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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 EYE 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 EYE 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 EYE 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  nodule. 'The exan~ples 
011 the case study that follow the theory and information show how that knowledge is 
applied to mallage a business well. 

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

Action and Growth Plans 
Fill in and use the action and growth plans. l'his will help you to put your new knowledge 
into practice. 

Useful business terms 
Usefid busi~~ess terms are pl-illled i l l  bold itrrlics when they appear for the first time in the 
moctule. Look up the I I I ~ ~ I ~ ~ I I ~  of these terms il l  the text box next to them. Memorise their 
meanings. lhey are also listed in the annexes section of this module. 

The symbols 
You will see the following symbols in the lelt 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 exercises for you to do or questions for you to 
answer. I 

@ 

...... . . . 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. I 

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

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

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. I 

:I.,:t: 
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. 
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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 ncw 
approach is the general consensus that organisational success depends largely on the shared eff'orts of 
its employees. In other words, this newer HRM approach recognises human resources as the key to 
the successhl 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 e~nployecs and having good 
market opport~~nities, good liir~nan resources, and poduct or prodi~cts 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: 

General ManagerIOwnerlPartner 

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. 

iii 
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Before you read this module, 

You will benefit more fiom this Module if you first read the EYB Modules: 

Strategic Mamgenlent 

Strategic Marlteting Rfanagement 

What you will learn in this module ... 



Strategic Human Resources Management 

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, ~nanagement, development, compensation, utilisation and 
retention. 

What you will learn in this chapter ... 
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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, Hanlan Resources Managenlent (IIRM) 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, wl~ich 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 IIRM strives lo Inanage the I~urnai~ 
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 successfi~l 
implementation of strategies and, additionally, as the core asset available to achieve 
sustainable competitive advantage. 

HliM plays an important role i n  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 efl'ective 11uman 
resources planning, accluisitio~~, management, developn~ent, compensation, utilisation a d  
retention, in a way that the orgariization and people's capabilities are conipatible in [lie 
best possible way to achieve company goals. 

The following figure illustrates how Human Resoi~rces Management links to the go:lls 
of the h~~siaess .  

. . . .  . . . .  

. . .  H R  Planning ,:. . ' ' 

. . .  Recruitment ' . '  . .  : . . . . .  

BUSINESS . . . .  

PERFORMANCE 
. . .  

. . .  

Productivity I . " . 

Quality' . . . . . . . .  

Profitability 
. . 

. . 

. . - 
. . . . .  

Selection : : '  . : :  . . . . .  . 

Training:& development . . .  ' .  . 
. . .  compensation : i ' ,  : ' , :  : , , .  . . : .  

I Performance management ' ' .  

Employee relations . . 
. . 

. . .  
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2. Human Resources Management in the 
Organizational Context 

Notably, the illustration locates people at the centre of the organization, as individuals 
become influenced by the organization and the quality of its components. If 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. 

To understand the role of IIRM in the organizational context, one must consider the 
elements that comprise an organization. An organization is a network of these difrerent 
elements working together to achieve efficient and effective operations. The system for 
managing human resources is one element, as 

Basic Business Model 

is the strategy of the organization. These were 
discussed earlier and are depicted in the 
figure shown on the previous page. The other 
elements are strllctare, policies and 
procech~res, c d t ~ ~ r e  all(! cli~nate. The 
following figure illustrates the organization 
and its dif'ferent elements. 

Environment Source: Silbiger, 1999 

Systems are the means by which people 
(and other resources) are allocated, 
cO"l'O1led, and monitored. Also, includes 
the manner by which informalion is 
gathered and distribuled. 

Strategy is a plan (implicil or explicit) for 
gaining a competitive edge in the market. 
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I'lie~~cTore, llie role ol' Iiutnan resources managcnlcnl is LO clls~~rc Illat the b~lsi~icss 
fiinclions effeclivcly by influencing all its clcnicnls. 
For example: 

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

IIRM 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. 

IIRM puts in place appropriate systems for allocating and managing employees and 
for monitoring and rewarding performance. 

IlRM 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. 

IlRM enhances a culture committed to quality, 
continuous improvement and learning by 
providing leadership commitment, appropriate 
policies, training opportunities, mechanisms for 
employee participation in the decision-making 
activities of the business 

NRM 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 
employees. 

HRM applies consistent policies and procedures 
in managing employees and in decision making, as 
well as ensuring that proper documentation is in 
place and managed accordingly. 

Policies are rules often 
captured in a handbook. 

Procedures are observable 
ways of transacting not always 
writlen down. 

HRM facilitates a clittmte where enlployees find 
the work environment enjoyable, safe and 
meaninghl, at the same time conducive to 
achieving organizational and personal goals. 

We will discuss these elements throughout the module. 

3. 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 sliould deal with the following cliallcnges: - 
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Many busi~~esscs !ice a volatilc c~wi~un~ncnt  i n  which change is 11carly constant. If 
they are to survive and prosper, they need to adapt to cllange quickly and en'ectively. 
Employees are usually at the heart of an effective response system. Dealing with 
stresshl 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. 

The I~iforniiition and Conirn~~~iiciition Tccli~iology (ICT) Rcvo l~~t ion  

Information and Communication Technology (ICT) is not the domain of rnajor 
corporations anymore. With the rapid developments that took place in this lield, 
simple, user friendly, cheaper equipment and software, has become available to 
enterprises and individuals almost anywhere. Coupled with the revolution in 
co~nmunication technology, 1CT represents the single most important factor affecting 
businesses and their human resources in recent years. 

ICT has created unlimited opportunities for business but i t  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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Think about the following questions: 
1. Is your business using computers? 

2. If yes, what main automated functions can be found in your business? 

3. Do you have an Internet connection in your business? 

4. If yes, for what purposes do you use it? 

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

formulate and implement H R  strategies and capitalize on employee diversity are 
more likely to survive and prosper. 

One of the most dramatic challenges facing Jordanian businesses as they enter the 
- - 

twenty-first century is how to compete against 
foreign businesses, both domestically and abroad 
Many Jordanian businesses are already being the international trade 
compelled to think globally, something that does 

funds amongst countries. not come easily to a business long accustomed to - 
doing business in a large and expanding domestic ' 
market with minimal foreign competitioli. 
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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: 

The norms that evolve in working groups, such as the norm of a fair day's work 
for a fair day's pay. 
The philosophy that guides the business's policy toward ernployees andlor 
customers. 
The rules of the game for getting along in the business - "the ropes" that a 

In  the traditional business strircture, major 
decisions made at the top then implemented 
at lower levels. 
Decentralisation is a new challenge for 
business managers because most people 

newcomer must learn to become an accepted member 

Decentralisation is !ransferring 
responsibility and decision-making 
authority from a central office to 
people and locations closer to the 
situation that demands attention. 

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

prefer to retain the authority and decision- 
making power. The growth oriented business should decentralise the decisions of 
major fimctions, such as HR, marketing, and production. 

Continued on the next page ... 
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EXERCISE 
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 achievc its growtli plans and competitive advantage. 111 turn, dissatisfied, 
unskilled arid ~iori-comriiittcd cniployees will have a direct negative impact on the 
in~plen~entation of tlie olgmisatio~ial 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 iollowing scenarios of growth strategies studied in the Strategic 
Management modale: 

A low cost strirtcgy aims at creating large-scale 
facilities, continuous learning, or reducing 
overhead costs I f  criiployces arc not committcd to 
the goals of this strategy and do not proactively 
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 successfi~l, a low cost strategy depends on the shared efforts of all 
organizatio~lal membcrs. 

A clifferethtio~l strirtegy would only be 
successfirl if an organization creates the 
impression that its products are different from 
those of competilors tlirough brand image, unique 
customer servicc, a unique product and/or service features. 
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Obviously, employees' performance will have a direct impact on the implementation 
of this strategy. I f  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. 

A focus strtltegy aims to provide goods and 
services for a market niche, such as youth, upper Focus Strategy: is directed to the 

provision of goods and services class females, underserved geographical 
locations, and orering these at a possibly higher 
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 en~ployees 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 adv;~~rt;rgc is another concept that organizations should pursue to remain 
competitive in the market. Fluman Resources Management contributes to developing 
competitive advantngc tl11.ough a culture of commitment and participation. 'I'l~is 
achievement is possible because it is difticutt 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 etl'ectiveness to implement your strategy. 

Accordingly, growing businesses have to map out an IlRM growth plan in line with their 
objectives and strategies. This modt~le will assist you in developing your growth plan with 
tools and inputs to whiclt you shortly will be introduced. 
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11 is very ilnporlant lo sclect the sight I~iin~ali I-csoi~rccs st!-atcgy that will cnablc your 
busi~iess to achicvc i t  growth goals. 

The following table ill~~strates the major cl~nrncteristics of h ~ ~ n i a n  resources strategies 
that will fit with different business, ant1 e n v i r o ~ ~ ~ ~ ~ e ~ ~ t a l  stri~tegies 

-. 
EYE? Module: Strategic Management tells you more about business 
strategies. 
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EXERCISE 

Write down the growth strategies, long term, and functionallshort 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 I decided upon after studying the Strategic 
Management module are: 

My Human Resources related long term objectives are: 

My Human Resources related short termlfunctional objectives are: 
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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 clia~~gc 

The Information and Communication Teclinology (ICT) Revolution 

Diversity 

Globalisation 

Decentralisation 

HRM fhctions within the context of an organisation. Recause of this, TlRM needs to he 
supportive of the goals and operalions of that organisation. 'I'o untiersland this role bellcr, 
one needs to consider llic elements hat  coniprise an organization. 'I'licse arc: 

Strategy 

Structure 

System 

Policies and procedures 

Culture 

Climate. 

HRM plays a key role in influencing these different elcmcnts in a way that aligns 111en1 
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. 

AAer 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. 
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Tliis  nodule will cover these issues. Tools and inputs provided tllrougllout the module will 
help the entrepreneur in formulating an  1IRM growth plan. This module is organized thus: 

Introduction to human resource management (Chapter 1). 

Setting up a dynamic organisational structure (Chapter 2). 

Planning and analysing your human resources (Chapter 3)  

Recruitment and selection (Chapters 4). 

Developing and appraising your himan resources (Chapter 5). 

Enhancing your human resources performance througli 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). 
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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 
perfor~lis wliicli tasks. 

What you will learn in this chapter ... 
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I. 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: 

An organization is a grouping of Ilunian 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 organisation, i.e 
who performs wllicll 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 fimctions 1 
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 Ihr 
example, materials are purchased only wllet~ 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 efliciency 
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. Ofien, dynamic organizational structi~res are a prerequisite for 
growth; usually enterprises more si~ccessfidly manage growth jf dy~mlic  stri~cti~ses are 
mapped out first. 

2. 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 Fdst and 
eficiently to achieve rapid growth, and stay ahead of possible co~npctitors. This rccp~ires 
the orga~lization and its structure to be llexible and dynamic. 
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A dynamic or~aoisatioral str~lctore CNII  1 1 ~ 1 1 )  you to ex1);111d yo111- I I I I S ~ I I C S S  for 
variol~s I ~ S O I I S :  

It is flexible and adapts quickly to changing conditions; 

It is simple and as flat as possible, with the miniinum levels of Ilierarchy; 

It is decentralised; the decision-making process is spread over the hierarchy. Also in 
the lowest level of the hierarchy, autolloiny 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. 

3. 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 
Divisional structures 

Hybrid structures 

3.1 Functional structures 
Tlle hnctional 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 
hnctional stnicture includes 
those hnctions that directly 
related to the achievement of the primary purposes of the organisation, such as 
"finance", "personnel", "marketing and sales" and "operations" etc. Illust~~ated in 
the diagram above. 

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 hnctional 
structure offers the flexibility to extend with additional hnctions or departments. 

F~~nct iona l  s tr~~ctures  have both advantapes and disndvantapes. 

a) The advantages of a functional structure are: 
The distinction between Sunctions allows l'or bundling of activities to 
the minimum required extent, thus offers flexibility. 
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1 'I'llis type of orgallization is cllicient n ~ ~ d  chcap, as it  does not require 
duplication of departments and functions. I n  a reasonably stable 
environment, or in the case of businesses pursuing growth through low- 
cost strategy, this set up would be very convenient. 

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

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

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

b) The disadvantages of a functional structure are: 
1 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 direrentiate their products or services from tl~ose of 
competitors; 

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

1 Communication problems may arise with the introduction of new 
functions. In hnctional 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; 

1 This type of structure also restricts the ovel-view 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 stnicture may 
require a focus on products, customers or markets. Such divisions are relatively 
autonomous from each other and they are more dynamic than fimctional 
stnlctures. 
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There arc lliree types of tlivisio~ial stn~ctores: product, cuslonier and 
geographic stn~ctores. 

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' 
fiinclion is performed. This type of structi~re allows lliat support fi~nctions 
such as marketing, sales and accounting can be centralised at the top of the 
organisation (or at the headquarters) so that these fi~nctions can serve 
different product divisions. 

An example of tlie product strr~ctrwe is shown on tlie followi~ie figure. 

b) Customer structure: 
Customer structure is a design that enables an organization to serve 
particular types of clients or customers. It is usefil, more dynamic, as 
compared to a hnctional structure, to co-ordinate specific and/or various 
needs of customers. Marketing and customer orientation is the angle along 
which different required filnctions are bundled into divisions. As a result, 
such divisions are more apt and specialised to serve the targeted custo~ners. 
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c) Geographic structure: 
Geographical stri~cti~rc is a design that  enables the organization to serve 
difl'erent geographic areas. It is ilsefi11 and more dynamic, when it is 
necessary to adjust the provision of' services and products to satis@ the 
needs of customers from different geographic areas for which such grouping 
specifically has been geared up. 

An exanlple of the geogra~hical structure is shown bellow: 
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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 nu~nber of (complex) products, disperse locations of 
production and/or sale of products, and a large ~iumber of dill'erent 
custo~iier 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 fi~rictiorial 
structure. 

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

The essential filnctions, s d i  as production and sales are clustered 
togetlier in divisions. l'liis f~icilitates the s~noutli flow of the various 
steps i n  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 dii'ferent divisions or 
geographical locations). 

In addition, employees do not easily develop in-depth specialisation in a 
divisio~ial str~rcture. This strirctu~-e could therelore, be less ellicie~~t by 
coniparison. 

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-tine and geographic 
enterprises are partially incorporated with the functional approach. A hybrid 
structure combines difi'erent types of structures to have better satisf'y particular 
organisational requirements. The main disadvantage of this concept is the Iiigli 
costs involved because of the more complex stnlcti~re with various dcpartmeuts. 
i t  sliould tlicrcfbre, ody be considered Sor bigger enterprises. 
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l'hc next rliilgran~ depicts a11 e x i ~ ~ ~ ~ l ) l e  of ;I Ilylwitl slroclnre. 

4. How to set up dynamic organizational 
structures 
Follow these steps to set up a dvnamic or~anizational strl~ctl~res geared for growth. 

Map your c u r r e ~ ~ t  orga~~izat io~lal  strr~cture 

Develop a b luepr i~~t  for a more dyllamic organizatioeal structure 

Optimise your o~.ganisational 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: 

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

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. Enlployees responsible for tasks 
related to the management or  money should filrther be grouped together, aud 
so on and so (b~th .  
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Collate eacli fhnction into a department: (for example - sales, production, 
finance, accounting, customer service, hunian resources, R&D, etc.). 

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

Above eacli function, another square will be placed for tlie Growth Oriented 
Enterprise (GOE). Each fimctio~i niust be linked upward with this square as 
in the following example: 

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

Link the squares by a line. The line linking each square means tlie chain of 
command (or authority level) as in tlie 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, tlie requirements for internal efficiency and 
effectiveness and tlie growth stage of the organisation. Hence, no a-priori optinial 
structure, as such exists. 

For these rcasons, i t  is i~iiposta~it to assess the stsengtlis and weaknesses ol' a 
current stnicture anti the ticsired one, its costs involved, as well as its possil)lc 
impact on the organizational menibers. I t  is also important to consider that ally 
type of structure should be simple and flexible in adapting to changi~ig 
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 tliere 
is no direct link between an adequate type of organizational structure anti a cliosen 
growth strategy, certain osganizational s t r~ lc t~~rcs  arc nlorc likcly to csist will1 
certain growth strategies 

For instance, if the organization wants to compete in a low cost strategy, jobs are 
likely to be structured into hnctional structures, in order to keep the costs low by 
avoiding duplication of hnctions andlor departments. On tlie other hand, if tlie 
business had adopted a differentiation strategy, which requires more innovatiori 
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 hnctional design would be very practical, as i t  
does not involve high costs because there is no duplication of departments 
or divisions, and increases efficiency because employees are groupcd by 
similarities of skills, facilitating more specialisation of' tlie tasks 
perfbrmed. 
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I lowcvcr, il' during growth process problcms arise from conlrolli~ig issues 
related to custonler-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 growtli 
process may require more nianagers/supervisors allocated to these 
departments in order to ensure ample control and efficiency of tlie 
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, prodi~ction, and niarkeling and 
sales/custonier 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/c~istomer service force 
co~nposcd of pcoplc who offcr n uniquc customcl- scl-vicc is dso rcquircd. 
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, tlie 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 fimctions. 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 niodule). 
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The choice of structure will depend on the possible effectiveness in 
offering unique products and unique customer service. If  the organization 
can satisfy customers' requirements by ofkring premium products / 
services with a hnctional structure, this will be rewarded by low costs and 
a high efficiency. However, if the hnctional structure does not allow 
appropriate co-ordination in satisfying custonlers' 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. 

c) Organisational structures supporting a focus 
strategy 
Thefocrls strcrtegy 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 
hnctions. 

7'11~ pcrso~~nel li-0111 lllc ~ilal~kclilig dcparliilc~t will pcrSon~i the tilsks 
related to the assessment of customers' needs, and identification of new 
products. Therefore, a marketing department or equivalent hnction sliould 
be developed if it does not currently exist. This involves a marketing 
manager and marketing employees to perform these tasks. An effective 
sales hnction is also, important to assist the marketing hnction in 
understanding customers' needs of this market niche. 

The type of structure will depend on the effectiveness in servi~~g llie 
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 I-elated, and 
there is no problem regarding serving customers from dicerent geographic 
locations, a firnctional structure niay be more eficient 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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Steps to make your existing organizational structure 
more effective and dynamic 

b) Points to remember in designing your new structure: 

- 
Step 1 

Step 2 

Step 3 

Step 4 

- ,  

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

Evaluate the chosen growth strategy, and the possibly matching 
organizational structures. Assess the advantages and 
disadvantages of the possibly matching structures. Decide 
which structure (i.e. funclional, or product, geographic or 
customer based divisional structure) is the most adequate 
based on the need for internal efficiency, and the need to 
satisfy customer needs effectively. 

Compare the desired type of organizational structure with your 
current or~anizational structure a s  mapped out earller. Assess 
whether and which new depaflments and/or dlvlsions should be 
incorporated mlo the new structure, and whether the current 
ones should be integrated, expanded, or elimlnaled In order to 
lmprove the efficiency and effectiveness of processes, and to 
maintain a customedmarket orientation, 

Design your new organizational sfructure in line with your 
growth strategy; with you at the top of the hierarchy (refer to the 
exercise in section 4.1 to design your new organizational 
structure). 

Allocate the tasks and functions within these departments or 
divis~ons, and allocate one or more manager(s) or supervlsor(s) 
to operate and control them. 

- 

Empower managerslsupervisors with clear responsibilities, authorities 
and accountabilities through job descril~tioils (tllcsc topics will be 
discussed in detail later in this module). 

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

Make sure that the organizational structure allows the involvenlent and 
participation of  employees. In this case, a flat structure is required, 
conlbined with free flow of information, a decentralised decision- 
making process, empowered and motivated employees (these topics 
will be discussed in details t h r o ~ ~ g h o u t  this module). This process will 
also require the parlicipatio~i o f  your ma~~age~~s/s~~l)crvisors  to cuswe 
that these essential requirements are met. 
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W Co~nrn~rnicate the new orga~ i i~a l iu r ia l  slruclurc to all e~ii l) loyccs. l ' l i is 
liicaris Illat each e~nploycc s l ~ o d t l  hriow cxaclly wllcre they arc 
allocated, what is expected li-0111 ~l iern, and who their supel-visors and 
line maliagers are, f i o m  the bo l lom to  [l ie top-level management. I t  is 
recommended that you introduce [l ie 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 

R c ~ i i a i ~ i  aware Illat a dy~iamic organizalional sl~.uclurc requires your 
contini~ous attention, particdarly wi th regard to the dynamic allotment 
01' acccn~ntabililics a ~ ~ t l  rcsl)cmsibili~ics in  tlic growth proccss. I3y 
l i ) l l ow i~ ig  l l ic a h v c  i r~s l r~~~c l io r is ,  you w i l l  be able l o  i ~ ~ c l ~ r t l c ,  exclude or  
integrate departuients or  units wlienever t l ~ i s  is necessary to support 
growth requirements. 

choose the differentiation strategy (please refer to your Strategic Management 
M~dule) .  Tlie objective of this strategy is to offer products that are different or 

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 to 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 
ement Module, he 
is position because 

to be part of HAJCO's new organlsational 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 

ntinued on the next page ... 
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h department (the 
selection of new 
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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 tlie 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 dyaamic orga~~isational s t r ~ ~ c t l ~ r e  can help yon to e x p a ~ ~ d  y o ~ ~ r  bos i~~es s  for 
various reilsowx 

They are flexible and adapt quickly to changing conditions; 

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

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; 

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

Follow these steps to set up a dynamic orgnnisational str i~ct l~re geared for growth. 

Map your current organizational stl-ucture 

Develop a blueprint for a more dynamic organizational structure 

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 
either1 a functional structure, 1 a divisional structure or a hybrid structure. 

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

Evaluate the advantages and disadvantages of the various types of organizatiorial 
structu~-es vis-A-vis your growili strategy. Decide wl~icli sl~~iicture is tlic: niost 
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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- 
Notes: 
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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 I~ilnian scsoilsccs. 

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 fiture 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 firture, whereas the qualitative aspect refers to the type of job skills, and 
employee attributes required by your business. 

IIunian resource planning links directly to your organizational strategy. In fact, I i u n ~ n n  
resource planning is an integral component of your strategic growth plan (please refer to 
your Strategic Managenlent 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). 

Tlre results of this alrnlysis will provide you with e ~ r o ~ ~ g l i  i~rformation to decide 
whether i t  more suitable for yonr business to: 

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

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

Hire new external employees 

The chart ou the next page illustrates the human resources planning process 
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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 consitler both your business' 
constant and seasonal labour demand, as well as the changes in tecl~nology and their 
implications on your business for instance, the acquisitio~l of eel-tail) equipment may 
require less operational en~ployees 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 fi l l  these positions. 



Strategic Human Resources Management 

3.1 Preparing job description for positions in 
your business 
A job (fe~criptiofl is a usehl to01 to list 
the skills needed to fi l l  the various 
positions in your business. Job 
descriptions define employees' tasks 
and responsibilities, and delineate 

I 

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 
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 usefid 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. 

b) 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: 

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

Reports to: which identifies the reporting relationship by provision of 
tlie job title of the manager or s~lpcrvisor to whom tlie job holdcr is 
directly responsible e.g. marketing director. 
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I<cporting to jobl~oltlcr: wliicll itlcnlilics lllc r q m  ti~lg relalionsllip by 
any person who directly reports to the jobholder e.g. marketing assistant 
and other marketing employees. 

Main objectives: a concise description of the job performed. It must 
clearly tlistinguisll from other jobs and sl~ould detine the role of the job 
and its contribution to the achievement of enterprise goals. E . g ,  what 
products or services are to be generatedtprovided, etc? 

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

.lot) reqnircments: a description of the required compctencics and 
experience, education, training and licenses as needed to perform the 
job. 



Strategic Human Resources Management 

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 dcmand. 
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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 fi~lfils the basic 
requirements. 

Develop the current job description every one-year 

Encourage your h ~ ~ m a n  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 j o b  
descriptions. 

Use simple worlds and short sentences 

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

JOB DESCRIPTION 
JOB TITLE: 

REPORTING TO: 

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

SUPERVISES: 

I MAIN OBJECTIVES: 

PRINCIPAL RESPONSIBILITIES AND MAIN TASKS: 

3. 

1 JOB REQUIREMENTS: 
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3.2 Analysing the Jobs in your business 

The first step of conducting the job 
description is to analyse the Jobs. Job 
nnnlysis is the systematic gathering and gathering and analysing of 

information concerning the job. 
analysing of information concerning the job, 
putting a job under the microscope to reveal 

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

Interviews: the interviewer sl~ould 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. 

Observalioo: 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 identiljr 
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. 

Qoestia~~oaires: in which the employee fi l l  out a questionnaire illat asks a 
series of questions about h e  job knowledge, skill, and abili~y rcquiremcr~~s, 
duties and responsibilities which after analysis will provide de~ails 01' the 
job characteristics. 

An example of Job Analvsis Ouestio~miire is shown below: 

Name: 
Department: 
Supervisor's name: 

Job title: 
Job number: 
Supervisor's title: 

Continued on the next page ,,, 
I 
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... Continued on tho next page 
I 
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Does your position have supervisory responsibilities? YesQ, No. Q 
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 

... Continued on the next page 
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I (a) Report Intended for: 

- .......... ......... - 
(b) Files Main 

I Frequently a I Occasionally a I Seldom a I Never a 

I a) Education: 

Minimum schooling 

Number of year's 

Specialisation or major 

... Continued on the next page 
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I b) Experience: 

............................. ...................... .......................................................... - . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  

Type: 

Number of year's 

c) Special training: 

d) Special skills: 
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P 

EXERCISE 
Conduct job analysis for the following positions 

W Your position 

W Marketing manager 

W Maintenance officer 

T 

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 firllil tlie 
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 factors in order to 
make your decision: 

Your existing staff (the internal labour market) 

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 fi l l  the positions in your growing business indicates 
a mismatcli. 

Use the matrix on the ~ ~ e x t  page to carry out a staft' skills match analysis, for 
each position and staff member separately. Please note that potential leaven (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 col~lmn 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 is 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: 

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

Whether your employees are ready and willing to take tliese new 
responsibilities 

What training would be required to assist these re allocations or promotions 
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4.2 Assessing the external labour supply 
I f  you realise [hat it would be more elkctive or necessary to hire employees fi'om 
the external labour market, you will have to first assess whether it  would be easy 
for you to find potential candidates who possess tlie required skills for your 
business. 

It is important to consider that, even i n  times of high unemployn~ent; you may 
face shortages of candidates with particular experience or skills. On the other 
hand, if the market is highly con~petitive, some professionals may denland a very 
high salary that your business may not be able to at'ford. You may also face 
availability of potential candidates; however, they may not be interested in 
working in your business if it does not otTer a reasonable salary, reasonnhle 
working hours, acceptable working conditions, career developmc~~t, etc 

Changes in population densities and new tlevelopments in skills training may also 
afkct tlie supply of labour force. I t  is always important that you become aware of 
possible changes in your social, political and economical environment and their 
implications on your business. 

5. 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 successf~ll 
candidate. The type of employment contract may vary depending on the nature of 
business and llow these employees will be utilised witllili the business. ?'he most 
conmon types of employment are regular slal'f', casual and part-time staff: contractual 
staft; and outsourcing. Their main cllaracleristics are described below. lIowever, 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 enlployer towards the employees, etc. 

5.1 Regular staff 

Regular staff is engaged to perform activities, whicl~ are, usually necessary or 
desirable in the usual business or trade of his employer, except when such 
employment falls under contrac~unl Imis, which will Iw discl~ssctl Iil~cs. 
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The advantages o r  this type o r  employment are that rcgi~lar stalf is usually more 
committed, more effective and better prepared to perform the tasks of your 
business. I t  is common practice to require success~i~l completion of a 
probationa~y period (establislled by your Jordanian Labour Law) before 
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 o f  a determined pcriotl. 'l'llc maill ndvnntage related to the utilisalion 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 stalf 
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 worki~ig Iiours and the rates of turliover are 
usually higher than  fidl-ti~ners. 

Contractual staff 
Contractual enlployees 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 tliis 
type of employment are the same as with the casual or part-timer stalf. 

Sub-contract external resource persons 
(outsourcing) 
Outsourcirrg is the process of sub- 
contracting expertise through other 
enterprises to perform specific tasks on 
a temporary basis. This process differs 
from the casual and temporary 
employees. Outsourcing is more related 

Outsourcing is the process of sub- 
contracting expertise through other 
eenterprises to perform specific tasks 
on a certain area of expertise on a 
temporary basis 

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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Some of the I)cnefits of o~rtsourciog arc the fo l lowi~~g:  

You can acquirc 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 en~ployment costs (because the number of enlployees can 
decrease or increase depending on the Enterprise needs) 

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

Ilowcver, there are also disadvar~tages relaled to o o l s o ~ ~ r c i r ~ g .  

Tllese are: 

W 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 fimctions are the 
enterprise's source of competitive advantage and that these should therefore 
never be sub-contracted. 

W Another risk is case these professionals would not be motivated enough to 
perform their new tasks at their best, either because their eniployers (i.e. the 
subcontractors) have not been firlfilling their needs (disci~ssed in details i n  
chapter 6) or because their perso~~ality/approaclr do not n~atch with your 
current enterprise culture. 'Therefore, it is impostant that you would lisst 
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 
H The personnel to be tenlporarily hired or outsourccd will not be past 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. 

H 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 oi~tso~rrcing professio~~als, n~altc sure that: 

H 'The Enterprise has control mechanisms in place to ensure there is no loss oi' 
important information or data aiier the outsourced personnel leaves Ihe 
collll~~llly. 
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The contract includcs cla~rses 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. 
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P P 

The topic related to Recruitment and Selection of personnel will be 
discussed In details in the next chapter of this module. 

, A 

6. Using succession planning 

Succession planning includes the following activities. 

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

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

Planning o f  individual career paths based on objective estimates of h tu re  needs, and 
drawing on reliable performance appraisals and assessments of potential. 

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

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

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

Planned strategic recruitment not only to f i l l  short-term needs but also to provide 
people for development to meet fi~ture needs. 

Think about the following questions 
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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7. Chapter Summary 

rtelm 

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. 

- 
For the good of your business, your employees and your 
customers, decide to begin planning your succession now. 

. 

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 ofjob 
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: 

1 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. 

1 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. 

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

1 Analysing the availability of external human resources, considering the economic, 
social and political environment (supply forecast analysis). 
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'I'lre resulls of this analysis will provide you will1 e~rol ig l~  ioforn~ation to decide 
wlletlrer it more suitable for your business to: 

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

Promote some o f  your current staff within your business to  perform hierarchically 
superior new positions. 

Hire new external employees. 

The most common types o f  employment are regular staff, casual and part-time staff, 
contractual staff and sub-contracted o r  outsourced staff. 

Succession planning is defined as the process o f  ensuring suitable supply o f  successors 
for current and h t u r e  senior or  key jobs arising from business strategy, so that the careers 
o f  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 identifling, 
locating and attracting prospective applicants 
for job vacancies in your business. 
Selection follows the recruitment process, and 
it 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 

Recruitment is the process of 
identifying, locating and attracting 
prospective applicants for job 

Selection follows the recruitment 
process and it aims to identify the 
most suitable applicants from the 
pool and convince them to join your 
business, effective, they should be preceded by your 

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 en~ployees to f i l l  tlie skill gaps of your staff. 

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 comniitnient, skills, 
performance and creativity that products and services hat  meet your customers' 
expectations are produced. 
As your business grows, it will require new employees to f i l l  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 recn~itment policy and procedures is a n  instnlment that enwrcs that y o ~ r  rccruitnient 
practices are systematic, consistent arid predictable. 'l'his 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 tlie 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 IIAJCO's Recruitment Policy. Please note how they 
are promoting tlie social image of their business by stressing non-discriminatory and 
unbiased approaches, fairness and conformity with tlie law, and a non-exploitative 
environment (especially regarding remuneration and child labour). 
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CASE STUDY 
Hana Juice Company (HAJCO) Ltd. 

RECRUITMENT POLICY 
Hana Juice Company (HAJCO) is an equal opporlunity 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 recruitment brochures or job advertisements. 
HAJCO pledges to: 

Conform to the requirements of the law in respect of recruitment and selection. 
Favour local candidates. 
Offer competitive remuneration packages. 
Disapprove any form of child labour. 
Provide equal opportunities for development, training and careers. 
Fill all vacancies internally first before advertising externally, whenever possible. 

I Engage candidates on the basis of the required qualification and experience. 
Afford interviewees a fair hearing 
Provide all interviewees with a reply. 

EXERCISE 
1. Develop a Recrui tment Policy for your  bus iness 

2. Complete this corresponding section o n  your  growth p lan  (Chapter 10) 



Strategic Human Resources Management 

'I'llc I - C C ~ I I ~ ~ I I I ~ I I ~  i m l  scl~clion processes I I ~ I V C  the following l111-ee slirgcs: 

3.1. 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 recr-uitment 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. 

I n  addition to the requirements established in the job descriptions, there are other 
reqi~iren~ents that shoi~ld be taken into consideration when recruiting other 
employees. For instance, the candidate must also be assessed on the basis of 
hisher personality to ensure that hetshe 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 siiitability. 

The sevell categories are: 

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

Attainment: education, clualilicntions, competencies and experience 

General intelligence: fundamental intelligence capacity 

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

Interest: intellectual, practical - constructional, physically active, social, 
artistic. 

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

Circun~stances: domestic circun~stances and the occupations of other family 
members. 

3.2. 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). 

Attracting candidates is about identifying and inviting candidates. Tliere are 
several rne~llods of a~tr-ac~ing pote111i;illy sui~able candidn~es, tllcsc iarl~~tle:  
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a) Internal recruits 
Maybe one 01' your cnlployces is suitable f'ol- the job. 'I'his normally 
improves employee morale because it provides opportunities for growth 
(professional development). Since internal candidates are already familiar 
with the business set-up, job requirenients, loyalty and personalities 
involved, they can perform at optimum level sooner that one who will be 
recruited form outside the business. 

b) 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 numbcr ofcandidates. 

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

The advantages and disadvantageous of some major type of medi;~ 
a re: 

Newspapers 

Short deadlines. 

Flexible size advertisement. 
Circulation concentrated in specific geographic areas. 
Classified sections well organised for easy access by active job 
seekers. 

Easy for prospects to ignore considerable conipetitive clutter. 

Circulation not specialised -you must pay for great amount of 
unwanted readers. 
Poor printing quality. 
Short shelf lifc, the 'ad' may be ~nisscd 

When to use 

When you want to liniit recruiting to a specific area 
When suflicient numbers of prospects are clustered in a 
specific area. 
When enough prospects are reading, "help wanted" and "to fill 
hiring needs". 

When a short anlount 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. 
Long life: prospects keep magazines and reread them. 

Disadvantages 
0 Wide geographic circulation -i~sually cannot be used to liulit 

recruiting to specific area. 
Long lead time for advertisement placement. 
Not all prospective enlployees can affordlhave access to 
magazines. 

\Vhen to use 
When job is specialized. 
When time and geographic limitations are not of i~tmost 
importance 

When involved in ongoing recruiting progranmes. 

r 

EXERCISE 

I From your experience 

I 1. 
What type of advertisement do you use? 

2. Why? 

Continued on the next page ... 
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EXERCISE 
From your experience 

Continued from the previous page ... 

3. What are the main problems you face? 

c) 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. 

d) 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 trsing 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 trsually have a considerable level of 
knowledge in their area, and they represent cheaper labour costs in 
co~npal-ison to experienced ca~~tlitlatcs from h e  job  narke el. 
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Ilo\vever, i t  is ilnpor~ant to ellsure that yr)ur busilless would follow the 
regulations of the Jordanian Labour Law as well as to avoid exploitative 
arrangements for this type of candidates (such as ofTering unrealistic low 
salaries or not providing then] wit11 the opportunity to obtain enough 
learning experience for their fi~ture careers). 

e) Other external sources 
Other external sources can include unsolicited applications, casual callers, 
and recommendations from en~ployees. 

The following table depicts job categories that sl~ould be comidered w l m  
you prepare a strategy to attract candidates. These job categories will give 
S O I I I ~  indication of' where to look in the labour market. 

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 circun~stances, 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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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: 

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

Ed~~cational  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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References (professional/personal recominenda~ions) - names and addresses 
of previous employers, professors, associates or fi-iends who can be consulted 
to give more inforniation 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. 
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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: 

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. 
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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 

The business case on the next page illustrates the recruitment and selection 
process at I lana Juice Company. 
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Mr. Jameel decided that some candidates should not continue in the selection process, 

4. The employment contract 
An employment contract is prepared for the successfid applicant to provide himlher with 
a sense of job security during the period of hislher 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 satis@ 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 
hislher signature. 
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Below is a sample of enlploylllenl conlracts. 
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Below is a sample of casual c o ~ p l o y ~ ~ ~ e n t  coalracts. 
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EXERCISE 
Develop a sample contract of employment specific to your business. 
Make reference to: 

w Probation period 

Standards of employment 

w Hours and place of work 

Compensation 

Conflict of interest 

w Confidentiality 

w Termination of services 

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

5. lnduction 
Iwclrrctiort or oricrit;~tion is i~ programmed 
ill t lodll~tio~~ of tile new enlployee 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 enlployees 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 
oficer 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 carefidly 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 itidactioli scssion can cover the followi~ig headings: 

Brief description of the business 

W Basic conditions of employment 

W Salary and salary scales 

Sickness - notification of absence, certilicates, pay 

Leave and absence 

W Work ~ules 
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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. 

6, Follow-up on employee progress on the subjects mentioned above. 
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EXERCISE 

I From your experience 

Develop guidelines for an Induction Programme to be applied by your 
business' managers/supervisors. 
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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 Tlie 
recruitment and selection process will then, assist you i n  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 througli your employees' commitment, skills, perforninnce and creativity tha t  
products and services that meet your customers' expectations are produced. 

A recruitment policy and procedures is an instrument tliat ensures that your recruitment 
practices are systematic, consistent and predictable. This policy establishes the steps tliat 
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, yo11 
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 arc several methods of attracting potentially suitable caodidates, these 
i ~ ~ c l o d e :  

Internal your business 

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

Employment agencies 

Education and training establishments 

Other external sources can include unsolicited letters, casual callers, and 
reco~rlmendations from eniployees 

The selected candidates sliould be instructed to f i l l  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. 



Strategic Human Resources Management 



Strategic Human Resources Management 

DEVELOPING AND APPRAISING 
YOUR HUMAN RESOURCES 

Developing and appraising human resources i n  your business is a very important fi~nction within 
the IIRM. It is conccrncd with effeclivcly training and developing your staff and yol~rscll' in 
order to obtain the skills and competencies necessary for the successfi~l 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 
fundamental aim of training is to help the 
business achieve its purpose by adding value 
to its key resource - the people it employs. 
Training means investing in people to enable job satisfactorily. 

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

Develop the competencies of employees and improve their performance. 

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

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 fiture 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 successfil 
execution of your growth strategy, as the business demands a carefil steering and 
overview during the growth process. 

2. 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 ddeelop~nent 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 successfil. 
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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 i n  
the business focus on what they need to do. 

3. The training and development process 
Tile following figure illustrates the steps of a training and developmeut process. 
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3.1 Identifying Training Needs 
The identification of training needs (also called training needs analysis) aims lo 
deline the gap between en~ployees' current skills and the skills r-equired ol' thein 
to perform their current or future roles. 

The followil~g are the varioos levels of training needs: 

Organizational Needs Analysis 
The Organizatiooi~l Needs analysis is done by the top management (i.e. 
the entrepreneur), and aims to identifjl the major training priorities related 
to the future direction of the organization The assessnlent of 
organizational needs involves many employees fsom different 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 
I ) ~ ~ ) ; w ~ I I I ~ I I ~ ; I I  or Ihnctioni~l Needs analysis I-e1i.t-s to the identilication of 
training needs of a specific department or function, and the department 
directot- or manager performs i t .  For exan~ple, your sales ~nanager may 
decide to train all employees from Ilislller department in order to otTer 
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 efi-iciently and effectively. 
Managers or supervisors usually do this analysis, as i t  relatcs to the need 
oS inqxoving their subordinates' knowledge, u~ldcrstanding or s1;ills 
associated with their jobs. !;or inslance, your operational nlanager may 
decide to oKer a training course for some of his/her employees on how to 
use a newly acquired computerised packing n~aclline. 

Individual Needs analysis 1 Performance 
appraisal 
Finally, the Il~dividual needs analysis, like the job needs analysis, it 
relates to the improvement of employees' performance. llowever, 
individual needs analysis focuses on the assessment of whether a certain 
enlployee is performing according to the desired level of perfortilance, 
wliereas lllc job ncetls analysis focuses on the task requiremctlt 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 managenlent with infbrmation related 
to salary, pron~otion, training and layoff decisions. 
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The following figure illr~strntes possible actions t l ~ t  management could tnlte, 
considering the or~lcomes of the employees' performance appraisals. 

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, beliavio~~r, etc.) will find theniselves dccmcd a cosl, 
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.. If 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 en~ployees' 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 following business case illustrates how Mr. Jameel assessed his assistant 
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Another way to appraise the performance of your employees is to set targets and 
veri@ whether they have accon~plished the expected results. This approach is - 
results-oriented performance appraisal and it is very usefill in assessing 
managerial staff. 

An example of the above: 
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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 complete 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. 



Strategic Human Resources Management 

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 efiort. '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 staf'f member will do to fiirther develop his or 
her skills, and by when helshe will do it 

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 helshe should follow a training course. 
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3.3 Identifying your own training needs 

a) Your leadership ski l l s  

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 
cnlployees, and finally assess whetller you require fi~rtller tecllnical 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: 

Your entrepreneurial role 

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

Your managerial role 

Your nia~lagerial role relates to your tinal responsibility for planning, 
budgeting, organising, controlling, and managing the enlployees 
(deploying and motivating tliem). The most important issues in the 
managerial role are result orientation, process orientation and 
maintaining interpersonal relationships. 

Your leadership role 

Your leadership role relates to the responsibility to drive the entire 
organisation towards tlie 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 affirmation and 
articulation of values, and motivating employees. The most important 
elements necessary for a GOE to perform successf~~lly the leadership 
role are charisma, enthusiasm, honesty and strictness, integrity, 
co~imitme~it, and respect sliown to subortli~latcs. 

Imdership slcills are defined as the ability to persuade others to be 
engaged in the work belmiours needed to achieve organisational goals. 
'I'liese 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 rhe 
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. 

.. 

EXERCISE 
1. 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. 

2. 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  fi l l f i l  the three roles of 
entrepreneur, manager and leader The fol lowing questionnaire is a self- 
assessment to assist you in  checking on your capabilities to perform key 
tasks under your entrepreneurial, managerial and leadership roles 

I 

I have translated the mission into organizational goals -- 
I guide my employees towards the achievement of the vision/mission - - - 
I feel comfortable sharing power and control 

I enjoy social relations and networking 

I share my accornplishment with others --- 
I express my feellngs to others 

I am a conf~dent person 

I implant confidence in the mind of others 

As a manager 
I know my own strengths and weaknesses , I 

I recognise anddevelop my individual skills 1 
-. - . - 

I listen to the opinion of others without intimidating them 

I try to satisfy my subordinates' needs 

I give explicit instructions about what is to be done and how 

I ~ rov ide  em~lovees with incentives 1 I 1 
I willingly delegate power - - - -- -- - .- 
I feel comfortable in confl~ct 

I like to motivate others 

I am look~ng for ways to improve 

As an entrepreneur - 
I seek out and move on new opportunities ---- 
I enjoy deciding how much to invest in new opportunities 

I feel comfortable in uncertain and unusual situations 

I enjoy challenges -------- 
I feel comfortable in making chan~es 
.- -- - - .- - . - - - - - - - - - - -- -- - - 
I recognise that charge is often best accomplished by making major 
changes quickly - 
I try new ideas and approaches - 
I demonstrate 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 enlployees' 
assessment of your leadership skills may be through an anonylnous 
survey among your employees, encouraging them to describe your 
leadership skills, as well as, giving you recommendations fix 
improvements. 

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

Complete the following matrix to assist yo11 in the sltills miitch 
analysis. 
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Afier 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. 

IJse the form on the next page to prepare your Personal Develop~nent 

3.4 Define learning requirements 
Alter the identification of your staff and your own training needs, it is tinie to 
define learning requirements. This phase involves the establishment of  the 
specific action required to satis@ the training needs. The outcomes of this phase 
depends on a number of factors, sucli 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 metl~ods of training are: 

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. 

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. 

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 stam 
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Counselling 
P 

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 - 

3.6 Evaluation of training programmes 
I t  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. 

Participants' reaction to the course. This is the simplest and most widely 
used form of evaluation. This makes use of simple questionnaires1 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: 



Strategic Human Resources Management 

I 1. Course Obiectives I I 1 I I 

1 3. Materials I I I I I I 

2. Course Content 

Usefulness 

Coverage - -- 
Organization 

Time 

4. Facilitator 

-- 

5.  What topics should have had less time? 

6. Other comments and suggestions to improve the course? 
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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 behavior~r. 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 
evalualion of the cllange in bellaviour. 

Practicirl 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. 

ervision. He prepared a survey 
his leadership skills, 
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I. Identify your own training needs  by returning to the previous section and 
complete the following forms: 

Your leadership self-assessment 

Your skill gaps  matrix 

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 coursels that 
will answer these needs. Training courses may be run internally or with the use ol' 
external help. 

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

a) Questions regarding the availability of resources: 
D o  you have the resources to address these needs? 

Is there an available course design? 

D o  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. 

b) Questions regarding the number of participants who need 
the training: 
Do one or few individuals need the course only? If so, look for public 
seminarslofferings that these workers can attend. 

If a larger group requires it, you can invite an external resource person to condilct 
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 [rain 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 pilrchase 
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 nln 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. 

5. 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 filture needs 
can be met fiom 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: 
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: 

W In company on-the-job courses 

In company off-the-job courses 

External training courses 

Other ways of developing your staff are tutorship, internship1 apprenticeship1 
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: 
An entrepreneur 

A manager 

A leader 

Dcvcloping your own leadership skills is parlicularly essenlial lo Lhc successli~l growl11 
of your business. To assess your training needs and wants, and to implenlent 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 MOTlVATlON AND 
PARTICIPATION 

A number o f  factors affect employees' performance and productivity. These include your 
leadersliip style, motivation, communication, and team building. This Chapter will improve your 
ability t o  enhance your  human resources performance through motivation and participation. 

What you will learn in this chapter ... 
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1 What is motivation? 

Employee inotivation improves productivity and quality of work, and is far more 
elfective than the carrot-and-stick measures of old management approaches. l'lius, liunian 
resource nlanagement stresses worker inotivation, and focuses on creating enriclied jobs 
and greater self-control in an attempt to broaden tlie scope for employees' self-fulfilment 
and, conseqi~ently their motivation to perform at their best. 

Alotivrition refers to tlie forces within a person 
such as thougl~ts, feelings, and attitudes, wliicli 
energise, direct, and maintain bellaviour. 
Motivation atEcts the enthusiasm with which 
people carly out activities. It directs their energy 
tow;ilrls an outconir, i111d ~llainlains the desired 
beliaviolir even will1 minimal supcsvision. 

2. How can motivated employees help a 

Motivation: refers to the forces 
within a person such as thoughts, 
feelings, and attitudes, which 
energisel direct, and maintain 
behaviour. Motivation affects the 
enthusiasm with which people 
carry activities, 

growing business? 
Motivation is importa~lt. I t  raises productivity, clliciency and cn'ectivencss. If people are 
not motivated, this can lead to adverse elfects 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 wllicli represent waste of protl~~ctive tinle. 
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 
equipnlent a~ld property) and par c ~ ~ s t o ~ n c r  scrvicc. 

Indeed, good perlbrmance is a product of competeiice; viz. knowledge and skills, but the 
degree to which knowledge and skills are properly applied is determined by people's 
n~otivational l'eeling. (See illustration below.) 

3. 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 
coinbination of methods to motivate people, and to ensure that they do their tasks well. 
The followirlg sections will discuss tlle factors that influence   no ti vat ion. 
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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. I t  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, belbre higher needs 
become important 

The hierarchy of needs illlrstrntcd below: 

Hierarchy of Needs 

They want to develop themselves, realise their 
potential, and feel happy because of it. This need 
is met when an individual's job provides the 
opportunity to: 

Acquire new knowledge and skills 
Make decisions on how they do their work 

I Complete a challenging assignment. 
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3.2 Satisfiers and Motivators 
Another theory (Frederick 1-lertzberg's theory) says that there has to be a balance 
among all hctors. 

It nlakes a tlistinctio~i between two sels of factors: 

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 Mirslow's birsic, 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. 

[lowever, 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.' En~ployees need motivation in other ways. 

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

Siro~ple "sirlislic.rs" iwcl "nio1iv;itors" are listed below. 

I H Security in the job 
H Proper working conditions 
H Good relationship with 

peers and supervisors 

H Consistent and clear 
pol~cies 

the organisation 
H Receive feedback on performance 
H Achievement of a challenging task 

or objective 

Recognition and reward for job well 

Participation in policies and 
decisions 

1 Pfeffer, 1999. 

l o 6  
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3.3 Leadership Styles 
Leadership: defined as a person's ability 
to influence others to act voluntary, usually 
toward some goal. Influencing people to 
do what the leader or business owner 
wants them to do is leadership, or 

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

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 helshe 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 hislher 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: atlvantages and disadvantages 
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Diplomatic or Supportive leader 
This business owner operates by persuasion and broad scale motivation of 
people. Challenges are important and therefore, through persuasion helshe 
will always try to convince subordinates into doing something. 

Diploniatic leadership style: advantages and disadvantages 

Participative or Democratic leader 
This business owner invites hislher 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. Yo11 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 tha t .  This style of leadership allows subordinates to 
share power. This business owner does not literally abandon all control. 
Helshe sets a goal and clear parameters for the employees, and sets then1 
free to operate without further direction or control unless requested. 

Free rein leadership style: advantages and disadvantages 

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. 

1 2 What effect did it have to your staff? 

3.4 Delegation 
Delegation is different from assigning 
a job. Job assignment focuses on 
intended activities and secondarily on 
results. Delegation focuses on intended 
results. When you assign work, you 
simply instruct an employee to 
complete a particular task in a specific 

that you are asking one of your 
employees to do something that you 
normally do as part of your 
resoonsibilitv. 

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 w h o n ~  you are 
tlclegiilieg: 

Responsibility and accountability for completing the assignment. 

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

Freedom to complete the assignment properly. 

You have to remember, hawever, that you never delegate 
responsibility. What you delegate Is the authority to act 

L 
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Authority to act that normally is delegated in viirying degrees as follows: 

The degree of autliority yon grant to the concerned employee will depend on 
niany fitctors anlong wliicli w e :  

Complexity and importance of the task. 

Expertise of concerned employee. 

Time constrains. 

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

lly t l e leg i~ l i~~g  ti~slcs to your s~~borc l i~~ i i l e s ,  you will: 
lmprove your effectiveness by setting priorities and will be able to focus 
on performing your essential tasks. 
lmprove co-ordination and control of activities, because the 
responsibilities are more effectively allocated 

lnlprove 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 sl~bordinates. Ry comparison, the GOE should 
prioritise tasks, keep direct control over strategic business issues, and guide the 
organization towards the achievement of the goals. 

I? 3 i: 
It is important to overcome the fear of delegation, and transfer some 
of the decision-making power and responsibilities to capable 
subordinates. Usually, these subordinates are the ones at the next 
lower hierarchical level, i.e. managers or supervisors 
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Guidelines for delegating managerial tasks 

The following guidelines will help you to delegate managerial tasks: 

Carefidly 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). 

Ensure that thistthese person(s) hasthave the skills, abilities and knowledge 
necessary to perform the managerial tasks. 
Establish the authority and responsibilities given to this person in detail 
(informally and formally based on a relevant job description). 

Ensure that this person has all the resources required to perform the 
managerial tasks (time, human resources, money, information, and 
equipment). 
Monitor the progress to check whether the tasks have been accomplished 
effectively and ensure regular communication at the initiative of both sides. 
Inform the person that you will support the outcomes (regardless if it is 
positive or negative). 

v 

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

I Continued on the next page.. . I 
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EXERCISE 
I 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? 

Job Design 

Job design also affects the employee's 
motivation. It is how work is performed 
and the tasks that it requires. How the 
design of a job affects an individual's 
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 1 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: 

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 conlpleting 
a bigger piece of work 
Task significance, which is the 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. 

These characteristics affect the tliouglits and feeliugs of an individual; 
more particolarly, in terms of their; 

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

These psychological states, in turn, lead to certain outcomes such as job 
satisfaction and higher quantity and quality of work 

b) Job Design Model 
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These findings about the motivational effect of job design have led to such 
approaches as job rotation, job enlargement and job enr ic l~n~er~t .  

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 meaninghl 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 tloor 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. 



Strategic Human Resources Management 

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. 

EXERCISE 
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 1 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 proccss of lhe 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 identifjhg 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 si~nultaneously improve their commitment in achieving 
those ot~jectives. 

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

Employee involvenlent provicies greater team and business idenlily, wliich 
is show11 through greater cooperation and coordination among members at 
all levels. 

When conflict does arise under employee involvenlent 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, alld 
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: 

Illvili~~g sollie cmployccs lo parlicipale ill pla~l~iing, dcsigniilg, biidgeli~lg 
and other important activities. 

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. 

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

Invite involvement from across the entire spectrum of employees. 

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

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 
c o l ~ ~ m r ~ s  of the table below. The third C O ~ I I ~ I I I  show how these factors correspond to 
job qr~i~l i ly  asl~ects, 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, translates into higher productivity, efficiency and 
effectiveness. 

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 
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Continued from the previous 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 comfortable 
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 motivate and demotivate them. 

Initially, they seemed intimidated and not very keen on answering the questionnaire. 
However, when Mr. Jameel mentioned that the questionnaire was confidential and 
anonymous,, they decided to fill up the forms without hesitation. For those who were 
unable to read, Mr. Jameel suggested that a colleague would assist them in filling the 
form after an oral response. 
All employees filled their questionnaires. After Mr. Jameel had collected and analysed 
the answers, relevant information related to different motivational factors came up. 
Employees were definitely not satisfied about many issues related to their work. 



Strategic Human Resources Management 

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

Continued from 
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dramatically. Obviously, all the income originating from his business is derived 
from the sales of its products. If the total sales are low, the business will fail. He 
understood that demotivated employees would not be willing to work hard in 
promoting and selling the products, especially if they are not happy about their 
salaries. Therefore, Mr. Jameel decided to reward his sales force with both, a 
basic salary plus en extra performance related reward (as a percentage of the 
total sales of each employee). Consequently, those employees who would sell 
more products would receive a higher salary and would become more motivated 
in selling even more. 

Working hours 
Mr. Jameel decided to decrease the number of working hours from 9 to 8 hours 
per day. He realised that employees would not feel satisfied when working so 
hard for so many hours. Mr. Jameel assessed his finances and recognised that 
his business could, and should, hire some extra employees either permanently or 
on a casual basis. In addition to this, Mr. Jameel is also complying with the local 
legislation of only 8 hours of work per day, therefore avoiding possible 
expenditure due to overtime changes. Mr. Jameel also decided to establish meals 
intervals for his staff, by allowing a half-hour lunch break, and a fifteen minutes 
tea break during the afternoon. 

Job security 
Mr. Jameel realised that the problem related to job security could be solved 
through two different ways. Flrst, he should communicate to his employees that 
those who are committed to thelr work and performing well would not be 
dismissed easily, unless they commit a major misconduct or crime, such as theft 
or sexual hahssment. He promised his employees that he would adopt a 
disciplinary policy describing how employees should behave and what would 
happen to them in case they would not respect the organizational rules (the 
disciplinary policy will be dealt in details in Chapter 8). 

2. Regarding leadership style 

Mr. Jameel has always been aware that he was an autocratic leader, He recalls 
that, in many occasions in the past, he noticed some defects in the products and, 
as a result, he blasted the employees and fired some of them immediately, 
without giving them the right to be heard Realizing that his actions affected his 
employees' motivation, Mr. Jameel is attempting to demonstrate a change in his 
autocratic behaviour through the following actions: 

Increasing communication with his employees (communication will be dealt 
on Chapter 7 of this module). 

..-""...--..--..-.. .. -. ..-- .̂  .-.-. "-T-.-.-..-----w."--.- ....- -. " . .  -....̂ ...̂ .̂ _"...-..-......,~.......-... .a ......--.,,. --.,.... .,. . .. .... ......... . 

Continued on the next page ... 
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Hana Juice Cornpanv IHAJCO) Ltd. 

Part 6: How Mr. Jameel attempted to improve his employees' motivation 
Continued from the previous page ... 

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

Demonstrating more apprectation for each employee, making himlher feel 

Jameel also began forming quality circles. Around half of the employees 
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EXERCISE 
1. Develop a n  Employees'  Motivation Assessment  questionnaire to b e  

answered  by e a c h  employee of your business  

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

5. Chapter Summary 
Human resources management recognises that employee motivation alfecls produclivily 
and quality of  work far inore effectively than the carrot-and-stick approach oS old 
management systems. 



Strategic Human Resources Management 

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 hlfilled. I t  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 
assignnlents, opportunities for learning and growth). 

Another important theory is that of Hertzberg. It distingilishes the satisfiers - the factors 
that enable a worker to produce a reasonable anlount of ell'orl, and Llle nlolivalors, lhose, 
which push workers to perform with much greater effort and enthusiasni. Factors, which 
satisfy, are mostly external factors such as salary, pay and working condilions, 
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 Ihe 
entrepreneur or manager is to provide proper conditions of employment, which would 
improve the factors that "satisfy", while at the same time maximising the fixtors that 
"motivate." 

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

Sltill 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 the extent to wllicll a job has an impact on people's 
lives 

At~tonomy, wllicll ,is the degree to wllich the job allows the individual Lo 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. 

Motivation is also enhahced through employee involvement. Enlployee involven~ent 
is based on the I~elief that: 

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

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 arected 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 n~~mber of fiictors affect employees' performance and PI-oductivity. 'These ir~clude your 
leadership style, motivation, conimunication, and  team building. 'l'llis chapter will enhance your 
ability to communicate with your human resources. 

What you will learn in this chapter ... 
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1. What is effective communication 

A typical c o n ~ n ~ ~ ~ n i c n t i o n  model represented 
l~clow 

Co~nrtzrt~zictrtio~z is the exchange of messages 
between people to achieve common 
understanding. 

The figure  show^^ above illuslrnles t h t  c o ~ ~ ~ n i ~ ~ i i i c a t i o ~ i  i~ivolves 1i1e following: 

AI leas1 oric sender and il ~cccivcr 

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

Encoding of the message, the use of words or on-verbal communication to transmit 
the nlessage 

A message itself, the result of the encoding process, which consists of oral or wri~len 
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 

Noisc, ally lirc~or thal  inlcrfc~.cs will1 Illc cxcliniige ol' nusages such as physical ~ioise, 
interruptions, but also receiver fatigue reducing the ability to decode the message 
correctly. 

Feedback, the response of the receiver who now becomes the sender. Withoi~t this 
feedback, corn~ti~~nica~ion is one-way com~nunication. Will1 feedback, i l  is two-way 
communication. 

I Effective communication means that people fully understand the 
messages exchanged between them. 

L 
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In your business, eTTeclive con~n~mication requires: 
Clearly formulated messages on tasks, fimctions and decisions. 
Clearly-defined responsibilities and authorities 
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 comm~inication will: 

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 affect 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. I n  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 
hnctioning of all operations because employees are informed about how to do their 
work. 

Satisfy the needs of employees for social interaction at the workplace. All 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 gro~lp 
atmosphere, which will also lcad to eftective co-ordination of tasks between the 
employees, and among departments, so that the tasks work with coherence. 



Strategic Human Resources Management 

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 
Comn~unicittion 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: 
Formal and informal comn~unication channels 
Vcrtical and horizontal communication channels 
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 employee reports to 
the manager on the job, he perl'ormed. 

Formal con~n~unication 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. 

Work-related informal comn~unication can ensure co-ordination 
between employees. It can, also help address emerging problen~s that 
need ilnn~etliale attention. For exaniplc, 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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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 commilnication. 

Dow11w:lrd cosi~iionic;~tio~i is the communication llow from a higher 
level to a lower level of the organizational hierarchy. In Mr. Jameel's 
company, downward conlmunication would happen, whenever Mr. 
Jameel communicates with his employees, because his position is at the 
higher level of the hierarchy. Downward conimimication can take many 
forms, for instance by meetings, newslctlers, memos, telephone 
conversations and face-to-face conimunication. 

Upward conimunication concerns the communication flow from the 
lower level to a higher level of the hierarchy. Upward communication 
would take place when Mr. Jameel's enlployees conlmilnicate to him. 
Forms of upward communication include face-to-face meetings, 
telephone conversation, employee surveys, suggestion boxes, and 
memos. 

Horizontal (lateral) commonication involves conllnilnication between 
employees on the same organizational level. Horizontal conlmunication can 
take many forms, including telephone conversations, meetings, reports, 
memos and fhce-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 milst decide on how to corn~nirnicate to lllese 
groups. A c o ~ i i ~ i i i ~ ~ ~ i c : ~ t i o ~ ~  11etwor1~ is the way information is spread by the 
manager among a group of employees. 

The most common communication networks are the wheel conimunication 
network, the cl~ain-type communication network and the all-cl~annel type 
communication network, as shown below: 
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Wheel network Chain network All Channel 
network 

'I'lie wl~eel  netwo14t is the most rigid form of communication whereby 
all tlie information flows tlirough one particular individual. A11 example 
might be tlie GOE who comniunicates with the employees yet tlie 
employees do not comniunicate amongst tlieniselves. 

The cllaio netwol-it is also a rigid forni of communication. In the chain 
network, employees can com~nunicate between eacl~ other; however, tlie 
individual fi-om tlie centre of tlie chain tends to control tlie niessage. This 
could for example be tlie GOE instructing tlie managers of various 
departnients, l'liese managers then, com~nunicate fi~rllier to tlie stail' in 
their deparlnle~it. 

'I'lie irll-ci~;r~r~rcl ~rctworlc is rhe most deccntraliscd ~ietwork. A n  all- 
channel network allows its menibers to communicate with one another. 

For small business, centralized networks such as tlie wheel and chain 
networks can work very well, because information disseniiuates quickly and 
accr~rntely while you retain tidl conlrol. 

When the business grows, and the ~iumber and complexity of tasks o n  Iin~id 
increases, all-clian~iel type comni~~nication networks can (but [lot 
necessarily do) work better, because they promote the fcee exchange 01' 
i~ilimiiation on a n d  across the various orga~iizatio~id Icvcls. 

I n  addition, all-clian~iel communication networks olten result in a better 
group morale and conimitment. On tlie other hand, tlie accuracy of the 
communication transfer can easily suffer if many people communicate at 
the same time. 
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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 conlmunication system sliould 
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. 
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complex tasks by: 

Establishing more autonomous teams / departments to handle specific tasks 
ojects with 1 without the GOE as participant in the group (but in any 
without hierarchical powers). These projects could, for example, be a 
et research project or the regular work of a department such as R&D, 
nstance in case of the development and implementation of a new 

product. In the latter case, the R&D department could work as a team with 
production and marketing & sales to ensure the adequate design and 
production planning in line with customer needs, 

rn Blending the 'all channel network' with t h e  '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 reporting on the new product 
development. . . 

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 t o  the 
communication system in  a top-down approach; but should make tl ie process 
participatory and transparent to involve and w in  the employees for the new 
system. 

To that purpose, 

Conlniunicate the basic strategic goals t o  all employees, and explain the need 
for continuous change and flexibility i n  the business to  achieve ambitious 
goals. Inform changes i n  employment conditions to  staff and how this niay 
affect them. 

Com~nunicate the values, aims and achievements o f  the organisation in  order 
t o  instigate enlployees to  be involved and committed. 

Ensure operational systems are in  place, such as adequate structures (Chapter 
2), j ob  descriptions plus performance feedback mechanisms (Chapter 3 and 
4), compensation and reward system (Chapter 5). 'These systems facilitate 
smooth conl~nunication and efficient operations. 

The i~bove gl~itlcliries concerll the c o ~ ~ ~ n ~ a n i c i ~ t i o n  process ill  any lcintl of 
bminess regi~rdless of tlie growth strategy. 
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Mr. Jameel decided to increase business efficiency by making changes in the existing 
communication diagram, in line with the new differentiation strategy. 

The ProductionIQuality Control department now counts on an experienced manager 
who is in charge of production and new products' development. Mr. Jameel realised 
that this department needs further flexibility and more communication between its 
employees in order to cope with the envisaged development and production of new 

I communication between departments would be done via Mr. Jameel. For instance, if 
the ProductionlQuality Control manager would need information related to Finance, he 
would request Mr. Jameel to provide this information. This system would not only 
increase Business efficiency, but also reduce Mr. Jameel's workload dramatically. 

Mr. Jameel also decided that each department should have work teams (presently 
only production line I employees maintain work teams) so that they collaborate and 
can assist each other where necessary. 

Finally, the managers and supervisors of each department have been directed by Mr. 
Jameel 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 maior strategic issues. 
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EXERCISE 

your Business. 
I. Based on the above example, prepare a new communication diagram for 
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Chapter Summa y 
Communication is the exchange of messages between people to achieve common 
understanding. Effective communication means that people hlly understand the 
messages exchanged between them. 

In your business, effective communication requires: 
Clearly formulated messages on tasks, fi~nctions and decisions, 
Clearly defined responsibilities and authorities, 
Participation of the employees and two-way communication, 

H The right words, timing and medium in formal and informal communication 
Good listening and feedback skills. 

Effective communication will help you to grow your business since it: 
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: 

Enswe messages are sent taking the ahility of the receiver to understand the 
message as LIIL' starting point, and adjust the comtnunication accordingly; 
Ensure the receiver of communication is treated respectfully, and feels comfortable 
to provide feedback and ask questions; 
Use adequate communication means depending on the message, such as telephone, 
face-to-face meetings, formal meetings, newsletters, electronic mail, internet, and 
suggestion boxes; 
Minimise noise that interferes with communication through adequate locations with 
adequate conditions 
Ensure the achievement of common understanding thror~gh feedback and sullicient 
communication loops 
Have adequate arrangements in place to promote work related informal 
communication and reduce non-work related informal communication 
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 
RELATIONSHIPS WITH YOUR 
HUMAN RESOURCES 

The aim of this Chapter is to assist the growth-oriented entrepreneur to create and maintain 
effective and liar~nonious 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 inlhnal  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 Cllapter will exl)l;~in how yon CiIIl establish effective work rehtion in your 
I311siness by: 
H Adopting basic conditions of employment and respecting e~nployees' rights. 
H ~mproving safety and health in the workplace 
H Introducing disciplinary and grievance procedures 

2. How can effective work relationships help 
your business to grow? 
This module has been consistently informing the entrepreneur, on the i~nportance or their 
workforce to acl~ieve business growth. The quality or  work relations is tliercl'ore, very 
important as it  determines the extent to which your en~ployees 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: 
H It achieves high levels of etliciency 
H It is a method that creates and maintain employee motivation 

It establishes more effective comnlunications at the workplace 
H I t  obtains commitment and participatiou Trom e~nployees 
H I 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. 

All previous advantages are crucial for growth-oriented enterprises. The reason is that 
these businesses oRen 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. Ekct ive work relations are 
therefore, vely beneficial to the business, as it establishes control mechanisms comprised 
of consistent, and fair rules and policies that regulate employees' related matters. 1 1 1  this 
wily, ~n;~n;~geercr~t  will r.iltionillise their tirue ir~: 
H 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 

H Communicating business rules and expected results behaviours to their employees' 
(as employees will have access to written statements that control their bel~aviours). 
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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 afkct your 
business' social image. Therefore, creating in the society the impression that your 
business is not in accordance with principles ol'social development. 

Obviously, employees, also benefit whenever there are effective work related practices 
and policies in the workplace. Firstly, effective 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, efi'ective 
work relations, also improve employees' involvement with their work, as they will be 
able to exchange their ideas with management and comnlunicate their complaints 
whenever necessary. 

Adopting basic conditions of employment 
and respecting employees rights 
Chapter 5 discussed the importance of motivation in the workplace and how to motivate 
your employees. 'IXs section, however, will discuss the basic conditions of enlployment 
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 differ 
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 contlitions that you l ~ a v e  to offer to ;III your employees arc: 

The provision of written employment contract to each of your employees, which 
should include: 

Hours of work 

Meal intervals 

Working on weekends and public holidays 

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, etc. 
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It is, also very important that you and your managers recognise and respect employees' 
rights imposed by their trade unions. Iracle Unio11s are 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 denlalids in order to develop good relationships wit11 tl1e111. 

3.1 Employment Contract 

Law obliges tlie provision of written employment contract to each of yow 
einployees. The employment contract establishes a relationsl~ip tliat binds both 
employees and eniployer. In principle, it aims to protect employees against 
arbitrary use of power by their employer. Ilowever, it  also benelits the employer 
as it defines the obligation of the employees for the right to their re~nuneration, 
and improves the business image as a socially responsible employer. 

Some of t l~e  areas covered in legislation and regulations include I~ours of work, 
meal intervals, rest periods, working on weekends and public holidays, maternity 
leave and breast-feeding periods, discrimination, equal opportunities and fieedo~n 
of association. 

You are also enco~lraged to provide fringe benefits s ~ ~ c l i  as pension and medical 
aid. It 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 li-om 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 
eniployees. Ilealtli and safety programmes aim to protect not only your 
eniployees, but also any other person all'ected 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 anti safety is tlie responsibilily 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 einploynient. 
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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: 

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. 

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: 

Assessing and eliminating hazards though improvement or change of 
current processes. 

Substitute hazardous materials with less hazardous materials. 

Restrict access to hazardous areas. 

H Use of warning systems, such as signs, instructions, procedures and labels. 

H 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. 
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sponsibility for safety and 

' 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 en~ployee 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 grievance policy describes the rights given to en~ployees for a fiiir 
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 IIAJCO established a Grievance Policy 
and Procedure. 
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1. Design a grievance policy and procedure for your own business. 

................................................................................................................................................................................................... ............................... .- ... . . . . . . . . . . . . . . . . . . . . . .  

....................................................................... .... - ......................... 

2. Please complete this corresponding section on your growth plan 

(Chapter 10) 
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Example of Grievance Form 
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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. 'I'his is a very ell'ective tool to assist your bi~siness in 
establisliing discipline at the workplace, as i t  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 tlie 
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 behavio~ir, but 
they will have the right to a fair and unbiased procedure to discipline them. 

To be effective, disciplinary procedures sliould be a product of joint e fh - t  
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 tlie code be jointly authored and registered by the relevant 
authorities before it is used for disciplinary purposes. You 1t1~1st therefore, 
check with your local labour oflice what the position is exactly. 

The uniformity and consistency in treatment of cases of a similar 
nature and hence removal of arbitrariness. 

Some of the benefits that a discipli~~ary code of cond~rct offers to your 
b ~ ~ s i ~ l e s s  ;we: 

The provision for certainty. Employees will know in advance the 
consequences of infringing the rtdes of the code. 

The collective ownership of the tool by the employees when they have 
participated in its creation. 

I 

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. I t  saves a lot 
of the management time in dealing with disciplinary issi~es of its employees. 

Devetopiog discipli~m-y procedures ioc l~~des :  

Disciplinary rules to be observed and definitions of acts of 
commission or omission constituting misconduct. 

Procedure to be followed when the code is violated, with time limits 
f i ~  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. 

Right of appeal. 

Written summary record of proceedings and the decisions taken. 

The optiolis available to businesses to discipline their employees usilally 
follow the steps: 

Oral warning to employee 

First written warning 

H 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. I f  absenteeism 
from duty exceeds a certain stipulated period as stated in your registered 
code with reasonable excuse, the employee may be lawhlly 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 s l~own on the next page. 

Disciplirle f lowcl~nrt~ 

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. 

Cole, G. A. 
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Based on the above example, elaborate a disciplinary procedure for your 
business. 

I Please complete this corresponding section on your growth plan (Chapter 10). 
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Chapter Summary 
Work relationships refer to both formal and informal illterrelationships 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 suficiently motivated and committed to pcrfbrm to 
required standards. 

The main advantages of the developl~~er~t  and maintenance of effective work relations are: 

It assists in achieving high levels of business eficiency 

It is a method that creates a d  maintain enlployee motivation 

W It assists to establish more effective coln~nunications at the workplace 

It assists to obtain comnlitment and participation from elnployees 

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. 

Some of the most basic conditions that you have to offer to all your elriployees in order to 
establish effective work relations are: 

The provision of written employment contract to each of your employees, which 
should include: 

Hours of work, meal intervals. 

Working on weekends and public holidays 

The minimum period of notice, except for temporary/casual contracts. 

'I'he provisiou of Ilealth and sal'cty. 

The provision of equal employment opportunities 

The provisidn of equal treatment at the workplace 

Provision to be in line with Jordanian Labour Law. 

It is 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 tlexibility. 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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. Human Resources Records and 
Administration 

I. What are Human Resources records and 
administration? 

Iluman 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 
Individ~ral data and Collective or Statistical data. 

Examples of individl~al data are: 
The application form, giving personal particulars; 

Interview and test record; 
Job history after joining the firm, including details of transfers, pron~otions 
and changes in occupation; 

Current pay details and changes in salary or pay; 
Education and training record witli details of courses attended and results 
obtained. 

Collective infornlation 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; 

Training records. 

7 ' 1 ~  ad~ninis(rution of tlicse records ii~volves tlie rccording, up dating, analysis 
and security of the information. Some of this information can be of a very 
confidential nature, s ~ ~ c l i  as individual salary or health details. 

1.2 How human resources records and 
1 administration can help your business I 
1 growth. 

Business owners and managers, who are primarily concerned witli different 
activities related to business growth, such as production, marketing, sales, etc, 
often ~leglcct the design, developnient, implenientation and rnai~lte~~ance of an 
employee records administration system. However, business owners and 
management must understand that information about employees is an essential 
requirement for the successfhl operation of an organisation. As explained 
throughout this module, human resources are the organisation's most valuable 
source of competitive advantage; therefore, i t  is important that management have 
access to information related to them 
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Human Resoiirces records system is used Tor internal purposes such as planning, 
monitoring, appraising, and developing employees. In fact, it assists managers 
with informalion related to diverse areas of human resources management, such 
as recruitment and selection, promotion, iransfers, disciplinary procedures, 
terminatior~ and redundancy. I t  can meet external requirements, sirch as the 
provision of data for returns to governmen1 departments and agencies. 

A comprehensive and well-designed en~ployee administration system will assist 
management in accessing both individual and collective data and information 
related to 1lle cnlployees. S L ~ I  inl'ornlaiion can be very imporlsnl dwing 111c 
decision-making process of nlany issues related to organisalio~lal growth, such 
as: 

Ci~rrent size oT the workforce 

Their distribution in  terms of age or gender 

Their level of education and experience 

W Training needs 

W General performance levels. 

1.3 Developing Human Resources Records for a 
growing Business 

a) Requirements of an effective human resources 
record system 

Effective I l ~ r n ~ i ~ ~ r  Itesoorces ~.ecords ft~lfil t l ~ c  followiug requisites: 

They nre sccursle. Acci~racy 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. 

Tlrey are easy to mainti~in. Fli~man Resources records should be easy 
to maintain and self-explanatory with minimum guidance required, in 
order making the work more eficient and less costly. 

They ill-e coniprellensive, and releviint Lo (lie ncetls of t l ~ c  bnsiness. 
Con~prehensive and relevant information also 1:dcililatcs [he utilisation 
of information, and reduces cost and time related to the collection of 
useless information. 

W l l i e y  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 needs. S~nall 
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 absenteeism. Larger or growth-oriented 
businesses will require a inore conlplex system, as they require more input 
of information and many inore decisions. 

l h m a n  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 
cornputel-ised system ofTcrs the following benefits: 

H 1 ligher speed of accessing, compiling, an~ending and changing data 
and information 

H Ability to analyse and make comparative studies 
Ability to maintain a large amount of information 

H Ability to incorporate different system, and applications such as 
payroll and databases. 

When designing the information systein, the business 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 from 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. Tlle 
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 
inforination. As most of the data is intrinsically pcrsonal, they can be of 
confidential nature; therefore, the business owner and management have to 
impose limitation related to the access and dissemination of such 
inforination. This could be done till-ough a computerised record systern. 

c) Types of Records 
The most important and conlmori types of employees-reli1tec1 records 
for growth-oriented b~rs i~~esses  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 developnlent plans (please refer to the corresponding 
sample form in Chapter 5) .  
Performance appraisal records (please refer to the corresponding 
sample form in Chapter 5) .  

You should ensure that your personnel files are properly stored, 

L 

A sample of: A Ilomnn Resources Record 
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Human Resources Information System 
Human Resources Information Systems (HRIS) are systems used to collect, record, 
retain, analyse, and retrieve data concerning the enterprise's Ilu~nan resources. Most of 
today's l lHlS are on computer, so we will focus on time. Although it is beyond the scope 
of this module to discuss the technical details of the IIRIS, it is worth i t  to explore two 
relevant issues: the applicatio~ls of IIRIS and the lnallage~neilt of sccirrily and privacy 
issues related to I I  It IS. 

HRIS Applications 
A coniputerised IlRlS contains conlputer hardware and software applications 
that work together to help managers make IIR decisions. The hardware is a 
moderate personal conlputer. The soltware may be a custom-designed 
programme. Ill< software applications are currently available. 

l lRlS  i~pp l i c i~ t i o~~s  provide: 

a) 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 
progranlme can access the data in the e~nployee infornlation database for 
more specialised 1 1  R  uses. 

b) Applicant tracking 
An applicant-tracking progralnnle can autonlate some of the labour- 
intensive activities associated with recruiting job applicants. 'I'hese 
activities include storing job applicant information so that niultiple users 
can access i t  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 oft'ers or has special persolla1 
circumstances, generating correspondence for example, a job oll'er or a 
rejection letter. 

c) Skills inventory 
A skills inventory keeps track of the supply of job skills in the employer's 
work force, and searches for nlatches between skill supply and the 
enterprise's demand for job skills. The skills inventory is to support an 
enterprise's policy of pro~notion from and witltin. 

d) Payroll 
A payroll applications programme computes gross pay, governmental 
taxes, social security, other taxes, and net pay. I t  can also be programmed 
to make other deductions from the pay cheque for such items as employee 
contributions to Iiealth insurance. 
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Employee information 

This funclion will include the employe 
number, and date of birth, location. el 

Payroll 
ons and deductio 

2.2 HRlS Security and Privacy 
The I-IR department must develop policies and guidelines to protect the integrity 
and security of the IIRIS. 

To ~nninlirin (Ire sectrrily nad privilcy of lIRlS I-ccortls, the enterprise 
sllollld: 

H Limit access to the IlRlS by controlling access to the computer and its 
data files. 
Secure the areas that I~ouse computers and sensitive tlalabases. 

H Use codenames or codes in staff records. 
H 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. 
Grant pern~ission to access enlployee information only, on a need-to-know 
basis. 

H Develop policies and guidelines that govern the utilization of employee 
information, and notifi employees and how these policies work. 

H Allow employees to examine their personal records to veritjr 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 aid salaries. You can 
invest some money in this soflware to achieve your objectives. 

Yon can e v a l ~ ~ ; ~ t e  the software according to the following criteri;~: 

Human Resources Specific Data 
1)oe the IIIUS support the following? 

Multiple addresses. 

W Phone numbers. 
Multiple telephone extensions. 
Previous employee history. 

Provides succcssion and career planning which sqports :  

Career development 

Career profiles 

Career planning 

Replacement planning 

Provides an applicant tracking system records: 

Qualifications, Education, Training, Skills, Languages 

Professional licenses, Language information. 
W Provides applicant cost tracking by category, posilion, deparln~ent, 

or user definable criteria. 
W Supports occupational Iiealth and safety regulatory compliance. 

Supports termination/severance administration. 

General Data Processing 
The HRIS s11011ld manage the general data processing of your 
employees as follows: 

W Supports headcount administration and reports. 
W Supports leaveldisability, absence1 vacation administration. 

Gcncratcs applicant correspondence in professional rormats. 
Supports distributing and coordinating an internal interview 
schedule. 
Supports applicant tracking and progress and prepares signoff letters 
as appropriate. 

Payroll 
The HRIS should manage the general data of your employees' 
salaries as follows: 

W Provides updates on regulatory changes. 
Provides updates on tax changes. 
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W Supports niultiple deductions per pay period or billing cycle based 
on fixed or variable amount. 

H Supports uptlating and creating tax tablcs. 
H Supports variable pay cycles I frequencies. 

d) Human Resources Reports 
The l lRlS  sllonld nla~iage flie general dnfa of yoor en~ployees' 
reporf s as follows: 

H Employees according to age report 
H Employees according to occupation report 
W Employees according to educational attainment report 
H Employees according to departments report 

Passports to be renewed reports 
W Driving license to be renewed report 
W Work licenses to be renewed report 
H Work contracts to be renewed reports. 
W The forecasted needs of the himian resources report. 

H Employees' performance appraisal report. 

H Employees' vacations report. 

I 

EXERCISE 
I 1. Do you have human resources computerised system? 

2. If yes, evaluate your human resources computerised system 
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Chapter Summary 

IIuman 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 individl~nl data are: 

The application form, giving personal particulars; 

interview and test record; 

Job history after joining the firm, including details of transfers, promotions and 
changes in occupation; 

Current pay details and changes in salary or pay; 

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. I t  also assists managers with information related 
to diverse areas of human resource management, sucli 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 
governmei~t 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 t e r m  of age or gender 

l'hcir 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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I. What is a Strategic Human Resources 
Management plan? 

A Strategic lJRM Plan is a document that provides your business a strategic approach to 
the achievement of its missions, strategies, and goals through an eft'ective management of 
its members. 

The contents of a Strategic l lRM Plan covered in the previous chapters of this module. 
An HRM plan describes the: 

Organisational structure of your business and its communication systems 

The quantity and the quality of people required in your business 

Recruitment and selection plans 

StatTdevelopment plans, including the plans for your self-develop~nent. 

Assessment of employees' motivation and actions to be taken to increase 
motivation in the workplace 

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 IIRM 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 FIRM plao: 

- -- 

Develop an organizational structure to support growth . 7 
- - . - . - . . .- 

Assess your Human Resources Needs Il 
- 

Recruit new staff 

--- 
Train and develop your staff and yourself 

Motivate your staff I 

Establish effective working relationships with employees 

------..- -. .- 
Record and maintain personnel data 

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 Ilns to ensure that: 

W The structure is flexible and supports further growth; 
W The structure is flat and simple; 
W The decision-making process is optimally decentralised; 
W The structure is cost effective; 
W All the functions have been allocated; 
W The structure is coherent with both organization and employees' 

requirements; 
W The structure is coherent with the organizational culture; 

W The structure facilitates co-ordination; 
W The structure will enable communication between organizational members; 

and 
W The chain of command is clear to all employees. 
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Draw the Orgar~izatior~ Structure for your business in the fo l lo~v i~~g  spilce: 

ORGANIZATIONAL STRUCTURE 

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 o f  skilled 
employees in order to  implement your growth strategy. You also learned the 
importance o f  developing a job description for each o f  your employees. 

On the next pages a blank job description form. Use it t o  prepare job descriptions 
for the positions required within each department of  your organizational s t l -wti~re.  
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JOB DESCRIPTION 

Job Title: 

Reports to (supervisor): 

Reporting to job holder (line manager): 

Main objectives: 

Areas of responsibility and main tasks: 

1. 

2. 

3. 

4. 

5. 

6. 

Job requirements (specifics): 

Section: 
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AAer you have developed a job description for each of the positions within your 
business, you will be able to assess how many eniployees will be required to lilllil 
each position As n~enlioned in Chapter 3 ,  this assessment is based on your own, 
and your managers' judgement and experience. 

The followi~ig form provides space for you to define each position in  your 
business, and tlie nunibcl- ol'eliiployees requircd to pet-li)l-rii all the tasks. 
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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 wl~ether your . . 

current staff llave the skills required to perI&nl the new positions. 
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If you decide that your current staff cannot be trained or promote to f i l l  the 
positions, you have to hire external (addiiional) staff. 111 this case, fill the f o m  
below. 

- 
Number of perslonnel to fill 

each role 
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3.3 Recruiting new staff 
During this phase, you will first, develop a Recruitnlent Policy, which will 
establish the principles and steps that you will follow in  filling a vacancy in your 
business while, at the same t h e ,  it  helps to make your values clear to prospective 
employees and other stakeholders. 

r 

Recruitment Policy . 
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The following step is to prepare advertisenlent for cacli vaca~lt post, send them to 
the sources in which you believe that is most suitablc to attract the cadidatcs. 
Complete the following form when v a c i ~ ~ ~ c i c s  ilrise. 

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 following space is for a draft eml)loyment contri~ct, which sl~or~ltl I)e 
issued to each o f  new enqdoyees. 

Employment Contract 
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The followi~ig space is for a11 ilic111ctio11 progranilile for you to issue to each of 
your maoagers. 

delines 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 
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Next, you should supply each of your managerial stalt'with a copy of the below 
form for the assessment of the training needs of each department 

ntal Training and Development Plan 
- - . . - - . --- -. . - . - - - -- - - . . . . -.. . - . 

Department Needs Participants 
' 

(Areas) Type Of Training By When 
Name 
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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 

Name: 



Strategic Human Resources Management 

The following space provides space for you to elaborate performance appraisals 
for your managerial staff, they need to be reviewed periodically in order to veriQ 
whether they have met their targeted goals. 
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Below is a Staff Member Development Plan. Either you or the departmental 
managers, should complete separate staff developnlent plans for each of your 
existing staff members, specifying the training needs and action to be taken to 
upgrade the employees' skills. 
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The followi~lg box provides space for you to draft a new division of labour by 
delegating your managerial tasks to s~~bordinates.  
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Complete the following matrix with your current and requil-ed skills in order to 
assist you in the skill match analysis 
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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 efl'ectivcly 
the roles within your business. 

Personal Development Plan 

Name: 

Once you andlor your staff have performed the training, you have to evaluate the 
effectiveness of the training against the objectives set previously. Con~plete 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 yoiir organization, and the name of possible ine~nbcrs. 

Quality Control Plan 

Name: 
Objective Of The Development Effort: 

-- 
Departments Areas of Concern 

-.--- 
Composed by 
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The following box provides space for you to develop a motivational assessment 
questionnaire for each member of your staft'to complete. 
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Based on the outcomes of the above questionnaire, till in the f'ullowing box with 
its main findings and respective actions to be undertaken 
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3.6 Revise the internal communication system 
Chapter 7 discussed in details the importance and application of ell'ective 
communication systems within your organization. Now it  is time for you to re- 
organize and optinlise the organization's internal co~nmunication in order to 
support the growth strategy chosen. 

IJse the followiog space lo dr;lw the C O I I I I I I I I I I ~ C ~ I ~ ~ O I I  di;lgri1111. 

Communication Diagram 
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Establishing effective working relations with 
your employees 
Chapter 8 discussed the importance of establislling effective working relations 
with your employees, implementing policies and procedures to guarantee elkclive 
working relations. Below are blank forms for you to communicate various policies 
and procedures to employees. Always e~npllasise to your employees the 
importance of respecting these policies and procedures. 

The following box provides space for you to draft a l~ealtli and safety policy 
for your business. 
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The following box provides space for you to draft a Grievance Proced~~re for 
your business. 
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The following box provides space for you to tlrilft a Disciplinary P~.ocedore 
for your business. 
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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 en~ployee whicti are updated. 

Use the following space to design a l i ~ i n i a ~ ~  resources record card forni 
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MY ACTION PLAN 
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MY ACTION PLAN 

Ubjective ilcwtim 
Time frame 

Went3 shouM be d m ? )  
(What To Wfeye?f 

ResponsBiiity 
what shouid be done?) I Starf End 

Resources 
Stabs 

@Vho sfioutd do in) (How it shotdd be done?) 



Strategic Human Resources Management - -- -. - - - - - - - -- - - 

GLOSSARYOFMANAGEMENT 
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