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1. General information
1.1 Introduction
This module is designed to equip students with knowledge and skills on: human resources planning and development, recruitment, selection of personnel, induction, placement, training and development; techniques of performance appraisal; employee compensation plans & incentive schemes; morale and motivation; discipline; maintenance and safety; industrial relations; collective bargaining; grievances and grievance handling. It also focuses on newly emerging issues of Human resource like diversity and its management, Gender relations and woman empowerment in workplace.

The graduate will be generally responsible for managing human resource of department/ organization. Specifically the holder is responsible for analyzing jobs, planning human resources, recruiting and selecting human resources, training and developing human resources, appraising employee performance, compensating human resources, handling human resources grievance, leading human resources, and mainstreaming gender in all human resource functions. 
1.2. Relation with the curriculum
Human resources are the most critical resources of an organization.  This is so because the human resources are directly participate in the production and distribution of goods and service.  Importantly, human resources manage other resources of organizations. Thus, keeping other things constant,   the success and failure of an organization depends on the management of human resources;   that is the human resources management plays significant role in any sector including agribusiness.    Hence, this module is designed to introduce and equip students with the basic knowledge and skill concerned with Management of Human resources in Agribusiness and Value Chain Management.
2. Module Objectives: 
Up on the completion of this Module, learners will be able to:
· Explain the operative functions of  human resources  management,
· Understand the importance and significance of human resource in  Agribusiness and Value Chain Management ,
· Understand  the major principles and techniques of human resource management    system,

· Comprehend the dynamic nature and applications of human resource management  in business and other organizations,

·  Understand systems of gender mainstreaming in human resource management 
· Evaluate human resources management practices of an organization. 
1. An overview of Human Resources Management 
1.1. Introduction 

This section is concerned with definition and background, importance of human resource management, evolution and development of human resource management, and human resource management objectives. The learning task is executed both in classroom and students’ self-study, and group and individuals assignments. Here students are expected to have good communication and analytical skill to understand the nature and concepts of human resources management.
1.1.1. Nature and Concepts of Human Resources Management 
1.1.2. The Meaning of Human Resource Management (HRM)
Pre test: Dear students, according to your view, what is then Human Resources Management   

                (HRM)?.......................................................................................................................
Before giving an answer to the question what is Human resource management let us start our discussion by defining the term management itself for which human resource management is a part.  Management can be defined as the process of reaching organizational goals by working with and through people and other resources. Organizations are composed of human, financial, physical, and information resources. From these organizational resources human resources are the sources of all productive efforts in an organization.

 Different writers defined Human resource management in different ways. For instance; Edwin Flippo defines HRM as “planning, organizing, directing, controlling of procurement, development, compensation, integration, maintenance and separation of human resources to the end that individual, organizational and social objectives are achieved.” 

According to Leon C. Megginson, Human Resources means "the total knowledge, skills, creative abilities, talents and aptitudes of an organisation's workforce, as well as the value, attitudes and beliefs of the individuals involved."  Human resource management may be also defined as    the systematic control of a network of interrelated processes affecting and involving all members of an organization. We may, therefore, say that Human Resource Management (HRM) is an approach based on four fundamental principles:
· Human resources are the most important assets an organization has and their effective management is the key to its success;
· This success is most likely to be achieved if the personnel policies and procedures of the enterprise are closely linked with, and make a major contribution to, the achievement of corporate objectives and strategic plans;

· The corporate culture and the values, organizational climate and managerial behaviour that emanate from that culture will exert a major influence on the achievement of excellence; this culture must, therefore, be managed;
· Finally, HRM is concerned with integration - getting all the members of the organization involved and working together with a sense of common purpose.

1.1.2. The Objectives of Human Resource Management

The objectives of human resource management include the following:
· Helping the organization reach its goals. 

· Employing the skills and the abilities of the work force efficiently. 

· Providing the organization with well-trained and well motivated employees. 

· Increasing to the fullest to the employees’ job satisfaction and self- actualization. 

· Developing and maintaining quality of work life that makes employment in the organization a desirable personal and social situation.

· Communicating HRM polices to all employees. 

· Helping to maintain ethical policies and behaviour. 
· Managing change to the mutual advantage of individuals, groups, the organization and the public.
Pre test: Dear learners, who is responsible to undertake human resource management functions? ....................................................................................................................................
Human resource managers are responsible to undertake the functions of human resource discussed below. Human resource managers are individuals who normally act in an advisory, or “staff,” capacity, working with other managers to help them deal with human resource matters.
1.1.3. Personnel Management VS Human Resource Management
Human Resource Management has evolved from personnel Management. However, personnel management is not human resource management. Human resource management integrates basic premises of personnel management.
Personnel Management
It is a traditional approach to management of people. It focuses on personnel administration, employee welfare and labor relations. It is more discipline and control oriented to perform maintenance function. It is regarded as a staff function in the organization structure.
Human Resource Management

It is a systems approach to management of capabilities of people. It is concerned with interrelationships of acquisition, development, motivation and maintenance functions. It regards people as a resource and emphasizes development and utilization of human potential. The attached annexed Table1 (Annex 1), clearly shows other differences of human resource management and personnel management. 

1.1.4. Human Resource Management Functions

Human resource management involves all activities/ functions from human resource planning to human resource separation. The major human resource functions include:  

A. Human resource Planning: An organization must have qualified individuals in specific jobs at specific places and times in order to accomplish its goals. Obtaining such people involves human resource planning, recruitment, and selection. Human resource planning (HRP) is the process of systematically review​ing human resource requirements to ensure that the required numbers of employees, with the required skills, are available when they are needed.

B. Recruitment and Selection: Recruitment is the process of attracting such individuals in sufficient num​bers and encouraging them to apply for jobs with the organization.  Selection is the process through which the organization chooses, from a group of applicants, those individuals best suited both for open positions, and for the company. Successful accomplishment of these three tasks is vital if the plant is to become operational and accomplish its mission.

C. Human Resource Development: Human resource development assists individuals, groups, and the entire organization in becoming more effective. Human resource development is needed because people, jobs, and organizations are always chang​ing. The development process should begin when individuals join the firm and continue throughout their careers. Large-scale HRD programs are referred to as organization development (OD). The purpose of OD is to alter the environment within the firm to help employees perform more produc​tively (you have more discussion about OD In the next unit section three).

D. Human Resource Performance Appraisal: Through perform​ance appraisal, employees are evaluated to determine how well they are performing their assigned tasks. Performance appraisal affords employees the opportunity to capitalize on their strengths and overcome identified deficiencies, thereby becoming more satisfied and productive employees. 

E. Compensation and Benefits: A well thought out compensation sys​tem provides employees with adequate and equitable rewards for their contributions to meeting organizational goals. Com​pensation includes all rewards that individuals receive as a result of their employment. 

F.  Human Resource Safety and Health:  Employee Safety involves protecting employees from injuries caused by work-related accidents. Health refers to the employees' freedom from illness and their general physical and mental well-being. These aspects of the job are impor​tant because employees who work in a safe environment and enjoy good health are more likely to be productive and yield long-term benefits to the organization. 
G.  Employee and Labour Relations: Labour relation is the process through which employees and unions:

· Negotiate pay, hours of work, and terms and conditions of employment for the group of workers presented by the union,
· Sign a contract that defines management constraints and union and employee rights and constraints for the length of the contract period, and 

· Share the responsibility for administering the negotiated contract.  



H. Human Resource Research: Every human resource management function needs effective research. For instance, research may be conducted to determine the type of workers who will be most successful. Or it may be aimed at determining the causes of certain work-related accidents. This function will become increasingly important because, as the work environment becomes more complex,-the value of timely and accurate information increases dramatically.

To summarize, HRM functions are not separate and distinct; they are highly interrelated. Management must recognize that decisions in one area will have impacts on other areas – and what those impacts are likely to be. For example, a firm that emphasizes recruiting and training of a sales force while neglecting to provide adequate compensation is wasting time, effort, and money. In addition, if management is truly concerned about employee welfare, it must ensure a safe and healthy work environment.
Learning activities

1. Define human resource management and  List at least four  objectives of human resource management -------------------------------------------------------------------------------------------
2. Describe the functions of human resource management-----------------------------------------
Continuous assessment 

·  Written test

·  Group discussion and reporting on the relationship between Human Resource management functions  
 Summary  
Human resource management is the systematic control of a network of interrelated processes affecting and involving all members of an organization. Human resource management generally makes eight contributions to the effectiveness of an organization. Human resource management has evolved from personnel management. However, personnel management is not human resource management. The major human resource management functions include: human resource planning, recruitment, and selection, human resource development, compensations and benefits, safety and health, employee and labor relations, and human resource research. These HRM functions are interrelated.
1.2. Human Resource Management Environment
1.2.1. Introduction 

The environment of an organization consists of the conditions, circumstances, and influences that affect the organization's ability to achieve its objectives.   Human resource management program functions in a complex environment and is influenced by different factors which can be broadly grouped into internal and external environmental variables. The organization has little, if any, control over how the external environment affects management of its human resources.  
These factors impose influences of varying degrees on the organization from outside its boundaries.  Moreover, important factors within the firm itself also have an impact on how the organization manages its human resources. Human resource managers, therefore, should be aware of human resources environment.
In this section learners will identify and analyze internal and external factors that influence human resource management. The learning task is executed both in classroom and self-study, and group and individual assignments.   To acquire the required knowledge and skill,   students are expected to have analytical and communication skills.
1.2.2. Objectives
Up on completion of this learning task student will be able to:

· Identify the internal and external environmental factors that affect human resource management. 

· Understand and analyze the external and internal environment of  HRM,

· Predict the trend of change of HRM environment.
1.2.3. The Internal Environment of HRM
Pre Test 

Dear learners, list factors that influence human resource management functions within an organization?-------------------------------------------------------------------------------------------------
 HRM functions are affected by factors within the organizational boundaries which are called internal human resource environmental variables.  The primary internal factors include the firm's mission, policies and corporate culture. These factors affect the overall organizational performance. 
A. Mission: Mission is the organization's continuing purpose or reason for being. Each management level should operate with a clear understanding of the firm's mission. Each organizational unit (division, plant, and department) should have clear objectives that coincide with organizational mission. The accomplishment of company mission depends on human resources management practices and the human management practices also depend on the mission of the organization. Thus, company mission is one among the   major internal factors that affects the tasks of human resource management.
B.  Policies: A policy is a predetermined guide established to provide direction in deci​sion making. As guides, rather than hard and fast rules, policies are some​ what flexible, requiring interpretation and judgment in their use. They can exert significant influence on how managers accomplish their jobs. For instance, many firms have an "open door" policy, which permits an employee to take a problem to the next higher level in the organization if it can't be solved by the immediate supervisor. Knowing that their subordinates can take problems to a higher echelon tends to encourage supervisors to try harder to resolve problems at their level.

Many larger firms have policies related to every major operational area. Although policies are established for marketing, production, and finance, the largest number of policies often relate to human resource management. Some potential policy statements that affect human resource management are:    

· Providing employees with a safe place to work.

· Encouraging all employees to achieve as much of their human potential


                as possible.

·  Providing compensation that will encourage a high level of productivity

                   in both quality and quantity.

· Ensuring that current employees are considered first for any vacant


              position for which they may be qualified.
C. Corporate Culture: 
As an internal environmental factor affecting human resource manage​ment, corporate culture refers to the firm's social and psychological cli​mate. Corporate culture is defined as the system of shared values, beliefs and habits within an organization that interacts with the formal structure to produce behavioural norms. An infinite variety of cultures could exist, so we probably should view them as a continuum.

A closed and threatening culture is at one extreme. In this type of cul​ture, decisions tend to be made at higher levels in the organization; man​agement and subordinates lack trust and confidence in each other; secrecy abounds; and workers aren't encouraged to be creative and solve problems. At the other extreme is an open culture in which decisions tend to be made at lower levels in the organization; a high degree of trust and confidence exists between management and subordinates; communication is open; and workers are encouraged to be creative and to solve programs. In a likeli​hood, the exact nature of any particular corporate culture falls somewhere between these extremes. Regardless of its nature, identification of the cor​porate culture in a firm is important. It affects job performance throughout the organization and consequently affects profitability.
1.2.4. External Environment

External human resource environment involves all factors/conditions outside the organization that influences and restricts human resource management actions of an organization. These factors include:
A. Economic conditions: Organization decisions to hire additional people, to lay off current employees, or to grant a cost-of-living wage increase are all influenced by economic conditions. Economic conditions also influence employees. For example, high unemployment rates make many employees reluctant to quit their present jobs, because they are afraid they won’t find another one. This reduces turnover. Workers squeezed by inflation may ask for extra hours of work to increase their earnings. Therefore, the economy of a country is a major environmental factor affecting human resource management.
B. The Technological Environment: The technological environment includes advances in sciences as well as new developments in products, processes, equipment, machinery and other materials that may affect an organization. Technological environment influence all human resource management functions.  For instance, technological advancement has an implication on training. The human resource of an organization should be trained its employees to stay up with rapidly advancing technology.  Technological advancement has also tended to reduce the number of jobs that require little skill and to increase the number of jobs that require considerable skill.
C. The Socio-Cultural Environment: The socio-cultural dimension of the general environment is made up of the customs, values, and demographic characteristics of the society in which the organization functions. The socio-cultural dimension influences how employees feel about an organization.  Human resource management, today, has become more complex than it was when employees were concerned primarily with economic survival. Today, many employees have more social concerns than mere economic interest as early times.

D. The Physical Environment: The physical environment includes the climate, terrain, and other physical characteristics of the area in which the organization is located.  The physical element can help or hinder an organizational ability to attract and retain employees. Hence, housing and living costs can vary from one location to another and can have a significant impact on the compensation, employees will get.

E. Political and Legal Environment: Laws reflect a society’s response to social, political, or economic problems. A growing share of businesses decisions – one estimate is as many as half – are shaped by the government laws, regulations, and policies. In other words, the government laws and regulations will give direction for almost half of the decisions of business organizations. Equal employment opportunity legislation and employment - at - will decisions are especially significant examples. In most countries, the law says organizations have to hire anyone who fits the job. These laws require examination of every single personnel policy and program to ensure compliance.  As more companies operate in many different countries, simultaneously complying with regulations of many countries poses an additional challenge.
F. Labour Unions: Wage levels, benefits, and working conditions for millions of employees now reflect decisions made jointly by unions and management. A union is a group of employees who have joined together for the purpose of dealing with their employer. Unions are treated as an environmental factor because; they become a third party when they bargain with the company. In a unionized organization, the union rather than the individual employee negotiate an agreement with management.
In many cases, unions have forced employers to adopt sound human resources programs. However, the presence of a union reduces employers’ flexibility in designing human resource programs. Therefore, many organizations wish to maintain or achieve a union-free status. How organizations respond to unions (if they are unionized) or the threat of unionization becomes an extremely important factor in HR decisions. The presence of a union means many HR decisions must be negotiated with a third party (the union). But unions have an effect beyond those employers whose workers are unionized. Many organizations make decisions as part of a strategy to remain non-unionized.
Learning activities  
1.  List and explain major internal HRM environmental variables----------------------------------------------------------------------------------------------------------------------------------------------------
2. List and explain major external HRM environmental variables----------------------------------------------------------------------------------------------------------------------------------------------------
Summary
Many interrelated factors affect human resource management. Effective human resource management requires careful considerations of all environmental variables. The internal environmental affects a firm’s human resources from inside. Certain interrelationships among internal environmental variables complicate the management of human resources. Factors in the external environment include: the economic, technology, socio-cultural, physical, government regulations and labor unions. Each, separately or in combination with others, can facilitates better conditions or impose constraints on the human resource manager’s job.
1.3. Job analysis and Job Design 
1.3.1. Introduction 
 Job analysis and job design are the major important tools in human resources management. This section discuses the concepts and applications of job analysis and job design in organizations. Students are expected to have communication, analytical, conceptual and interpersonal skills to understand the section. 
1.3.2. Objectives

Up on completion of this section learners are expected to:

· Understand the concept and importance of job analysis  job design ,

· Explain various techniques used to make job analysis and job design,
1.3.3. Job Analysis

Pre Test: Dear learners define job analysis and list the importance of  job analysis in organizations -------------------- ---------------------------------------------------------------------------
1.3.3.1. Meaning of Job Analysis

A job in an organization is created when tasks, duties and responsibilities justify hiring of one or more people for accomplishing the organizational purposes.  A Job consists of a group of tasks that must be performed for an organization to achieve its goals.  A job may need the services of one individual, such as that of the Prime Minister or the services of ten or more, as might be the case with ministers in a country.  In a work group consisting of an auditor, two chief accountants, and three accounting clerks, there are a total of three jobs and six positions.  A position is the collection of tasks and responsibilities performed by one person; there is a position for every individual in an organization.              

Job analysis is the systematic process of determining the skills, duties and knowledge required for performing jobs in an organization.  It is an important human resource technique and is also a method that enables to obtain information regarding jobs available in the organization.
1.3.3.2. Purposes of job Analysis
A comprehensive job analysis program is an essential ingredient of sound human resource management. It is the major input for forecasting future human resource requirements, job modifications, job evaluation, determination of proper compensation, and the writing of job descriptions.  The following are some of the purposes of job analysis.

A. Organization and Manpower Planning: It is helpful in organizational planning, for it defines labor needs in concrete terms and co​ordinates the activities of the work force, and clearly divides duties and responsibilities.
B. Recruitment and Selection: By indicating the specific requirements of each job (i.e., the skills and knowledge), it provides a realistic basis for the hiring, training, placement, transfer and promotion of personnel. Basically, the goal is to match the job requirements with a worker's aptitude, abilities and interests. It also helps in charting the channels of promotion and in showing lateral lines of transfer."

C. Wage and salary Administration;  By indicating the qualifications required for doing a specified job and the risks and hazards involved in its performance, it helps in salary and wage administration, job analysis is used a foundation for job evaluation.
D.  Job Re-engineering: Job analysis provides; information which enables us to change jobs in order to permit their being manner by personnel with specific characteristics and qualifications. This takes two forms: 

(a) Industrial engineering activity, which is concerned with operational analysis, motion study, work simplification methods and improvements in the place of work and its measurement, and aims at improving efficiency, reducing unit labor costs, and establishing the production standard which the employee is expected to meet; and 

(b) Human engineering activity, which takes into consideration human capabilities, both physical and psychologically, and prepares the ground for complex 'operations of industrial administration,' increased efficiency and better productivity.

E. Employee training and management Development: Job analysis provides the necessary information to the management of training and development off programs. It helps it to determine the content and subject matter of in-training courses. It also helps in checking application information; interviewing, weighing test results, and in checking refer​ences.

F. Performance Appraisal: It helps in establishing clear-cut stand​ards which may be compared with the actual contribution of each indivi​dual.

G. Health and Safety:  It provides an opportunity for identifying hazardous conditions and unhealthy environmental factors so that corrective measures may be taken to minimize and avoid the possibility of accidents.

1.3.3.3. Job Analysis Methods

Job analysis information provides the base for human resource information system.  Basically, in order to get information for job analysis, the job analyst need to know that organization and the work it performs. Methods used to conduct job analysis are different; this is because organizational needs and resources for conducting job analysis differ.  However, some of the most common methods of obtaining information for job analysis are (1) Questionnaires; (2) Interviews; (3) Observation; (4) Employee-Log and (5) Combination of Methods.  Each is disused briefly hereunder. 
Questionnaires: To study jobs, job analyst design questionnaires to collect information uniformly.  These questionnaires reveal the duties and responsibilities, human characteristics and working conditions and performance standards of the job to be investigated.  The questionnaire method is quick and economical to use.  However, accuracy is lower because of misunderstood questionnaires.  Since, there is a possibility that some workers may tend to exaggerate the significance of their tasks, suggesting more responsibility than actually exists; the same type of questionnaire can also be administered to supervisors to verify the worker responses. 

Interview: Face-to-face conversation is an effective method to collect job information.  This method provides an opportunity for the interviewer "to explain unclear questions and probe into uncertain answers.  The job analyst often talks with a limited number of employees first, and then contacts the supervisors for checking the accuracy of the information obtained from the employees.  Although, the interview method is time-consuming and expensive, it ensures a high level of accuracy.

Observation: The observation method is slow and less accurate than other methods.  This is because the job analyst may miss irregularly occurring activities.  Nevertheless, actual observation acquaint the analyst with the machines, tools, equipment's and work aids used, the work environments and to obtain visual impression of what is involved in the job.  This method is used primarily to study jobholders at work, noting what they do, how they do it, and how much time it takes.  Moreover, it enables the analyst to see the interrelationships between mental and physical tasks.  However, observation alone is usually an insufficient means of conducting job analysis, particularly when mental skills are dominant in a job.
Employee Log: This method enables the job analyst to collect job data by having the employees summarize their work activities in a diary or log.  If entries are made over the entire job cycle, the diary can be quite accurate and feasible way of collecting job information.  This method is not popular because it is time-consuming and less reliable as some employees may tend to exaggerate their tasks.  However, valuable understanding of highly specialized jobs, such as a financial analyst, may be obtained in this way.

Combination of Methods: Since each method of obtaining information for job analysis has its own defects, job analyst often rely on combinations where two or more techniques are used concurrently. For example, in annualizing clerical and administrative jobs, the analyst might use questionnaires supported by interviews and limited observation.  On the other hand, in analyzing production jobs, interviews supplemented by work observation may provide the required information.  Combination of methods can ensure high accuracy at minimum costs.  Basically, the job analyst would employ the combination of methods required to carry out an effective and efficient job analysis.
1.3.3.4. The Steps in Job Analysis 

There are five basic steps required for doing job analysis, these are:

Step 1: Collection of Background information: The make-up of a job, its relation to other jobs, and its requirements for competent performance are essential information needed for a job evaluation. This information can be had by reviewing available back​ground information such as organization charts (which show how the job in question relates to other jobs and where they fit into the overall organization); class specification (which describe the general require​ments of the class of job to which the job under analysis belongs); and the existing job descriptions (which provide a starting point from which to build the revised job description.)

Step 2: Selection of representative position to be analyzed: Since the analysis of all jobs would be time consuming, flow representative positions should be analyzed.

Step 3: Collection of job analysis data: Job data on features. of the job, required employee qualifications and requirements, should be collec​ted either from the employees who actually perform a job or from other employees (such as foremen or supervisors) who watch the workers doing a job and thereby acquire knowledge about it; or from the outside persons, known as the trade job analysis’s who are appointed to watch employees performing a job.

The duties of such a trade job analyst are: 

· To outline the complete scope of a job and to consider all the physical and mental activities involved in determining what the worker does. For this purpose, he studies the physical methods used by a worker to accomplish his task (including the use of machinery, tools and his own movements and necessary mental facilities); 
·  Find out why a worker does a job; and for this purpose he studies why each task is essential for the overall result; and

· The skill factor which may be needed in the worker to differentiate between jobs and establish the extent of the difficulty of any job.

Step 4: Developing a Job Description: The information collected is to be developed in the form of job description. This is a written statement that describes the main features of the job, as well the quali​fications/activities which the job, incumbents must possess.
Step 5: Developing Job Specification: The last step is to convert the Job Description statements into Job Specifications, i.e., to specifically mention what personal qualities, traits, skills, background is necessary for the getting the job done. 
 A. Job Descriptions

Information collected by using one or more job analysis techniques allows management to develop job descriptions. 
Pre-Test: Dear Learners, can you define the term job descriptions? 

A job description is a summary statement of the information collected in the job analysis process. It is a written document that identifies, defines, and describes a job in terms of its duties, responsibilities, working conditions and specifications.

There are two types of job descriptions: specific job descriptions and general job descriptions.

A specific job description is a detailed summary of job’s tasks, duties, and responsibilities. This type of job description is associated with work flow strategies that emphasis efficiency, control, and detailed work planning. It fits best with a bureaucratic organization structure with well-defined boundaries that separate functions and the different levels of management.              

The general job description, which is fairly new on the scene, is associated with work flow strategies that emphasis innovation, flexibility, and loss work planning. This type of job description fits best with a flat or boundary less organization structure where there are few boundaries between function and levels of management.

Only the most generic duties and responsibilities for a position are documented in the general job description annex 2 shows a general job description for the job of supervisor. Note that the job and duties and responsibilities in annex 2 apply to the job of any supervisor-one who supervises accountants.                                

B. Job Specification

This takes the job description and answers the question, "What human traits and experience are necessary to do the job well? It indicates what kind of person is to be recruited ahead for what qualities that person should be tested. The difference between a job description and a job specification is really one of perspective. A job description defines what the job is; it is a profile of the job. A job specification, on the other hand, describes what the job demands of the employee and the human skills that are required. It is a profile of the human characteristics needed by the person performing the job. The job specification is thus a statement that usually contains information on such items that are essential requirements in terms of education, experience, training, judgment, initiative, physical effort, physical skills, communication skills and emotional characteristics.
1.3.4. Job Design

1.3.4.1. Meaning of Job Design 

Pre Test: 

Dear learners, explain the job design and its purposes ------------------------------------------------
We have seen above that the purpose of job analysis is to specify the tasks to be accomplished and the personal characteristics necessary to accomplish those tasks. We shall now see that the concept of job design is related to specifying the content and method of a job that will, on the one hand, satisfy the technological and organizational requirements and on the other, the social, Psychological and personal requirements of the worker. In short, job design specifies how the job is to be done (as against what is to be done) and how employees can be satisfied doing it, i.e., optimizing their individual goals of personal growth and well-being. Job design is the process of determining the specific tasks to be performed, the methods used in performing these tasks, and how the job relates to other work in the organization.

1.3.4.2. Techniques of Job Design

The major purpose of job design and redesign is to improve employee performance.  There are many methods of enhancing jobs through job design/redesign.  The following represent the more viable techniques of job redesign.

A.  Job Rotation: This involves the movement of employees from job to job in periodic intervals. Jobs themselves are not actually changed ​only the workers are rotated. Rotation breaks the monotony of highly specialized work by providing variety as well as allowing the worker to display different skills and abilities. Knowing and being exposed to a cross section of jobs helps the worker's self ​image, provides personal growth, and makes him feel more valuable to the organization. The enterprise also benefits since employees with a wider range of skills give management more flexibility in scheduling work, adapting to changes and filling vacancies.
The drawbacks of job rotation are:

i) Shifting people around has costs, both obvious and hidden. Apart from costs involved in the movement of personnel, productivity inevitably drops in the initial phase of a worker's taking on a new job. Also, efficiencies derived through experience are lost as a result of job rotation and these can be substantial.
ii)  Job rotations also create disruptions. Members of work groups have to adjust to the new employee as much as he to them. The supervisor has to spend more time answering questions and monitoring the work of the recently rotated employee.
iii)  Finally, rotation is a weak solution to jobs that score low on motivation potential. Critics point out that this approach involves nothing more than having people perform several boring and monotonous jobs rather than one.

B. Job Enlargement: Motivation theories have generally supported the view that increases in range increase job satisfaction along with other job outcomes. Job enlargement strategies focus upon the opposite of dividing work - they are a form of de-specialization with the accent on increasing the number of tasks which an employee performs. Job enlargement expands the number of related tasks within the job. It changes the scope of a job to provide a greater variety of tasks for the worker to perform - it expands duties horizontally. For example, instead of knowing how to operate only one machine, a worker is taught to operate two or even three with the same level of responsibility. The purpose is to reduce monotony by expanding the job cycle and drawing on a wider range of employee skills.
Although, in many instances, an enlarged job requires a longer training period, job satisfaction usually increases because boredom is reduced. The implication of course, is that job enlargement will lead to improvement in other performance outcomes. The concept and practice of job enlargement has become considerably more sophisticated in recent years. Hence, instead of only increasing task variety, attempts are made to redesign other aspects of job range such as providing worker​ paced as against machine-paced control. But there is little doubt that job enlargement works best in settings where employees are amenable, taken into full confidence and have required ability. In such cases, there are demonstrable increases in satisfaction and product quality and decreased absenteeism and turnover. These gains are not without costs - one major factor being the likelihood that employees will demand more wages in exchange for handling larger jobs. Job enlargement, like job rotation, is still an inadequate response to work that inherently lacks meaning. 

C.  Job Enrichment:  One worker eloquently commented, "Before I had one lousy job. Now, through enlargement, I have three lousy jobs." What is needed is a redesign option that expands a job vertically and gives the employee more say and control over what he or she does. Such an approach is job enrichment. Over the last three decades, a great deal of interest has centred around job enrichment which has been the most popularly advocated structural technique for increasing employees' motivational potential. Strongly advocated by Frederick Herzberg, job enrichment, in essence, provides the employee with an opportunity to:
a) Perform more challenging and meaningful work; b) Utilize skills and knowledge more fully; c) Assume more authority and responsibility for planning, directing and controlling his work; d) Receive feedback on his performance; and

e) Grow and develop.

Job enrichment adds new sources of need satisfaction to jobs. It increases responsibility and control. Adding these elements to jobs is termed as vertical loading. Horizontal loading occurs when the job is expanded by simply adding related tasks as in the case' of job enlargement. Job enrichment sees jobs as consisting of three elements: planning, doing and controlling. Job enlargement adds more things to do. 
Enrichment increases the planning and control components. Yet, job enrichment is not a cure-all. Its techniques are mere tools that cannot be universally applied they have to be adapted to the jobs, the location, the situation and the prevailing environment. Some of the vital factors that need to be kept constantly in mind are: union resistance cost of design and implementation and the fact that long-term effects have not been adequately researched.
Learning activities 
1. Discuss the job analysis methods

2. Define job design

3. Differentiate job specification and description 

4. Write at least 3 advantages and disadvantages of job design techniques 

5. Differentiate job enlargement and enrchiment 
Summary 

Job analysis is a systematic procedure for securing and reporting the information which defines a specific job. It has many uses in the management of human resources. It determines the quali​fications required for a job; provides guidance in recruitment and selec​tion; evaluates current employees for transfer or promotion; and establi​shes the requirements for training programs, It is used as a foundation for job evaluation and helps in employee development by means of appraisal and counselling; for establishing improved methods of analyzing problems of health, safety and fatigue; it functions as a guide in connection with discipline and grievances and as a basis for transfers, lay-offs and as a basis of comparison of the pay rates obtaining in other organizations; and it establishes workloads and job assignments,  It also helps in redesigning the jobs to improve operational performance or to enrich job content and employee improvement. Managers may develop ways of giving their employees an increased sense of personnel accomplishment and control over themselves and their work.

After a work flow analysis has been done and jobs have been designed, the employer’s expectations for individual employees used to be defined and communicated. This is best done through job analysis, which is the systematic gathering and organization of information concerning jobs. In order to gather information of job analysis has different methods such as observation, interview, questionnaire, employee logs and combination of methods. A job design is the process of organizing work into the tasks that are required to perform a specific job. There are three important techniques for designing a job; these are job rotation, job enlargement and job enrichment.
1.4 Human Resource Planning
1.4.1 Introduction
This section is designed to give the basic concepts and practices involved in the planning of human resources of organizations. As an essential element of human resource management, human resource planning is a crucial process that is fundamental for effective and efficient utilization of the most important resource of organizations – the human resource.  The section discuss concept of human resource planning, the steps involved in human resource planning, and environmental factors affecting human resource planning.  
1.4.2 .Objectives:

After completion of this section, learners will be able to:

· Explain what human resource planning is and its importance to organizations

· Identify the problems involved in human resource planning.

· Explain the methods involved in forecasting future demand and supply of human resources.

· Identify and discuss the environmental factors that affect the human resource planning activity.
1.4.3 . Concept of Human resource planning

Pre-Test: Dear learners, what is your understanding of planning as a general concept? How do you apply this understanding to human resource planning? --------------------------------------
Planning, in general, involves the process of knowing where you are going and how you are going to get there. It enables managers to anticipate and prepare for changing conditions. The same holds true for human resource planning. Organizations set-up long-term and short-term objectives that they plan to achieve over a specified period of time. To achieve these objectives, jobs are identified and plans are devised to fill them. The question is, how do you plan for the openings that develop in your organization? You could choose to wait for the opening to develop and then try to fill the position as best as you can or do some forecasting and planning before the jobs are vacant. The former approach might work for small organizations; however, it definitely results in last-minute rushing and mistakes in large organizations with hundreds of positions. Thus, planning required the number and type of  human resources for your organization and figuring out the way to satisfy these requirements becomes a very essential element in effectively achieving organizational goals. 

To look into human resource planning more closely, it helps to go through the various definitions describing its meaning as indicated below:

Definition 1: Human resource planning is the process of translating overall organizational objectives, plans, and programs into an effective workforce to achieve specific performance. (L.C. Megginson) 

Definition 2: HRP is the process of systematically reviewing human resource requirements to ensure that the required number of employees, with the required skills, is available when they are needed. (W. Mondy) 

Definition 3: A process by which an organization should move from its current manpower position to its desired manpower position. Through planning, management strives to have the right number and kind of people at the right places at the right time, doing things, which result in both the organization and individual receiving maximum long run benefit. (E.W. Vetter) 

Definition 4: HRP is the system of matching the supply of people internally (existing employees) and externally (those to be hired or searched for) with the openings the organization expects to have over a given time frame. (Byers/Rue)

 Definition 5: HRP is the process that helps to provide adequate human resources to achieve future organizational objectives. It includes forecasting future needs for employees of various types, comparing these needs with the present work force, and determining the numbers and types of employees to be recruited or phased out of the organization’s employment group. (Ivancevich)
The above definitions can best be summarized in the following points depicting the basic process involved in human resource planning activity. Human resource planning:

· Determines the impact of organization’s objectives on human resource requirement and translates the goals into the number and types of workers needed.

· Forecasts:

· the overall human resource requirement of an organization (demand)

· the availability of human resources from within and/or outside of the organization(supply)

· Analyzes the impact of environmental factors

· Identifies anticipated gaps between the demand and supply of human resource 

· Determines action plans to close the anticipated gaps.

To further elaborate on the concept, think of a manufacturing company that is developing a business plan to take a new product into a market. The managers would be involved in planning the pricing; marketing and sales strategies that they hoped would generate desired levels of profits. However, for their plans to be effectively implemented, they need to think about the people it would take to produce, market, sell and distribute the product and to provide auxiliary support services. Thus, they need to address questions such as: how many people would it take? What types? Would the company be able to afford these many people? To what extent could the needed talent be obtained from other units of the company on a timely basis? To what extent would it be necessary to go outside for certain skills? Would these skills be available in the external labor market when needed? What action steps would be necessary to get the appropriate internal and external sources of talent? Would those brought in come with the requisite skills and abilities, or would some type of training and development be necessary? What steps would have to be taken to ensure that the new personnel would be properly motivated and reasonably satisfied with their jobs? 

Thus, in summary, human resource planning is an attempt to forecast how many and what kind of employees will be required in the future and to what extent this demand is likely to be met. It involves the comparison of an organization’s current human resources with likely future needs and, consequently, the establishment of programs for hiring, training, redeploying and possibly discarding employees.

3.4.4. Objectives of Human Resource Planning

Pre Test:
Dear learners, what do you think are the objectives of HRP? ----------------------------------------
Like any other function of management, the general objective of human resource planning is to achieve organizational objectives by ensuring that a pool of talent will be ready when needed. 

The more specific objectives of human resource planning are to:

· Relate human resource needs to overall activities of an organization.

· Make long-range estimates of specific-as well as general-needs.

· Maximize the return on investment in human resources.

· Recruit and retain the human resource of required quantity and quality

· Foresee the employee turnover and make the arrangements for minimizing turnover and filling up of consequent vacancies.

· Meet the needs of the programs of expansion, diversification, etc.

· Foresee the impact of technology on work, existing employees and future human resource requirements.

· Improve the standards, skill, knowledge, ability and discipline.

· Assess the surplus or shortage of human resources and relations by maintaining optimum level and structure of human resources.

· Minimize imbalances caused due to non-availability of human resources of right kind, right number in right time at right place.

· Make the best use of its human resources.

· Estimate the cost of human resources.

1.4.5. Importance of Human Resource Planning

Pre-test: Dear learners, what do you think are some of the reasons that make human resource planning a very important element in organizations?-------------------------------------------------
Human resource planning is very crucial due to the significance lead time that normally exists between the recognition of the need to fill a position and the finding of a qualified person to fill that need. Finding the right person for a given position cannot be done overnight which requires careful planning ahead of the time the employee is actually needed. Some of the points depicting the importance of human resource planning are outlined as follows:

· It checks the corporate plan of the organization. The corporate plan of the organization regarding expansion, diversification, and techno​logical change, should be backed up by the availability of human resources particularly for the key positions. Human resource planning anticipates the availability of different categories of manpower. If it is anticipated that the required manpower will not be available, then the human resource planning suggests the need for modification of corporate plans.

· It offsets uncertainty and change. Without the human resource planning, everything regarding requirement of, availability of and internal moves of human resources would be in liquid state and all the managers will be in dilemma about securing suitable human resource until they get them. Sometimes the organization may have machines, material and money but not the human resource and consequently the production cannot be started. But the human resource planning offsets uncertainties and changes to the maximum possible extent and enables the organization to have right employee at right time and in right place.
· It helps in creating more satisfied and developed work force. Employees who work for organizations that use good human resource planning systems have better chance to participate in planning their own careers and to share training and development experiences. Thus, they are likely to feel their talents are important to the employer, and they have a better chance to utilize those talents. This situation often leads to greater employee satisfaction and its consequences: lower absenteeism, lower turnover, fewer accidents, and higher quality of work. 

· It helps in anticipating the cost of human resources to the organization including such costs as salary, benefits and all other cost of human resources facilitating the formulation of budgets in an organization.

· It tries to foresee the need for redundancy and plan to check it or to provide for alternative employment in consultation with trade unions, other organizations and government through remodeling organizational, industrial and economic plans.

· It helps in planning for physical facilities, working conditions, the volume of fringe benefits like canteen, schools, hospitals, con​veyance, child care centers, quarters, company stores etc.

· Information on the level of skills, qualifications, intelligence, values, etc. of future human resource is used as the basis to develop appropriate tests and interview techniques for selection process. 

· It helps the development of various sources of human re​sources to meet the organizational needs.

· Expand the human resource management information base to assist other personnel activities and other organizational units.

· Efficiently match human resource activities and future organizational objectives.

1.4.6. Human Resource Planning Process
Dear learners, what do you think are the steps involved in human resource planning process?
Basically, human resource planning involves seven basic steps. Each of them is discussed in detail as follows. 

Step one: Analyzing Objectives of the Organization

The primary use of human resource planning is to provide the organization with the people needed to perform the activities that will achieve the organization’s goals. To do this, human resource planning should start from the analysis of organizational long-term and short-term objectives and plans. 
Organizational objectives give an organization and its member’s direction and purpose and should be stated in terms of expected results. Therefore, the objectives and plans at all levels of the organization provide the basis for determining personnel needs. These plans usually indicate major sales, production, and financial goals. This information tells the human resource planner whether volumes will be going up, staying about the same, or going down.  Organizational plans could also reveal whether or not there will be any changes in the basic technologies the organization uses to make, market, and distribute its products or services. Such changes typically are introduced as a means of increasing employee productivity and thus, reducing future human resource requirements. They also alter the skill requirements of jobs, and thus the nature of the job categories that are being planned for. Therefore, once the organizational goals and plans are identified and short-term plans at divisional and departmental levels are known, HRM will be in a position to plan human resource needs in line with organizational needs. The human resource planner should ensure that any assumptions made when developing the human resource plan are consistent with the organizational plan.
  Step Two:   Determining Future Human Resource Requirement (Demand)
The second step in human resource planning is predicting the need for employees with the characteristics needed to perform present and future jobs. Objectives analyzed in the first step should be translated in to human resource needs- specific skill required to reach the increased level, number of workers, managerial capability, new technological capacity, etc. With the specific objectives, it will be possible to determine the jobs needed to be done, how many and what types of employees will be required etc. There are two procedures involved in determining future human resource requirement. First, there is the process of determining the job needs. Second, there is the process of determining the number of people needed. Determination of job needs is done through job analysis. It is a process used to determine what each job is and what is required to perform it. It includes determination of personal characteristics required of any employee to perform each job, such as training time, aptitudes, temperaments, interests, physical capacities, and ability to adjust to working conditions. Determining the number of people needed is done through various forecasting techniques to be discussed in the following unit. 
   Step Three: Determining the Future Human Resource Availabilities (Supply)
Once a manager has determined the types and numbers of employees required, these estimates must be analyzed in light of the current and anticipated human resources of the organization. This process involves a thorough analysis of presently employed personnel and a forecast of expected changes in the supply of internal and external personnel.  Developing a profile of the organization’s current employees provides information on the skill, qualification, ability, training, etc. of presently available employees to fulfill the forecasted human resource requirement. Such information is obtained from skill inventory, management inventory, and succession planning and replacement charts. There are also some statistical techniques used to determine future supply of human resources. Along with the assessment of presently available human resources, a forecast has to be done on expected changes to the present employees. There could be additions of human resources as a result of promotions, transfers, returns from leaves of absence, recruitments, etc. There could also be reductions of human resource as a result of demotions, retirements, disability, etc… The result of these manipulations is an estimate of future human resource availabilities at the end of the planning period.  
  Step Four: Conducting External and Internal Environmental Scanning
Determination of human resource requirement and availability cannot be done without the assessment of environmental factors impacting the demand and supply of human resources in organizations. Human resource planning, like any other planning activity, should take into consideration the anticipated changes in the internal and external environment before deciding on the actions needed to be taken to satisfy the human resource requirements of the organization. 
Environmental scanning is the term applied to the process of tracking trends and developments in the internal and external environments of an organization and documenting their implications for human resources planning. Periodically, these data are assembled and trend reports are prepared and made available to those responsible for HRP. Such reports are important to human resource planners since it puts them in an excellent position to influence the nature of future human resource requirements and to ensure that action decisions are realistic and supportive of the organizational objectives. 
 Step Five: Reconciling Requirements and Availabilities (Identifying Anticipated Gaps -Surpluses or  Shortages)
In this step, the information concerning future human resource requirements and availabilities as well as external and internal environmental conditions must be brought together to identify potential gaps. The result of this effort is to show any shortages of manpower- both in number and kind and to highlight where overstaffing may exist (now or in the near future). This information is necessary to make the appropriate decision in satisfying the required human resources within the planning period. 
 Step Six: Developing Action Plans to Close the Anticipated Gaps
Once the future demand and supply of human resources is reconciled, action plans must be developed for achieving the desired results. If the net requirements indicate a need for additions, plans must be made to recruit, select, orient, and train the specific numbers and types of personnel needed.  If a reduction in labor is necessary, plans must be made to realize the necessary adjustments through layoffs, terminations, early retirement, voluntary resignation, etc. 
 Step Seven: Controlling and Evaluating the Plan: The final element in any human resource planning process is to provide a means for management to monitor results of the overall program. This step should address such questions as:

· How well is the plan working?

· Is it cost effective?

· What is the actual versus planned impact on the workforce?

· Where are the plan’s weaknesses?

· What changes will be needed during the next planning cycle?
1.4.7. Forecasting Demand and Supply of Human Resource
1.4.7.1. Forecasting Future Demand for Employees

Forecasting human resource needs is a major concern in the human resource planning process. Forecasting yields the advance estimates or calculations of staffing required accomplishing the organization's objectives.  However, there is no generally recognized forecasting procedure that fits all circumstances and guarantees accurate results.  Rather, human resource planning experts and/or line managers must develop a process that will enable them to have the right numbers and kinds of people in the right place, at the right time, to perform the job. The techniques of forecasting human resource needs range from the highly subjective to the mathematically complex.  In some instances, managerial estimates or guesses of human resource needs are adequate.  

Human Resource Demand Forecasting Techniques
Major techniques include:
· Bottom-Up approach: manager in each unit is the most knowledgeable about the employment requirements. 
· Top-Down approach: human resource plans are prepared by the top level management and sent down to lower level management for implementation. 
· Participative approach: Combines the bottom-up and top-down approaches by involving both the management at the top and supervisors at the bottom who meet and decide on the human resource needs based on the experience of the supervisors and the plans formulated by the top officials.

· Zero-base forecasting approach:  It uses the organization’s current level of employment as the starting point for determining future staffing needs. In this approach of planning, each human resource requirement must be re-justified each time.
· Judgmental Forecasting Methods
A. Expert-forecast: It is an informal forecasting technique that is based on the judgments of those who are knowledgeable about future human resource needs. 

B. Delphi forecasting technique: It solicits estimates of future human resource needs from a group of experts, usually managers. The purpose of this technique is to obtain the most reliable consensus of opinion of a group of experts. 

· Statistical Forecasting Methods: Statistical forecasting methods, generally, use historical data in some manner to project future demand. The most frequently used statistical methods are described below.

Trend projection forecasts: It is involved in studying organizations employment trends in the past to predict future needs. It is perhaps the quickest forecasting technique. The two simple methods in trend projection are extrapolation ( apply to human experience to project, extend, or expand known experience into an area not known or previously experienced so as to arrive at a knowledge of the unknown) and indexation.
B. Workforce Analysis: All relevant factors in planning manpower flows in a firm such as transfers, promotions, new recruitments, retirement, resignation, dismissal etc are taken into account while estimating HR needs.

C. Workload analysis: Based on the planned output, a firm tires to calculate the number of persons required for various jobs.

D. Ratio Analysis: It involves analysis of ratios between some causal factors (like sales volume) and number of employees required (like number of salespeople) 

1.4.7.2. Human Resource Supply Forecasting Techniques

Once the future demand for human resources is projected, the next major concern is filling the expected openings.  To do this, availability of the required number and types of employees should be estimated. The basic process of determining the future human resource availability starts from taking inventory of presently employed employees. Then it is necessary to make the necessary adjustments on expected additions or losses of the present employees. Techniques of Human Resource Supply include:
· Analysis of the supply of present employees: The task here is to estimate the numbers and types of employees that will be available in various job categories at the end of the planning period.
· Statistical techniques: Statistical techniques require extensive analyses of past patterns of employee flows, which are then used to project future flows. 
· Judgmental techniques: In addition to the various statistical techniques, there are many judgmental approaches to establishing future human resource availabilities that enjoy widespread acceptance. 
· Skill Inventory: A skills inventory in its simplest form is a list of names, certain characteristics, and skills of the people working for the organization. It provides a way to acquire these data and makes them available where needed in an efficient manner. Its purpose is to consolidate information about the organization’s human resources. 

· Management Inventory: Managerial talent is an essential resource in every organization. Moreover, since the type of information required about managers sometimes differs from that required about non-managerial employees, some organizations maintain a separate management inventory. 

A management inventory contains a brief assessment of the manager’s past performance, strength, weaknesses, and potential for advancement. 
· Succession Planning: Succession planning is the process human resource planners and operating managers use to convert information about current employees into decisions about future internal job placements. Since potential promotions and other placement decisions are usually the responsibility of operating managers, the human resource department serves in a confidential advisory role. 
Based on  human resources gap analysis,   the if demand is equal to supply , there is need to take action, in the case shortage or overstaffing the human resources manager should take appropriate actions (hiring and training in case of shortage , reducing labour force (  eg .lay off, termination , transfer  ).
1.4.8 Environmental Factors Affecting Human Resource Planning

Human resource planning cannot be performed in a vacuum since a number of environmental factors affect its effectiveness. Human resource planning should take into consideration internal and external environmental factors that may have an influence on the requirements of human resources as well as their availability. Those factors are:
· External Factors Affecting Human Resource Planning

An external environment filled with challenges that can be viewed as variables over which the organization and its human resource department have little influence surrounds the organization. Some of these external challenges affect the human resource requirement of organizations (Demand) while others affect the availabilities of human resources (Supply) to meet requirements.  Some of these factors include:

A. General Economic and business conditions: have widespread effects on human resource planning. The level of economic activity, and whether it is increasing or decreasing, will influence the numbers and types of employees demanded by an organization. Economic developments including inflation, unemployment, and interest rates have noticeable effect on human resource planning. For instance, the price of labor (pay and benefits) will influence the types of jobs created in, ability requirements and rewards. Predicting such economic developments is one of the challenges facing human resource planners.

B. Demands for products and services: The quality and quantity of people an organization hires and its ability to pay its employees is affected by the changes that occur in the product/service market. For instance, in times of market growth, organizations increase employment levels while in times of market decline, organizations economize their use of human resources

C. Labour Market Analysis: The labour market involves the job opportunities and compensation offered by employers and the skills and contributions offered by employees.  Success in finding new employees depends on the labour market and on the skills of the employment specialists in the human resource department. 

D. Social, political and legal challenges are easier to predict, but their implications are seldom clear. Generally, laws and regulations prescribe the types of practices that are either required or prohibited and the possible consequence of failing to abide by the requirements. Many laws and regulations follow economic or social changes that have affected the nation. The same applies to employment laws and regulations that have direct and indirect impact on human resource planning by dictating some of the decisions employers are likely to take.

E. Technology:  changes the way business is done, is difficult to predict, and is difficult to assess. Many thought the computer would cause mass unemployment. 
F. Competitors:  is another external challenge that affects the demand for human resources. Growing foreign competition has forced many organizations around the world to reduce their work force in order to remain economically viable. 

· Internal Factors Affecting Human Resource Planning

Besides external factors, human resource planners find current challenges within the organization they serve. Internal challenges arise because employers pursue multiple objectives. These objectives require tradeoffs between financial, sales, service, production, employee, and other goals. Since human resource goals objectives are just one set among many in the eyes of top management, human resource managers must confront internal challenges with a balanced concern for other needs. Human resource planners find several internal challenges in helping the organization achieve its objectives. Some of these challenges affect the demand for human resources while others affect their availability. Some of these factors include:
A. Organizational decisions 

Major organizational decisions affecting the demand for human resources are:
(1)Strategies and Operational Objectives,(2) Sales and production forecasts, (3)  New ventures 
B. Work Force Factors

The demand for human resources is modified by such employee actions as retirements, resignations, terminations, deaths, and leaves or absence. When large numbers of employees are involved, past experience usually serves as a reasonably- accurate guide. However, reliance on past experience means that human resource managers must be sensitive to changes that affect past trends.
C.  Financial Condition and Flexibility 

Financial status of an organization has a particularly critical influence on human resource planning activities. If an organization is in a good financial condition, it is likely to increase the quantity of its employees or even offer higher salary increments to its employees, while the opposite is the case when financial condition of the organization is bad. 
D.  Nature of the Task

The kind of employees found in a given organization is highly influenced by the kind of tasks or activities performed. The types of people employed and the tasks they do also determine the kind of planning necessary. Planning for highly skilled employees usually requires more care and forecasting.

E.  Culture and Philosophy of Organizations

Organizational culture refers to the “values, beliefs and traditions shared by all members in an organization.” If an organization has a well-defined and practiced culture, its employees should be able to feel comfortable to operate in that environment and adhere to the established culture. The organization’s culture will have impact on the human resource planning activities which usually tends to fill open positions through promotions, transfers, and other internal sources in order as a way of maintaining organizational culture. 

F.  Union Expectations and Power: 

To a lesser extent than the government, unions may restrict the ability to hire and promote employees, so they, too, are a factor in planning. Labor unions exist to protect employees’ right in a more organized and effective way. Union’s interest, expectation and power differ from one union to another. It depends on the kind of industry they are in, the number and involvement of its members and the response of the management to the demands and questions of the unions. Thus, the type of union management is dealing with affects its decision to deal with most planning decisions. 

G.  Information Systems 

Human resource planning requires large amounts of detailed information about employees. Clearly, the acquisition, storage, and retrieval of information present a significant challenge. 

Learning Activities:

1. Define HRP and discuss briefly it’s the more specific objectives and importance 

2. Discuss briefly the HRP process 

3. How both internally as well as externally factors affect HRP?
4. Discuss briefly the DD and SS forecasting techniques 

5. Evaluate and analyse Human Resource Planning practices of DMU   
Summary
Human resource planning (HRP), also referred to as manpower planning or personnel planning, can be defined as the process of getting the right number of qualified people into the right jobs at the right time. Put another way, HRP is the system of matching the supply of people with the openings the organization expects to have over a given time frame.

The general objectives of human resource planning are to relate personnel needs to organizational activities, estimate general long-range and specific short-range needs, and maximize return on investment in human resources. As human resource planning and other human resource management activities become increasingly sophisticated, they require more and better information about people and jobs. This is where human resource information system comes in. In recent years great steps have been taken in connecting the potential of computers to the effective accumulation, manipulation, and reporting of data and information of value to effective human resource management. There are different techniques that are used to forecast a human resource need and supply of an organization. Both internal and external factors are considered to affect the human resource planning of an organization.
1.5. Recruitment and Selection
1.5.1 Introduction

The success of any organization depends on how efficiently human resources are managed and utilized. In today’s highly complex and competitive situation, the choice of right has far reaching implication for any organization. Recruitment is not only a matter of satisfying a company’s need; but it is also an activity which influences the shape of the company’ future. Selection is a process of choosing the right candidate from a pool of applicants. This process is established a good match between the job requirements and the candidate’s skills and motives. A good match results in increased productivity and quality performance. A bad match is extremely costly to the company due to cost of training the candidate, cost of mistakes made by the candidate and the cost of replacement. The newly hired employees also need to be familiarized with the organization’s environment, this process is called orientation.

1.5.2 Objectives:

After reading this section, learners will be able to:

· Define recruitment of human resource.

· Identify and explain the influences on recruitment 

· State the main sources of recruitment for an organization.

· Describe the advantages and disadvantages of each recruitment source.

· Define selection.

· Describe the implication of selection for other functions of HRM

· Explain how environmental factors affect the selection process

· Identify the steps involved in the selection process

· Describe orientation and its importance 
1.5.3. The Meaning of Recruitment

Recruitment is the process of attracting individuals on a timely basis, in sufficient numbers and with appropriate qualification, and encouraging them to apply for jobs with an organization. The objective of this recruitment process is to provide a sufficiently large group of qualified candidates so that suitable employees can be selected from out of them. This process begins when new recruits are sought, and ends when applicants have submitted application forms or resumes. The result is a pool of job-seekers from which the firm can then select the most qualified. The need for recruitment arises out of the following situations:

· Vacancies due to transfer, promotion, retirement, termination, permanent disability or death;

· Vacancies due to expansion, diversification, growth or job re-specification

The first of these occurs purely because of the mobility of human assets; the second by the growth of business of the organization. Both need to be carefully reflected as shortages in human resources as a result of the human resource planning process. 

 1.5.4 Factors Influencing HR Recruitment 
In performing its recruitment activity a firm can face different influences; these influences can be external or internal to the firm. 

A. External Influences

· External influences include the following:

· Government and union restrictions

· Labour Market Conditions

· Location of the Organization
B. Internal Influences

· Organization policies and practices
· Organizational Image
 1.5.5. The Process, Sources and Methods of Recruitment
1.5.5.1. The Recruitment Process

Figure1 below presents the recruitment process.  
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The above figure shows that when human resource planning indicates a need for employees, then the recruitment process starts. Frequently, recruitment begins when a manager initiates an employee requisition. The employee acquisition is a document that specifies job title, department, the date the employee is needed for work, and other details. With this information, managers can refer to the appropriate job description to determine the qualifications the recruited person needs. 

The next step in the recruitment process is to determine whether qualified employees are available within the firm (the internal source) or must be recruited from external sources, such as colleges, universities, and other organizations. Because of the high cost of recruitment, organizations need to use the most productive recruitment sources and methods available. The following sub-section will provide you with a detail explanation of the sources of recruitment.
A. Sources and methods of recruitment

Recruitment sources are the locations where qualified individuals can be found. Recruitment methods are the specific means by which potential employees can be attracted to the firm. The sources of recruitment can be classified into two types, internal and external, each with its own relative advantage and disadvantage.
1.  Internal Recruitment Sources and Methods.

A. Internal recruitment sources. Internal sources are the most obvious. These include personnel already on the pay-roll of an organization, i.e., its present working force. Whenever any vacancy occurs, somebody from within the organization ID upgraded, transferred, promoted or sometimes demoted. This source also includes personnel who were once on the pay-roll of the company who plan to return or whom the company would like to rehire, such as those who quit voluntarily, or those on production lay-offs. 

PreTest: Dear Learners, List the major advantages and disadvantages of internal recruitment.------------------------------------------------------
Internal recruitment offers a number of advantages. First of all internal recruitment improves the probability of a good selection since all the necessary information on employ’s performance and behaviour is readily available, moreover, it has the following advantages;

It tends to increase the moral of employees who perceive possibilities of promotion and growth;

It motivates present employees to work toward and prepare themselves for Promotion; 

Internal candidates do not need the extensive familiarization with organizational Policies and politics;

Internal recruiting efforts are much less expensive than external efforts.

A policy of filling vacant positions using the internal recruiting approach has its own disadvantages. Some of the major once are:

 Internal recruits may not bring the new ideas or innovation that external recruits bring, i.e., inbreeding is a drawback. The employee tends to demonstrate on the job only what he has learned in the organization and has few new ideas. 

Inadequacy of supply would also arise since fewer people would be available to choose from as opposite to external recruitment;

Recruiting friends/relatives of present employees may often create unnecessary tensions and charges of favouritism, nepotism, etc. It often leads to serious erosion of discipline as well; particularly at times of expansion/diversification, people with necessary qualifications and expertise may not just be available within the firm.
Internal recruitment methods

Management should be able to identify current employees who are capable of filling position as they become available. Helpful methods used for internal recruitment include skills inventories, job posting, and bidding procedures. 

Skills inventory: is information maintained on non-managerial employees in a company regarding their availability and preparedness to move there laterally or into higher-level positions. 

Generally included in skills inventory information about a worker are:

· Background and biographical data

· Work experience

· Specific skills and knowledge

· Licenses or certifications held

· Training programs completed

· Previous performance appraisal evaluations.

A properly designed and updated skills inventory system permits management to readily identify employees with particular skills and match them as well as possible to the changing needs of the company. 
Job posting: is a procedure for informing employees that job opening exist. 

Job bidding: is a technique that permits employees who believe they possess the required qualifications to apply for a posted job. The purpose of job posting is to notify all employees of available positions within the organization. The positions are posted on employee bulletin boards or are announced in company newsletters or brochures. Employees who believe they are qualified are encouraged to apply for the position. 

The job posting and bidding procedure minimizes the complaint commonly voiced in many companies that insiders never hear of a job opening until it has been filled. It reflects an openness that most employees generally value highly. 
A job posting and bidding system does have some negative features. An effective system requires the expenditure of considerable time and money. When bidders are unsuccessful, someone must explain to them why they were not chosen. If care has not been taken to ensure that the most qualified applicant is not chosen, the system will lack credibility. Even successful implementation of such a system cannot completely eliminate complaints.

B. External recruitment Sources and Methods

· Sources of external recruitment

 External recruitment is attracting applicants from various sources outside the organization. The vacancy is usually announced on Television, Radio, Internet, Newspaper, Magazines, etc. At times, an organization must look for beyond itself to find employees, particularly when expanding its workforce. The following circumstances require external recruitment: 

· to fill entry level jobs 

· to acquire skills not possessed by current employees; and

· to obtain employees with different backgrounds to provide new ideas.

 The following are the major advantages of external recruitment:

· Outside people can often bring new and innovative ideas to the workplace;

· New employees are less likely to be involved in company politics. Thus, the new recruit is less susceptible to conformity pressures and other negative group phenomena that adversely affect employee morale and productivity;

· External requirement may be less expensive to hire a well trained specialist or professional from outside the organization than to train and develop existing personnel.   

External recruitment has its own disadvantages. Among the disadvantages of external recruitment are:

· If existing employees reject the new comers, then the newcomer may learn not to contribute or learn that his/her expectation will not be met;

· An externally recruited employee requires a great deal of time to become initiated into the way things are in the organization;

· When newcomers are selected over popular “insiders,” the work group may resent their presence and attempt directly or indirectly to force them to leave.

Organizations may attract employees from a variety of external sources.
High schools and Vocational schools: Organizations concerned with recruiting clerical and other entry-level operative employees often depend on high schools and vocational schools. 
Colleges and Universities: Colleges and Universities represent a major recruitment source for many organizations. Potential professional, technical, and management employees are found in these institutions.
Competitors and Other Firms: Competitors and other firms in the same industry or geographic area may be the most important source of recruits for positions in which recent experience is required. Smaller firms, in particular look for employees who have been trained by large organizations because they do not have resources to train their employees. 
The Unemployed: Qualified and experienced people may become unemployed for various reasons. Companies may go out of business, cut back operations, or be merged with other firms, leaving qualified workers without jobs. Employees may sometimes fired simply due to difference on ideas with their bosses. 

Methods of external recruitment.

Major methods include:

a. Advertisement: This is a mode of generating applications which is frequently used. Advertising communicates the firm’s employment needs to the public through media such as radio, newspapers, television, magazines, journals and other publications. However, these advertisements generally attract a large number of unqualified applicants, and increase the cost and time involved in processing them. The advertisement should therefore, be specific and include sufficient detail. 
b. Employment Agencies: An employment agency is an organization that helps firms recruit employees and, at the same time, aids individuals in their attempts to locate jobs. These agencies perform many recruitment and selection functions that have proven quite beneficial to many organizations. Employment agencies are of two types-public and private.
c. Internship: An internship is a special form of recruiting in which a student is placed in a temporary job. In this arrangement, there is no obligation by the company to hire the student permanently or by the student to accept a permanent position with the firm following graduation. An internship typically involves a temporary job for the summer months or a part-time job during the school year.
d. Employee Referrals Programs: An employee referral program (ERP) is basically a word-of-mouth technique in which present employees refer candidates from outside the organization. This technique is relatively inexpensive and can be quite effective in quickly finding candidates in particular skill areas that may be needed within the organization. In addition, employees who are hired through such referrals tend to stay with the organization longer and display greater loyalty and job satisfaction than employees who are recruited by other means. However, a disadvantage of this source is that current employees tend to refer people who are demographically similar to themselves, which can create equal employment opportunity (EEO) problem.       

e. Internet Recruiting: Finding well-qualified applicants quickly at the lowest possible cost is a primary goal for recruiters. Recent trends indicate that, if you're looking for a job in the technical field or to fill a technical job, you need to consider using the Internet. The same may well be true for non-technical jobs in the near future.

f. Alternatives to Recruitment

Alternatives to recruitment commonly include overtime, subcontracting, temporary employees, and employee leasing. 

Overtime: Overtime is the most frequently used method to deal with temporary increases in demands for goods and services. Overtime may help both employer and employee. The employer may benefit by avoiding recruit​ment, selection, and training costs. The employee may benefit from a higher rate of pay. 
Subcontracting: Even though a long-term increase in demand for its goods or services is anticipated, an organization may still decide against further hiring. Rather, the firm may choose to subcontract the work to someone else. This arrangement often has consid​erable benefits for both parties.
Temporary Employees: This method is a way of getting temporary help through other organizations that specialized in finding employees. This worker pool can be a relatively inexpensive means to meet sudden demands for organizational products. Unless the tasks that the temporary employee is asked to do are simple and easy to learn, however, the organization may encounter quality control problems and additional training expenses. Furthermore, management should recognize that a temporary person is not going to posses the same degree of loyalty to the organization that a permanent employee has.  

Employee Leasing: An alternative to recruitment that has grown in popularity in recent years is employee leasing. In employee leasing, a company obtains certain workers by contracting for the services of another company's employees. Employee leasing differs from temporary help services in that it focuses on placing employees permanently. This method is particularly attractive to small businesses because it avoids the expense and problems human resource administration.
1.5.5. Selection and Orientation of Human Resources
1.5.5.1. The Meaning of Selection

 Pre Test: Dear learners define human resources selection and explain its implications in HRM-----------------------------------------------------------------
Employee selection is the process of determining which individuals, either inside the organization or outside, are to staff the organization. The purpose of employee selection is to select the candidates that are most likely to aid the organization in furthering its objectives. Selection has implication for most of the other functional areas of human resource management. For example: Human resource planning can play a role in employee selection by providing a forecast of position openings and by determining whether candidates are to be sought internally or externally. Recruiting is related to selection in that a high selective selection procedure requires the recruitment program to generate a larger or more qualified candidate pool. Training is, in one sense, a substitute for selection: if selection neither does nor results in hiring employees with the necessary skills, training might be used to impart those skills. Career management focuses on internal selection.  If a career management system is in operation, the selection system should identify employees with the aptitude to benefit from the career sequence that is planned.  If there is no formal career planning system, then the selection system should focus more on identifying candidates who already have the skills that would be developed through a well-planned career in the organization. Compensation is a critical aid in selection because if pay is not high enough, the organization will not attract enough candidates who can pass the selection requirements. Labour relations are important in selection because an effective selection process can contribute of a positive union-management relationship.  Although union contracts often specify promotion based on seniority, if the organization does a better job of selection in its initial hiring, it is less likely to have to promote less-qualified people later on.

1.5.5.2. The Significance of Employee selection

Effective Selection is highly important for an organization’s future success because: Selection is more powerful way of improving productivity. Selecting qualified and competent employees improves the benefits of an organization reaps. Selection decision is a long lasting decision. Once the decision is made reversing it is very difficult. If an organization hires poor performers, it cannot be successful long, even if it has a perfect plans and good control systems. In today’s business what makes the real difference is the kind of Human resource you have, not technology or financial resource.

Selection affects other HR functions. If less qualified people are selected, then it will be necessary to budget funds for training them.

Different Environmental factors affect the selection process. These include:
Legal Considerations: HRM is influenced by legislation, executive orders, and court decisions. 
Speed of Decision Making: The time available to make the selection decision can have a major effect on selection process. 

Organizational hierarchy: Different methods of selection are taken for filling positions at varying levels in the organization. For example, extensive background checks and interviewing would be conducted to verify the experience and capabilities of the applicant for the sale’s manager position which is not the case for an applicant for a clerical position (secretary).
Applicant Pool (labor market): The number of qualified applicants for a particular job can also affect the selection process. When the applicants are very few, the selection process becomes a matter of choosing whoever is at hand. The number of people hired for a particular job compared to the individuals in the applicant pool is often expressed as a selection ratio, or
Selection ratio = Number of persons hired to fill a particular job
                                 Number of available applicants

A selection ratio of 1.00 indicates that there is only one qualified applicant for each position.  

Probationary period: Many firms use a probationary period that permits them to evaluate an employee’s ability based on established performance. Probationary period is required for either of the following two reasons. A substitute for certain phases of the selection process (if the an individual can successfully perform the job during the probationary period, other selection tools may not be needed) or a check on the validity of the selection process (to determine whether the hiring decision was a good one) 

1.5.5.3. The Selection Process

The selection process is a series of specific steps through which job candidates pass. Although the sequence of steps may vary from one organization to another, the following is a popular procedure though it may be modified to suit individual situations.

Step 1: Preliminary selection: Preliminary selection of applicants is often done by setting minimum standards for the job, and communicating these standards to your employees, and agencies who help you recruit. The fact that some potential applicants may not apply because of their inability to meet the minimum requirements serves as an initial screening device. Then, when reviewing resumes and application forms, firms are further able to screen out unacceptable job candidates. At this point, firms can also assign priorities to the resumes so that the most promising candidates may be seen first.

Step 2: Employment Tests

Selection tests are often used to assist in assessing an applicant’s qualification and potential for success. These selection tests for applicants measure only employee characteristics. The test must ensure that the individual employee has a meaningful impact on work outcomes.
Pre-Test: Dear learners What are the characteristics of a good selection test?.......................................................................................................... 
Properly designed selection tests should have the following characteristics:

A. Standardization: Standardization refers to uniformity of the procedures and conditions related to administering tests. In order to compare the performance of several applicants on the same test, it is necessary for all to take test under conditions that are as close to identical as possible.

B. Objectivity: Objectivity in testing is achieved when everyone scoring a test obtains the same results.    Multiple-choice and true-false tests are said to be objective.
C. Norms: A norm provides a frame of reference for comparing an applicant's performance with that of others. Specifically, a norm reflects the distribution of many scores obtained by people similar to the applicant being tested.
D. Reliability: Reliability is the extent to which a selection test provides consistent results. Reliability data reveal the degree of confidence that can be placed in a test. If a test has low reliability, its validity as a predictor will also be low. In other words an employment test should give a similar score each time the person takes the test (tests that rely on luck are not reliable).  But the existence of reliability does not in itself guarantee validity. To ensure its usefulness, the test's reliability must be verified. 

E. Validity: The term validity refers to how well a measure actually assesses the attribute it is being used to assess. Personnel selection tests are used to assess a person’s suitability for employment. Therefore, the validation of a measure used for personnel selection is the degree to which that measure actually assesses suitability for the job in question. If a test cannot indicate ability to perform the job, it has no value as a predictor. For this reason, validity has always been a proper concern of organizations that use tests.

Step 3: Selection Interview: Selecting the best candidate for the job is the first priority of the selection process. The employment interview is conducted to learn more about the suitability of people under consideration for a particular job and is one further obstacle for the applicant to overcome. The interview is one further means of reducing the number of people who might not be eligible for the job.

The specific content of employment interview can vary from organization to organization and from one job to another. However the following general concepts can appear in employment interview.

Academic achievement: The interview should try to discover any underlying factors related to academic performance.

· Personal qualities: Personal qualities normally observe during the interview include physical appearance, speaking ability, vocabulary, poise, and assertiveness.

· Occupational experience: Exploring an individual’s occupational experience requires finding out about the applicant’s skills, abilities, and willingness to handle responsibility.

· Interpersonal competence: This involves assessing how well an individual works with other employees.

· Career orientation: Questions about a candidate’s career objectives may help the employer to determine whether the applicant’s aspirations are realistic. 

Step 4: Verification of References: Questions like what kind of person is the applicant and is the applicant a good and/or reliable worker need answers to know more about the applicant. 

Step 5: Medical Evaluation: Medical evaluation is health and accident information of the selected employee supplemented by a physical examination. The scope and rigorousness of the examination would depend upon the job requirement and could be suitably varied in intensity.
Step 6: Supervisory Interview: Since the immediate supervisor is ultimately responsible for new workers, he or she should have input into the hiring decision. The supervisor is better able to evaluate the applicant’s technical capabilities and is in a better position to answer the interviewee’s job-related questions. Further, the supervisor’s personal commitment to the success of the new employee is higher if the supervisor has played a role in the hiring decision.

Step 7: Realistic Job Preview: The realistic job preview involves showing the applicant(s) the job site in order to acquaint them with the work setting, commonly used equipment, and prospective co-workers. 

Step 8: Hiring Decision: The actual hiring of an applicant constitutes the end of the selection process. At this stage, successful (as well as unsuccessful) applicants must be notified of the firm’s decision. 

Note: After completing the hiring, the selection process ought to be evaluated. Here are some considerations in the evaluation; What about the number of initial applicants? Were there too many applicants? Too few? Does the firm need to think about changing its advertisement and recruiting to get the result desired? 
1.5.5.4. Employee Orientation

Orientation is the process of informing new employees about what is expected of them in the job and the organization and helping them with the stresses of transition. A new employee's first few days on the job may be spent in orientation. Orientation programs are designed basically for new employees. Many of these new employees are inexperienced and have anxieties about entering the organization. An effective orientation program can do much to reduce these anxieties.

Pre-Test: Dear Learners, what are the primary purposes of orientation of a new employee? ------------------------------------------------------------------------------------------
Orientation has three primary purposes:

A. Easing the New Employee's Adjustment to the Organization.
Orientation helps the new employee adjust to the organization, both for​mally (to enhance productivity) and informally (to reduce anxiety and turnover). 

B. Providing Information Concerning Tasks and Performance Expec​tations. Employees also should be provided with specific information about task and performance expectations. Employees want and need to know precisely what is expected of them. Thus new employees should be informed of the standards that they must meet in order to qualify for pay raises and the criteria for promotion. Rules of the company and of the par​ticular department to which the individual is assigned should also be explained. 

C. Creating a Favourable Impression. A final purpose of orientation is to create a favourable impression on new employees of the organization and its work. Doubts may arise after employees begin their new jobs. The new employee may begin to wonder, "Did I make the right decision?" The orien​tation process can do much to alleviate any such fears.
1.5.5.5. Stages in Effective Orientation

There are essentially three different stages in an effective orientation program. During the first, general information about the organization is provided. Matters that relate to all employees, such as a company over​view, review of company policies and procedures, and salary, are presented. It is also helpful for the new employee to know how his or her department fits into the overall scheme of the company's operations. Orientation programs should also provide information about how the products or the services of the company benefit society as a whole. Another purpose of this stage is anxiety reduction. New employees are informed of some of the possible hazing games that longer-term employees may play. The human resource department may be heavily involved in this stage.
The employee's immediate supervisor usually is responsible for the second stage of orientation. Topics and events covered include an overview of the department, job requirements, safety, a tour of the department, a ques​tion and answer session, and introductions to other employees. It is crucial that the supervisor clearly explain performance expectations and specific work rules at this point. It is also important for the supervisor to ease the new hire into social acceptance by the work group as quickly as possible.
The third stage involves evaluation and follow-up, which are conducted by the human resource department in conjunction with the immediate super​visor. The new employee does not go through the orientation program sim​ply to be forgotten. During the first week or so, the supervisor works with the new employee to clarify information and make sure of integration into the work group. Human resource professionals assist supervisors to ensure that this vital third step is accomplished. 
1.6 Training and Development
1.6.1 Introduction
This section presents basic concepts, objectives, and process of training and development; training methods and how to evaluate the effectiveness of training and development.

3.6.2. Objectives: At the end of this section, learners will be able to:

· Describe the basic concepts and process of training and development

· Explain the objectives of training and development

· Identify the different methods of training and development

· Evaluate the effectiveness of training and development

· Analyze the reasons and benefits of employees training.

1.6.3. Basic Concepts and Process of Training and Development

1.6.3.1 Training versus Development

Dear learners, before directly going in to discuss about training let us first see the distinction between training and development.

Although training is often used in conjunction with development, the terms are not synonymous. Training typically focuses on providing employees with specific skills or helping them to correct deficiencies in their performance. In contrast, development is an effort to pro​vide employees with the abilities that the organization need at present and in the future. The scope of training is on individual employees, while the scope of development is on the entire work group or organization. That is, training is job-specific and addresses particular performance deficits or problems, while development is concerned with the work force's skills and versatility. Training tends to focus on immediate orga​nizational needs, while development tends to focus on long-term requirements. The goal of training is a fairly quick improvement in workers' performance, while the goal of development is the overall enrichment of the organization's human re​sources by preparing employees for future work demands. Training strongly in​fluences present performance levels, while development pays off in terms of more capable and flexible human resources in the long run.                                 

1.6.3.2. Meaning of Training

An organization, whether a production oriented or service rendering one, requires a well trained human resources  
Pre Test 

Dear learners, how do you define the term training? ----------------------------- 

Different authors have defined the term training using their own words. Though they have used different approaches, all definitions address the same message/ meaning. Training may be defined as a planned effort by an organization to facilitate the learning of job-related behaviours.         

1.6.3.3. Training Objectives

Pre Test: Dear learners, why should organizations give emphasis for training? ------------------------------------------------------------------------------ 
The major objectives of training include:
The primary objective of training is to establish a sound relationship between the Worker and his job-the optimum man-task relationship;

· To upgrade skills and prevent obsolescence. The jobs that employees do are not static. They change, sometimes without necessary awareness since technology advances are getting increasingly more rapid. To keep pace with changing technology, mechanization, automation, electronic data processing, etc., training becomes mandatory for employees in order to update them, teach them newer skills and increase their efficiency;

· To develop healthy, constructive attitudes. Training programs in companies are aimed at moulding employee attitudes to achieve support for company activities and to obtain better cooperation and greater loyalty;

· To impart broad-based knowledge relating to the plant, machinery, material, product, quality and standards to factory, workplace and work environment;

· To prepare employees for future assignments. People are not generally satisfied if they continue to work in the same position or at the same level for long. Mobility is a major factor in motivation. One of the objective of training is to provide an employee an opportunity to climb up the promotional ladder or to move on to assignments which will help upward mobility;

· To increase productivity. The most efficient and cost ​effective ways of performing jobs are taught to the employees which naturally leads to enhanced productivity, i.e. increased output at higher quality. Initiative and creativity among employees is also fostered.

· To minimize operational errors. Since training is an effort to provide to the employee opportunities to acquire new and improve existing job related skills, it follows that operational mistakes will be significantly reduced. Unnecessary repetition, wastage and spoilage of materials is brought down; deficiencies in methods of doing work are ironed out in training sessions thereby also reducing the hazard of accidents. Consequently, a safer and better work environment is created;

· To enhance employee confidence and morale. With greater knowledge and finely honed skills, the employee approaches his/her job with greater confidence and sureness. His/her belief in himself and his ability increases many fold and so, simultaneously, does morale;

· To bring down costs of production. Because better, more cost-effective methods are taught, because mistakes and errors are minimized, because productivity is improved, because quality standards are adhered to more strictly and because confidence is engendered, significant strides are automatically taken in the areas of cost control and economies in the production process; to bring down labour turnover and absenteeism. Training is a powerful tool that breeds in the employee a sense of pride as well as of belonging. Both these contribute in a major way to checking and reducing labour turnover as well as absenteeism.

1.6.3.4. Concepts of Development

In today’s competitive environment, an organization has to be concerned about the development of the management team - supervisors, middle ​level managers and top level executives.  Management development is described as the process from which the managers learn and improve their skills & knowledge not only to benefit themselves but also their employing organizations.
"Management development focuses on developing in a systematic manner, the knowledge base, attitudes, basic skills, interpersonal skills and technical skills of the managerial cadre. Management Development is concerned with:  development of all managers (lower level, middle ​level managers and top level executives). Different levels of management have different development needs. At the executive level, managing time and team-building are crucial needs, while at the supervisory level instituting motivation programs and appraising subordinates are important needs. 
In general terms, the goals of management development include:

· Increasing the knowledge, skills and abilities of managers to prevent them from becoming obsolete;

· Helping each person learn about his personal strengths, weaknesses and interests so that his decision-making capability is improved along with his job behaviour; 

· Ensuring greater job satisfaction;

· Enhancing job performance effectiveness;

· Improving communication among management personnel and making better use of informal discussions about their work;

· Identifying broad, inclusive problems which affect several operating departments so that a joint approach is adopted and team-work is fostered;

· Evaluating the adequacy and suitability of company policies;

· Stimulating managers to appraise and develop their subordinates.
1.6.3.5. Training and Development Process
The following outline systematic training processes. 

1. Analyze: the organization’s needs and identify training goals which, when reached, will equip learner’s with knowledge and skills to meet the organization’s needs. Usually this phase also includes identifying when training should occur and who should attend as learners.

2. Design: a training system that learners and trainers can implement to meet the learning goals; typically includes identifying learning objectives, needed facilities, necessary funding, course content, lessons and sequence of lessons.

3. Develop: a training “package” of resources and materials, including, e.g., developing audio-visuals, graphics, manuals, etc.

4. Implement: the training package, including delivering the training, support group feedback, clarifying training materials, administering tests and conducting the final evaluation. This phase can include administrative activities, such as copying, scheduling facilities, taking attendance data, billing learners, etc.

5. Evaluate: training, including before, during and after implementation of training.

     Before the implementation Phase

Evaluate whether the selected methods result in the trainee’s the knowledge and skills needed to perform the task.

During Implementation of Training

        Ask the employees whether they understand what is being said. Periodically ask the trainees to explain the main points of the training practices. Check whether the trainees are enthusiastically taking part in the training activities.

 After Completion of the Training

Give the trainee a test before and after the training and compare the results.

A. Determining Training Needs

Determining Training needs involves assessing areas employees lack skills, knowledge and ability in effectively performing their jobs and organizational constraints that create roadblocks on performance. 

Pre Test
 Dear learners, why is it important to identify human resources training needs?------------------------------- 

Human resources training needs in an organization should be identified for various reasons some of which are:

· A tremendous amount of organizational resources are wasted when training needs are not properly identified

· Training may be the appropriate solution to the poor performance of employees.

· It helps to identify the gap that exists between the knowledge and skill that the employees possess and the skills and knowledge the job demands.

· When training is the appropriate solution, it is important to identify the type of training that is needed.
There are three proposed models of training needs identification.

Organizational Analysis: It involves comprehensive analysis of organizational structure, objectives, culture, processes of decision making, future objectives and so on. The needs for training would be identified if the employees of the organization do not possess the required skills knowledge that makes them fit to the identified organizational dimensions.

 Task Analysis: Involves the analysis of various components of jobs and how they are performed. The analysts of the task would indicate whether the task has been changed over period of time and whether the employees have the required skills in performing the task. If the employees do not have adequate skills, there is a need for training.

 Person (Man) Analysis: Here, the focus is on the individual employee, his/her skills, abilities, knowledge and attitude. It is the most complex of the three analysis models. Generally, indicators such as production data, meeting work deadlines, and quality of work performance regarding the individual employee are used in identifying training needs. 
B. Methods and Evaluation of Training and Development

Methods of training 

There are various methods/approaches available and used by organizations and training agencies. The choice of a method or mix of methods is a function of a number of considerations. Some of these are:

The purpose of training is an important factor to be considered in choosing the rnethodo1ogy/ approach.

The nature of the content of training often determines the type of methodology/ approach to be used.

The level of trainees in the hierarchy of the organizations also determines the nature of methodology/approach.

Finally, all organizations should be concerned with the cost factor. Cost considerations have to be taken in to account while deciding on the method/approach of training. However, cost consideration should not override the quality consideration.

The most popular methods of training are:

On-the-job Training: It is mostly given for unskilled and semi skilled jobs (clerical & sales job) employees are coached by skilled workers, by co-workers by supervisors, by special training instructors. People can learn by working on job itself without having separate training centres.  It makes employees appear to be immediately productive. On-the-job training is relatively less costly and is simple. On the other hand, it has got its own drawbacks in that it can cause low productivity while the employees are developing their skills. Trainees can commit errors while they learn; the consequence of such problems could be reflected in damaged machinery, unsatisfied customer, misfiled forms etc. Therefore, to avoid these, it is important that trainers be selected carefully.
 Off the job Training: Off-the job training covers a number of training methods; the important ones are classroom lectures/discussions, programmed instructions and computer-assisted trainings. Classroom lectures are the most widely and frequently used off- the job training methods.  In this approach, a trainer gives lectures designed to communicate specific interpersonal, technical or problem solving skills and involves the trainees in discuss.
 Apprenticeship: An apprenticeship is like under study in which trainee is put under the supervision of a person who may be quite experienced in his field. Since the apprentice undergoes classroom learning and practical on the job training, apprentice training is considered to be combination of on the job training and off the job training. Therefore, the cooperation of the employer, trainers the workplace and in schools, government agencies and skilled trade unions is requirement for the success of the training. 
2.7. Performance Appraisal

2.7.1. Introduction

This section we will discuss the meaning and uses of performance appraisal, and the performance appraisal process and methods. The overall purpose of this section is to emphasize the importance of performance appraisal as it relates to human resource management and its implications for development of the firm’s human resources.
 2.7.2. Objectives:

After completion of this section, learners will be able to:

· Define performance appraisal.

· Identify uses of performance appraisal in organizations.

· Describe the performance appraisal process.

· Describe performance appraisal methods.

2.7.3 Meaning and Uses of Performance Appraisal

Pre-test: Dear learners, what is performance appraisal…………………………………………………………………………………………………
Performance appraisal is the identification, measurement and management of human performance in organizations. As the definition above indicates, formal performance appraisal is a system set up by the organization to regularly and systematically evaluate employees’ performance. The overall objective of performance appraisal systems is to evaluate and give feedback to employees that will improve employee, and thus the organization’s effectiveness.

The tendency to make judgments about oneself or about people one is working with appears to be both inevitable and universal. However, without a carefully structured system of appraisal and evaluation, people will judge the performance of co-workers subordinates, superiors, and peers arbitrarily and informally.

This tendency to judge, without a systematic procedure, has the potential to create serious motivational, ethical and legal problems within the firm. On the other hand, a structured appraisal system is more likely to be   lawful, fair, defensible, valid and reliable.

2.7.4 Uses of Performance Appraisal

Organizations usually conduct appraisals for administrative and/or developmental purposes. Performance measurements are used administratively whenever they are the basis for a decision about the employee’s work conditions, including promotions, termination and rewards. Performance appraisal is greatly useful in the following ways:

· Sustaining and Enhancing Employee Performance: Appraisals are an aid to creating and maintaining a satisfactory level of performance by employees on their present jobs. The mere knowledge that their performance is being assessed and that such an assessment will have an important bearing on their future within the organization, is a powerful incentive for them to sustain, and if possible better, their present level of performance.
· Motivation: A vital component of any motivation model is performance, particularly effort performance and performance reward linkages. If the performance appraisal system reinforces broadly, the faith of the employee, that effort will lead to satisfactory performance and satisfactory performance to rewards, and if he knows clearly what is expected of him, then he is prepared to overlook some of the inevitable flaws and there is every likelihood of the system. Acting as a motivator for better and higher levels of performance
· Determining training needs: Performance appraisal is a useful indicator of training needs. If an employee is not performing up to expectations, a training program may enable him to correct any skill or knowledge, deficiencies. Furthermore, a general feedback on training requirements of employees enables the organization to develop training programs that will fit the needs of most employees. For example, if most, supervisors report a pressing need for refresher training courses, then such courses can be organized by the company. 
· Employee development: Performance appraisal gives the supervisor an opportunity to indicate the employee's long;-term career goals and plans as well as highlight needs and requirements for his future growth and development. Also, by way of appraisal sessions, the supervisor can advise the employee on the steps to be taken for higher achievement. He can also give the employee short-term, specific suggestions on how to improve performance in order to accomplish long-term objectives.
· Making Promotion and Transfer Decision: Employees usually promoted or transferred based on their results in the performance appraisals. Systematic assessments of an employee over a period of time by a number of supervisors help to make the process reasonable and sound. Such decisions would naturally have to give due consideration to the requirements of both the firm and the employee.
·  Compensation, Rewards, and Punishments: Performance appraisal results provide a basis for decisions regarding compensation, rewards and punishments. Performance appraisal can be base as employees who receive favourable evaluations, tend to receive organizational rewards, such as merit pay increases, incentives, higher commissions, better pay scales, increments, etc., while those with unfavourable evaluations receive organizational censure, warnings, delayed promotions, demotions, etc. The objective of linking pay and other personnel decisions to performance is to motivate employees to do better. Unfortunately, matching rewards and disincentives to performance is far more difficult than it sounds. Firstly, performance must be accurately and openly assessed. Secondly, the rewards offered must be truly valued by employees and finally, the organization’s performance-based system must be viewed by employees, as both fair and fairly administered. Truly unpleasant consequences can follow if employees believe the system to be irrational, biased or a means of distributing favours by supervisors and managers. 
2.7.5. Process of performance appraisal                            

Identification of specific goals is the starting point for the performance appraisal process. An appraisal system may be unable to effectively serve all the purposes desired, so management should select those specific performance goals that it believes to be most important and can be realistically achieved.
After specific appraisal goals have been established, workers must understand what is expected from them in their jobs. It is helpful when their supervisors review with them the major duties determined through job analysis and contained in the job description. Intact, informing employees of what is expected of them may be a manager’s most important employee relation task. The supervisor then observes work performance, evaluate it against established job performance standards, and communicate the evaluation results to the worker. The performance evaluation discussion with the supervisor serves to re-establish job requirements in the employee’s mind. 
2.7.6 Performance appraisal methods

Managers may choose from among several appraisal methods. The type of performance appraisal system utilized depends on its purpose. If the major emphasis is on selecting people for promotion, training, and merit pay increases, some traditional method such as rating scales may be most appro​priate. 

Rating Scales: A widely used appraisal method, which rates employees according to defined factors, is called the rating scales method. Using this approach, judg​ments about performance are recorded on a scale. The scale is divided into categories-normally 5-7 in number-which are often defined by adjec​tives such as excellent, good, acceptable, fair, poor. While a global rating may be provided, the method generally allows for the use of more than one performance criterion. One reason for the popularity of the rating scales method is its simplicity, which permits many employees to be evaluated quickly. For example the factors chosen for evaluation purpose by WXY Company are typically seven or more types such as dependability, initiative, overall output, attendance, attitude, quality of work etc. The rater (evaluator) completes the form by indicating the degrees of some firms provide space for the rater to comment on the evaluation given for each factor. This practice may be especially encouraged, or even required, when the rater gives either the highest or lowest rating. For instance, if an employee is rated poor on initiative, the rater might have to provide written justification for this low evaluation. The purpose of this type of requirement is to avoid arbitrary and hastily made judgments.

Critical Incident Technique: Using the Critical Incident Technique as an appraisal methodology, the rater is required to record statements that describe extremely good and bad employee behavior related to performance - critical incidents. The recorded incidents include a brief explanation of what happened. Since real incidents are recorded, this method is particularly useful in giving employees job-related feedback. The drawback of the Critical Incident technique is that it is often difficult to get busy   supervisors to record incidents as they occur.

Behaviourally Anchored Rating Scales: The behaviourally anchored rating scale (BARS) method combines ele​ments of the traditional rating scales and critical Incidents methods. Using BARS, job behaviours derived from critical incidents-effective and ineffec​tive behaviour are described more objectively. Individuals familiar with a particular job identify its major components. They then rank and validate behaviours for each of the components. Because BARS typically requires considerable employee participation, it may be accepted more readily by both supervisors and subordinates. Behaviorally anchored rating scales are potentially more reliable than graphic rating scales and, therefore more defensible from the legal point of view. In BARS, various performance levels are shown along a scale and described in terms of an employee's specific job behaviour. Note that the factor ability to absorb and interpret policies is job related and carefully defined. Instead of using adjectives at each scale point, BARS uses behavioural anchors related to the criterion being measured. This modification clarifies the meaning of each point on the scale. For example, instead of dealing with outstanding performance, an actual exam​ple of such behavior is provided. This approach facilitates discussion of the rating because specific behaviors can be addressed. This method was developed to overcome weaknesses in other evaluation methods. While reports on the effectiveness of BARS are mixed, it does not seem to be superior to other methods in overcoming rater errors or in achieving psy​chometric soundness. A specific deficiency is that the behaviours used are activity oriented rather than results oriented. This poses a potential prob​lem for supervisors, who have to rate employees who are performing the activity but not accomplishing the desired goals.

Checklist: The checklist is another example of a rating-type performance appraisal methodology. This rating method requires the rater to select statements or words that describe the employee's performance or characteristics. Like the rating scale discussed above, the checklist is inexpensive and easy to use. For purposes of quantification, the various items to be checked may be weighted. Checklist example given below helps you to understand the method better.

	Employee Behaviour
	Weight

	1.Employee works overtime when asked to


	6.5

	2.Employee keeps work station well organized


	4.0



	3.Employee cooperatively assists co-workers who need help


	3.9



	4.Employee plans actions before beginning work


	4.3

	5.Employee listens to advice but seldom follows it
	0.2



	6. etc...


	0.x



	TOTAL
	100




3.8. Compensation

3.8.1. Introduction
This section will discuss how people and pay in an organization are related, when do workers are dissatisfied with their pay, and what must the compensation policy cover to satisfy both the organization and its workers.  Compensation is fundamentally about balancing human resource costs with the ability to attract and keep employees. Organizations with an intension of remaining competent in the market should not forget to maintain productive and motivated employees. Among many factors to retain such people is developing a fair compensation policy. What will be the organizational symptoms of unfair compensation policy and other related issues will be discussed in this section. 

3.8.2. Objectives:

After completing this section, learners will be able to:

· Explain compensation in an organization.

· Identify the types of compensation.

· Enumerate the objectives of compensation.

· List what a good compensation policy provides.

3.8.3 Compensation Management

3.8.3.1. Compensation in an organization
Pre-test: Dear Learners, what is your view about compensation and compensation management………………………………………………
It is axiomatic to suggest that an organization is only being as good as the people it is able to attract and keep. It is important that firms take the time necessary to find the right people to fill job openings. 
Choosing people to work for an organization generally means choosing people for a long time; these people should be thought of as investments.  As these people are likely to be essential ingredients in the firm's success, it is incumbent upon the firm to protect this asset/investment. As such, the firm must pay employees what they are worth or else they may choose to work for another firm. The firm's compensation policy must be managed appropriately. Compensation is the outcomes (rewards) employees receive in exchange for their work.
3.8.3.2. Types of compensation
Compensation is the total of all rewards provided to employees in return for their services. The components of a total compensation program are divided into two broad groups of financial compensation (Direct financial compensation and indirect financial compensation). 

Financial compensation is divided in to two. These are:

· Direct Financial Compensation

· Indirect financial Compensation 

Direct Financial Compensation consists of the pay that a person receives in the form of wages, salaries, bonuses, and commis​sions. For example, you may receive direct financial compensation in the form of pay-check. 
Indirect financial compensation (benefits) includes all financial rewards that are not included in direct compensation. You may again receive indirect financial compensation because your organization may pay 90 percent of all medical and hospital costs, vacation pay, or retirement pensions etc.       
3.8.3.3 Objectives of Compensation

The following are the objectives of compensation: 

· Attract suitable staff.

· Retain qualified personnel.

· Develop reward structures that are equitable with consistent and fair pay relationships between differently valued jobs.

· Adjust pay structures to reflect inflationary effects.

· Ensure that rewards and salary costs adjust to changes in market rates or organizational change.

· Reward performance, responsibility, and loyalty, and provide for progression and increases.

· Comply with legal requirements.

Clearly, managing a firm's compensation policy is a complex task as it involves providing systematically administered and equitable salaries, reconciling employees' career aspirations in terms of earnings, aligning employees' personal objectives with those of the organization, and keeping the firm's costs under control.

3.8.3.4. Job Evaluation
Compensation management starts with the job evaluation. The job evaluation is a set of systematic procedures to determine the relative worth of jobs within the organization. The ultimate goal is the establishment of a hierarchical alignment of jobs based on a common set of criteria. These evaluation criteria are generally expressed in the form of "compensable factors": components of job content or work demands that are felt to provide the basis for compensation. 
Job evaluation is that part of a compensation system in which a firm determines the relative value of one job in relation to another. The basic purpose of job evaluation is to eliminate internal pay inequities that exist because of illogical pay structure. For example, a pay inequity exists if the mailroom supervisor earns more money than the accounting supervisor. Obviously, organizations prefer internal pay equity. However when a pay rate ultimately determined following job evaluation conflicts with the market rate, the latter is almost surely to take precedence. Job evaluation measures job worth in an administrative rather than an economic sense. Only the marketplace through compensation surveys can determine the latter. Nevertheless, many organizations continue to use job evaluation for these purposes:

· To identify the organization’s job structure

· To bring equity and order to the relationships among jobs

· To develop a hierarchy of job value that can be used to create a pay structure.

Job evaluation rates the job and not the employee performing the job. It is, therefore, a process of analyzing the worth of a job to that of another, without regard to personalities on the jobs. In this process accurate job description and job specification must be available to analyze and assign monitory value to organizational jobs. The more skill, education and responsibility required in a job, the more it worth.

Job Evaluation Methods

A variety of methodologies may be used to arrive at the hierarchical alignment of jobs required for purposes of arriving at equitable wages. Generally, organizations use four types of job evaluation methods. These are:
A. Job Ranking Method: The simplest of the four job evaluation methods is the ranking method. A committee or evaluators review the job descriptions and rank each job from the simplest to most challenging job in the organization. This job-ranking method is based on subjective evaluation of relative value. Compensation for each job will be based on the job hierarchy. The ranking methods are more suitable for small organizations having a limited number of employees. A job evaluation method in which the rater examines the description of each job being evaluated and arrange the jobs in order according to their value to the company. In job ranking, each job is ranked subjectively according to its importance in comparison with other jobs in the organization.

B. Job Grading Method: In the job grading method, each job is assigned a grade according to its match with a standard description. Each job description is compared with the standard "grading" description.
EXAMPLE: JOB GRADE:  STANDARD DESCRIPTIONS

	GRADE
	STANDARD DESCRIPTION

	I
	Work is simple and highly repetitive; with close supervision, requiring minimal training and little responsibility or initiative.

	II


	Simple and repetitive work done under close supervision and requiring some training or skill. Employee is expected to assume responsibility or exhibit initiative only rarely.

	III


	Work is simple, with little variation; done under general supervision. Training or skill required. Employee has minimum responsibilities and must take some initiative to perform satisfactorily.

	IV


	Work is moderately complex, with some variation; done under general supervision. High level of skill required. Employee is responsible for equipment or safety; regularly exhibits initiative.

	V


	Work is complex, varied, done under general supervision. Advanced skill level required. Employee is responsible for equipment and safety; shows high degree of initiative.


Using the job grading system, all jobs falling into a particular category would receive the same compensation. In effect, they are assumed to be contributing equivalent "value" to the firm.

C. Factor Comparison Method: This method demands a more quantitative analysis of the jobs involved. In this method, each job is broken down in to factors, which are considered common to types of jobs. The compensable factors used to compare jobs in the organization are skill, mental requirements, physical requirements, responsibilities and working conditions. For each job in the organization, the factors are ranked according to their relative importance in each job and then the job evaluator assigns a monetary value to each factor. For example, a job worth of birr 1020 birr per month may have its different contributing factors costed as follows:
	Compensable Factors
	Allotted Birr

	Skill Requirement

Mental Requirement

Responsibility
Physical Requirement

Working Conditions
	210

320

200

180

110

	Total job Value
	Birr 1, 020/month


As can be seen above, the monthly salary Birr 1,020 is allocated among the five factors. Though its application is complex in the sense that, each factor has to be cost, the criteria for evaluating job are explicit. 
D. Point System: The point rating system is the most accurate and widely used method of job evaluation. This system resembles the factor comparison method in that, in both cases, jobs are broken down into factors like skill, mental effort, responsibility, physical effort and working conditions. However, unlike the factor comparison where monetary value is assigned to each job, here points are used to determine the worth of jobs in the organization.

In allocating range of points to each job factors, the following steps may be followed.  Assign a number (between 1 and 100) to each factor. Closely examine each factor in terms of its importance in relation to the other. For example, as shown in the figure below, the physical effort requirements for the job of labour are thrice as important as skill requirements. Finally, each factor point value is added, to place job in order of importance.

	Job title
	                              Factors

	
	Skill
	Mental effort
	Responsibility
	Physical

Effort
	Working conditions
	Total

	Inspector

Secretary

File clerk

Laborer
	20

20

10

5
	20

20

5

2
	40

35

5

2
	5

5

5

17
	5

5

5

9
	90

85

30

35


As you can seen from the above table, it would mean that the inspector’s salary rate is thrice that of the file clerk. In this manner, point-rating system would result into a logical monetary job-worth for all jobs in organizations. 

3.8.3.5. Employee Safety and Health

Pre-Test: Dear Learners, What is safety and health?-----------------------------------------------------
Safety hazards are those aspects of the work environment, which have the potential for immediate and sometimes violent harm to and employee. Examples are loss of hearing or eyesight; cuts, sprains, bruises, broken bones; burns and electric shocks.

Health hazards are those aspects of the work environment that slowly and cumulatively (and often irreversibly) lead to deterioration of an employee’s health. Typical causes include physical and biological hazards, toxic and cancer causing dusts and chemicals, and stressful working conditions.

Safety involves protecting employees from injuries caused by work-related accidents. Health refers to employees’ freedom from physical or emotional illness. Problems in these areas seriously affect productivity and quality of work life. They can dramatically lower a firm’s effectiveness and employee morale. In fact, job-related injuries and illness are more common than most people realize. 

Accidents and illnesses are not evenly distributed among jobs. Fire fighters, miners, construction and transportation workers, roofing and sheet metal workers, recreational vehicle manufacturers, lumber and wood workers, and blue-collar and first line supervisors in manufacturing and agriculture face serious health and safety dangers on the job. A few white-collar jobs are relatively dangerous: dentists and hospital operating room personnel, beauticians, and X-ray technicians. Working conditions that cause problems include poorly designed or inadequately repaired machines, lack of protective equipment, and the presence of dangerous chemical or gasses.

Organizations must tread a narrow line here, so as not to trammel on the rights of one employee while protecting another:
HIV/AIDS: AIDS has surpassed many diseases, as the disease people fear most. The fear is partly rational, since the disease is nearly always fatal, and complete control has not yet been attained. But irrational fears exist, too, if people refuse to work with suspected AIDS victims. Legally, AIDS is considered a handicap; therefore, its victims are protected against job discrimination and cannot be fired or transferred, as long as they are able to perform their jobs. But this stance does not allay co-workers who are fearful of contracting the disease. Even though the medical experts agree that the disease is not transmissible under normal workplace conditions, mangers must take a strong role in educating the work force to this fact.

Smoking in the Workplace: Company concern about employee health or comfort in conjunction with employee complaints about smoke have led to an increased interest in policies on smoking at work. These days, many organizations are accepting the claims to a right to a smoke-free work environment. Workplace smoking is not only hazardous to employees’ health but is also detrimental to the firm’s financial health. Increased costs of insurance premiums, higher absenteeism, and lost productivity are the effect on organizations.

Alcohol and Drug abusers: Illegal drug is becoming an issue in the workplace. Yet, alcohol abuse is still far more common in terms of impaired performance and absenteeism than drug abuse. The difference is that the mere possession of drugs is illegal, whether or not work behaviour is affected. To overcome these problems, some organizations use drug or alcohol testing.  However, testing may be justified for certain job classifications where the consequences of working while impaired are severe (e.g. bus drivers and pilots). 
3.8.3.6:  Employees’ Motivation

Motivation may be defined as the degree to which an individual both desires and is willing to exert effort toward attaining job performance. There are many ways motivation plays a role in most organizations. First, people must be attracted (or motivated) to join an organization and remain in it. Once on the job, employees must be induced (motivated) to exert energy and effort at an acceptable rate. 
Determinants of Job Performance


The capacity to perform relates to the degree to which an individual possesses as task-relevant skills, abilities, knowledge, and experiences. Unless an employee knows what is supposed to be done and how to do it, high level of job performance are not possible. 

The opportunity to perform refers to the availability of needed resources at the employee's disposal. 

Willingness to perform relates to the degree to which an individual both desires and is willing to exert effort toward attaining job performance. The third factor (the willingness to perform) is motivation, and it is what this section is about. No combination of capacity and opportunity will result, in high level of performance in the absence of motivation.

From a managerial perspective, it is important to realize that the presence of motivation per se, coupled with a capacity and opportunity to perform, does not ensure high performance levels. To understand this it is helpful to think of motivation as composed of at least three distinct components: direction, intensity, and persistence. Each of these components is briefly discussed below. 

Direction: relates to what an individual chooses to do when presented with a number of possible alternatives. When faced with the task of completing a report requested by management, for example, an employee may choose to direct effort toward completing the report or toward solving the crossword puzzle in the morning newspaper (or any number of other possible activities). Regardless of which option is selected, the employee is motivated. If the employee selects the first alternative, the direction of his/her motivation is consistent with that de​sired by management. If the employee chooses the second alternative, the direction is counter to that desired by management, but the employee is nonetheless motivated.

Intensity: The intensity component of motivation refers to the strength of the response once the choice (direction) is made. Using the previous example, the employee may choose the proper direction (working on the report) but respond with very little intensity. Intensity, in this sense, is synonymous with effort. Two people may focus their behavior in the same direction, but one may perform better because he/she exerts more effort than the other. An attribute frequently used to de​scribe an outstanding professional athlete is intensity. When coaches speak of an athlete as playing with a great deal of intensity, they are describing the amount of effort the player invests in the game.

Persistence: refers to the staying power of behaviour or how long a person will continue to de​vote effort. Some people will focus their behaviour in the appropriate direction and do so with a high degree of intensity but only for a short period of time. Individuals who tackle a task enthusiastically but quickly tire of it, or burn out and seldom complete it, lack this critical attribute in their motivated behaviour. Thus, the manager’s real challenge is not so much one of increasing motivation per se but of creating an environment wherein employee motivation is channelled in the right direction at an appropriate level of intensity and continues over time.

Motivation Theories

There are several theories of motivation. However, only two theories are to be discussed in this section. These are Maslow’s Need-hierarchy theory and Herzberg’s two-factor theory. 

Maslow's Need-Hierarchy Theory - Abraham Maslow's need-hierarchy theory is one of the most widely known theories of motivation. The critical part of this theory is that needs are arranged in hierarchy. The lowest-level needs are the physiological needs, and the highest level needs are the self-actualization needs. According to Maslow, people are motivated to satisfy five categories of inborn needs summarized in the following box.

	Maslow’s Five Needs
· Physiological Needs: Are needs for food, water, rest, air, and so forth. They are survival needs – without them, we die. They underscore the generation that self-preservation is the first law of life.

· Safety or Security Needs: Include the need for security and stability, as well as freedom from fear or threatening events or surroundings.

· Social Needs: Include the need for friendship, affection, acceptance, and interaction with other. 

· Esteem Needs: Include both a need for personal feelings of achievement (self-esteems) and a need for recognition or respect from other.

· Self-actualization Needs: Include feelings of self-fulfillment and realization of one's potential. That is, the need to fulfill oneself by making maximum use of abilities, skills, and potential.


These needs are presented in the following diagram (Fig 2) in a hierarchical form of ascending importance, from low to high. 
Maslow’s Needs Hierarchy Related to the Job






Crucial points in Maslow's thinking are important to understand the needs-hierarchy theory.

Maslow's theory assumes that a person attempts to satisfy the more basic needs (physiological) before directing behaviour toward satisfying upper-level needs. Or a person's safety needs would have to be generally satisfied before the next level of need (social needs) can motivate behavior.  Thus, the strength of any need is determined not only by the position in the hierarchy but also by the degree to which it and all lower needs have been satisfied.

A satisfied need ceases to motivate. That is, it is no longer a motivator. Once a lower need has been satisfied, it no longer acts as a strong motivator. For example, when a person decides that he is earning enough pay for contributing to the organization, money loses its power to motivate.

Unsatisfied needs can cause frustration, conflict, and stress.  It is these unsatisfied needs that motivate an individual in the organization. Unless satisfied, they may lead to undesirable performance outcomes.

People have a need to grow and develop and consequently will strive constantly to move up the hierarchy in terms of need satisfaction.

A person can progress down as well as up the various need levels. For instance, sudden unemployment or loss of a loved one (safety or social need) could shift one's concern from pursuit of personal recognition (esteem need) to a preoccupation with providing the basics (physiological needs).

The maximum personal motivation is self-actualization which is the tendency for a person to become actualized in what he/she is potentially or the desire to become more and more what one is capable of becoming.
Based on the Maslow's hierarchy of needs, managers use different mechanisms to motivate their subordinates. The following table shows examples of means managers can use to motivate employees.
Herzberg’s two-​factor theory - Herzberg developed a motivation theory known as the two-factor theory of motivation. The two factors are called the dissatisfiers-satisfiers or the hygiene moti​vators or the extrinsic-intrinsic factors. The original research that led to the theory gave rise to two specific conclusions. These are:

There is a set of extrinsic conditions, the job context, which re​sult in dissatisfaction among employees when the conditions are not present. If these conditions are present, this does not necessarily motivate employees. These conditions are the dissatisfiers or hygiene factors, since they are needed to main​tain at least a level of no dissatisfaction. They include:

	· Salary.
	· Company procedures.

	· Job security.
	·  Quality of technical supervision.

	· Working conditions.
	· Quality’ of interpersonal relations among peers, with   superiors and with subordinates.

	· Status.
	

	
	


There is a set of intrinsic conditions - the job content - when present in the job, builds strong levels of motivation that can result in good job performance. If these conditions are not present, they do not prove highly satisfying. The factors in this set are called the satisfiers or motivators and include:

	· Achievement 
	· The work it self 

	· Recognition
	· The possibility of growth 

	· Responsibility 
	· Advancement 


These motivators are directly related to the nature of the job or task itself. When present, they contribute to satisfaction. This, in turn, can result in intrin​sic task motivation. 
Summary

Compensation is the total of all rewards provided to employees in return for their services. The components of a total compensation program are divided into two broad groups – Direct financial compensation and indirect financial compensation. Direct financial compensation consists of the pay that a person receives in the form of wages, salaries, bonuses, and commissions. Indirect financial compensation (benefits) includes all financial rewards that are not included in the direct compensation. All these types of compensation comprise a total compensation policy. 
Many factors interact with and affect compensation. The organization, the labor market, and the employee all have an impact on determining the individual’s financial compensation. Before a company can determine the relative difficulty or value of its jobs, it must define their content. This is normally achieved through job analysis. Job evaluation is part of compensation system by which a firm determines the relative value of its jobs. The basic purpose of the job evaluation is eliminate internal pay inequities that exist because illogical pay structures. Organizations use four basic job evaluation methods: ranking, grading, factor comparison and point. The ranking and classification methods are qualitative, whereas the factor comparison and methods are quantitative approaches.

Safety involves protecting employees from injuries caused by work-related accidents. Health hazards are those aspects of the work environment that slowly and cumulatively (and often irreversibly) lead to deterioration of an employee’s health.  Health refers to employees’ freedom from physical or emotional illness.
3.9 Integration and Maintenance

3.9.1 Introduction

This section discusses about labour relations, collective bargaining, employee conduct and discipline.   

3.9.2 Objectives
 After completion of this section learners will be able to

· Explain the importance of good labour relations 

· Identify dispute settlement  mechanisms and steps in dispute settlement 

· Understand the objectives of employee disciplinary actions and the steps to be followed to employee disciplinary offence.   

 3.9.3. Labour Relations

Pre-test: Dear learners, can you explain the major merits of having a labour relation.......................
Labour relation may be defined as the relationship between employer represented by management and employee being represented by labour union. The relationship could be of day-to-day working relationship, whole field of relationship, individual relationship and collective relationship. The merits of effective relationship include; raises productivity and efficiency, builds employee morale, enhances psychological satisfaction, promotes egalitarianism, equal partnership rights shared understanding through effective communication, and maintains a climate of peace; avoids conflicts and differences.  

 The functions of staff associations include:

1. Safeguard individual and collective interests ,

2. Ensure efficient functioning of organization ,

3. Establish good relation between administrations and staff.
4. Determine service conditions,

5. Promote staff welfare; and 

6. Participate in federation of association

3.9.4. Dispute and Disputes Settlement 

Dispute means any difference between employers and employers, between employer and workmen or between workmen and workmen which is concerned with the employment or non-employment or terms of employment or with the conditions of work of any person.  Disputes between management and staff;   staff and staff; and industrial disputes   are common occurrences. Employee strikes and management lockouts result in loss of production, profit, market and closure of plant/offices. The causes of strikes include; service Conditions (wages…), working conditions, multiplicity of staff Associations/ unions…rivalry between them, confusion in service laws, and political interference. 
Methods of Disputes settlement

The major dispute settlement methods include:

1. Collective Bargaining:  refers to the process in which selected representatives of the employees (i.e. the union) carry out bargaining or negotiations with the management. It may involve employers of different companies have joined to-gather for bargaining with a union in common situations or on common issue like, wages and benefits, work rules, violations of employment contract . The following figure shows collective bargaining process.

Steps to improve collective bargaining Process 

1. Begin the negotiations with proposals, not demands 

2. Avoid taking public positions in advance 

3. Avoid strikes before/during negations 

4. Give negotiators proper authority to bargain

5. Avoid delay in negotiations offer facts and arguments 

6. Offer facts and arguments 

7. Make alternative proposals 

8. Be prepared to compromise 

9. Get results gradually 

10. Preserve good manners 

11. Focus on relevant issues 

12. Be prepared to face bard strike/lock out 
Tactics used in collective bargaining  Process 

1. Anticipate demands.

2. Maintain team spirit 

3. Separate personalities from problems 

4. Counter proposals by the administration 

5. Maintain emotional maturity 

6. Authoritative persons be deputed to negotiate

7. Small and less expensive issues first 

8. Allow other party to speak more 

9. Do not give up or back off too soon 

10. Do not underestimate or over-estimate the other party 
11. End in good agreement or settlement
2. Code of Discipline: Code of discipline defines duties and responsibilities of employers and workers.  It lays down specific obligations from the management and the worker to promote constructive co-operation; avoid stoppages of work and avoid litigation; secure settlement of grievances by negotiation conciliation and arbitrations, and eliminate all forms of violence and coercion in relations.
3. Grievance Procedure  : A grievance is a complaint by an employee related to employment conditions ( eg  personal injustice,  violations of law contract rules). Grievance procedure outlines grievance application stages. Normally, an employee should present his complaint to his/her immediate superior goes on to next levels if his /her complaint is not addressed. The following step shows typical grievance procedure.

1. complaint to section Head                   if not resolved,

2. complaint to depart Head                     if not resolved,

3. complaint to division Head                  if not resolved,

4. complaint to union                               Takes up with Mgmt 

​​4. Arbitration: Arbitration is a procedure in which a neutral party studies the bargaining situation, listens to both parties, gathers information and makes recommendations that are binding on parties. Union takes the initiative and management agrees; both find out a neutral arbitrator, each side represents its case at the hearing witnesses, Documents, transcripts are presented; cross-examinations take place. Final decision is given by arbitrator which is binding. 

5. Conciliation : It refers to a process by which representatives of workers and employers are brought together before a third party i.e. a mediator (s) with a view to persuading them to arrive at an agreement by mutual discussion between them. Conciliator’s settlement is not binding on both parties. 

6. Adjudication:  adjunction is a mandatory settlement of a dispute by a (labour) court . It is usually preferred when conciliation fails.                                          
In the collective bargaining process win-loose; loose-win; loose-loose and win-win are possible situations. It is generally better to avoid a dispute taking place at all.

3.9.5. Employee Conduct and Discipline

Conduct relates to behaviour and discipline to rules and regulations. In public organizations the public servants are expected to behave in certain decent manners and abide by certain rules and regulations. Obeying rules and regulations results in self-discipline. These rules which control the conduct of the officials are known as administrative self regulations or conduct rules. These conduct Rules secure the accountability of public employee officials to the people. Conduct rules prevent misuse of power by the civil servants, hold them responsible and accountable for their official activities, asks them to observe a certain code of ethics in their private life, protects their integrity, ensures good behaviour towards superiors and regulates their political activities. 

Acts of misconduct include:

1. Embezzlement

2. Falsification of Accounts 

3. Fraudulent Claims (e.g. Per Diem Allowance)

4. Forgery of documents

5. Theft 

6. Bribery and Corruption 

7. Possession of Disproportionate Assets 

8. Offence Against Law and State

9. Disobedience of orders

10. Misbehaviour with superior officers, colleagues, Public, subordinates 

11. Violation of conduct rules, standing orders, 

Employees must confirm to the code of conduct, be duty- bond to control their urges and co-operate for common good. There are three basic meanings of discipline: 

· It is training that corrects moulds, strengthens or perfects.

· It is control gained by enforcing obedience. 

· It is punishment or chastisement. 

Thus, one may define say discipline involves the condition or moulding of behaviour by applying reward or penalties. The third meaning is narrower in that it pertains only to the act of wrong doers. There are two approaches to studying discipline: (1) the positive approach; and (2) the negative approach (military). The positive approach of discipline is preferable. Some cases may invite major disciplinary penalties while calls for minor penalties. As a rule it is better to outline cases that   results in  major disciplinary penalties and  minor penalties .

Essentials of disciplinary actions

The following principles should be observed: 

1. Principle of Natural Justice. It means that , 

· no person should be judge in his own case 

· opportunity of hearing to the other side 

· order should be a speaking order i.e. based on logic 

2. Principle of impartiality and consistency

3. Principle of impersonality i.e. disciplinary authority should not develop a sense of triumph against the employee. 

Minor disciplinary penalties follow brief procedure; no need of detailed enquiry; official can represent; final order is passed by imposing penalty. Length procedure is flowed in the case to major disciplinary offence. Annex 3 shows major disciplinary procedure.  Disciplinary cases starts with   the disciplinary proceedings against the   employee.  In major disciplinary offences all the eight steps should be adhered to and punishment for misconduct should   only be taken after the misconduct is   clearly established. 

 A brief note disciplinary procedure is given below. 

1) Framing and Issuing of Charge sheet. This step involves (i) preliminary enquiry; (ii) Action on preliminary enquiry report and (iii) Issuing charge sheet/ statement of allegations.  Preliminary enquire helps to decide whether or not a prima facie case exists against the employee; and to determine / fix the responsibility, to collect evidence, to form the basis of charge sheet. The competent authority examines the report and decides whether action should be taken to impose one of the major penalties. At this stage only preliminary enquiry action is taken. Ones it is found that the disciplinary offence is one of the major type, the competent authority issues charge sheet/ statement of allegations. The charges   should   be in writing, clear, precise and accurate. The ground and circumstances of occurrence of misconduct charges are to be communicated. The officials should fix disciplinary hearing date and give reasonable time for the accused person to defend him/her self in person and writing. The charge sheet may be handed over to the accused person in person or / by registered post/ published in local news papers. 

2. Employee's Explanation:  At this sage four situations can arise: the official may (a) accept the charges; (b) refute the charges; (c) ask for more time; and (d) not submit any explanation. In situation (a), inflict punishment. In situations (b) and (d) conduct enquiry. In situation (c) give more time but situations (a) or (b) or (d) may arise; act accordingly. 

3. Issuing Notice of Enquiry: At this stage (a) Notice is issued (b) an enquiry officer is appointed (the officer should be an impartial, open minded who is to conduct enquiry is to be supplied with      a copy of the charge sheet) and (c) an expert person in the area or a lawyer may assist the enquiry officer.

4. Conduct of Enquiry: At this stage the enquiry officer holds enquiry on fixed date and time openly. If the employee does not appear at all, the enquiry will be carried on and the details of enquiring should be recorded and signed by all. 

5. Preparation of Enquiry Report: The report should include; the charge sheet, employee's explanation, evidences in support of charges, evidences produced in defence, and findings on the charges 

6. Decision of the Disciplinary Authority: The authority is either to accept the report totally or partially or reject the same and conduct a fresh enquiry. 

7. Second Show-Cause Notice: Here, indicating the proposed major penalty with reasons for the same, the authority can issue a second show-cause notice to the employee. 

8. The Final Order: At this stage official, very carefully drafted final order and inflict the major penalty to be issued. The order is likely to be challenged before higher administrative authority or the High court/Supreme court. 
Normally a second enquiry cannot be held where there is no flaw in the first enquiry. An employee can appeal to higher administrative authority and to the courts. Major issues that may call  for appeal include; lack of knowledge of disciplinary procedures, delays in taking disciplinary action, lack of fair-play, fairness and justice, withholding of appeal, too many rules, lack of tolerance, lack of standards expected from employees, attitude of the supervisor, inconsistency  and absence of constructive approach. 
Summary 

In collective bargaining both the parties should integrate with each other to produce harmonious relationship. In the process win-lose; loose-win; loose-loose and win-win are possible situations. The ultimate use of conduct rules and discipline procedures is to promote self-discipline. Penalties are applied after preventive measures have failed. True discipline should   foster mutual understanding.
And disciplinary action: should be fair, should be consistent, should follow procedures, should allow appeal, should confirm to discipline policy; and should   be called for.
3.10 Human Resources Promotions transfers and Separation

3.10.1 Introduction
This section is divided into four sub-sections. The first sub section describes about placement, the second deals with promotion, which is always an issue for existing employees, and the third deals with transfer and demotions. 

3.10.2 Objectives:

At the end of this section, learners will be able to:

· Describe Placement.

· Explain what promotion means.

· Reason out how employees are promoted.

· Define and state the purpose of transfer.

· Define demotions and clarify why employees are demoted.

· Explain termination and its reasons. 
3.10.3 Placement
Pre-test: Dear Students, what is your understanding about the meaning of placement? 
Staffing needs of an organization are met when new employees are hired from outside and a reassignment of current employees due to promotion or transfer. To attain organizational objectives, organizations must harness the efforts of its employees.  To this effect, employees must be placed in a position related to their academic qualifications and/or work experiences.

Placement refers to the assignment or reassignment of an employee to a new job. Employee placement is mainly decided jointly by both the employee's immediate supervisor and the top management.  In this case, the human resource department should provide advice and counselling services regarding employee assignment or reassignment. 
3.10.4 Promotion
Pre-test: Dear Students, what is your understanding about the meaning of promotion? 
Promotion occurs when an employee is moved from a job to another position that is higher in pay, responsibility, and/or organizational level.  It is a mechanism in which organization recognizes employees past job performance and its effort to aid the organization in furthering its objectives.  Promotions usually are based on merit and/or Seniority. 
3.10.5 Transfers and Demotions

Pre-test: Dear Students, what is your understanding about the meaning of Transfer and Demotion? 
Transfers refer to reassignment of an employee from one job to another position with similar status, equal pay and/or responsibility.  Demotions on the other hand, refer to the downward movement of an employee to a position that is lower in responsibility, status, and perhaps lower pay. Employees are demoted because of discipline, poor performance or inappropriate behaviour such as absenteeism.  It can be used as an alternative to firing an employee because of inefficiency.  In this case, the reason for the demotion should be beyond the control of the employee.
3.10.6 Separation/Termination

Pre-test: Dear Students, what is your understanding about the meaning of Termination/separation in an organization? 
Termination/Separation is a permanent separation of an employee from an organization.  It may occur when employees are fired, laid off, resign, retire or die.  There are many reasons for employee terminations.  Some of the major ones are:

· Some employees may find a position in another organization that best suit their personal behaviour.

· Some employees may simply want a change. 

· Some employee may separate from the organization for economic reasons.

Terminations may even be beneficial to employees, since retirement benefits are provided for those who have served a long period of time in an organization.  Retirement occurs when an employee stops regular work in an organization.  The retired employee may shift to another work that best suit his capability. 
Summary

Performance appraisal is a system that provides a periodic review and evaluation of an individual’s job performance. The overriding purpose of performance appraisal is to improve the organization’s effectiveness. Identification of specific objectives provides the starting point for the performance appraisal process. Because an appraisal system cannot serve all purposes, a firm should select those specific objectives it desires to achieve. Next, workers must understand what is expected of them on the job. Supervisors normally discuss with employees the major duties contained in their job description.
Work performance is observed and periodically evaluated against previously established job performance standards. The results of the evaluation are then discussed with the workers. The performance evaluation interview serves to re-establish job requirements in the employee’s mind. The process is dynamic and ongoing. The human resource department is responsible for designing and overseeing the performance appraisal process. The person who actually conducts performance appraisal varies from company to company. However, direct participation by line management is necessary for success. The other important thing that is included in this unit is human resource management functions such as placement, promotion, transfer and demotion, and termination.
3.11. Managing Gender and Family Issues in the work place
3.11.1. Introduction 
This section discusses management gender and family issues in the work place. It emphasizes the need to mainstream gender and family issues at work place in all human resource management functions.

3.11. 2 Objectives: At the end of this section learners will be able to:
· Explain the importance of mainstreaming gender and filmy issues in HRM
 3.11.3. Managing Gender and family issues in the work place
 Pre Test: Dear learners, what do you understand by the term gender and sex? Are they same or different? 
Sex is a biological or natural attribute of being male or female. The attribute owes to the presence of responsible hormones for the creation of genitals and associated reproductive organs.  Gender is socially determined and culturally specified difference between male and female. It also indicates the roles, behavior, attitudes and activities that society assigns to men and women. The concept portrays culturally constructed roles than biologically/naturally determined ones like sex. In most cases, women are the most exploited workers as a result of the sexual division of labor and gender discrimination. Gender discrimination may be defined as prejudicial treatment of an individual based on gender. Women also face sexual harassment which refers to unwanted sexual attention that intrudes on person’s integrity. Sexual harassment may include, remarks, looks, touching, jokes, attitudes, sexual comments, and recurring requests for dates, use of sexual artifacts and use of sexual explicit language.
 3.11.4. Initiatives to tackle Gender inequality
Many studies have indicated that gender inequalities are deeply entrenched in all societies and are reproduced through variety of practices and institutions including policy interventions. They pointed out that inequalities based on sex are pervasive features of all societies; they are the product of socially constructed power relations, norms and practices. To tackle gender inequalities many initiatives have been made at international as well as national levels. These include

1.  International Labor Standard on Women Workers of 2000, 

2. Declaration On Equal Opportunity and Treatment for Women Workers, adopted by 1975. 

3. the United Nations convention on the Elimination of All Forms of Discrimination against Women adopted in 1979, Beijing +5; Global High level Plenatry Review 

4. Women 2000: Gender Equality, Development and Peace for the Twenty First Century

5.   the 1993  UN General Assembly declaration on the Elimination of Violence against Women; 

6. the 1994 Commission on human rights 

These conventions generally calls for equality between women and men in all aspects and reaffirmed that rights of women are an integral part of universal human rights. Signatory countries elected and formed Committee On the Elimination of Discrimination Against Women (CEDAW) to monitor its implementation. However, while women’s participation in the labor force has increased worldwide, their working conditions have not improved commensurately

To prevent sexual harassment at work place, some policies, laws should be developed. The companies should follow the following guidelines to prevent the same from occurring.

·  Strong and effective company policies to be formulated.

· Company’s policies should be enforced.

· Communicating the policy to all the members of the organization.

· Setting up a procedure for reporting violations.

· Taking appropriate actions.

Generally, it is illegal and unethical to discriminate individuals based on gender, caste, physical condition, race, religion and others criteria. It is underscored that all policies should embrace women and should have to address gender-based inequalities and constraints.
 Gender mainstreaming is found to be the most important mechanism. Gender mainstreaming is defined as the process and strategies of making women’s needs and perspectives an integral part of the overall development work of the government as opposed to a separate concern.  It is about integration of women’s concerns into all aspects of development by explicitly considering the actual and potential role of women in all sectors of the economy, and the impact of all policies, plans and programs on women vis-à-vis men. 
Thus, gender issue should be mainstreamed in all human resources functions.  Importantly too, the human resources manager should manage    work -family conflict. Work–family conflict (interface) is type of conflict which is  created because of Work-related factors, such as job responsibility, in which work pressures are incompatible with family demands. Work–family conflict has been found to have a negative influence on work outcomes (e.g. job satisfaction, organizational commitment, intention to turnover), family outcomes (e.g. marital and family satisfaction), and physical and psychological health outcomes (e.g. physical health complaints, depression, substance abuse disorders).  
The human resources manager should also manage family-work interface which refers to decisions in the work domain that are influenced by family-domain factors. This is so because family factors influences work decisions. For example women may decide to quit their job because of family reason. The human resource manager can address work-family and family-work conflict through flexible job arrangement and family assistance programs that fits to different family stage (Transition to Parenthood, Preschool-Age Child Stage, School-Age Child Stage, Adolescent Child Stage and Empty Nest Stage) . He/ she can provide formal organizational support (e.g. organizational work–family initiatives such as flextime and dependent care assistance) and informal organizational support (e.g. supportive supervisor or organizational culture) for employees’ work–family concerns. The support functions may include 

· Emotional or affective support- to enhances self-esteem 

· Instrumental support such as financial aid or assistance with meeting role demands that solves practical problems

· Informational support -  increases knowledge about available resources or courses of action 
· Companionship support that meets needs for affiliation social comparison support that conveys information about the appropriateness of different behaviors
Summary 

Gender mainstreaming is found to be the most important mechanism to address gender-based inequalities and constraints. Gender mainstreaming is defined as the process and strategies of making women’s needs and perspectives an integral part of the overall development work of the government as opposed to a separate concern.  It is about integration of women’s concerns into all aspects of HRM functions by explicitly considering the actual and potential role of women in all sectors of the economy, and the impact of all policies, plans and programs on women vis-à-vis men.

 Proof of ability: 

	No
	The Student Has:
	Competencies  to be evaluated 
	Criteria
	Score ( 50 %)

	1
	Analyzed jobs  and prepared Human resource plan
	To plan, To mainstream,  To manage, To evaluate, 
	Scientific/ standard steps, procedure, and methods followed in analysis and planning, (Written Exam, Reporting and Presentation)
	10

	2
	Played role in recruitment and

Selection
	To recruit,  To orient,  To plan,  To mainstream,  To manage,  To evaluate
	Steps followed, criteria set, gender issues addressed, ( Demonstration using cases, report writing and  presentations)
	8

	3
	Analyzed Human resource

training and development plan
	To train,  To plan, To evaluate, To mainstream,  To manage 


	Scientific/ standard steps, procedure, and methods followed in analysis (Written Exam, Reporting and Presentation)
	9

	4
	Demonstrated Employee

compensation skill and

knowledge and performance appraisal  
	To plan,  ,  To manage,   To evaluate ,  To mainstream
	prepared compensation plan, types and methods

of compensation identified with relevant cases

( Demonstration using cases, report writing and  presentations)
	15

	5
	Played role in human integration and grievance

handling in an organization
	To plan,   To orient  To manage,   To evaluate ,  To mainstream
	identified causes of grievances, and followed

scientific/standard method of handling,

( Demonstration using cases, report writing and  presentations)
	8
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Annexes
Annex 1:  Differences between HRM and PM.

	No.
	Dimension
	Personnel Management
	Human Resource Management

	 1
	Employment contract 
	Careful delineation of

Written contracts
	Aim to go beyond contract.

	 2
	Rules
	Importance of devising 

Clear rules
	Can do outlook, impatience with rule

	 3
	Guide to management 
	Procedures
	Business need

	 4
	Behavior referent
	Norms/customs and 
	Values/mission

	 5
	Managerial task Visa a’-Vies labour
	Monitoring 
	Nurturing

	 6
	Key relations
	Labour Management
	Customer

	 7
	Initiatives 
	Piecemeal
	Integrated 

	 8
	Speed of decision
	Slow
	Fast

	 9
	Management role
	Transactional
	Transformation leadership

	10
	Communication
	Indirect 
	Direct

	11
	Prized management 

Skills
	Negotiation
	Facilitation

	12
	Selection
	Separate, marginal task
	Integrated, key task

	13
	Pay
	Job evaluation (fixed

grades)
	Performance related

	14
	Condition
	Separately negotiated 
	Harmonization

	15
	Labour management
	Collective-bargaining

Contracts
	Individual Contracts

	16
	Job categories and

Grades
	Many
	Few

	17
	Job design
	Division of labour
	Team work

	18
	Conflict handling 
	Reach temporary truce
	Manage climate and culture

	19
	Training and

Development
	Controlled access to

Courses
	Learning companies

	20
	Focus of attention for

Interventions
	Personnel procedures
	Wide-ranging cultural, structural and personnel strategies 

	21
	Respect for employees
	Labour is treated as a tool

Which is expendable and

Replaceable
	People are treated as assets to be used for the benefit of an organization, its employee and the society as a whole.

	22
	Shared interests
	Interests of the organization

are uppermost 
	Mutuality of interests

	23
	Evolution
	Precedes HRM
	Latest in the evolution of the subject.


Annex  2: A General Job Description for the Job of Supervisor

Annex 3: Major disciplinary procedure. 
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     JOB TITLE:	SUPERVISOR


   DIVISION:	Finance


	DEPARTMENT:	Administration and finance


	SOURCE(S):	Melkamu Gizachew


	JOB ANALYST:	 Chaltu Bacha 


	DATE ANALYZED:	12/11/95


	


 Job Summary


The supervisor works under the direction of the MANAGER: plans goals; supervisors the work of employees; develops employees with feedback and coaching; maintains accurate records; coordinates with others to achieve optimal use of organization resources.


 


 JOB DUTIES AND RESPONSIBILITIES


1.  Plans goals and allocates resources to achieve them; monitors progress toward objectives and adjusts plans as necessary to reach them; allocates and schedules resources to assure their availability according to priority.


 2. Supervises the work of employees; provides clear instructions and explanations to employees when giving assignments; schedules and assigns work among employees for maximum efficiency; monitors employees' performance in order to achieve assigned objectives.


 3. Develops employees through direct performance feedback and job coaching; conducts performance appraisals with each employee on a regular basis; provides employees with praise and recognition when performance is excellent; corrects employees promptly when their perfor�mance fails to meet expected performance levels


 4.  Maintains accurate records and documents actions; processes paper work on a timely basis, and with close attention to details; documents important aspects of decisions and actions.


 5.  Coordinates with others to achieve the optimal use of organization resources; maintains good working relationships with colleagues in other organizational units; represents others in unit during division or corporate wide meetings.





JOB REQUIREMENTS


 1. Ability to apply basic principles and techniques of supervision.


            a. Knowledge of principles and techniques of supervision


            b. Ability to plan and organize the activities of others.


            c. Ability to get ideas accepted and to guide a group or individual to accomplish the task.


            d. Ability to modify leadership style and management approach to reach goal.


MINIMUM QUALIFICATIONS


Twelve years of general education or equivalent; and one year supervisory experience.


Substitute 45 hours classroom supervisory training for supervisory experience.
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