received other job offers or has special personal
circumstances, generating correspondence for example, a job ofler or a
rejection letter.

Skills inventory

A skills inventory keeps track of the supply of job skills in the employer's
work force, and searches for matches between skill supply and the
enterprise's demand for job skills. The skills inventory is to support an
enterprise's policy of promotion from and within.

Payroll

A payroll applications programme computes gross pay, governmental
taxes, social security, other taxes, and net pay. It can also be programmed
to make other deductions from the pay cheque for such items as employee
contributions to health insurance.
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2.2

(iEXtract)“ :

* Hana Juice Company. (HAJCO)
Human Resources Information System

Mr--Jameel decided 1o assess HAJCO's requirements from lnformanon system to
implement the major functions-of human resources as follows: . .

Employee information

‘This function will include the employee’s name, number, tax number, social security

number,-and date of birth, location: etc.
Payroll

This function will include the basic salary of the employee addmons and deductions

resulting-from tax and social secumy

'Employee Promotion Policy |

The Qperatjonal Director will review this pol|cy at Ieast annually, changes duly nolmed

1o all employees.

HRIS Security and Privacy

The HR department must develop policies and guidelines to protect the integrity
and security of the HRIS.

To maintain the security and privacy of HRIS records, the enterprise
should:

B Limit access to the HHRIS by controlling access to the computer and its
data files.

B Secure the areas that house computers and sensitive databases.
B Use codenames or codes in staft records.

B  Permit access to different portions of the database with the use of
passwords and special codes. For example, a manager may receive
authorization and a special code to tap into the skills inventory database,
but ,not be granted permission to access sensitive medical information in
the benefits database.

W Grant permission to access employee information only, on a need-to-know
basis.

B  Develop policies and guidelines that govern the utilization of employee
information, and notify employees and how these policies work.

B Allow employees to examine their personal records to verify their
accuracy, and make corrections if necessary.
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2.3

How can you purchase HRIS?

Human resources software will enhance your capabilities in managing
employees. This will help you in planning and following the employees’
vacations, files, experience, qualifications, training, wages and salaries. You can
invest some money in this software to achieve your objectives.

Yon can evalnate the software according to the following criteria:

a) Human Resources Specific Data

Doe the HRIS support the following?
B Multiple addresses.

Phone numbers.

Multiple telephone extensions.

Previous employee history.

Provides succession and carcer planning which supports:
e Career development
e Career profiles
e Career planning
e Replacement planning
®  Provides an applicant tracking system records:
e Qualifications, Education, Training, Skills, Languages
e Professional licenses, Language information.

W Provides applicant cost tracking by category, position, department,
or user definable criteria.

W Supports occupational health and safety regulatory compliance.
®  Supports termination/severance administration.

b) General Data Processing
The HRIS should manage the general data processing of your
employees as follows:
B Supports headcount administration and reports.
W Supports leave/disability, absence/ vacation administration.
B Generates applicant correspondence in professional formats.
]

‘Supports distributing and coordinating an internal interview
schedule.

W Supports applicant tracking and progress and prepares signoft letters
as appropriate.

c) Payroll

The HRIS should manage the general data of your employees’
salaries as follows:
B Provides updates on regulatory changes.

B Provides updates on tax changes.
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Supports multiple deductions per pay period or billing cycle based
on fixed or variable amount.

Supports updating and creating tax tables.
Supports variable pay cycles / frequencies.

d) Human Resources Reports

The HRIS should manage the general data of your employees’
reports as follows:

Employees according to age report

Employees according to occupation report
Employees according to educational attainment report
Employees according to departments report
Passports to be renewed reports

Driving license to be renewed report

Work licenses to be renewed report

Work contracts to be renewed reports.

The forecasted needs of the human resources report.
Employees’ performance appraisal report.
Employees’ vacations report.

1. Do you have human resources computerised system?

2. If yes, evaluate your human resources computerised system
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)hOuS&tO ge”t::'offer::a_bout human:

_Contact Information Technology (IT
' lation syster

m

Chapter Summary

Human Resources records consist of data pertaining to the employees of the business,
such as their ages, level of education and experience, remuneration and performance
details.

Human Resources records are classified into two broad categories, namely individual
data and collective or statistical data.

Examples of individual data are:

W The application form, giving personal particulars,

W Interview and test record;

B Job history after joining the firm, including details of transfers, promotions and
changes in occupation;

W Current pay details and changes in salary or pay;

B Education and training record with details of courses attended and results obtained.
Human Resources records system is used for internal purposes like planning, monitoring,
appraising, and developing employees. It also assists managers with information related
to diverse areas of human resource management, such as recruitment and selection,
promotion, transfers, disciplinary procedures applied, termination and redundancy.

Finally, used to meet external requirements, such as the provision of data for returns to
government departments and agencies.

A comprehensive and well-designed employee administrative system will assist
management in accessing information that can be very important during the decision-
making process of many issues related to organisational growth, such as:

Current size of the workforce
Their distribution in terms of age or gender
Their level of education and experience

Training needs

General performance levels.
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FROM STRATEGY TO ACTION: RE-
ALIGNING THE HRM PLAN

An HRM plan is a very important document and it must evolve thoroughly. This plan will assist
you to organize and mobilise your human resources to support organizational changes, growth
and the implementation of the strategy.

What you will learn in this chapter...
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1. What is a Strategic Human Resources
Management plan?

A Strategic HRM Plan is a document that provides your business a strategic approach to
the achicvement of its missions, strategies, and goals through an effective management of
its members.

The contents of a Strategic IIRM Plan covered in the previous chapters of this module.
An HRM plan describes the:

B Organisational structure of your business and its communication systems
B The quantity and the quality of people required in your business

B Recruitment and selection plans

B Staff development plans, including the plans for your self-development.
n

Assessment of employees’ motivation and actions to be taken to increase
motivation in the workplace

B Principles, policies and procedures that assists in establishing working relationships
with your employees

2. How can a HRM plan help to better manage
the growing business?

An HRM plan is a very important document and it needs to be thoroughly prepared. This
plan will assist you to organize and mobilize your human resources to support
organizational changes, growth and the implementation of the strategy.
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3. How to re-align your HRM plan to match the
chosen strategy

Follow these steps to re-align your HRM plan:

3.1 Develop an organizational structure to
support growth

Now it is time for you to realign your organizational plan in line with the growth
strategy chosen earlier. Your design has to ensure that:

The structure is flexible and supports further growth;
The structure is flat and simple;

The decision-making process is optimally decentralised,;
The structure is cost effective;

All the functions have been allocated;

The structure is coherent with both organization and employees’
requirements;

The structure is coherent with the organizational culture,
The structure facilitates co-ordination;

The structure will enable communication between organizational members;
and

The chain of command is clear to all employees.
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Draw the Organization Structure for your business in the following space:

ORGANIZATIONAL STRUCTURE F

| .
NN |
|

|
|
|
|

3.2 Assess your human resources needs

Chapter 3 “Planning and Analysing Your Human Resources” explained why it is
so important to ensure that your business has the right number of skilled
employees in order to implement your growth strategy. You also learned the
importance of developing a job description for each of your employees.

On the next pages a blank job description form. Use it to prepare job descriptions
for the positions required within each department of your organizational structure.
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JOB DESCRIPTION

Job Title: Section:
Reports to (supervisor):

Reporting to job holder (line manager):

Main objectives:

Areas of responsibility and main tasks:

© ® N O oA N2

T U U §
> W N 2D

15.

Job requirements (specifics):
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After you have developed a job description for each of the positions within your
business, you will be able to assess how many employees will be required to fulfil
each position. As mentioned in Chapter 3, this assessment is based on your own,
and your managers’ judgement and experience.

The following form provides space for you to define each position in your
business, and the number of employees required to perform all the tasks.

PERSONNEL REQUIREMENTS
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Once you have obtained the total number of employees required in your business,

it is time to assess whether they are able to perform these positions, both
quantitatively and qualitatively.

The following form first appeared in Chapter 3 in order to assess whether your
current staff have the skills required to perform the new positions.

Current Staff Skills Assessment

Position title:
Currently occupied by:
New position title: -
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If you decide that your current staft cannot be trained or promote to fill the
positions, you have to hire external (additional) staft. In this case, fill the form
below.

Draft Plan for Recruitment
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3.3 Recruiting new staff

During this phase, you will first, develop a Recruitment Policy, which will
establish the principles and steps that you will follow in filling a vacancy in your
business while, at the same time, it helps to make your values clear to prospective

employees and other stakeholders.

Recruitment Policy
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The following step is to prepare advertisement for cach vacant post, send them to
the sources in which you believe that is most suitable to attract the candidates.
Complete the following form when vacancies arise.

JOB VACANCY

Position:

Information about the organization:

Nature and main tasks and areas of responsibilities:

Qualifications required:

Experience required:

Benefits provided:

How and when to contact the organization:
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The foliowing space is for a draft employment contriact, which should be
issued to each of your new employees.

Eﬁn‘i’bléyzhient Contract
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The following space is for an induction programme for you to issue to each of
your managers.

" Guidelines for the Induction Programme
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3.4 Train and develop your staff and
yourself

The following box provides space for you to define your major organizational

needs and which training to provide as well as the name of employees to be
trained.

Org’anizationaI-Training and Development _Plan
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Next, you should supply each of your managerial staft with a copy of the below
form for the assessment of the training needs of each department.

E L Departmental Training and Development Plan
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A well-elaborated individual performance appraisal can assess both the job and
individual needs. The following performance appraisal form is for use by your
managers when evaluating their staff.

~ staff Performance Appraisal

- Position: . -

. Assessed by: :
Date: e
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The following space provides space for you to elaborate performance appraisals
for your managerial staff, they need to be reviewed periodically in order to verity
whether they have met their targeted goals.

Managerial Appraisal Form
Pasition: e |

Name of manager/supervisor:
- Department:

Comments:

_ Actions to be taken:
1 .
2
3y
4!.
5.
Recommendations:

oscsaaby:
Date:
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Below is a Staff Member Development Plan. Either you or the departmental
managers, should complete separate staff development plans for each of your
existing staff members, specifying the training needs and action to be taken to
upgrade the employees’ skills.

ik Staff Memher’s Development Plan
‘Name: oy

~ Objective Of the Development Effort:
Peﬁormandé:‘hdi?ators‘ And ~ Benchmarks
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The following box provides space for you to draft a new division of labour by
delegating your managerial tasks to subordinates.

~ NEW DIVISION OF LABOUR
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Complete the following matrix with your current and required skills in order to
assist you in the skilt match analysis.

My Current and Required Skills
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After having specified your skill gap, the next step is to develop your personal
development plan to help you to develop the skills required to perform effectively
the roles within your business.

. ‘Personal Development Plan
Name:
Objective Of The Development Effort:

Once you and/or your staff have performed the training, you have to evaluate the
effectiveness of the training against the objectives set previously. Complete the
Course Evaluation Form whenever you or the workforce participates in any
training programme.
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3.5 Motivate your staff

Below is a form to define the areas in which the quality circle is implemented
within your organization, and the name of possible members.

" Quality Control Plan

| Name: _ :
Objective Of The Development Effort:
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The following box provides space for you to develop a motivational assessment
questionnaire for each member of your staff to complete.

ygi’e:s:é.'MOtiVét‘iOn Assessment |
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Based on the outcomes of the above questionnaire, fill in the following box with
its main findings and respective actions o be undertaken,

Motlvatlon AsSeSSment Findings

‘Please answer to the following questions by indicating the appropriate answer:
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3.6 Revise the internal communication system

Chapter 7 discussed in details the importance and application of effective
communication systems within your organization. Now it is time for you to re-
organize and optimise the organization’s internal communication in order to
support the growth strategy chosen.

Use the following space to draw the communication diagram.
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3.7 Establishing effective working relations with

your employees

Chapter 8 discussed the importance of establishing effective working relations
with your employees, implementing policies and procedures to guarantee eftective
working relations. Below are blank forms for you to communicate various policies
and procedures to employees. Always emphasise to your employees the
importance of respecting these policies and procedures.

The following box provides space for you to draft a health and safety policy
for your business.

" Health And Safety Policy
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The following box provides space for you to draft a Grievance Procedure for
your business.
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The following box provides space for you to draft a Disciplinary Procedure
for your business.

Disciplinary Procedure
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3.8 Recording personnel data

Chapter 9 discussed the importance of keeping accurate employees’ records. Now
it is time for you to nominate one person within your business to be responsible
for elaboration and maintenance of all human resources records. This person
should ensure that an archive is utilised and is an accessible format, containing a
file with all the records for each employee which are updated.

Use the following space to design a human resources record card form
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MY ACTION PLAN
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MY ACTION PLAN
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GLOSSARY OF MANAGEMENT
TERMS USED IN THIS MODULE

Meaning

The emotional state of the members of the organization.

s the :exchange: of messages between people to achieve common
understanding

The combination of beliefs, thoughts, behaviour and symbols that are
conveyed to people throughout an organization.

Is transferring responsibility and decision-making authority from a centrat
office to people and locations closer to the situation that demands
attention

_ is appomting someone else to act on your behalf. it means that you are
asking one of your employees to do something that you normally do as
part of your responsrbility

s directed to the offer of distinctive products or services

Isan increasrngly evtdent charactenstlc of the relationships between
employee, clients and suppliers from different countries.

- Is strategy directed to the provision of goods and services for a market
niche. : :

Is an increase in-the international trade retationships and flow of funds .
among countnes ' -

Isa programmed introduction of the new employee to the organization,

Is the systematlc gathering and analysing of mformation concernlng the
JOb _

“Is defined a wntten statement of what an empioyee does, how |t is done,
and underwhat conditions the JOb is performed,

_ Refers to how work is performed and the tasks that it requires.

~1s det'ned a person’s ability to mfluence others to act votuntary, usuaily
toward some goal : : :

Low Cost Strategy rs a strategy that mvolves a focus on iowenng costs
and increasing efficiency. : ,
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Meaning

f Refens lo the forces wnthln a person such as thoughts, feellngs and
: attitudes, which energise, direct, and maintain behaviour. Motivation
- affects the enthusiasm with which people carry out activities.

- Is the process of sub-contracting expertise through other enterprises to
- perform specific tasks on a certain area of expertise on ‘a temporary
basis.’ L

 Are rules that are often captured in a handbook. - i

" Are observable ways of ransacting and may not be wilten down

ls the process of |dent|fy|ng, locatlng and attractmg prospectlve
]appllcanlsforjob o G [

Ei-Follows the recruntment‘and lt alms to |denl|fy the most suitable -
';j appllcants from the pool and convince t_hem to join your business.

A plan :(implloit or explicit) for gaining a competitive edge in the market.

-;-A dlagram that lllustrales Ievels of hlerarchy and accountablllty in an

- |s the process of ensuring suitable supply of successors for current and
- future senior or key jobs within the enterprise, so that the careers of
“individuals ‘can” be: planned ‘and managed to optlmlse the enterpnses
f“needs and the ind:vtdualsasplratlons DR R :

;' The means by Wthh people {and: other resources) are allocated
_controlled and . monitored.  Also lncludes the ~manner by which
: 'mfonnallon is gathered and dlstnbuted

_{ls a planned and organlzed actlwty by Wthh your people acqulre the -
knowledge and SklllS to do a glven JOb satlsfactonly :
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