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1.0 AIMS AND OBJECTIVES1.0 AIMS AND OBJECTIVES

This unit is intended:This unit is intended:
 to give a “birds eye-view” of the concept of management and that ofto give a “birds eye-view” of the concept of management and that of

human resource managementhuman resource management
 to prepare workers in all organization (government, private, NGO,to prepare workers in all organization (government, private, NGO,

etc) to be better managers of the most important resources (theetc) to be better managers of the most important resources (the
human resource) in all organizationshuman resource) in all organizations

 to note the important relationship between care to people and careto note the important relationship between care to people and care
to the work of people in an organization. to the work of people in an organization. 

1.1 INTRODUCTION 1.1 INTRODUCTION 

This material is prepared for course participants who not only aspire toThis material is prepared for course participants who not only aspire to
seek a degree in the field of management, but also for people who, havingseek a degree in the field of management, but also for people who, having
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studied this  material,  will  venture to  groom themselves to be capablestudied this  material,  will  venture to  groom themselves to be capable
managers of people at work.managers of people at work.

Since people are the most important but the most difficult resources ofSince people are the most important but the most difficult resources of
any organization, the management of people at work, at any level and inany organization, the management of people at work, at any level and in
all fields, is faced with complex and intricate issues.all fields, is faced with complex and intricate issues.

Thus, one cannot speak of an organization and its management withoutThus, one cannot speak of an organization and its management without
people. Organizations like a police station, a factory, a grocery, a schoolpeople. Organizations like a police station, a factory, a grocery, a school
… all exist and operate with and through people. … all exist and operate with and through people. 

Yet,  the  management  of  activities  in  organizations  have  different  andYet,  the  management  of  activities  in  organizations  have  different  and
specific  approaches  to  note.  This  unit  will  make  a  mention  of  thespecific  approaches  to  note.  This  unit  will  make  a  mention  of  the
importance of the field, some of the approaches and the challenges oneimportance of the field, some of the approaches and the challenges one
would face in the making. would face in the making. 

1.2 IMPORTANT POINTS TO NOTE 1.2 IMPORTANT POINTS TO NOTE 

Despite that one studies the theories and principles of managing peopleDespite that one studies the theories and principles of managing people
at work, the task and the process of managing people is often imperfectlyat work, the task and the process of managing people is often imperfectly
understood and executed. The different styles of management like:understood and executed. The different styles of management like:

-- the autocratic i.e., dominating, strict, dictatorial, harsh, etcthe autocratic i.e., dominating, strict, dictatorial, harsh, etc
-- the democratic i.e., popular, orderly, just. andthe democratic i.e., popular, orderly, just. and
-- the laissez-fairs i.e., isolationist, policy of freedom from control arethe laissez-fairs i.e., isolationist, policy of freedom from control are

commonly  practiced  by  managers  while  only  the  democraticcommonly  practiced  by  managers  while  only  the  democratic
approach is viable.approach is viable.

The  natural  characteristics  of  individuals  that  no  two  persons  areThe  natural  characteristics  of  individuals  that  no  two  persons  are
identically  alike,  the  different  backgrounds  through  which  suchidentically  alike,  the  different  backgrounds  through  which  such
individuals have passed, the scope and variety of the operative functionsindividuals have passed, the scope and variety of the operative functions
and many others are among the factors which make the management ofand many others are among the factors which make the management of
people  at  work  and  which  we  refer  to  human  resource  management,people  at  work  and  which  we  refer  to  human  resource  management,
rather difficult.rather difficult.
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The purpose of  studying this  course  is  to  create  awareness  in courseThe purpose of  studying this  course  is  to  create  awareness  in course
participants that the field is  rather sensitive and ticklish.  To this  end,participants that the field is  rather sensitive and ticklish.  To this  end,
therefore, there is an imperative need now, than ever before, to overcometherefore, there is an imperative need now, than ever before, to overcome
problems  and  to  try  to  develop  a  useful  and  correct  approach  ofproblems  and  to  try  to  develop  a  useful  and  correct  approach  of
managing people at work.managing people at work.

This  material  is  broadly  and  generally  designed  to  be  successful  andThis  material  is  broadly  and  generally  designed  to  be  successful  and
beneficial  to  all  levels  of  managers  and/or  administrators  in  business,beneficial  to  all  levels  of  managers  and/or  administrators  in  business,
government and private entrepreneurs where people work in groups togovernment and private entrepreneurs where people work in groups to
achieve set goals.achieve set goals.

While  this  material  has  borrowed  some  concepts  and  theoreticalWhile  this  material  has  borrowed  some  concepts  and  theoretical
constructs from writers of other lands a good part of it could confidentlyconstructs from writers of other lands a good part of it could confidently
be  a  referred  to  several  years  of  this  writer’s  exposures  to  teaching,be  a  referred  to  several  years  of  this  writer’s  exposures  to  teaching,
research and practical  approach in  management  at  all  three  levels  ofresearch and practical  approach in  management  at  all  three  levels  of
management,  (lower  level,  middle  level  and  top  level).  Yet,  sincemanagement,  (lower  level,  middle  level  and  top  level).  Yet,  since
participants of this course could possibly come from varieties of disciplineparticipants of this course could possibly come from varieties of discipline
and  levels  of  education,  this  discussions  in  the  different  units  of  thisand  levels  of  education,  this  discussions  in  the  different  units  of  this
treaties  (study  material)  are  as  simple  and  practical  as  possible.  Stilltreaties  (study  material)  are  as  simple  and  practical  as  possible.  Still
though, as course participants are exposed to this text all by themselvesthough, as course participants are exposed to this text all by themselves
it  is  suggested  that  either  a  dictionary  or  a  thesaurus  or  both  areit  is  suggested  that  either  a  dictionary  or  a  thesaurus  or  both  are
expected to be by the side of the learner. expected to be by the side of the learner. 

1.3 HUMAN RESOURSE MANAGEMENT (HRM): CONTEXT 1.3 HUMAN RESOURSE MANAGEMENT (HRM): CONTEXT 

In all organizations, human beings, both managers and subordinates, areIn all organizations, human beings, both managers and subordinates, are
considered a resource.considered a resource.
Managing  human  resource  is  named  differently  by  differentManaging  human  resource  is  named  differently  by  different
organizations;organizations;

 PersonnelPersonnel
 Personnel ManagementPersonnel Management
 The management of Human ResourceThe management of Human Resource
 Staff managementStaff management
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 Labor RelationsLabor Relations
 Industrial psychologyIndustrial psychology
 The Management of manpower resourceThe Management of manpower resource
 etcetc

Thus,  Human  Resource  management  is  the  area  of  managementThus,  Human  Resource  management  is  the  area  of  management
concerned with people at work.concerned with people at work.

Every organization is made up of people. Acquiring the services of theseEvery organization is made up of people. Acquiring the services of these
people,  developing  their  skills,  ensuring  that  they  contribute  to  thepeople,  developing  their  skills,  ensuring  that  they  contribute  to  the
organizational  development  is  essential.  Of  all  resources  in  anorganizational  development  is  essential.  Of  all  resources  in  an
organization, people make the greatest difference in organizational goalorganization, people make the greatest difference in organizational goal
achievement.achievement.

Organizations  that  acquire,  develop,  stimulate  and  keep  successfulOrganizations  that  acquire,  develop,  stimulate  and  keep  successful
workers are said to be triumphant (successful,  victorious,  in the lead,workers are said to be triumphant (successful,  victorious,  in the lead,
champion).  Among  major  activities  in  the  management  of  humanchampion).  Among  major  activities  in  the  management  of  human
resources are:resources are:

 recruitment and selection recruitment and selection 
 training and developmenttraining and development
 performance appraisalperformance appraisal
 human relations human relations 
 compensation management andcompensation management and
 labor relations labor relations 

Human resource management, as an evolving science, is concerned withHuman resource management, as an evolving science, is concerned with
the  management  of  people.  Since  the  strength  of  any  organization  isthe  management  of  people.  Since  the  strength  of  any  organization  is
judged mainly by the kind of people it has, human resource managementjudged mainly by the kind of people it has, human resource management
has,  as  its  principal  objectives,  the  coordination,  leading  and  evenhas,  as  its  principal  objectives,  the  coordination,  leading  and  even
controlling the activities  of  people to assure a  sound people who cancontrolling the activities  of  people to assure a  sound people who can
contribute to the success of the firm.contribute to the success of the firm.
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1.4 WHY STUDY HUMAN RESOURCES MANAGEMENT?1.4 WHY STUDY HUMAN RESOURCES MANAGEMENT?

1.4.1 Changing aspects in the Field1.4.1 Changing aspects in the Field
Despite  that  Human Resource Management (HRM) is  used within thisDespite  that  Human Resource Management (HRM) is  used within this
teaching  material;  the  more  traditional  terms  are  still  widely  used  inteaching  material;  the  more  traditional  terms  are  still  widely  used  in
many  of  Ethiopia’s  organizations.  For  example,  the  terms  Personnelmany  of  Ethiopia’s  organizations.  For  example,  the  terms  Personnel
Department,  Personnel Director or just personnel are extensively usedDepartment,  Personnel Director or just personnel are extensively used
and respected.and respected.

Changes  in  terminology  suggest  the  increased  importance  associatedChanges  in  terminology  suggest  the  increased  importance  associated
with the management of people in organizations as well as the broaderwith the management of people in organizations as well as the broader
aspects from which the field is currently viewed. In the past, personnelaspects from which the field is currently viewed. In the past, personnel
management had a strong functional focus. In the past personnel officesmanagement had a strong functional focus. In the past personnel offices
were primarily concerned with the administration of specific employee-were primarily concerned with the administration of specific employee-
related  functions  like  hiring,  training,  wage-setting,  and  disciplinaryrelated  functions  like  hiring,  training,  wage-setting,  and  disciplinary
action.  A  more  modern  view  is  that  all  personnel  functions  areaction.  A  more  modern  view  is  that  all  personnel  functions  are
interrelated; each function affects the others. Moreover, how well theseinterrelated; each function affects the others. Moreover, how well these
functions  are  managed  has  a  tremendous  effect  on  an  organization’sfunctions  are  managed  has  a  tremendous  effect  on  an  organization’s
ability to meet its overall objectives. As these ideas have become moreability to meet its overall objectives. As these ideas have become more
and  more  accepted  in  the  Western  World,  the  view  of  “peopleand  more  accepted  in  the  Western  World,  the  view  of  “people
management” has changed accordingly. It is now generally accepted thatmanagement” has changed accordingly. It is now generally accepted that
human  resources  management  calls  for  a  dynamic,  organization-widehuman  resources  management  calls  for  a  dynamic,  organization-wide
perspective  that  is  action-oriented  and  based  on  theory  from  manyperspective  that  is  action-oriented  and  based  on  theory  from  many
disciplines, including the study of human behavior. disciplines, including the study of human behavior. 

This  broad-based  view  of  human  resource  management  has  greatThis  broad-based  view  of  human  resource  management  has  great
practical value. With such a perspective, it is possible to understand thepractical value. With such a perspective, it is possible to understand the
interrelationship of  all  human resources management activities and tointerrelationship of  all  human resources management activities and to
appreciate how they contribute to the overall success of an organization.appreciate how they contribute to the overall success of an organization.
Within the organization, such an awareness increases the effectivenessWithin the organization, such an awareness increases the effectiveness
with which human resources are used to achieve desired outcomes thatwith which human resources are used to achieve desired outcomes that
benefit employees and the organizations in which they work.benefit employees and the organizations in which they work.
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1.4.2 A Process-System View1.4.2 A Process-System View

A useful way to describe human resources management is in process-A useful way to describe human resources management is in process-
systems terminology. The importance of the process-systems view is thatsystems terminology. The importance of the process-systems view is that
(1)  it  takes into account the interdependence of  all  aspects  of  human(1)  it  takes into account the interdependence of  all  aspects  of  human
resources management  and (2)  it  recognizes  the  relationship  betweenresources management  and (2)  it  recognizes  the  relationship  between
human resource activities and organizational goals.human resource activities and organizational goals.

A process is  an identifiable flow of  interrelated events moving towardA process is  an identifiable flow of  interrelated events moving toward
some  goal,  consequence,  or  end.  An  example  in  human  resourcessome  goal,  consequence,  or  end.  An  example  in  human  resources
management is the staffing process, a flow of events that results in themanagement is the staffing process, a flow of events that results in the
continuous filling of positions within the organization. These events willcontinuous filling of positions within the organization. These events will
normally include such activities as recruiting applicants, making hiringnormally include such activities as recruiting applicants, making hiring
decisions,  and  managing  career  transitions  such  as  transfers  anddecisions,  and  managing  career  transitions  such  as  transfers  and
promotions. promotions. 

A system, on the other hand, is a particular set of procedures or devicesA system, on the other hand, is a particular set of procedures or devices
designed to control a process in a predictable way. The staffing system ofdesigned to control a process in a predictable way. The staffing system of
a  given  organization,  for  example,  might  include  such  devices  anda  given  organization,  for  example,  might  include  such  devices  and
procedures  as  application  blanks,  interviews,  reference  checks,  a  six-procedures  as  application  blanks,  interviews,  reference  checks,  a  six-
month probationary period, a procedure for posting job openings withinmonth probationary period, a procedure for posting job openings within
the organization, and procedures for applying for transfer. Thus, the termthe organization, and procedures for applying for transfer. Thus, the term
process refers to a combination of events that leads to some end result,process refers to a combination of events that leads to some end result,
while the term system identifies specific procedures and devices used towhile the term system identifies specific procedures and devices used to
control those events.control those events.

According to the process-systems view, human resource management isAccording to the process-systems view, human resource management is
the systematic control of  a network of interrelated processes affectingthe systematic control of  a network of interrelated processes affecting
and involving all  members of an organization. These processes includeand involving all  members of an organization. These processes include
human resource  planning,  job  and work  design,  staffing,  training andhuman resource  planning,  job  and work  design,  staffing,  training and
development.  Performance  appraisal  and  review,  compensation  anddevelopment.  Performance  appraisal  and  review,  compensation  and
reward,  employee  protection  and  representation,  and  organizationreward,  employee  protection  and  representation,  and  organization
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improvement. To control and improve these processes, human resourceimprovement. To control and improve these processes, human resource
systems are planned, developed and implemented through the combinedsystems are planned, developed and implemented through the combined
efforts  of  all  managers  and  human  resources  specialists  in  anefforts  of  all  managers  and  human  resources  specialists  in  an
organization. organization. 

1.4.3 Personnel/Human Resource Management 1.4.3 Personnel/Human Resource Management 

In  general  the  task  of  the  unit  of  or  as  is  often  referred  to  as  theIn  general  the  task  of  the  unit  of  or  as  is  often  referred  to  as  the
personnel  department  is  a  staff  function.  With  limited  authority  topersonnel  department  is  a  staff  function.  With  limited  authority  to
exercise, as mandated by policy or superior orders, (i.e. the line officers),exercise, as mandated by policy or superior orders, (i.e. the line officers),
personnel managers are to advise the line managers in the organizations. personnel managers are to advise the line managers in the organizations. 

Personnel managers, on the basis of policy guidelines or instructions ofPersonnel managers, on the basis of policy guidelines or instructions of
line managers may play the role of:line managers may play the role of:

 recruiting and selectingrecruiting and selecting
 transfer or promotiontransfer or promotion
 socialization (human relations)socialization (human relations)
 training/developmenttraining/development
 performance appraisalperformance appraisal
 demotionsdemotions
 separationsseparations
 records and record keepingrecords and record keeping

In this regard then, the personnel process is an on going function. It isIn this regard then, the personnel process is an on going function. It is
the sole agent of an organization to keep it supplied with:the sole agent of an organization to keep it supplied with:

 the right peoplethe right people
 in the right position and in the right position and 
 to accomplish the right tasksto accomplish the right tasks

As  people  are  the  most  important  resources  of  any  organization,  theAs  people  are  the  most  important  resources  of  any  organization,  the
personnel function is an essential area of the organization.personnel function is an essential area of the organization.

Together with its planning aspect, the personnel function includes certainTogether with its planning aspect, the personnel function includes certain
basic activities.basic activities.
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1.4.3.11.4.3.1 Personnel  planning:  -  expected  to  ensure  that  the  personnel Personnel  planning:  -  expected  to  ensure  that  the  personnel
needs  of  the  organization  are  fairly  properly  met.  Accordingly  theneeds  of  the  organization  are  fairly  properly  met.  Accordingly  the
personnel office needs to analyze:personnel office needs to analyze:

 current and/or expected skill needs.current and/or expected skill needs.
 vacancies or over staffingvacancies or over staffing
 expansion or reduction in the different sectorsexpansion or reduction in the different sectors
 environmental factors like legislation of personnel policy (in theenvironmental factors like legislation of personnel policy (in the

Negarit  Gazeta),  the  labor  market/demand  and  supply,Negarit  Gazeta),  the  labor  market/demand  and  supply,
employment statuses of employers, etc.employment statuses of employers, etc.

1.4.3.21.4.3.2 Recruitment deals with a pool of candidates ivs-a-vis the plan. Recruitment deals with a pool of candidates ivs-a-vis the plan.
Candidates may be located via:Candidates may be located via:

 training institutionstraining institutions
 advertisementsadvertisements
 individual contactsindividual contacts
 employment agenciesemployment agencies
 etc.etc.

1.4.3.31.4.3.3  Selection refers to:Selection refers to:
 using application forms using application forms 
 filing resumesfiling resumes
 interviewing candidatesinterviewing candidates
 administering testsadministering tests
 reviewing reference lettersreviewing reference letters

1.4.3.5  1.4.3.5  Orientation:  related  to  helping  the  selected  candidate  fit  (getOrientation:  related  to  helping  the  selected  candidate  fit  (get
adapt) into the organization smoothly. New comers are to be introducedadapt) into the organization smoothly. New comers are to be introduced
to  their  co-workers,  informed  of  their  tasks,  briefed  about  theirto  their  co-workers,  informed  of  their  tasks,  briefed  about  their
organization’s culture, policies, and requirements, etc.organization’s culture, policies, and requirements, etc.

1.4.3.61.4.3.6 Training/development,  a  supposedly  continuous program of  an Training/development,  a  supposedly  continuous program of  an
organization,  is  meant  to  increase  staff  abilities  to  contribute  to  theorganization,  is  meant  to  increase  staff  abilities  to  contribute  to  the
effectiveness of the organization. The provision of training is to improveeffectiveness of the organization. The provision of training is to improve
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skills of staff; development programs may be more for preparing staff forskills of staff; development programs may be more for preparing staff for
promotion.promotion.

1.4.3.71.4.3.7 Performance  Appraisal  is  an  approach  of  comparing  the  job Performance  Appraisal  is  an  approach  of  comparing  the  job
performance  of  a  staff  member  to  the  standards  developed  and  theperformance  of  a  staff  member  to  the  standards  developed  and  the
organizational objectives set for the position of an individual.organizational objectives set for the position of an individual.

Here, high performance may result in an individual’s merit – reward likeHere, high performance may result in an individual’s merit – reward like
promotion, raise, bonus, simple appreciation and/or keeping a record ofpromotion, raise, bonus, simple appreciation and/or keeping a record of
it.it.

Low performance may result in corrective action (like advice, warning,Low performance may result in corrective action (like advice, warning,
training demotion or suspension of raises). Low performance may lead totraining demotion or suspension of raises). Low performance may lead to
transfer or even dismissal.transfer or even dismissal.

The  guidelines  of  appraisal  are  set  by  the  personnel  office  while  theThe  guidelines  of  appraisal  are  set  by  the  personnel  office  while  the
periodic  appraisal  of  the  individual  worker  is  to  be  conducted by  theperiodic  appraisal  of  the  individual  worker  is  to  be  conducted by  the
immediate supervisor of the worker.immediate supervisor of the worker.

1.4.3.81.4.3.8 Promotions,  transfers,  demotions  and  separations  in  part Promotions,  transfers,  demotions  and  separations  in  part
demonstrate a  worker’s  values as  related to  the views that  judge thedemonstrate a  worker’s  values as  related to  the views that  judge the
worker.worker.

Here again,  individual  workers  who are  considered “high performers”Here again,  individual  workers  who are  considered “high performers”
may be praised, provided with raises and may contribute more.may be praised, provided with raises and may contribute more.

Low (poor) performers may be trained, transferred to less important jobs,Low (poor) performers may be trained, transferred to less important jobs,
demoted, or even dismissed but in line with the regulations. demoted, or even dismissed but in line with the regulations. 
Note: any of these approaches does affect Note: any of these approaches does affect HUMANHUMAN  RESOURCERESOURCE  PLANNINGPLANNING

1.4.3.91.4.3.9 Under normal conditions organizational members get engaged in Under normal conditions organizational members get engaged in
behaviors that they perceive as rewarding.behaviors that they perceive as rewarding.
In order to be rewarded these people do things better those tasks that theIn order to be rewarded these people do things better those tasks that the
organization stands for and those that the organization emphasizes.organization stands for and those that the organization emphasizes.

99



Hence, performance appraisal is a means of knowing whether the work ofHence, performance appraisal is a means of knowing whether the work of
workers is in accordance to the expectations of the organization.workers is in accordance to the expectations of the organization.

1.4.3.101.4.3.10 Performance appraisal is also a way of reinforcing the values Performance appraisal is also a way of reinforcing the values
and the culture of the organization.and the culture of the organization.

There are many parts to performance management.There are many parts to performance management.
a)a) Defining  what  performance  is.  In  view  of  supportingDefining  what  performance  is.  In  view  of  supporting

organization’s goals, one needs to define performance settingorganization’s goals, one needs to define performance setting
clear goals helps successful management of performance.clear goals helps successful management of performance.

b)b) Measuring  performance  not  narrowing  conceived.  TheseMeasuring  performance  not  narrowing  conceived.  These
ought  to  be  multiple  types.  The  most  important  one  is  toought  to  be  multiple  types.  The  most  important  one  is  to
measure often and to use the information obtained for furthermeasure often and to use the information obtained for further
action.action.

c)c) Feedback  and  coaching,  if  appraisals  are  to  improve  theirFeedback  and  coaching,  if  appraisals  are  to  improve  their
tasks,  they  need  to  be  provided  with  feedback  and  sometasks,  they  need  to  be  provided  with  feedback  and  some
guidance to reach the next higher level. guidance to reach the next higher level. 

In the “divisional” approach to departmentalization the manager assignsIn the “divisional” approach to departmentalization the manager assigns
each  subordinate,  the  responsibility  of  managing  a  “whole”,  self-each  subordinate,  the  responsibility  of  managing  a  “whole”,  self-
contained job. Here, each subordinate is put in charge of a departmentcontained job. Here, each subordinate is put in charge of a department
(e.g. customer, market, or location).(e.g. customer, market, or location).

1.5 NATURE OF PERSONNEL / HUMAN RESOURCE 1.5 NATURE OF PERSONNEL / HUMAN RESOURCE 
MANAGEMENT MANAGEMENT 

“Personnel Management may include: “Personnel Management may include: 
 planningplanning
 organizingorganizing
 directing anddirecting and
 controlling of thecontrolling of the

-- ProcurementProcurement
-- DevelopmentDevelopment
-- CompensationCompensation
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-- IntegrationIntegration
-- Maintenance and separation of Maintenance and separation of 

Human Resource to the end that:Human Resource to the end that:
 individualindividual
 organizational and organizational and 
 social objectives are accomplished.”social objectives are accomplished.”

Modern personnel management dates back to the 1940’s. Yet, personnelModern personnel management dates back to the 1940’s. Yet, personnel
problems that need managerial  attention date back to the time of theproblems that need managerial  attention date back to the time of the
industrial revolution.industrial revolution.

The  practitioner  in  modern  personnel  management  requires  to  beThe  practitioner  in  modern  personnel  management  requires  to  be
equipped with such broad fields in:equipped with such broad fields in:

 psychologypsychology
 sociology philosophysociology philosophy
 economics and economics and 
 managementmanagement

Taking good lectures, reading many materials in the discipline indicatedTaking good lectures, reading many materials in the discipline indicated
above may not enable one to be a good manager. The study and readingsabove may not enable one to be a good manager. The study and readings
will help, but attending to current problems, awareness of such needs arewill help, but attending to current problems, awareness of such needs are
important.important.
As  a  manager,  one  exercises  authority  and  leadership  over  otherAs  a  manager,  one  exercises  authority  and  leadership  over  other
personnel.  The  personnel  manager  is  one  who  performs  the  basicpersonnel.  The  personnel  manager  is  one  who  performs  the  basic
functions of management.functions of management.

Accordingly, the field of personnel management has both the managerialAccordingly, the field of personnel management has both the managerial
and the operative functions as in the following:and the operative functions as in the following:

 managerial functions include:managerial functions include:
-- PlanningPlanning
-- OrganizingOrganizing
-- Directing andDirecting and
-- Controlling Controlling 

 operative functions include:operative functions include:
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-- recruitmentrecruitment
-- selection selection 
-- developmentdevelopment
-- performance Appraisal performance Appraisal 
-- compensationcompensation
-- integrationintegration
-- separationseparation

Others address this approach as in POSDCORB. Here it is noted that:Others address this approach as in POSDCORB. Here it is noted that:
PLANNING is the determination in advance of personnel programs thatPLANNING is the determination in advance of personnel programs that
contributes to the establishment of goals of a firm. Effective managerscontributes to the establishment of goals of a firm. Effective managers
realize that a substantial part of their time is devoted to PLANNING.realize that a substantial part of their time is devoted to PLANNING.

The process of  goal  establishment involves the active and enlightenedThe process of  goal  establishment involves the active and enlightened
participation of the personnel manager together with close associates inparticipation of the personnel manager together with close associates in
human resources. human resources. 

ORGANIZING – An organization is a means to an end – a means to realizeORGANIZING – An organization is a means to an end – a means to realize
a  plan.  After  a  course  of  action  is  determined,  an  organization  isa  plan.  After  a  course  of  action  is  determined,  an  organization  is
established to carry that out.established to carry that out.

DIRECTING – implies getting people to go to work to expedite plans andDIRECTING – implies getting people to go to work to expedite plans and
organization, willingly and effectively.organization, willingly and effectively.
Hence, directing entails motivating, actuating or command. Hence, directing entails motivating, actuating or command. 
  
CONTROLLING  is  the  work  of  the  personnel  manager  dealing  withCONTROLLING  is  the  work  of  the  personnel  manager  dealing  with
regulating activities  in  line  with  the  personnel  plan,  formulate  on theregulating activities  in  line  with  the  personnel  plan,  formulate  on the
basis of an analysis of fundamental organizational goal.basis of an analysis of fundamental organizational goal.

1.6 IMPORTANCE OF HUMAN RESOURCE MANAGEMENT 1.6 IMPORTANCE OF HUMAN RESOURCE MANAGEMENT 

Background Background 
1.6.11.6.1 It  is  one of the most important  and most interesting courses in It  is  one of the most important  and most interesting courses in
management.management.
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It is important because it deals with people and people are:It is important because it deals with people and people are:
 very important but very difficult to managevery important but very difficult to manage
 all organizations of more than one person deal with people.all organizations of more than one person deal with people.

It is interesting because human nature is more complex and complicatedIt is interesting because human nature is more complex and complicated
than any other resource in the organizationthan any other resource in the organization

1.6.21.6.2 You might have taken courses in: You might have taken courses in:
 introduction to general psychology (Pysy 201) managementintroduction to general psychology (Pysy 201) management
 and organization and management (Mgmt 212) or at least theand organization and management (Mgmt 212) or at least the

second. Now, you will take this one.second. Now, you will take this one.
You will see integrations and interrelationships among the three.You will see integrations and interrelationships among the three.

1.6.31.6.3 You might also sense some sort of duplication of one or the other of You might also sense some sort of duplication of one or the other of
the  previous  ones  in  this  one.  Yet,  definitely,  you  do  not  claim to  bethe  previous  ones  in  this  one.  Yet,  definitely,  you  do  not  claim to  be
satisfied with one or two without enough knowledge of the other(s).satisfied with one or two without enough knowledge of the other(s).

1.6.41.6.4 Your course in the previous one has, we hope, given you some leap Your course in the previous one has, we hope, given you some leap
forward in  your academic excellence.  This  one will  have to add someforward in  your academic excellence.  This  one will  have to add some
more in the making.more in the making.

NoteNote – Organizations are ubiquitous i.e. They influence almost all aspects – Organizations are ubiquitous i.e. They influence almost all aspects
of  human  life.  Every  aspect  of  one’s  life  is,  somehow,  affected  byof  human  life.  Every  aspect  of  one’s  life  is,  somehow,  affected  by
organizations e.g. family, place of work, neighborhood, kiosk, restaurant,organizations e.g. family, place of work, neighborhood, kiosk, restaurant,
etc.etc.

As organizations are everywhere and that they, one way or another, affectAs organizations are everywhere and that they, one way or another, affect
an individual’s daily life,  it  is  understood that one’s life is affected byan individual’s daily life,  it  is  understood that one’s life is affected by
organizations. organizations. 

The  purpose  of  this  course  is,  therefore,  to  look  into  systematicThe  purpose  of  this  course  is,  therefore,  to  look  into  systematic
approaches to people in organizations.approaches to people in organizations.

The course will attempt to explain how people in organizations operateThe course will attempt to explain how people in organizations operate
effectively and efficiently.effectively and efficiently.
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This  course  will  also  deal  with  how  practicing  and/or  prospectiveThis  course  will  also  deal  with  how  practicing  and/or  prospective
managers run organizations with and/or through other people. managers run organizations with and/or through other people. 

The term “Management” The term “Management” 
 may mean influencing human behaviormay mean influencing human behavior
 stands for effecting organizational changestands for effecting organizational change
 is a scientific application to the selection of alternatives if and when itis a scientific application to the selection of alternatives if and when it

is used in decision-making.is used in decision-making.
 when used as a means, it is concerned with what the organizationwhen used as a means, it is concerned with what the organization

ought to do i.e., input through put and output.ought to do i.e., input through put and output.

In  the  modern  industrial  world  management  is  prevalent  (frequentlyIn  the  modern  industrial  world  management  is  prevalent  (frequently
practiced) because every organization needs:practiced) because every organization needs:

-- to make decisions, to plan, etc.to make decisions, to plan, etc.
-- to organize and to coordinate activitiesto organize and to coordinate activities
-- to handle peopleto handle people
-- to evaluate people’s performanceto evaluate people’s performance
-- to motivateto motivate
-- to rewardto reward
-- to train subordinates, etc.to train subordinates, etc.

1.7 THE CHALLENGES OF HUMAN RESOURCES MANAGEMENT: -1.7 THE CHALLENGES OF HUMAN RESOURCES MANAGEMENT: -

The  personnel  situation  in  general,  i.e.,  the  environmental  situationThe  personnel  situation  in  general,  i.e.,  the  environmental  situation
(political, economic, social the world of business as a whole) is changing(political, economic, social the world of business as a whole) is changing
steadily but gradually. Among the factors that challenge the HR managersteadily but gradually. Among the factors that challenge the HR manager
are:are:

-- the  changing  lifestyle  –  more  and  more  people  interested  inthe  changing  lifestyle  –  more  and  more  people  interested  in
balanced load and pay.balanced load and pay.

-- expectations  about  participation  in  problem  solving  or  decision-expectations  about  participation  in  problem  solving  or  decision-
making are rising.making are rising.

-- expectations about due process i.e., fair and orderly procedures forexpectations about due process i.e., fair and orderly procedures for
disclosing complaints is plentiful disclosing complaints is plentiful 
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-- the growing proportion of female workers implying a considerationthe growing proportion of female workers implying a consideration
for  work  rescheduling  of  pregnant  woman  and  mothers,  to  befor  work  rescheduling  of  pregnant  woman  and  mothers,  to  be
common managerial duty.common managerial duty.

1.8 THE TRANSFER OF PERSONNEL TO HUMAN RESOURCE 1.8 THE TRANSFER OF PERSONNEL TO HUMAN RESOURCE 
MANAGEMENTMANAGEMENT

Historically,  and  in  the  western  world,  personnel  departments  wereHistorically,  and  in  the  western  world,  personnel  departments  were
labeled as health and happiness departments. Workers in these personallabeled as health and happiness departments. Workers in these personal
departments were those who were less productive and those who coulddepartments were those who were less productive and those who could
run  their  affairs  with  minimal  damage  to  the  organization.  Theserun  their  affairs  with  minimal  damage  to  the  organization.  These
individuals  in  the  personnel  units  of  the  organizations  were  ratherindividuals  in  the  personnel  units  of  the  organizations  were  rather
perceived  as  those  responsible  for  running  picnics,  vacations  andperceived  as  those  responsible  for  running  picnics,  vacations  and
retirement parties.retirement parties.
            
As the field of management got more and more matured, emphasis wasAs the field of management got more and more matured, emphasis was
given to organizing workers for the work. given to organizing workers for the work. 

Workers got more demanding in what they wanted from the work.Workers got more demanding in what they wanted from the work.

These continued demands of workers led to setting and revising laws,These continued demands of workers led to setting and revising laws,
legislations  and  policies.  Thus,  organizations  were  to  hire  the  best-legislations  and  policies.  Thus,  organizations  were  to  hire  the  best-
qualified candidate irrespective of sex, religion, etc.qualified candidate irrespective of sex, religion, etc.

The  individuals  so  hired  were  required  to  be  trained  and  effectiveThe  individuals  so  hired  were  required  to  be  trained  and  effective
working conditions were also to be productive.working conditions were also to be productive.

Accordingly,  authorities in HRM of  the following period proposed thatAccordingly,  authorities in HRM of  the following period proposed that
some of the following areas be covered in the field. some of the following areas be covered in the field. 

 Job designJob design
 Definition and background of HRMDefinition and background of HRM
 Environmental considerations in HRMEnvironmental considerations in HRM
 Human resources planning (HRP) including job analysis, etcHuman resources planning (HRP) including job analysis, etc
 RecruitmentRecruitment
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 SelectionSelection
 OrientationOrientation
 The development of HR to includeThe development of HR to include

 LeadershipLeadership
 TrainingTraining
 MotivationMotivation
 Maintenance Maintenance 
 DisciplineDiscipline
 Performance appraisalPerformance appraisal
 Compensation /BenefitsCompensation /Benefits
 Labor relationsLabor relations

As  conditions  changed  in  the  managerial  development,  the  termAs  conditions  changed  in  the  managerial  development,  the  term
personnel is different from human resource in that personnel is limited topersonnel is different from human resource in that personnel is limited to
employees of an organization; while human resource includes the sumemployees of an organization; while human resource includes the sum
total  of  all  of  the components (like skills,  and/or creative ability of alltotal  of  all  of  the components (like skills,  and/or creative ability of all
people:people:

 employedemployed
 self – employedself – employed
 employersemployers
 ownersowners

Furthermore,  human  resource  at  the  organization  level  includes  allFurthermore,  human  resource  at  the  organization  level  includes  all
employees from rank and file to top management:employees from rank and file to top management:

 board of Directorsboard of Directors
 those working as volunteersthose working as volunteers
 persons working as line officers persons working as line officers 
 experts, etcexperts, etc

These are all those people who are expected to make contributions to theThese are all those people who are expected to make contributions to the
attainment  of  organizational  goals  as  well  as  those  who  are  causingattainment  of  organizational  goals  as  well  as  those  who  are  causing
bureaucratic conspiracy. Human resource does also refer to the humanbureaucratic conspiracy. Human resource does also refer to the human
values, ethos, etc. belief, culture, ethics, ideology, preceding attitudes. values, ethos, etc. belief, culture, ethics, ideology, preceding attitudes. 
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1.9 IMPORTANCE OF HUMAN RESOURCE MANAGEMENT1.9 IMPORTANCE OF HUMAN RESOURCE MANAGEMENT

Human resource, together with material, financial and other resources,Human resource, together with material, financial and other resources,
does  contribute  to  the  production  of  goods  and  services  in  andoes  contribute  to  the  production  of  goods  and  services  in  an
organization. organization. 

A good approach to the management of human resource helps to attractA good approach to the management of human resource helps to attract
and retain the best people possible.and retain the best people possible.

1.9.11.9.1 One  skillful  approach  to  attract  competent  people  is  possible One  skillful  approach  to  attract  competent  people  is  possible
through  appropriate  recruitment  and  selection,  together  with  properthrough  appropriate  recruitment  and  selection,  together  with  proper
recruitment and selection got the identification of the best people for therecruitment and selection got the identification of the best people for the
jobs available and that they are placed in suitable positions.jobs available and that they are placed in suitable positions.

1.9.21.9.2 Having the qualified people selected and placed, the next general Having the qualified people selected and placed, the next general
managerial  approach  would  be  the  training  of  skills,  knowledge  andmanagerial  approach  would  be  the  training  of  skills,  knowledge  and
attitudes in addition to those they currently possess. With these in mind,attitudes in addition to those they currently possess. With these in mind,
it is also noted that good human resource management motivates workersit is also noted that good human resource management motivates workers
in the organization to perform a superior work.in the organization to perform a superior work.

Human  beings,  together  with  the  financial  and  material  resources,Human  beings,  together  with  the  financial  and  material  resources,
contribute to the production of goods and services in an organization. contribute to the production of goods and services in an organization. 
Yet, money and material in themselves and by themselves cannot achieveYet, money and material in themselves and by themselves cannot achieve
desired goals of any organization.desired goals of any organization.

The combined and cooperated efforts of people, assisted by money andThe combined and cooperated efforts of people, assisted by money and
materials result in return of investment. materials result in return of investment. 

To help people in organizations to be more productive, their knowledgeTo help people in organizations to be more productive, their knowledge
and skills need to be sharpened and their attitudes ought to be improvedand skills need to be sharpened and their attitudes ought to be improved
from time to time to increase the contribution of  people and to  meetfrom time to time to increase the contribution of  people and to  meet
challenges to organizational development. challenges to organizational development. 
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Effective  personnel  management  calls  for  this  approach.  Accordingly,Effective  personnel  management  calls  for  this  approach.  Accordingly,
good human relations, good human relations, 

-- to attract and retain the bestto attract and retain the best
-- appropriate recruitment and selection appropriate recruitment and selection 
-- fair and proper performance, appraisal help people to perform well.fair and proper performance, appraisal help people to perform well.

 Thus the management of human resource is an integral part of anThus the management of human resource is an integral part of an
organization’s day-to-day activitiesorganization’s day-to-day activities

 It is concerned with the people dimension in management.It is concerned with the people dimension in management.
 Since  every  organization  is  made  up  of  people,  acquiring  theirSince  every  organization  is  made  up  of  people,  acquiring  their

servicesservices
-- developing their skillsdeveloping their skills
-- motivating them to their jobs well and motivating them to their jobs well and 
-- ensuring that they continue to maintain their qualitative servicesensuring that they continue to maintain their qualitative services

are essential approaches to organizational development.are essential approaches to organizational development.
 Irrespective of – the type of organizationIrrespective of – the type of organization

-- the size of organizationthe size of organization
-- the nature of organizationthe nature of organization
-- the activities of organizationthe activities of organization

getting and keeping good people is critical to the success of everygetting and keeping good people is critical to the success of every
organization. organization. 

 Yet, despite that people are most important in the optimum operationYet, despite that people are most important in the optimum operation
of any organization human resource management is not an easy areaof any organization human resource management is not an easy area
to go into.to go into.

 The human resource management as a process consists of:The human resource management as a process consists of:
-- acquiring of the right peopleacquiring of the right people
-- accommodating themaccommodating them
-- utilizing their services utilizing their services 
-- motivating them andmotivating them and
-- retaining themretaining them

 Organizations that are able to:Organizations that are able to:
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-- acquire acquire 
-- developdevelop
-- stimulate andstimulate and
-- retain outstanding workers are said to be effective (able to achieveretain outstanding workers are said to be effective (able to achieve

their goals) andtheir goals) and
-- efficient (spending the least amount of resources necessary)efficient (spending the least amount of resources necessary)

 On the other hand,  organizations that  are ineffective or inefficientOn the other hand,  organizations that  are ineffective or inefficient
risk  the  danger  of  stagnating  or  going  out  of  business.  In  thisrisk  the  danger  of  stagnating  or  going  out  of  business.  In  this
connection then, organization,  management in general,  and humanconnection then, organization,  management in general,  and human
resources management are interrelated concepts. An understandingresources management are interrelated concepts. An understanding
of one requires knowledge of the other two.of one requires knowledge of the other two.

 One of the most important duties of the modern manager is to getOne of the most important duties of the modern manager is to get
things done with and through other people. Accordingly, the managerthings done with and through other people. Accordingly, the manager
needs to bring people into contact with the kind of work to be done inneeds to bring people into contact with the kind of work to be done in
such a way that the objectives of the organization and those of thesuch a way that the objectives of the organization and those of the
individuals are achieved. individuals are achieved. 

 Managers in such state of affairs must be interested in:Managers in such state of affairs must be interested in:
-- peoplepeople
-- the work and the work and 
-- the achievement of assigned objectives. Note Figure 1 the achievement of assigned objectives. Note Figure 1 

Figure 1 The Figure 1 The GRIDGRID approach  approach 
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Source: Blake and Mouton, Organizational Source: Blake and Mouton, Organizational GGRIDRID

Thus, to be effective, the manager must balance his concern for peopleThus, to be effective, the manager must balance his concern for people
and work.and work.

It is in the management of people that the manager’s capabilities areIt is in the management of people that the manager’s capabilities are
tested because:tested because:

 Human resources are heterogeneous. There are different individualsHuman resources are heterogeneous. There are different individuals
withwith

-- unique personalities and idiosyncrasiesunique personalities and idiosyncrasies
-- different emotional responses to different stimuli anddifferent emotional responses to different stimuli and
-- different values, attitudes, motives and modes of thought.different values, attitudes, motives and modes of thought.

 Modern employees are:Modern employees are:
-- better educatedbetter educated
-- have greater skillshave greater skills
-- are more conscious and better informed are more conscious and better informed 
-- use more advanced and highly sophisticated technology and use more advanced and highly sophisticated technology and 
-- expect more and better treatment in their places of workexpect more and better treatment in their places of work

 No two individuals – (past, present and future) are alike.No two individuals – (past, present and future) are alike.
Thus, all human beings behave in widely different and complicated ways.Thus, all human beings behave in widely different and complicated ways.
Their reactions to criticism, praise, and promises are different. It is notTheir reactions to criticism, praise, and promises are different. It is not
easy to predict behavior in organizations or in groups. Human behavior iseasy to predict behavior in organizations or in groups. Human behavior is
not  consistent  as  it  is  not  readily  predicable.  It  is  the  individual  whonot  consistent  as  it  is  not  readily  predicable.  It  is  the  individual  who
predicts what he/she contributes. Hence, it is essential that those in thepredicts what he/she contributes. Hence, it is essential that those in the
managerial position of human resource recognize that it is such individualmanagerial position of human resource recognize that it is such individual
co-workers who create and maintain excellence. co-workers who create and maintain excellence. 

1.10 SUMMARY 1.10 SUMMARY 

To  be  functional,  all  organizations  ought  to  be  inhabited  by  humanTo  be  functional,  all  organizations  ought  to  be  inhabited  by  human
beings. As the managerial function of these human beings is intricate andbeings. As the managerial function of these human beings is intricate and
interviewed, issues and concerns to be carefully dealt with was dealt. interviewed, issues and concerns to be carefully dealt with was dealt. 
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In addition, as the manager of people at work requires to show concern toIn addition, as the manager of people at work requires to show concern to
both people and the work, models of such concern are demonstrated toboth people and the work, models of such concern are demonstrated to
help the learner get a clear idea.help the learner get a clear idea.

1.11 CHECK YOUR PROGRESS 1.11 CHECK YOUR PROGRESS 

1.1. The purpose of studying the course in human resource management isThe purpose of studying the course in human resource management is
to to 
………………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………..…………………………………………………..
…………………………………………..…………………………………………..

2.2. Managing  human  resource  is  named  differently  by  differentManaging  human  resource  is  named  differently  by  different
organizations. Name any 5 of them. organizations. Name any 5 of them. 
………………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………..…………………………………………………..
…………………………………………..…………………………………………..

3.3. What do you understand by the process-system view?What do you understand by the process-system view?
………………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………..…………………………………………………..
…………………………………………..…………………………………………..

4.4. Orientation is known as:Orientation is known as:
………………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………..…………………………………………………..
…………………………………………..…………………………………………..

5.5. Draw a chart to demonstrate the influence of the managerial functionsDraw a chart to demonstrate the influence of the managerial functions
over the operative functions.over the operative functions.
………………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………..…………………………………………………..
…………………………………………..…………………………………………..

1.12 ANSWERS TO CHECK YOUR PROGRESS 1.12 ANSWERS TO CHECK YOUR PROGRESS 
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1.1. Refer to section 1.2 Refer to section 1.2 
2.2. Refer to section 1.3Refer to section 1.3
3.3. Refer to section 1.4.2Refer to section 1.4.2
4.4. Refer to section 1.4.3.5Refer to section 1.4.3.5
5.5. Refer to section 1.9.2 Refer to section 1.9.2 
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UNIT 2: FUNCTIONS OF HUMAN RESOURCE MANAGEMENT UNIT 2: FUNCTIONS OF HUMAN RESOURCE MANAGEMENT 

ContentContent
2.02.0 Aims and ObjectivesAims and Objectives
2.12.1 Introduction Introduction 
2.22.2 TThe Activities of People at Work he Activities of People at Work 
2.32.3 Other PerspectivesOther Perspectives
2.42.4 The Management of People at Work The Management of People at Work 
2.52.5 The Dual Advantage of Work for Production The Dual Advantage of Work for Production 
2.62.6 Importance of Organizational BehaviorImportance of Organizational Behavior
2.72.7 The  Role  of  the  Human Resource  Management  in  the  TwentyThe  Role  of  the  Human Resource  Management  in  the  Twenty

First CenturyFirst Century
2.82.8 Participative ApproachesParticipative Approaches
2.92.9 The Manager’s FunctionsThe Manager’s Functions
2.102.10 Hierarchical Relations in OrganizationsHierarchical Relations in Organizations
2.112.11 SummarySummary
2.122.12 Check Your Progress Check Your Progress 
2.132.13 Answers to check Your Progress Answers to check Your Progress 

2.0 AIMS AND OBJECTIVES2.0 AIMS AND OBJECTIVES

The “intermarriage” (interrelatedness) of two very important functions ofThe “intermarriage” (interrelatedness) of two very important functions of
human resource management will be hinted. human resource management will be hinted. 
 In specific terms, the unit will  briefly address to major managerialIn specific terms, the unit will  briefly address to major managerial

functions of:functions of:
-- planning planning 
-- organizingorganizing
-- directing, leading anddirecting, leading and
-- controlling  which  the  participant  has  covered  in  his/hercontrolling  which  the  participant  has  covered  in  his/her

introduction to management. introduction to management. 
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 The  unit  will  also  deal  (and  in  brief)  the  interrelatedness  of  theThe  unit  will  also  deal  (and  in  brief)  the  interrelatedness  of  the
managerial  functions  and  its  relations  to  real  and  practicalmanagerial  functions  and  its  relations  to  real  and  practical
approaches the operative functions (See Figure 2) like: approaches the operative functions (See Figure 2) like: 
-- job analysisjob analysis
-- human resource planninghuman resource planning
-- recruitment recruitment 
-- selectionselection
-- etcetc

 The unit does also aim to invite the attention of course participantsThe unit does also aim to invite the attention of course participants
to:to:

-- make an observation of the importance of people at work make an observation of the importance of people at work 
-- make a note of how people work well if handled fairly, properly make a note of how people work well if handled fairly, properly 
-- note the importance of taking due care to people at work in thenote the importance of taking due care to people at work in the

modern worldmodern world
-- indicate the activities of the process of managing people at workindicate the activities of the process of managing people at work

through individual and group participationthrough individual and group participation
-- indicate  how a  skillful  manager  of  people  deals  differently  withindicate  how a  skillful  manager  of  people  deals  differently  with

different approachesdifferent approaches

2.1 INTRODUCTION 2.1 INTRODUCTION 

The tens of thousands of organizations in the nation being classified intoThe tens of thousands of organizations in the nation being classified into
SERVICESERVICE  GIVINGGIVING and  and PRODUCTIONPRODUCTION,, depend on people to operate. The general depend on people to operate. The general
managerial  functions,  you  have  dealt  with  in  your  managerial  functions,  you  have  dealt  with  in  your  INTRODUCTIONINTRODUCTION  TOTO

MANAGEMENTMANAGEMENT,, will  accomplish its  real  functions when interrelated with will  accomplish its  real  functions when interrelated with
the practical activities of the the practical activities of the OPERATIVEOPERATIVE  FUNCTIONSFUNCTIONS. . 

2.2 THE ACTIVITIES OF PEOPLE AT WORK 2.2 THE ACTIVITIES OF PEOPLE AT WORK 

Note  should  be  made  that  the  activities  of  workers  differ  fromNote  should  be  made  that  the  activities  of  workers  differ  from
organization to organization. organization to organization. 
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There  are  however,  two  broadly  classified  activities  of  the  humanThere  are  however,  two  broadly  classified  activities  of  the  human
resource management in any organization. resource management in any organization. 

2.2.1 The Managerial Functions and 2.2.1 The Managerial Functions and 
2.2.2 The Operative Functions 2.2.2 The Operative Functions 

The managerial functionsThe managerial functions of the HRM (or Personnel management) are of the HRM (or Personnel management) are
related to the major processes of management.related to the major processes of management.
 PlanningPlanning
 OrganizingOrganizing
 DirectingDirecting
 ControllingControlling

These four do influence the operative functions like in the following. These four do influence the operative functions like in the following. 

The  managerialThe  managerial
functions functions 

The operative functionsThe operative functions

EmploymentEmployment DevelopmeDevelopme
ntnt

CompensatCompensat
ionion

RelatioRelatio
nsns

Planning Planning                    


                               


                    

Organizing Organizing                    


                               


                    

Directing  Directing                     


                                                                 

Controlling Controlling                                                                                            

Figure 2:  Interrelatedness of  the Managerial  and the OperativeFigure 2:  Interrelatedness of  the Managerial  and the Operative
Functions Functions 

In  planningIn  planning,  one  determines  personnel  programs  and  changes  in,  one  determines  personnel  programs  and  changes  in
advance in view of its contribution to the goals of the organization. Thisadvance in view of its contribution to the goals of the organization. This
involves:involves:

 identification of needs of resourcesidentification of needs of resources
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 recruitmentrecruitment
 selection selection 
 trainingtraining
 changing values and attitude through training and counseling,changing values and attitude through training and counseling,

etc.etc.
All these to be conducted in view of getting workers best contributions toAll these to be conducted in view of getting workers best contributions to
the organization.the organization.
In organizingIn organizing, an attempt is made where a cooperative group of people, an attempt is made where a cooperative group of people
exerts its activities towards common objectives.exerts its activities towards common objectives.
There are complex relationships among specialized units. The process ofThere are complex relationships among specialized units. The process of
organization attempts to establish relationships among workers in orderorganization attempts to establish relationships among workers in order
for them to attain organizational goals collectively.for them to attain organizational goals collectively.

DirectingDirecting calls for motivating commanding, leading and stimulating (or calls for motivating commanding, leading and stimulating (or
activating)activating)
It  is  through  proper  directing  that  the  goodwill  and  cooperation  ofIt  is  through  proper  directing  that  the  goodwill  and  cooperation  of
workers may be possible. It is advised therefore, that proper directing isworkers may be possible. It is advised therefore, that proper directing is
important as it builds sound human relations. In an attempt to coordinateimportant as it builds sound human relations. In an attempt to coordinate
the work of different units. It is necessary to see the cooperation of thethe work of different units. It is necessary to see the cooperation of the
heads of the respective units as well as that of the personnel office andheads of the respective units as well as that of the personnel office and
similar other departments. similar other departments. 

ControllingControlling deals with the verification of the performances of planning, deals with the verification of the performances of planning,
organizing and directing.organizing and directing.
Controlling  is  also  concerned  with  comparing  the  actual  againstControlling  is  also  concerned  with  comparing  the  actual  against
deviations, if any, and correcting.deviations, if any, and correcting.
Action and operation are adjusted to pre-determined standards throughAction and operation are adjusted to pre-determined standards through
control.control.
Note these:Note these:

 auditing auditing 
 training programstraining programs
 analyzing labor turn-overanalyzing labor turn-over
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 conducting morale surveysconducting morale surveys
 etc, are among the means of controlling.etc, are among the means of controlling.

2.2.3 The Operative Functions 2.2.3 The Operative Functions 

The operative functions deal with specific activities of the fieldThe operative functions deal with specific activities of the field
 employmentemployment
 developmentdevelopment
 compensation and compensation and 
 human relationshuman relations

These 4 are to be performed together with managerial functions.These 4 are to be performed together with managerial functions.

 Employment  deals  with  securing  and  hiring  workers  for  theEmployment  deals  with  securing  and  hiring  workers  for  the
organizational activities organizational activities 
There are included in it:There are included in it:

 Job analysisJob analysis – The process of collecting data i.e. information relating – The process of collecting data i.e. information relating
to  the  specific qualification of  people  needed,  the  machinery  to  beto  the  specific qualification of  people  needed,  the  machinery  to  be
used, and the material to be pre-prepared.used, and the material to be pre-prepared.

Then is Then is human resource planninghuman resource planning
This  is  where  an  adequate  number  of  qualified  persons  meet  theThis  is  where  an  adequate  number  of  qualified  persons  meet  the
needs of the firm. It may include:needs of the firm. It may include:

-- estimation of present and future needs and supplies.estimation of present and future needs and supplies.
-- making  an  assessment  of  the  strengths  and  weaknesses  of  themaking  an  assessment  of  the  strengths  and  weaknesses  of  the

current staff and introducing change to meet future requirements.current staff and introducing change to meet future requirements.
RecruitmentRecruitment – a search for future employees – identifying sources. It – a search for future employees – identifying sources. It
may also mean creating means to attract them to apply.may also mean creating means to attract them to apply.
SelectionSelection –  a process of asserting the qualification,  skill,  knowledge, –  a process of asserting the qualification,  skill,  knowledge,
experience and the like. The purpose of this process is to appraise theexperience and the like. The purpose of this process is to appraise the
suitability of the candidate to the job he/she competed. Following aresuitability of the candidate to the job he/she competed. Following are
among the functions in selection:among the functions in selection:

 frameing and develop application blanksframeing and develop application blanks
 creating and developing valid and reliable testscreating and developing valid and reliable tests
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 formulating interviewing approachesformulating interviewing approaches
 checking of references validity checking of references validity 
 setting medical examination proceduressetting medical examination procedures
 sending out letters of appointment or rejectionsending out letters of appointment or rejection
 employing the selected candidateemploying the selected candidate

PlacementPlacement – The candidate so selected will normally be placed to the – The candidate so selected will normally be placed to the
most suitable position.most suitable position.

This is matching worker specification with the most suitable job.This is matching worker specification with the most suitable job.
OrientationOrientation (induction)  –  a  process  by  which  a  new  employee  is (induction)  –  a  process  by  which  a  new  employee  is
rehabilitated in the new post. He/she is to be introduced to:rehabilitated in the new post. He/she is to be introduced to:

-- the placethe place - the practice- the practice
-- the peoplethe people - the purpose, etc- the purpose, etc
-- the policythe policy

Human resource developmentHuman resource development
This  is  a  process  of  changing  moulding,  improving  and  developingThis  is  a  process  of  changing  moulding,  improving  and  developing
workers’:workers’:

-- knowledgeknowledge
-- skillsskills
-- attitudesattitudes
-- creativitycreativity
-- valuesvalues
-- commitmentcommitment
      etc. vis-à-vis the present and future requirements of jobs in the      etc. vis-à-vis the present and future requirements of jobs in the
organization.organization.
Included in development are:Included in development are:
-  Performance  Appraisal:  systematic  evaluation  of  workers  with-  Performance  Appraisal:  systematic  evaluation  of  workers  with
respect to their performance and their potential to develop:respect to their performance and their potential to develop:
This approach calls for:This approach calls for:
-- developing policies, procedures, methods,developing policies, procedures, methods,
-- evaluating the effectiveness of workers and programsevaluating the effectiveness of workers and programs

2828



 TrainingTraining – a systematic process through which workers learn skills, – a systematic process through which workers learn skills,
etc.etc.

To achieve this, managers should: To achieve this, managers should: 
-- identify training needsidentify training needs
-- develop programsdevelop programs
-- train and train and 
-- evaluate change … outcomes evaluate change … outcomes 

 MobilityMobility –  referring  to  vertical  and  or  horizontal  movement  of –  referring  to  vertical  and  or  horizontal  movement  of
employees within an organization. This may include: employees within an organization. This may include: 
-- promotion orpromotion or
-- demotion ordemotion or
-- transfertransfer

A promotionA promotion –  an  upward  reassignment  of  a  worker  already  in  the –  an  upward  reassignment  of  a  worker  already  in  the
organization,  to  occupy  higher  position  which  permits  better  statusorganization,  to  occupy  higher  position  which  permits  better  status
and/or more income. This approach may includeand/or more income. This approach may include

-- formulating fair and consistent policyformulating fair and consistent policy
-- evaluating and revising (if needs arise) these policies evaluating and revising (if needs arise) these policies 
-- executing these policiesexecuting these policies

TransferTransfer –  a  parallel  move of  an individual  worker  from one specific –  a  parallel  move of  an individual  worker  from one specific
place of work to another. eg. moving a clerk to be a cashier. There isplace of work to another. eg. moving a clerk to be a cashier. There is
supposed to be no change in status or income in transfer.supposed to be no change in status or income in transfer.

Transfers may take place on the need of the specific vacancy within theTransfers may take place on the need of the specific vacancy within the
organization or  it  may take place  on the  application of  the  individualorganization or  it  may take place  on the  application of  the  individual
worker.worker.

DemotionDemotion –  a  downward  reassignment  of  an  employee  within  the –  a  downward  reassignment  of  an  employee  within  the
organization.organization.

CompensationCompensation –  a  process  of  providing  fair  and  equitable  pay  to –  a  process  of  providing  fair  and  equitable  pay  to
personnel. There are supposed to be in it:personnel. There are supposed to be in it:

-- job evaluation job evaluation 
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-- salary administration salary administration 
-- incentivesincentives
-- bonusbonus
-- fringe benefitsfringe benefits
-- etc, etc, 

 Job evaluationJob evaluation – a process of deciding on relative worth of jobs – a process of deciding on relative worth of jobs
-- selecting suitable methods for it selecting suitable methods for it 
-- classifying jobs into categoriesclassifying jobs into categories
-- determining  the  relative  values  of  jobs  in  their  respectivedetermining  the  relative  values  of  jobs  in  their  respective

categoriescategories

 Wage  and  salary  administrationWage  and  salary  administration –  developing  and  operating  a –  developing  and  operating  a
suitable program to coversuitable program to cover
-- surveysurvey
-- wage and salary rates based on certain factorswage and salary rates based on certain factors
-- administering the programadministering the program
-- evaluating the effectiveness evaluating the effectiveness 

IncentivesIncentives – setting schemes for income – additional pay to the basic – setting schemes for income – additional pay to the basic
wagewage
BonusBonus – extra pay for extra produce. – extra pay for extra produce.
Fringe  benefitsFringe  benefits –  expenditures  to  benefit  workers  over  and  above –  expenditures  to  benefit  workers  over  and  above
regular pay – e.g. housing, medically.regular pay – e.g. housing, medically.

 Human RelationsHuman Relations – a process of interaction among members of the – a process of interaction among members of the
organization organization 

It dwells in integrating the work group in a way that motivates them toIt dwells in integrating the work group in a way that motivates them to
work together productively, cooperatively and with satisfaction. Amongwork together productively, cooperatively and with satisfaction. Among
specific activities may include:specific activities may include:

-- developing leadership in eachdeveloping leadership in each
-- attending to improved communicationattending to improved communication
-- attending to conflicts and grievancesattending to conflicts and grievances
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-- involving  organization  members  in  different  social  and/orinvolving  organization  members  in  different  social  and/or
intellectual activities.intellectual activities.

2.3 OTHER PERSPECTIVES2.3 OTHER PERSPECTIVES

An organization is a human grouping in which work is done to accomplishAn organization is a human grouping in which work is done to accomplish
some specific goals or objectives.  People in organizations make thingssome specific goals or objectives.  People in organizations make things
happen.  Organizations  cannot  achieve  their  objectives  without  humanhappen.  Organizations  cannot  achieve  their  objectives  without  human
efforts. It is this human resource which is of paramount importance thatefforts. It is this human resource which is of paramount importance that
contributes to the success of any organization.contributes to the success of any organization.

Accordingly human resource management is concerned with managingAccordingly human resource management is concerned with managing
people at work in an organization. Such people at work are all those: people at work in an organization. Such people at work are all those: 

-- blue-collared  employees  (craftsmen,  foramen,  operatives  andblue-collared  employees  (craftsmen,  foramen,  operatives  and
laborers) andlaborers) and

-- white-collaped  employees  (professionals,  managers,  officials,white-collaped  employees  (professionals,  managers,  officials,
proprietors, sales workers, etc).proprietors, sales workers, etc).

Note – there are many elements or factors of development:Note – there are many elements or factors of development:
 economiceconomic
 political political 
 technological technological 
 culturalcultural
 etcetc

The human dimension (element) of development embraces all the aboveThe human dimension (element) of development embraces all the above
and it is the means and the end of all developments:and it is the means and the end of all developments:
 the human element is a means or resource of development (It is one ofthe human element is a means or resource of development (It is one of

the resources like natural resources, equipment, or technology)the resources like natural resources, equipment, or technology)
 the  human element  is  the  only  element which at  the  same time isthe  human element  is  the  only  element which at  the  same time is

supposed to be the final END or OBJECTIVES of development.supposed to be the final END or OBJECTIVES of development.
Therefore  the  human  element  is  the  most  important  factor  ofTherefore  the  human  element  is  the  most  important  factor  of
development.development.
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2.4 THE MANAGEMENT OF PEOPLE AT WORK2.4 THE MANAGEMENT OF PEOPLE AT WORK

Thus, the complex nature of managing people at work is seen in the Thus, the complex nature of managing people at work is seen in the 
problem that managers face in not being able to meet the challenges theyproblem that managers face in not being able to meet the challenges they
face from the organizational hierarchy (i.e. from both superiors and face from the organizational hierarchy (i.e. from both superiors and 
subordinates)subordinates)

To this end, human resource management is said to meet its objectivesTo this end, human resource management is said to meet its objectives
with  the  quality  of  service  to  make  it  possible  for  the  organization’swith  the  quality  of  service  to  make  it  possible  for  the  organization’s
success. Issues like policy setting and polity interpretation, creating ansuccess. Issues like policy setting and polity interpretation, creating an
atmosphere  where people  are  not  inhibited and threatened,  situationsatmosphere  where people  are  not  inhibited and threatened,  situations
where  the  state  of  negativism  are  reduced  and  significant  areas  ofwhere  the  state  of  negativism  are  reduced  and  significant  areas  of
affiliation  to  promote  positive  attitudes,  high  morale  and  constructiveaffiliation  to  promote  positive  attitudes,  high  morale  and  constructive
task performance are exercised. task performance are exercised. 

Providing  freedom  in  group  dynamics  and  interpersonal  relations,Providing  freedom  in  group  dynamics  and  interpersonal  relations,
enthusiastic  staff  participation  and  performance  evaluation  do  notenthusiastic  staff  participation  and  performance  evaluation  do  not
necessarily mean that subordinates make managerial decisions. Instead,necessarily mean that subordinates make managerial decisions. Instead,
these and similar constructive approaches provide opportunities wherethese and similar constructive approaches provide opportunities where
subordinates  come  with  alternatives  and  may  contribute  insight  tosubordinates  come  with  alternatives  and  may  contribute  insight  to
constructive decisions. Despite that one realizes that attempts to improveconstructive decisions. Despite that one realizes that attempts to improve
activities in HRM face many constraints,  the problem of  securing andactivities in HRM face many constraints,  the problem of  securing and
maintaining quality people is a major one. Attempts to go for excellencemaintaining quality people is a major one. Attempts to go for excellence
in business organizations, as in elsewhere, is often an indicator of quality.in business organizations, as in elsewhere, is often an indicator of quality.
Accordingly, factors like:Accordingly, factors like:

 knowledgeknowledge
 skillsskills
 behavior andbehavior and
 positive attitudes of those engaged in HRM are to determine qualitypositive attitudes of those engaged in HRM are to determine quality

outputs.  Good  and  viable  approach  to  HRM  as  a  conscious,outputs.  Good  and  viable  approach  to  HRM  as  a  conscious,
deliberate and organized course of action is considered to developdeliberate and organized course of action is considered to develop
enthusiastic participation in an effort to reduce difficulties. enthusiastic participation in an effort to reduce difficulties. 
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A business organization without quality staff hardly becomes qualitative.A business organization without quality staff hardly becomes qualitative.
As an effective management seeks to secure the support of the systemAs an effective management seeks to secure the support of the system
and the environment, knowledge of why executives at the higher leveland the environment, knowledge of why executives at the higher level
behave the way they do is an essential ingredient.behave the way they do is an essential ingredient.

In this approach, the management of people at work does not operate in aIn this approach, the management of people at work does not operate in a
vacuum,  nor  can  it  be  divorced  from  the  environment  in  which  itvacuum,  nor  can  it  be  divorced  from  the  environment  in  which  it
operates.operates.

2.5 THE DUAL ADVANTAGE OF WORK FOR PRODUCTION2.5 THE DUAL ADVANTAGE OF WORK FOR PRODUCTION

In  general,  work  satisfaction,  has  influence  over  “life”  satisfaction  anIn  general,  work  satisfaction,  has  influence  over  “life”  satisfaction  an
important influence on daily psychological health. important influence on daily psychological health. 

Satisfaction in production is one measure of the quality of life in the realSatisfaction in production is one measure of the quality of life in the real
world. world. 

On another instance job satisfaction is one part of life satisfaction.On another instance job satisfaction is one part of life satisfaction.

The nature of one’s environment of work does influence one’s feelings onThe nature of one’s environment of work does influence one’s feelings on
the job. Hence, one’s work being an important part of one’s life, gettingthe job. Hence, one’s work being an important part of one’s life, getting
satisfied in one’s work influences one’s general satisfaction. satisfied in one’s work influences one’s general satisfaction. 

In addition, individuals who get remuneration for what they work are, inIn addition, individuals who get remuneration for what they work are, in
the  long  run,  likely  to  experience  less  stress  than  those  with  rewardthe  long  run,  likely  to  experience  less  stress  than  those  with  reward
without work and vise versa.without work and vise versa.

To this end, motivating workers is one of the key concepts that managersTo this end, motivating workers is one of the key concepts that managers
and the organizations they run use to make the most  effective rise ofand the organizations they run use to make the most  effective rise of
human resources. Yet, motivation is an elusive concept. It often meanshuman resources. Yet, motivation is an elusive concept. It often means
different  things to  different  people.  Experienced managers  report  thatdifferent  things to  different  people.  Experienced managers  report  that
certain key concept to some may not mean the same to others. certain key concept to some may not mean the same to others. 
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2.6 IMPORTANCE OF ORGANIZATIONAL BEHAVIOR2.6 IMPORTANCE OF ORGANIZATIONAL BEHAVIOR

The justification for studying organizational behavior as a discipline canThe justification for studying organizational behavior as a discipline can

be found in the following cardinal points.be found in the following cardinal points.  
 The rules of work are different from the rules of play. The uniquenessThe rules of work are different from the rules of play. The uniqueness

of  rules  and  the  turbulent  environment  of  organizations  compelof  rules  and  the  turbulent  environment  of  organizations  compel
managers to study organizational behavior. managers to study organizational behavior. 

 More  specifically,  organizational  behavior  serves  three  purposes:More  specifically,  organizational  behavior  serves  three  purposes:
what causes behavior? Why particular antecedents cause behavior?what causes behavior? Why particular antecedents cause behavior?
Which antecedents of behavior can be controlled directly and whichWhich antecedents of behavior can be controlled directly and which
are beyond control?are beyond control?

 A more specific and formal course in organizational behavior helps anA more specific and formal course in organizational behavior helps an
individual to develop a more refined, workable set of assumptions,individual to develop a more refined, workable set of assumptions,
more  directly  relevant  to  one’s  work  interactions.  It  helps  inmore  directly  relevant  to  one’s  work  interactions.  It  helps  in
demolishing “incorrect” assumptions one may hold about behavior.demolishing “incorrect” assumptions one may hold about behavior.
Employees  in  organizations  are  both  individuals  and  members  ofEmployees  in  organizations  are  both  individuals  and  members  of
groups. Organizational behavior helps in predicting all human actiongroups. Organizational behavior helps in predicting all human action
in the organizational setting by drawing a clear distinction betweenin the organizational setting by drawing a clear distinction between
individual behavior and group behavior. individual behavior and group behavior. 

 Organizational behavior does not provide a fund of knowledge, whichOrganizational behavior does not provide a fund of knowledge, which
is an easy answer to all complex and various behavioral puzzles ofis an easy answer to all complex and various behavioral puzzles of
organizations. Organizational behavior only assists in formulating anorganizations. Organizational behavior only assists in formulating an
informed judgment that derived from tenable assumptions; judgmentinformed judgment that derived from tenable assumptions; judgment
that  takes  into  account,  the  important  variables  underlying  thethat  takes  into  account,  the  important  variables  underlying  the
situation; judgment that assigns due recognition to the complexity ofsituation; judgment that assigns due recognition to the complexity of
individual  or  group  behavior;  judgment  that  explicitly  takes  intoindividual  or  group  behavior;  judgment  that  explicitly  takes  into
account the manager’s own goals, motives, hang-ups and blind spots. account the manager’s own goals, motives, hang-ups and blind spots. 
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2.7 THE ROLE OF THE HUMAN RESOURCE MANAGEMENT IN 2.7 THE ROLE OF THE HUMAN RESOURCE MANAGEMENT IN 
THE TWENTY FIRST CENTURYTHE TWENTY FIRST CENTURY

Authorities in the human resource areas indicate and predict that thereAuthorities in the human resource areas indicate and predict that there
are certain critical areas for consideration. Among them are:are certain critical areas for consideration. Among them are:

 improved productivityimproved productivity
 controlling and dealing with employee benefitscontrolling and dealing with employee benefits
 compensation administrationcompensation administration
 communication among workerscommunication among workers
 the improvement of management development programsthe improvement of management development programs
 organizational developmentorganizational development

The work force in the twenty first century will be more diverse in: The work force in the twenty first century will be more diverse in: 
 areas of specializationareas of specialization
 sex andsex and
 educational qualificationeducational qualification

There  will  be  greater  competition.  There  is  assumed  condition  ofThere  will  be  greater  competition.  There  is  assumed  condition  of
economic affluence implying that individual pay raise is high expectationeconomic affluence implying that individual pay raise is high expectation
as an incentive. as an incentive. 
The foregoing imply and call for:The foregoing imply and call for:

 genuine concern for peoplegenuine concern for people
 a positive view of employees as assets for organization’s futurea positive view of employees as assets for organization’s future
 good training development and advancementgood training development and advancement
 commitment and support of top managementcommitment and support of top management
 more and greater participation of workers in decision making more and greater participation of workers in decision making 
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2.8 PARTICIPATIVE APPROACHES2.8 PARTICIPATIVE APPROACHES

Staff participation/directly or through representatives – voluntary or onStaff participation/directly or through representatives – voluntary or on
contractual basis is a necessity for a successive organizational operation.contractual basis is a necessity for a successive organizational operation.
While activities like joint planning, labor management, or a systems viewWhile activities like joint planning, labor management, or a systems view

for change and improvement is a positive approach…for change and improvement is a positive approach…        
                                    
There is also supposed to be an element of control in organizations:There is also supposed to be an element of control in organizations:

 to obtain the required degree of cooperation to achieve anticipatedto obtain the required degree of cooperation to achieve anticipated
goalsgoals

 to supervise performance and assess the success or failure of thatto supervise performance and assess the success or failure of that
organization.organization.

To  this  end,  supervision  is  the  work  of  management.  But,  what  isTo  this  end,  supervision  is  the  work  of  management.  But,  what  is
management of this nature?management of this nature?

2.9 THE MANAGER’S FUNCTIONS 2.9 THE MANAGER’S FUNCTIONS 

While management and organization are interrelated, the former means aWhile management and organization are interrelated, the former means a
process and the latter, a structure. One approach of viewing managementprocess and the latter, a structure. One approach of viewing management
as a process is  identifying the specific duties of  the made-up word ofas a process is  identifying the specific duties of  the made-up word of
POSDCORB where:POSDCORB where:

P. stands for planningP. stands for planning
O. stands for organizingO. stands for organizing
S. stands for staffingS. stands for staffing
D. stands for staffing/directingD. stands for staffing/directing
Co. stands for coordinatingCo. stands for coordinating
R. stands for reporting andR. stands for reporting and
B. stands for budgetingB. stands for budgeting

In addition to the above made-up word, management as a process In addition to the above made-up word, management as a process 
identifies other aspects of a made-up word of LICDEMC which are the identifies other aspects of a made-up word of LICDEMC which are the 
conceptual tools for its improvement. Here,conceptual tools for its improvement. Here,
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L. stands for leadership L. stands for leadership E. stands for evaluatingE. stands for evaluating
I. stands for integratingI. stands for integrating M. stands for motivating M. stands for motivating 

andand
C. stands for controllingC. stands for controlling C. stands for C. stands for 

communicatingcommunicating
D. stands for decision makingD. stands for decision making

Many  of  these  functions  are  interrelated.  Often  times,  many  of  theseMany  of  these  functions  are  interrelated.  Often  times,  many  of  these
functions  are  considered  and  practiced  jointly;  for  example,  planningfunctions  are  considered  and  practiced  jointly;  for  example,  planning
managerial  efficiency refers to the minimization of the amount of realmanagerial  efficiency refers to the minimization of the amount of real
resources needed to run the organization in providing the same level ofresources needed to run the organization in providing the same level of
services or producing the same caliber of expertise with less cost. services or producing the same caliber of expertise with less cost. 

It is only when the volume of goods and services absorbed in running aIt is only when the volume of goods and services absorbed in running a
particular organization exceeds the one that requires the same amount ofparticular organization exceeds the one that requires the same amount of
expenditure that an organization is said to be efficient.expenditure that an organization is said to be efficient.

Management is also a process of arranging inputs in order, and gettingManagement is also a process of arranging inputs in order, and getting
things done.things done.

Management, when dealing with coworkers, peers or subordinates mayManagement, when dealing with coworkers, peers or subordinates may
be  taken  as  influencing  human  behavior,  or  effecting  organizationalbe  taken  as  influencing  human  behavior,  or  effecting  organizational
behavior. behavior. 

The task of  management,  in  any organization,  is  to  ensure  that  someThe task of  management,  in  any organization,  is  to  ensure  that  some
particular  activities  are  performed  with  or  through  other  persons  toparticular  activities  are  performed  with  or  through  other  persons  to
achieve organizational goals.achieve organizational goals.

In this manner, the role of the manager is to think and think ahead andIn this manner, the role of the manager is to think and think ahead and
decide on issues, plans, methods, programs, standards and targets thatdecide on issues, plans, methods, programs, standards and targets that
may lead to the initiation and integration of activities.may lead to the initiation and integration of activities.

Accordingly, the manager of people at work, to be worthy of the name, isAccordingly, the manager of people at work, to be worthy of the name, is
he/she who is expected to:he/she who is expected to:
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-- understand  the  organizational  milieu  in  which  the  personnelunderstand  the  organizational  milieu  in  which  the  personnel
operate.operate.

-- understand the nature and significance of how the personnel reactunderstand the nature and significance of how the personnel react
to their work.to their work.

-- use this knowledge to practice effective personnel management.use this knowledge to practice effective personnel management.

It is to be noted also that good management is a process of good decisionIt is to be noted also that good management is a process of good decision
making which combines leadership, motivating, communicating and themaking which combines leadership, motivating, communicating and the
like.like.

He/she  who  cannot  make  good  decisions  can  hardly  be  a  goodHe/she  who  cannot  make  good  decisions  can  hardly  be  a  good
communicator, a good motivator and/or a good leader.communicator, a good motivator and/or a good leader.

Thus, management as decision-making is a process of selecting the bestThus, management as decision-making is a process of selecting the best
alternatives.alternatives.

On another angle and broadly speaking, managers are those individualsOn another angle and broadly speaking, managers are those individuals
who set and implement policy. who set and implement policy. 

Hence,  management  is  the  work  of  those  groups  and  individualsHence,  management  is  the  work  of  those  groups  and  individuals
concerned with  how a  particular  task,  a  course  of  action e.g.,  hiring,concerned with  how a  particular  task,  a  course  of  action e.g.,  hiring,
developing, promoting or even building, buying, storing, paying, deciding,developing, promoting or even building, buying, storing, paying, deciding,
etc in a particular organization decided by a basic policy making unit is toetc in a particular organization decided by a basic policy making unit is to
be carried out.be carried out.

Often times, managers at higher level of the hierarchy are engaged withOften times, managers at higher level of the hierarchy are engaged with
policy decisions. Managers at the bottom (lower level) of the hierarchy,policy decisions. Managers at the bottom (lower level) of the hierarchy,
like  technicians,  are  said  to  be  concentrating  on  policy  application,like  technicians,  are  said  to  be  concentrating  on  policy  application,
interpretation and implementation. In this manner then, management is ainterpretation and implementation. In this manner then, management is a
process of working with and through people to accomplish a task and toprocess of working with and through people to accomplish a task and to
get results.get results.

2.10 HIERARCHICAL RELATIONS IN ORGANIZATIONS2.10 HIERARCHICAL RELATIONS IN ORGANIZATIONS
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As  is  indicated  earlier,  all  organizations  are  hierarchical.  There  areAs  is  indicated  earlier,  all  organizations  are  hierarchical.  There  are
superiors  in  all  organizations  except  the  highest  and  there  aresuperiors  in  all  organizations  except  the  highest  and  there  are
subordinates in all except the lowest.subordinates in all except the lowest.

Span of control refers to how many persons a single manager can controlSpan of control refers to how many persons a single manager can control
or supervise. It is concerned with the optimum number of subordinatesor supervise. It is concerned with the optimum number of subordinates
that are directly under one superior in the hierarchy.that are directly under one superior in the hierarchy.

Note:Note: - The larger the number of persons directly under one superior or - The larger the number of persons directly under one superior or
one  executive,  the  more  difficult  it  is  for  him/her  to  supervise  andone  executive,  the  more  difficult  it  is  for  him/her  to  supervise  and
coordinate them effectively. coordinate them effectively. 
The most important, but at the same time difficult and complex elementThe most important, but at the same time difficult and complex element
in management is the ability to deal with people. The success of any onein management is the ability to deal with people. The success of any one
in management at any level is measured by the effectiveness with whichin management at any level is measured by the effectiveness with which
he/she works with others.he/she works with others.

Good will and the ability to deal with others cooperatively calls for GOODGood will and the ability to deal with others cooperatively calls for GOOD
HUMAN  RELATIONS.  But  who  and  what  are  the  people  whom  theHUMAN  RELATIONS.  But  who  and  what  are  the  people  whom  the
manager deals with?manager deals with?

But  the  personnel  function,  i.e.,  the  handling  of  people,  is  as  old  asBut  the  personnel  function,  i.e.,  the  handling  of  people,  is  as  old  as
organized life.organized life.

While  the  aforementioned  areas  of  psychology,  economics,  education,While  the  aforementioned  areas  of  psychology,  economics,  education,
sociology and similar others do help to facilitate the work of managers insociology and similar others do help to facilitate the work of managers in
an organization, knowledge of good policy decision and policy applicationan organization, knowledge of good policy decision and policy application
and interpretation is said to be important in organizational operations ofand interpretation is said to be important in organizational operations of
developing countries like Ethiopia.developing countries like Ethiopia.

But, what is decision-making and what is policy and how do they operateBut, what is decision-making and what is policy and how do they operate
in  one’s  organization?  The  next  unit  discusses  this  and  similar  otherin  one’s  organization?  The  next  unit  discusses  this  and  similar  other
policy issues in Human Resource Management. policy issues in Human Resource Management. 

2.11 SUMMARY 2.11 SUMMARY 
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A clear understanding and perception of the managerial functions (fromA clear understanding and perception of the managerial functions (from
your introduction to management) has a great influence on the practicalyour introduction to management) has a great influence on the practical
aspects  of  the  operative  functions:  employment,  development,aspects  of  the  operative  functions:  employment,  development,
compensation and human relations each of which is important of humancompensation and human relations each of which is important of human
resource  management.  Besides,  knowledge  of  other  outlook  like  theresource  management.  Besides,  knowledge  of  other  outlook  like  the
economic, political, cultural, technological issues together with moderneconomic, political, cultural, technological issues together with modern
views of the field is believed to enhance an individual manager’s role inviews of the field is believed to enhance an individual manager’s role in
the field. the field. 

2.12 CHECK YOUR PROGRESS 2.12 CHECK YOUR PROGRESS 

1.1. The two broadly classified activities of human resource activities are:The two broadly classified activities of human resource activities are:
i)i) ____________________________________________________
ii)ii) ____________________________________________________

2.2. There are activities included in job analysis. List any 2:There are activities included in job analysis. List any 2:
______________________________________________________________________________________________________________________________________________
______________________________________________________________________________________________________________________________________________

3.3. What is placement?What is placement?
______________________________________________________________________________________________________________________________________________

4.4. As  one  of  the  prominent  positions/proposals  of  senior  scholars  ofAs  one  of  the  prominent  positions/proposals  of  senior  scholars  of
management  “job  satisfaction  is  one  part  of  life  satisfaction.”management  “job  satisfaction  is  one  part  of  life  satisfaction.”
Elaborate briefly.Elaborate briefly.
______________________________________________________________________________________________________________________________________________
______________________________________________________________________________________________________________________________________________

5.5. Authorities of the twenty first century predict areas that one ought toAuthorities of the twenty first century predict areas that one ought to
be aware of. List any three of these. be aware of. List any three of these. 

i)i) ____________________________________________________________________________________
ii)ii) ____________________________________________________________________________________
iii)iii) ____________________________________________________________________________________

2.13 ANSWERS TO CHECK YOUR PROGRESS 2.13 ANSWERS TO CHECK YOUR PROGRESS 
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1.1. Refer to section 2.3Refer to section 2.3
2.2. Refer to section 2.3.2Refer to section 2.3.2
3.3. Refer to section 2.3.2Refer to section 2.3.2
4.4. Refer to section 2.6Refer to section 2.6
5.5. Refer to section 2.8Refer to section 2.8
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UNIT 3: DECISION MAKING AND POLICY PRACTICES IN HUMAN UNIT 3: DECISION MAKING AND POLICY PRACTICES IN HUMAN 
RESOURCE MANAGEMENT RESOURCE MANAGEMENT 

ContentContent
3.03.0 Aims and ObjectivesAims and Objectives
3.13.1 Introduction Introduction 
3.23.2 The Decision Process The Decision Process 
3.33.3 Personnel PolicyPersonnel Policy
3.43.4 Criteria for Evaluating Personnel Policies Criteria for Evaluating Personnel Policies 
3.53.5 Personnel Procedures Personnel Procedures 
3.63.6 Advantages of Personnel PoliciesAdvantages of Personnel Policies
3.73.7 Policy Applications and Managerial Approaches to EmploymentPolicy Applications and Managerial Approaches to Employment
3.83.8 Policy Areas Related to Staff Personnel in EthiopiaPolicy Areas Related to Staff Personnel in Ethiopia
3.93.9 The Manager’s Role in Applying Personnel PolicyThe Manager’s Role in Applying Personnel Policy
3.103.10 Characteristics of a Good PolicyCharacteristics of a Good Policy
3.113.11 Summary Summary 
3.123.12 Check Your ProgressCheck Your Progress
3.133.13 Answers to Check Your Progress Answers to Check Your Progress 

3.0 AIMS AND OBJECTIVES3.0 AIMS AND OBJECTIVES

 to see what is meant by individual and group decision makingto see what is meant by individual and group decision making
 to explain what is meat by: to explain what is meat by: 

-- policy and policy and 
-- personnel policypersonnel policy

 to make a note of the criteria of evaluating personnel policiesto make a note of the criteria of evaluating personnel policies
 to  make  an  assessment  of  the  relatedness  of  individual  andto  make  an  assessment  of  the  relatedness  of  individual  and

organizational objectives in designing policy organizational objectives in designing policy 
 to clarify the issue of policy application in the management of peopleto clarify the issue of policy application in the management of people

at workat work
 to invite the attention of all good managers to take care of the need ofto invite the attention of all good managers to take care of the need of

awareness in noting: awareness in noting: 
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-- the manager’s role in applying policy and personnel policythe manager’s role in applying policy and personnel policy
-- policy  areas  related  to  human  resource  management  inpolicy  areas  related  to  human  resource  management  in

EthiopiaEthiopia
-- criteria for measuring good policies.criteria for measuring good policies.

3.1 INTRODUCTION 3.1 INTRODUCTION 

Different organizational activities concerning people and other resourcesDifferent organizational activities concerning people and other resources
require  different  types  and  levels  of  decision  making.  Routine/minorrequire  different  types  and  levels  of  decision  making.  Routine/minor
issues may be handled by a set of procedures. Other decisions need to beissues may be handled by a set of procedures. Other decisions need to be
dealt with through a programmed type of decision e.g. policy. dealt with through a programmed type of decision e.g. policy. 

While decision making is a process of identifying and selecting a courseWhile decision making is a process of identifying and selecting a course
of action to deal with a problem, measures of deciding on major or minorof action to deal with a problem, measures of deciding on major or minor
topic  is  an important  decision  function of  a  manager’s  job.  Personneltopic  is  an important  decision  function of  a  manager’s  job.  Personnel
policies and their application in an acceptable and practical manner callpolicies and their application in an acceptable and practical manner call
for a skillful approach of the manager. for a skillful approach of the manager. 

3.2 THE DECISION PROCESS3.2 THE DECISION PROCESS

Each and every individual makes decisions that affect their own actions.Each and every individual makes decisions that affect their own actions.
But the decisions of managers and policy makers are those that concernBut the decisions of managers and policy makers are those that concern
their own actions and the actions of others – the people they manage –their own actions and the actions of others – the people they manage –
their subordinates.their subordinates.

In whatever manner, there are four points to note in the decision process.In whatever manner, there are four points to note in the decision process.
 a decision involves a choicea decision involves a choice
 a decision involves a conscious mental processa decision involves a conscious mental process
 a decision is purposive and thata decision is purposive and that
 well informed individuals reach at balanced decision (s).well informed individuals reach at balanced decision (s).

Individuals, managers or subordinates make decisions individually or inIndividuals, managers or subordinates make decisions individually or in
groups.  There  are  advantages  or  disadvantages  in  making  decisionsgroups.  There  are  advantages  or  disadvantages  in  making  decisions
individually or in groups. Good decisions are, however, conscious of theindividually or in groups. Good decisions are, however, conscious of the
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right problem, look for the right alternative and good decisions are thoseright problem, look for the right alternative and good decisions are those
accepted by those concerned members of the organization. Such beingaccepted by those concerned members of the organization. Such being
the case, groups are often better in reaching at good choices of decisionsthe case, groups are often better in reaching at good choices of decisions
than individuals.than individuals.

Thus,  there are groups,  in all  organizations,  large or small,  formed toThus,  there are groups,  in all  organizations,  large or small,  formed to
make decisions. These groups may be called by different names:make decisions. These groups may be called by different names:

-- committeescommittees
-- task forcestask forces
-- staff meetingsstaff meetings
-- boards or boards or 
-- conferencesconferences
-- etcetc

A policy is a decision or a series of decisions reached by one or more ofA policy is a decision or a series of decisions reached by one or more of
the above groups of decision makers. It is such a decision of groups onthe above groups of decision makers. It is such a decision of groups on
which many other decisions depend.which many other decisions depend.

Policy connects the different units of work (Roles) of individuals to formPolicy connects the different units of work (Roles) of individuals to form
bigger  units.  This  is  like  the  work  of  the  accountant  and  that  of  thebigger  units.  This  is  like  the  work  of  the  accountant  and  that  of  the
cashier – i.e., who is to do cashier – i.e., who is to do what,what, with  with whomwhom, , howhow and  and whywhy..
Policy is a guide – it tells people in an organization what to do and whatPolicy is a guide – it tells people in an organization what to do and what
not to do.not to do.

e.g e.g   report to office for work Mondays through Fridays.  report to office for work Mondays through Fridays.
 do not come to your place of work late or do not leave your placedo not come to your place of work late or do not leave your place

of work early.of work early.
 each civil servant is allowed to be absent from work for limitedeach civil servant is allowed to be absent from work for limited

number of days every year.number of days every year.
 some individuals get more pay than otherssome individuals get more pay than others
 each and every individual is not only supposed to have sufficienteach and every individual is not only supposed to have sufficient

knowledge of his/her job but also does it satisfactorily.knowledge of his/her job but also does it satisfactorily.
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One defines policies (or guides) which chart the course of an organizationOne defines policies (or guides) which chart the course of an organization
and  govern  its  activities  toward  the  achievement  of  the  purposes  forand  govern  its  activities  toward  the  achievement  of  the  purposes  for
which it was set up.which it was set up.

Policies are characterized as rules of action or guides to thinking andPolicies are characterized as rules of action or guides to thinking and
action; yet, they are not the action. action; yet, they are not the action. 

Policies refer to a continuing decision to a recurring question. Policies arePolicies refer to a continuing decision to a recurring question. Policies are
formulated to achieve personnel and organizational objectives. e.g., Theformulated to achieve personnel and organizational objectives. e.g., The
objectives of promotion from within are formulated with the objective ofobjectives of promotion from within are formulated with the objective of
individual development.individual development.

Here,  providing  the  opportunity  of  advancement  and  development  toHere,  providing  the  opportunity  of  advancement  and  development  to
individuals  in  the  organization  is  the  objectives,  and  the  policy  ofindividuals  in  the  organization  is  the  objectives,  and  the  policy  of
promotion to individuals from within attempts to carry out this objectivepromotion to individuals from within attempts to carry out this objective
by establishing a guide.by establishing a guide.

Policies  are  positive  declarations  and  they  are  commands  to  thePolicies  are  positive  declarations  and  they  are  commands  to  the
organization. They help subordinates to make decisions without having toorganization. They help subordinates to make decisions without having to
wait for consultation with the superior or for his her concurrence.wait for consultation with the superior or for his her concurrence.

Following are examples of a few personnel policies commonly found inFollowing are examples of a few personnel policies commonly found in
organizations. organizations. 

Personnel policies – some examplesPersonnel policies – some examples
 Recruitment policyRecruitment policy
 Employment policy Employment policy 
 Promotions policyPromotions policy
 Transfer policyTransfer policy
 Wage and salary policyWage and salary policy
 Separation policySeparation policy
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3.3 PERSONNEL POLICY3.3 PERSONNEL POLICY

It is a procedure, a method or an approach in performing organizationalIt is a procedure, a method or an approach in performing organizational
tasks.tasks.
 Policy  is  an  expression  of  the  broad  goals  or  purposes  of  anPolicy  is  an  expression  of  the  broad  goals  or  purposes  of  an

organization. As a decision by a legally constituted body, policy is anorganization. As a decision by a legally constituted body, policy is an
action in advanceaction in advance

 A policy statement may be taken as a  A policy statement may be taken as a  working agreementworking agreement which is which is
supposed to clarify supposed to clarify what actionwhat action to take and what  to take and what procedure to followprocedure to follow..

Many factors precipitate policy:Many factors precipitate policy:
 Social and/or environmental factorsSocial and/or environmental factors
 Economic factorsEconomic factors
 Political factorsPolitical factors
 Negative / weak practices of individuals in an organizationNegative / weak practices of individuals in an organization
 The establishment of a new organization necessitates the laying outThe establishment of a new organization necessitates the laying out

of a new policy.of a new policy.

PoliciesPolicies are general  statements,  that  guide the thinking and action in are general  statements,  that  guide the thinking and action in
decision making. Personnel policies furnish general standards on whichdecision making. Personnel policies furnish general standards on which
decisions are based. Accordingly, policies are to be based on the: decisions are based. Accordingly, policies are to be based on the: 

–– values values 
–– principlesprinciples
–– philosophyphilosophy

etc. of the organization. etc. of the organization. 
In this manner policies deal with areas of HRM like:In this manner policies deal with areas of HRM like:

-- employmentemployment
-- salary scalesalary scale
-- staff developmentstaff development
-- organizational expectationsorganizational expectations
-- etc.etc.

Policies  do  not  entertain  detailed  statements.  Instead,  policies  arePolicies  do  not  entertain  detailed  statements.  Instead,  policies  are
implemented by procedures.implemented by procedures.
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3.4 CRITERIA FOR EVALUATING PERSONNEL POLICIES: -3.4 CRITERIA FOR EVALUATING PERSONNEL POLICIES: -

 Personnel  policies  are  supposed  to  be  based  on  pre-determinedPersonnel  policies  are  supposed  to  be  based  on  pre-determined
objectives of the organizationobjectives of the organization

 Such policy is supposed to provide the operational framework forSuch policy is supposed to provide the operational framework for
the organizationthe organization

 Policy statements must be internally consistent.Policy statements must be internally consistent.
 Policy  statements  ought  to  be  formulated  to  encourage  carrierPolicy  statements  ought  to  be  formulated  to  encourage  carrier

developmentdevelopment
 Policy should be designed in such a way that it observes a total staffPolicy should be designed in such a way that it observes a total staff

concept in the firmconcept in the firm
 As conditions change rapidly, it is essential that policies are madeAs conditions change rapidly, it is essential that policies are made

relevant to the present and future environmental factorsrelevant to the present and future environmental factors
 This implies that, policy is not supposed to work retroactive. This implies that, policy is not supposed to work retroactive. 

3.5 PERSONNEL PROCEDURES3.5 PERSONNEL PROCEDURES

Procedures  are  specific  applications.  A  procedure  prescribes  specificProcedures  are  specific  applications.  A  procedure  prescribes  specific
approach  to  doing  a  job.  And,  procedures  are  referred  to  as  actionapproach  to  doing  a  job.  And,  procedures  are  referred  to  as  action
guidelines.  They  originate  from  policies.  Thus,  procedures  show  aguidelines.  They  originate  from  policies.  Thus,  procedures  show  a
sequence of activities within a specified area.sequence of activities within a specified area.
Procedures dwell onProcedures dwell on

-- chronologicalchronological
-- step-by-step sequence or required actions.step-by-step sequence or required actions.

e.g., an organization believes in paying the prevailing and /or attractivee.g., an organization believes in paying the prevailing and /or attractive
scale of salary of comparable organization scale of salary of comparable organization policy policy 
Filing the salary of professionals according to their qualifications, yearsFiling the salary of professionals according to their qualifications, years
of experience and positions they hold of experience and positions they hold procedure.procedure.
Furthermore, rules and programs help implement procedures into action.Furthermore, rules and programs help implement procedures into action.

3.5.1 Need for Personnel Policies3.5.1 Need for Personnel Policies
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An  organization  is  expected  to  have  personnel  policies  in  view  ofAn  organization  is  expected  to  have  personnel  policies  in  view  of
accomplishing the objectives of the organization and that of the individualaccomplishing the objectives of the organization and that of the individual
employees.employees.

Fig.  3  Inter  Marriage  of  Individual  and  OrganizationalFig.  3  Inter  Marriage  of  Individual  and  Organizational
ObjectivesObjectives

O = OrganizationO = Organization
E = EmployeeE = Employee

Personnel policies are meant to:Personnel policies are meant to:
 intermarry – organization needs and  intermarry – organization needs and 

      - Employee needs      - Employee needs
 have standards of performance. Here, actual performance is to be have standards of performance. Here, actual performance is to be

compared against the expectationcompared against the expectation
 Set the basic needs of the organization and that of the employee Set the basic needs of the organization and that of the employee
 Create and develop staff enthusiasm and loyalty. Create and develop staff enthusiasm and loyalty.

3.6 ADVANTAGES OF PERSONNEL POLICIES3.6 ADVANTAGES OF PERSONNEL POLICIES

There are several advantages of policies in an organization. Among themThere are several advantages of policies in an organization. Among them
are:are:

 UniformityUniformity –  They intend to make the actions of all  workers as – They intend to make the actions of all  workers as
consistent as possible.consistent as possible.

 ControlControl – Personnel policies attempt to specify relationship among  – Personnel policies attempt to specify relationship among 
-- management andmanagement and
-- employees  in  theemployees  in  the

organizationorganization
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Accordingly,  they  allow  workers  to  perform  their  tasks  towards  theAccordingly,  they  allow  workers  to  perform  their  tasks  towards  the
achievement  of  organizational  objectives  and  that  of  employees  withachievement  of  organizational  objectives  and  that  of  employees  with
relatively less friction, less conflict and paving the way for better control.relatively less friction, less conflict and paving the way for better control.

 Delegation  Delegation  –  They  help  managers  at  various  levels  to  act  and  to–  They  help  managers  at  various  levels  to  act  and  to
decide without often consulting with superiors.decide without often consulting with superiors.

 Confidence  Confidence  –  Policies  make employees  to  be  aware of  where  they–  Policies  make employees  to  be  aware of  where  they
stand  in  the  organization.  They  create  confidence  in  them  whilestand  in  the  organization.  They  create  confidence  in  them  while
confronting  routine  and  recurring  problems.  Such  policies  reduceconfronting  routine  and  recurring  problems.  Such  policies  reduce
chances of:chances of:

-- misinterpretationmisinterpretation
-- misrepresentation andmisrepresentation and
-- friction friction 

 Speedy decisionSpeedy decision – Policies can speed decision making for they give a – Policies can speed decision making for they give a
covering framework within which (personnel) decisions could be made.covering framework within which (personnel) decisions could be made.

 Standards  of  EfficiencyStandards  of  Efficiency –  Policies  can  serve  as  standards  in  the –  Policies  can  serve  as  standards  in  the
execution of work.execution of work.

 CoordinationCoordination – Personnel policies help in achieving coordination. If – Personnel policies help in achieving coordination. If
and when organizational  members  are  guided  by  policies  they  canand when organizational  members  are  guided  by  policies  they  can
predict more accurately the action and decisions of others.predict more accurately the action and decisions of others.
They protect from unwarranted deviations. They protect from unwarranted deviations. 

Policy from a different angle is seen as a decision by a legally set body. ItPolicy from a different angle is seen as a decision by a legally set body. It
is an expression of the broad goals of an organization.  Accordingly,  itis an expression of the broad goals of an organization.  Accordingly,  it
classifies and specifies what action to take or what direction to follow.classifies and specifies what action to take or what direction to follow.

eg.   *  Any  individual  to  be  employed  is  to  do  certain  tasks  of  theeg.   *  Any  individual  to  be  employed  is  to  do  certain  tasks  of  the
organization.organization.

* Individuals not able to perform tasks for which they are employed* Individuals not able to perform tasks for which they are employed
will, one way or another, be withdrawn from the position.will, one way or another, be withdrawn from the position.

* All things being equal, individuals who get high pay than others are* All things being equal, individuals who get high pay than others are
those  who  are  expected  to  perform  better  because  of  theirthose  who  are  expected  to  perform  better  because  of  their
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educational qualification or their experiences or both or that thoseeducational qualification or their experiences or both or that those
who  do  well,  those  who  could  contribute  more  to  the  successfulwho  do  well,  those  who  could  contribute  more  to  the  successful
operation of the organization must be rewarded (get more benefits)operation of the organization must be rewarded (get more benefits)
than those whose contribution is minimal.than those whose contribution is minimal.

* To improve the performance of those working in an organization, in* To improve the performance of those working in an organization, in
service training of non-formal type and of short duration like in:service training of non-formal type and of short duration like in:

-- seminarsseminars
-- workshops orworkshops or
-- conferences must be conducted.conferences must be conducted.

It is also important to note that:It is also important to note that:
*  a  policy  to  be  established  by  those  at  the  lower  level  of  an*  a  policy  to  be  established  by  those  at  the  lower  level  of  an

organization should not contradict the policy so set by the higherorganization should not contradict the policy so set by the higher
body.body.

* a policy should not contradict within itself.* a policy should not contradict within itself.
* a newly set policy contradicting the previously set one, must make a* a newly set policy contradicting the previously set one, must make a

reference to the formerly set one and must state that the formerreference to the formerly set one and must state that the former
one is replaced by the new one.one is replaced by the new one.
e.g.  e.g.   an employees annual leave days limited to 20 working days an employees annual leave days limited to 20 working days

are not to be raised to 25 days nor should they be reduced toare not to be raised to 25 days nor should they be reduced to
15 days by those at the lower level of management.15 days by those at the lower level of management.

 when the first 120 birr income tax that exempted all Ethiopians when the first 120 birr income tax that exempted all Ethiopians
employed in any organization was set, reference was made toemployed in any organization was set, reference was made to
the one that exempted such employees by the first 50 birr ofthe one that exempted such employees by the first 50 birr of
salary. salary. 

Policies  that  are  laid  out  without  considering  the  human  factor  andPolicies  that  are  laid  out  without  considering  the  human  factor  and
difficult to implement or that they are simply ignored by those who aredifficult to implement or that they are simply ignored by those who are
supposed to practice them e.g. at about the downfall of the Derg Regim,supposed to practice them e.g. at about the downfall of the Derg Regim,
the  then  authorities  of  the  Ministry  of  Education  announced  that  allthe  then  authorities  of  the  Ministry  of  Education  announced  that  all
schools  in  Addis  Ababa  start  classes  at  7:30  a.m.  while  all  otherschools  in  Addis  Ababa  start  classes  at  7:30  a.m.  while  all  other
government  offices  were  to  start  work  only  at  8:00  a.m.  It  was  bothgovernment  offices  were  to  start  work  only  at  8:00  a.m.  It  was  both
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teachers and students who ignored this policy and kept on reporting toteachers and students who ignored this policy and kept on reporting to
school at 8:00 a.m. as they used to do.school at 8:00 a.m. as they used to do.

In  the  developing  countries  like  Ethiopia,  management  is,  more  oftenIn  the  developing  countries  like  Ethiopia,  management  is,  more  often
than not, the interpretation of policy.than not, the interpretation of policy.
-- Therefore, the first responsibility of any person engaged in any typeTherefore, the first responsibility of any person engaged in any type

of managerial tasks, for example:of managerial tasks, for example:
-- Personnel management orPersonnel management or
-- Property management orProperty management or
-- Financial  management  ought  to  be  getting  a  copy  of  andFinancial  management  ought  to  be  getting  a  copy  of  and

understand the policy of his/her particular branch or unit ofunderstand the policy of his/her particular branch or unit of
work.work.

-- Management  as  an  interpretation  of  policy  is  an  effectiveManagement  as  an  interpretation  of  policy  is  an  effective
coordination  or  best  use  of  people  as  organizationalcoordination  or  best  use  of  people  as  organizational
resources. Therefore, a good policy is that which:resources. Therefore, a good policy is that which:

-- increases efficiency andincreases efficiency and
-- motivates people to work more and bettermotivates people to work more and better

A good policy is  aware of the fact  that threat and punishment do notA good policy is  aware of the fact  that threat and punishment do not
always guarantee obedience and effectiveness  because commitment  inalways guarantee obedience and effectiveness  because commitment  in
task  performance  is,  sometimes,  a  result  of  good  will  and  antask  performance  is,  sometimes,  a  result  of  good  will  and  an
understanding of goals.understanding of goals.

Decision  makers,  while  drafting  policy,  should  recognize  that  anDecision  makers,  while  drafting  policy,  should  recognize  that  an
individual’s responsibility should be equated to his/her authority.individual’s responsibility should be equated to his/her authority.

A policy decision tends to be good if and when all concerned are involvedA policy decision tends to be good if and when all concerned are involved
and considered in its formal introduction.and considered in its formal introduction.

Good policies are:Good policies are:
a)a) flexible, yet consistentflexible, yet consistent
b)b) stated clearly to be understood by all involved stated clearly to be understood by all involved 
c)c) related to desired objectives of the organization for which it isrelated to desired objectives of the organization for which it is

set.set.
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d)d) not  designed to  propagate  negative  feelings  in  the  minds  ofnot  designed to  propagate  negative  feelings  in  the  minds  of
those involved and concerned.those involved and concerned.

Good policies  do,  in  principle,  entertain  delegation of  authority  whichGood policies  do,  in  principle,  entertain  delegation of  authority  which
means sharing, part of, not all, authority to subordinates.means sharing, part of, not all, authority to subordinates.

In  delegation,  there  are  certain  provisions  to  be  made  vis-à-vis  theIn  delegation,  there  are  certain  provisions  to  be  made  vis-à-vis  the
performance of the task so be delegated.performance of the task so be delegated.

 The  superior  apportions  part  of  his/her  duties  to  theThe  superior  apportions  part  of  his/her  duties  to  the
subordinates.subordinates.

 The subordinate so delegated is allowed to or is charged with:The subordinate so delegated is allowed to or is charged with:
-- making commitmentsmaking commitments
-- utilize resourcesutilize resources
-- decide to take action necessary for the performance of tasksdecide to take action necessary for the performance of tasks
-- accountability  to  report  to  the superior  who confirmed theaccountability  to  report  to  the superior  who confirmed the

delegation. delegation. 
 The superior who bestowed the delegation does not get rid from theThe superior who bestowed the delegation does not get rid from the

overall  responsibility.  The  subordinate  ought  to  report  to  theoverall  responsibility.  The  subordinate  ought  to  report  to  the
superior or that:superior or that:

-- official  and/or  external  communication  is  done  by  theofficial  and/or  external  communication  is  done  by  the
superior’s signature.superior’s signature.

-- The  superior  is  knowledgeable  of  what  is  going  on  in  theThe  superior  is  knowledgeable  of  what  is  going  on  in  the
delegated unit.delegated unit.

 Authority granted to an individual subordinate must be equal to theAuthority granted to an individual subordinate must be equal to the
responsibility he/she is shouldering. In other words, one may not beresponsibility he/she is shouldering. In other words, one may not be
charged  responsible  for  the  outcome  of  a  task  he/she  was  notcharged  responsible  for  the  outcome  of  a  task  he/she  was  not
allowed to perform.allowed to perform.

 The delegated task should, under normal condition, be clarified andThe delegated task should, under normal condition, be clarified and
specified with certain standards of performance expected.specified with certain standards of performance expected.

Such  working  relations  among  superiors  and  subordinates  in  anSuch  working  relations  among  superiors  and  subordinates  in  an
organization motivates personnel in them.organization motivates personnel in them.
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But, what is motivation?But, what is motivation?
Motivation (will be discussed in detail in the future):Motivation (will be discussed in detail in the future):

 is stimulation to action which results in individuals to reach ais stimulation to action which results in individuals to reach a
goal.goal.

 is an inner drive conscious or sub-consciousis an inner drive conscious or sub-conscious
 is willingness to use energy to motionis willingness to use energy to motion
 is something that kindles a feeling into enthusiasmis something that kindles a feeling into enthusiasm

Note: -Note: -  (Almost) all behavior (action, work) is motivated.   (Almost) all behavior (action, work) is motivated. 
 There  are  wants  and  needs  behind  the  behavior  one  is  to  be There  are  wants  and  needs  behind  the  behavior  one  is  to  be

engaged in and those which one observes in others.engaged in and those which one observes in others.
An individual who has an ability to do a task but not the motivation, mayAn individual who has an ability to do a task but not the motivation, may
hardly get the task done.hardly get the task done.
A motivated person, who is a positive thinker is likely to be a greaterA motivated person, who is a positive thinker is likely to be a greater
motivator.  This  implies  that  individuals  engaged  in  any  kind  ofmotivator.  This  implies  that  individuals  engaged  in  any  kind  of
management and at any level need to be positive thinkers and developmanagement and at any level need to be positive thinkers and develop
leadership qualities. But, what is leadership?leadership qualities. But, what is leadership?

Leadership is a quality of transaction the characteristics of an individualLeadership is a quality of transaction the characteristics of an individual
which demands of him/her beyond the normal call of duty.which demands of him/her beyond the normal call of duty.

Leadership occurs if and when one induces (convinces, persuades) othersLeadership occurs if and when one induces (convinces, persuades) others
to work towards the goals and objectives of an organization.to work towards the goals and objectives of an organization.

High  qualifications  and  positions  may  not  necessarily  guarantee  anHigh  qualifications  and  positions  may  not  necessarily  guarantee  an
individual to be an able leader.individual to be an able leader.

Yet, the functional leader, as opposed to the status leader, must developYet, the functional leader, as opposed to the status leader, must develop
attitudes and acquire some skills on leadership to elicit such behavior. Orattitudes and acquire some skills on leadership to elicit such behavior. Or
that the functional leader achieves roles on personal merits. Followingthat the functional leader achieves roles on personal merits. Following
are some general characteristics of the personal merits of a leader.are some general characteristics of the personal merits of a leader.

 Leaders have work motivationLeaders have work motivation
 Leaders are brighter than the average worker.Leaders are brighter than the average worker.
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 Leaders are self confidentLeaders are self confident
 Leaders are relatively dominantLeaders are relatively dominant
 Leaders are hard workingLeaders are hard working
 Leaders are better off in interpreting informationLeaders are better off in interpreting information
 Leaders are better informedLeaders are better informed
 Leaders have good relations with:Leaders have good relations with:

-- superiorssuperiors
-- peerspeers
-- subordinatessubordinates

 Leaders are organized and aspire to achieve a goalLeaders are organized and aspire to achieve a goal
 Leaders follow the POSDCORB and other managerial skills.Leaders follow the POSDCORB and other managerial skills.

Among these managerial  skills which a leader ought to possess is theAmong these managerial  skills which a leader ought to possess is the
ability to make good decision.ability to make good decision.

Making a good decision with or through colleagues is  the gateway toMaking a good decision with or through colleagues is  the gateway to
good management.good management.

3.7  POLICY  APPLICATIONS  AND  MANAGERIAL  APPROACHES  TO3.7  POLICY  APPLICATIONS  AND  MANAGERIAL  APPROACHES  TO
EMPLOYMENTEMPLOYMENT

3.7.1 Employment3.7.1 Employment
Most people seek employment for living. Only very few get engaged inMost people seek employment for living. Only very few get engaged in
work for job satisfaction. Yet, even these second group are interested inwork for job satisfaction. Yet, even these second group are interested in
working because they are after their satisfaction from their work or forworking because they are after their satisfaction from their work or for
those religious groups, it is the return they expect after this world thatthose religious groups, it is the return they expect after this world that
attracts them to work.attracts them to work.
In principle, the employment of any payable individual is processed afterIn principle, the employment of any payable individual is processed after
the job (difficulty and complexity) and the merit (qualification, specialty,the job (difficulty and complexity) and the merit (qualification, specialty,
experience etc.)  of the individual are evaluated to see the job and theexperience etc.)  of the individual are evaluated to see the job and the
individual fit. individual fit. 
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In  the  process  of  employment,  policies  and  principles  require  thatIn  the  process  of  employment,  policies  and  principles  require  that
availability of vacancies together with budget security for the post mustavailability of vacancies together with budget security for the post must
be guarantied before advertising for a post.be guarantied before advertising for a post.

Formal  and  permanent  employment  requires  an  approval  of  dulyFormal  and  permanent  employment  requires  an  approval  of  duly
authorized personnel. Accordingly, the more difficult and complex the jobauthorized personnel. Accordingly, the more difficult and complex the job
and the higher the status of  the candidate,  the higher the position ofand the higher the status of  the candidate,  the higher the position of
decision-making and the greater the purity of the policy in employment.decision-making and the greater the purity of the policy in employment.

The  employment  of  informal  and  contractual  employees  (e.g.,  dailyThe  employment  of  informal  and  contractual  employees  (e.g.,  daily
laborers) could be processed by persons at a relatively low level.laborers) could be processed by persons at a relatively low level.

There are three types of employment in Ethiopia:There are three types of employment in Ethiopia:
 PermanentPermanent
 TemporaryTemporary
 ContractContract

While advertising the vacancy, the following need to be specified:While advertising the vacancy, the following need to be specified:
 nature of employment i.e., permanent, contract, etc.nature of employment i.e., permanent, contract, etc.
 place of workplace of work
 rank/classificationrank/classification
 type of jobtype of job
 salary (to be specified or to be stated “negotiable”)salary (to be specified or to be stated “negotiable”)
 place and period for registrationplace and period for registration
 educational qualification and experience of candidateseducational qualification and experience of candidates
 sex of candidates (for some jobs)sex of candidates (for some jobs)
 etc. etc. 

At the time of registration a photo copy of the transcript (credential) of allAt the time of registration a photo copy of the transcript (credential) of all
applicants,  checked against  the original,  is  collected by  the person inapplicants,  checked against  the original,  is  collected by  the person in
charge and attached to the applicant’s file.charge and attached to the applicant’s file.
Applicants may take any Applicants may take any oneone or  or moremore of the following exams: of the following exams:

 writtenwritten
 practicalpractical
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 oral (interview)oral (interview)
Note: -Note: - The nature of work determines as to whether candidates take The nature of work determines as to whether candidates take

practical exams (e.g. computer, driving) or not.practical exams (e.g. computer, driving) or not.
Under normal conditions, a selection committee including the followingUnder normal conditions, a selection committee including the following
screens and recommends the individual(s) to be employed.screens and recommends the individual(s) to be employed.

 head of the office for which the applicants are recruited.head of the office for which the applicants are recruited.
 one person better qualified in the fieldone person better qualified in the field
 Three other persons of the organization selected on their ownThree other persons of the organization selected on their own

merits of integrity, competence, etc. merits of integrity, competence, etc. 
After the exam(s) names of (individual) applicants in order of priority (topAfter the exam(s) names of (individual) applicants in order of priority (top
down) of results will be posted.down) of results will be posted.
The number required for the post will  be employed from among thoseThe number required for the post will  be employed from among those
who passed the exam(s).who passed the exam(s).
If, having passed an exam, certain individuals are not employed, then,If, having passed an exam, certain individuals are not employed, then,
their names may be kept on “reserve” for some period (e.g., 6 months ortheir names may be kept on “reserve” for some period (e.g., 6 months or
a year)a year)
Those  to  be  employed  must  present  a  health  certificate.  SomeThose  to  be  employed  must  present  a  health  certificate.  Some
organizations  do  require  that  such  prospective  candidates  presentorganizations  do  require  that  such  prospective  candidates  present
fingerprint from the police to prove innocence from guilt. fingerprint from the police to prove innocence from guilt. 
If such new employees are on permanent employment, they are on a trialIf such new employees are on permanent employment, they are on a trial
basis  for  the  first  six  (6)  months  –  to  be  extended  to  three  (3)  morebasis  for  the  first  six  (6)  months  –  to  be  extended  to  three  (3)  more
months in case of doubt.months in case of doubt.
In general, temporary employees are employed for a maximum of six (6)In general, temporary employees are employed for a maximum of six (6)
months. If the work is to continue at this status, employees are subject tomonths. If the work is to continue at this status, employees are subject to
renew their contract every six (6) months or even every lesser period ofrenew their contract every six (6) months or even every lesser period of
time.time.
Contract employees are employed to accomplish a specified task.Contract employees are employed to accomplish a specified task.
Promotions:Promotions:

 are  due to  an employee who acquires  some skills  withoutare  due to  an employee who acquires  some skills  without
formal training.formal training.

 have the potential to motivate staff in the lower echelon.have the potential to motivate staff in the lower echelon.
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 are to be approved by persons duly authorized to endorseare to be approved by persons duly authorized to endorse
such decisions. such decisions. 

Promotions are to be approved if and when:Promotions are to be approved if and when:
 a vacancy existsa vacancy exists
 there is budget for the postthere is budget for the post
 individuals are proved to be competent and able to do theindividuals are proved to be competent and able to do the

job.job.
Promotions are to  be executed by moving those from lower to higherPromotions are to  be executed by moving those from lower to higher
posts, or by advertising a post.posts, or by advertising a post.
 Delegation  of  authority  for  promotions.  Different  levels  of  the Delegation  of  authority  for  promotions.  Different  levels  of  the

managerial echelon do have hierarchical mandates to make decisions.managerial echelon do have hierarchical mandates to make decisions.
In  principle,  results  of  promotions  committees  need  be  reported  to  aIn  principle,  results  of  promotions  committees  need  be  reported  to  a
higher body to be specified by policy together with:higher body to be specified by policy together with:

a)a) minutes of their proceedings.minutes of their proceedings.
b)b) the curriculum vitae and the certificate of the level of educationthe curriculum vitae and the certificate of the level of education

of candidate (s).of candidate (s).
 A person for promotion is expected to earn an average of at least 3.5 A person for promotion is expected to earn an average of at least 3.5

rating  results  out  of  a  maximum  of  5  during  any  two  or  threerating  results  out  of  a  maximum  of  5  during  any  two  or  three
consecutive ratings. consecutive ratings. 

3.8  POLICY  AREAS  RELATED  TO  STAFF  PERSONNEL  IN3.8  POLICY  AREAS  RELATED  TO  STAFF  PERSONNEL  IN
ETHIOPIAETHIOPIA

The  nature  of  any  personnel  policy  may  differ  from  organization  toThe  nature  of  any  personnel  policy  may  differ  from  organization  to
organization depending on the objectives of the organization. organization depending on the objectives of the organization. 

Justifications for charge of policy come into effect in view of improvingJustifications for charge of policy come into effect in view of improving
the behavior for the performance and to match worker caliber.the behavior for the performance and to match worker caliber.

Personnel  policy in Ethiopia involves many specific areas as explainedPersonnel  policy in Ethiopia involves many specific areas as explained
here under. here under. 
As per the regulations, positions are to be filled on the following criteriaAs per the regulations, positions are to be filled on the following criteria

 job difficulty and complexity.job difficulty and complexity.
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 candidates’ educational level, experience, potential competence tocandidates’ educational level, experience, potential competence to
contributed more and bettercontributed more and better

The power to employ rests with the chief executive officer or employmentThe power to employ rests with the chief executive officer or employment
must be confirmed by a letter to be handed to the employee within fewmust be confirmed by a letter to be handed to the employee within few
weeks. weeks. 

A new employee is supposed to be on probation for 6 months or even lessA new employee is supposed to be on probation for 6 months or even less
such employee on probation may be terminated (or dismissed) on fewsuch employee on probation may be terminated (or dismissed) on few
weeks notice in case of inefficiency. weeks notice in case of inefficiency. 

In  case  of  doubt,  an  employee’s  probation  may  be  extended  to  threeIn  case  of  doubt,  an  employee’s  probation  may  be  extended  to  three
additional months.  As per the policy, an employee on probation is notadditional months.  As per the policy, an employee on probation is not
entitled for promotion. entitled for promotion. 

3.8.1 Salary3.8.1 Salary
Any new employee is paid according to:Any new employee is paid according to:

 scalescale
 position classification andposition classification and
 budgetbudget

Note: -Note: - Salary pay scales have, normally the tendency of following job Salary pay scales have, normally the tendency of following job
description and job evaluation.description and job evaluation.

Government  and employing organizations’  policies  and regulations areGovernment  and employing organizations’  policies  and regulations are
created to regulate the homogeneity of these scales.created to regulate the homogeneity of these scales.

3.9 THE MANAGER’S ROLE IN APPLYING PERSONNEL POLICY3.9 THE MANAGER’S ROLE IN APPLYING PERSONNEL POLICY

Policy  may  be  defined  as  an  authoritative  allocation  of  social  values,Policy  may  be  defined  as  an  authoritative  allocation  of  social  values,
economic resources and political  or administrative power.  Policy is  aneconomic resources and political  or administrative power.  Policy is  an
authoritative answer to who does what, when, how and why and underauthoritative answer to who does what, when, how and why and under
what  conditions.  Policy  initiatives  in  administration  have  to  be  in  thewhat  conditions.  Policy  initiatives  in  administration  have  to  be  in  the
context  of  a  mandate,  but  originating  at  the  supra-system,  to  assurecontext  of  a  mandate,  but  originating  at  the  supra-system,  to  assure
success in the administrative processes. success in the administrative processes. 
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Furthermore, it  may be said that policy is an expression of the broadFurthermore, it  may be said that policy is an expression of the broad
goals or purposes of an organization. It is a working agreement which,goals or purposes of an organization. It is a working agreement which,
once  understood  and  accepted,  is  supposed  to  clarify  the  conditionsonce  understood  and  accepted,  is  supposed  to  clarify  the  conditions
under which those who implement it relate their actions towards fulfillingunder which those who implement it relate their actions towards fulfilling
such anticipated objectives. Policy is to an organization what law is to asuch anticipated objectives. Policy is to an organization what law is to a
society. society. 

Policy  guides  the  course  of  an  organization  and  governs  its  activitiesPolicy  guides  the  course  of  an  organization  and  governs  its  activities
toward the achievement of the purposes for which it was set. Policy istoward the achievement of the purposes for which it was set. Policy is
characterized as “rules” of action or guides to thinking and action, but itcharacterized as “rules” of action or guides to thinking and action, but it
is  not  the  action.  Policy  is  a  positive  declaration  to  commandis  not  the  action.  Policy  is  a  positive  declaration  to  command
organizational behavior. It helps subordinates to make decisions withoutorganizational behavior. It helps subordinates to make decisions without
having to wait for consultation with superiors for their concurrence. Tohaving to wait for consultation with superiors for their concurrence. To
some  policy  is  a  verbal,  written,  or  implied  over-all  guide  setting  upsome  policy  is  a  verbal,  written,  or  implied  over-all  guide  setting  up
boundaries  that  supply  the  general  limits  and  direction  in  whichboundaries  that  supply  the  general  limits  and  direction  in  which
managerial actions will take place. managerial actions will take place. 

Again,  a  policy  is  a  judgment  derived  form  some  values  and  anAgain,  a  policy  is  a  judgment  derived  form  some  values  and  an
assessment  of  situations  which  operate  as  a  general  plan  for  guidingassessment  of  situations  which  operate  as  a  general  plan  for  guiding
decisions  regarding  the  means  of  attaining  desired  objectives.  In  thisdecisions  regarding  the  means  of  attaining  desired  objectives.  In  this
context, a policy statement: a) tends to be binding on the actions of thosecontext, a policy statement: a) tends to be binding on the actions of those
designated by the statement b) is enforceable and enforced by those whodesignated by the statement b) is enforceable and enforced by those who
formulate  it  c)  is  formulated  and  adopted  through  a  process  whichformulate  it  c)  is  formulated  and  adopted  through  a  process  which
acknowledges  the  reality  and  legitimacy  of  conflicting  interests  andacknowledges  the  reality  and  legitimacy  of  conflicting  interests  and
desires among its participants. desires among its participants. 

There are many versions of the causes of any policy in a system. SomeThere are many versions of the causes of any policy in a system. Some
hold  that  policy  evolves  from  the  practices  and  procedures  of  anhold  that  policy  evolves  from  the  practices  and  procedures  of  an
organization. Values, resources and power are important ingredients inorganization. Values, resources and power are important ingredients in
the processes of policy formulation and implementation. the processes of policy formulation and implementation. 
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Rapid  changes  and/or  diversity  in  the  social,  economic  and  politicalRapid  changes  and/or  diversity  in  the  social,  economic  and  political
situations precede or cause new policy. In general: situations precede or cause new policy. In general: 

 policy in a system is affected by the total environmental situationspolicy in a system is affected by the total environmental situations
and  the  national  ideology:  social,  economic,  political  andand  the  national  ideology:  social,  economic,  political  and
technological issues. technological issues. 

 both national and international forces provoke policy. both national and international forces provoke policy. 
 seminars, conferences and research findings often culminate in theseminars, conferences and research findings often culminate in the

development of policy. development of policy. 
 negative practices  of  employees may cause the development  of  anegative practices  of  employees may cause the development  of  a

correcting policy. correcting policy. 
 the establishment of a new organization requires the laying out of athe establishment of a new organization requires the laying out of a

new policy. new policy. 

Policy as an expression of the broad goals of system and a decision by aPolicy as an expression of the broad goals of system and a decision by a
legally constituted body means to classify what action to take or whatlegally constituted body means to classify what action to take or what
direction to follow. direction to follow. 

In lower systems (sub-systems) of  managerial  hierarchy policy may beIn lower systems (sub-systems) of  managerial  hierarchy policy may be
defined as a regular pattern of rules, guides, constraints and procedures.defined as a regular pattern of rules, guides, constraints and procedures.
Such  rules  provide  members  of  the  system  with  a  regularity  ofSuch  rules  provide  members  of  the  system  with  a  regularity  of
relationships  and basis  on which to predict  the consequences of  theirrelationships  and basis  on which to predict  the consequences of  their
actions. actions. 

A statements of policy is used as guide to the decisions to be made andA statements of policy is used as guide to the decisions to be made and
the  measures  to  be  taken  in  meeting  the  problems  of  personnelthe  measures  to  be  taken  in  meeting  the  problems  of  personnel
management  in  an  organization.  However,  unforeseen  difficulties  andmanagement  in  an  organization.  However,  unforeseen  difficulties  and
unique  facets  to  specific  problems  of  personnel  administration  mayunique  facets  to  specific  problems  of  personnel  administration  may
demand that deviation from policy may be made when necessary. Policy isdemand that deviation from policy may be made when necessary. Policy is
subject to change with the change of situations and circumstances. Sincesubject to change with the change of situations and circumstances. Since
policy  introduces  a  general  consistency  in  the  system,  it  is  a  regularpolicy  introduces  a  general  consistency  in  the  system,  it  is  a  regular
process of behavior.*process of behavior.***

** * Behavior in this text is understood as an efficient method of task performance in an  * Behavior in this text is understood as an efficient method of task performance in an 
organization. organization. 
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In each of the foregoing instances, direction to policy formulation mayIn each of the foregoing instances, direction to policy formulation may
well  have  been  provided  by  others  than  the  actual  formulating  orwell  have  been  provided  by  others  than  the  actual  formulating  or
approving body or agent. Practicing managers are cautioned here thatapproving body or agent. Practicing managers are cautioned here that
policies are either revised or changed only by the body or authority thatpolicies are either revised or changed only by the body or authority that
originated them or  authorized their  origination.  The bodies  which areoriginated them or  authorized their  origination.  The bodies  which are
responsible  for  the  implementation  of  policies  cannot  be  legallyresponsible  for  the  implementation  of  policies  cannot  be  legally
competent  to change or modify the policies other than revealing theircompetent  to change or modify the policies other than revealing their
shortcomings through the proper channel. shortcomings through the proper channel. 

Procedures  as  different  approaches  to  policies  are  detailed  ways  orProcedures  as  different  approaches  to  policies  are  detailed  ways  or
methods of carrying out a policy for attaining a goal. Procedures can bemethods of carrying out a policy for attaining a goal. Procedures can be
sub-systems of broader policies and steps so set forth in a process thatsub-systems of broader policies and steps so set forth in a process that
are less complex. are less complex. 

Rules  are  statements  about  the  kind  of  specific  behavior  which  isRules  are  statements  about  the  kind  of  specific  behavior  which  is
required of employees. Both procedures and rules are reflections of broadrequired of employees. Both procedures and rules are reflections of broad
policy,  whether  stated  or  implicit.  Such rules  may  also  be  written  orpolicy,  whether  stated  or  implicit.  Such rules  may  also  be  written  or
otherwise. The significant points are that rules: otherwise. The significant points are that rules: 

-- restrict subordinate undesirable behavior and restrict subordinate undesirable behavior and 
-- are  supposed  to  be  enforced,  in  one  way  or  another,  by  theare  supposed  to  be  enforced,  in  one  way  or  another,  by  the

management.  Though  many  people  dislike  rules  as  impediments,management.  Though  many  people  dislike  rules  as  impediments,
rules are essential if a system is to operate effectively. rules are essential if a system is to operate effectively. 

Naturally,  the  greater  the  area of  freedom given to  subordinates,  theNaturally,  the  greater  the  area of  freedom given to  subordinates,  the
greater the feeling of autonomy they have. Unfortunately, through, thegreater the feeling of autonomy they have. Unfortunately, through, the
subordinates cannot be given authority to do everything they want. Rulessubordinates cannot be given authority to do everything they want. Rules
are said to made it possible for them to exercise freedom within theseare said to made it possible for them to exercise freedom within these
limits.  Sometimes,  of  course,  these  rules  are  implicit  and may not  belimits.  Sometimes,  of  course,  these  rules  are  implicit  and may not  be
spelled out in detail. spelled out in detail. 

Where there is room for doubt, the superior should state the rules clearly,Where there is room for doubt, the superior should state the rules clearly,
sometimes even in  writing.  In  large organizations,  in  particular,  rulessometimes even in  writing.  In  large organizations,  in  particular,  rules
serve to make the behavior of the parts consistent with the needs of theserve to make the behavior of the parts consistent with the needs of the
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whole.  They  reduce  the  possibility  that  personal  feelings,  rather  thanwhole.  They  reduce  the  possibility  that  personal  feelings,  rather  than
institutional objectives, will predominate in decision making. institutional objectives, will predominate in decision making. 

Rules are supposed to be impersonal and, in effect, reduce the power ofRules are supposed to be impersonal and, in effect, reduce the power of
the superior and the subordinate. This makes it easier for the subordinatethe superior and the subordinate. This makes it easier for the subordinate
to obey and for the superior to exercise authority. Rules also protect theto obey and for the superior to exercise authority. Rules also protect the
subordinate from arbitrary actions on the part of the superior. They aresubordinate from arbitrary actions on the part of the superior. They are
useful in defining employees’ duties and responsibilities. useful in defining employees’ duties and responsibilities. 

Rules  require  the  administration  to  initiate  orders  only  once  –  whenRules  require  the  administration  to  initiate  orders  only  once  –  when
he/she lays a rule down. But once rules are established for a man shouldhe/she lays a rule down. But once rules are established for a man should
do his job, then the job can be reduced to a routine. do his job, then the job can be reduced to a routine. 

In principle, unnecessary rules are difficult to enforce, and inadequatelyIn principle, unnecessary rules are difficult to enforce, and inadequately
enforced  rules  may  lead  to  a  general  breakdown  of  discipline  andenforced  rules  may  lead  to  a  general  breakdown  of  discipline  and
breakdown of set rules. breakdown of set rules. 

Excessively  rigid  rules  discourage  individual  discretion  and  initiative.Excessively  rigid  rules  discourage  individual  discretion  and  initiative.
They make it difficult for an institution to adapt to changing conditions. They make it difficult for an institution to adapt to changing conditions. 

In summary, intelligently devised rules are said to grant the individualIn summary, intelligently devised rules are said to grant the individual
considerable freedom to make decisions on his/her own. To insure thatconsiderable freedom to make decisions on his/her own. To insure that
his decisions are not completely restrained, however, one actions need tohis decisions are not completely restrained, however, one actions need to
conform to the goals of the entire system. conform to the goals of the entire system. 

3.10 CHARACTERISTICS OF A GOOD POLICY3.10 CHARACTERISTICS OF A GOOD POLICY

The managerial system in all organizations is affected by the total social,The managerial system in all organizations is affected by the total social,
economic, political and technological forces. The aspiration of a societyeconomic, political and technological forces. The aspiration of a society
for better management practices, the economic sources it could share,for better management practices, the economic sources it could share,
the commitment of the government in facilitating good policy processesthe commitment of the government in facilitating good policy processes
the availability of the need facilities like roads, materials for buildings,the availability of the need facilities like roads, materials for buildings,
electricity, water supply and the like contribute to the development andelectricity, water supply and the like contribute to the development and
practice of available policy. practice of available policy. 
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In recent years, the staff function of personnel has moved into the frontIn recent years, the staff function of personnel has moved into the front
office of many nonprofit sectors of most developed countries. Yet, muchoffice of many nonprofit sectors of most developed countries. Yet, much
remains to be done for incumbent managers and students in managementremains to be done for incumbent managers and students in management
to make the best of available opportunities to re-examine their practicesto make the best of available opportunities to re-examine their practices
and assumptions in managing and developing people at work. and assumptions in managing and developing people at work. 

Human resource management,  especially  when seen in  carrying out  aHuman resource management,  especially  when seen in  carrying out  a
policy,  may  be  taken  as  a  hierarchical  relationship  ranging  from  thepolicy,  may  be  taken  as  a  hierarchical  relationship  ranging  from  the
person  at  the  highest  level  of  any  organization  down  through  theperson  at  the  highest  level  of  any  organization  down  through  the
intermediate managers and staff specialists to the lowest level. intermediate managers and staff specialists to the lowest level. 

Management as an appropriate interpretation of policy, is organizationalManagement as an appropriate interpretation of policy, is organizational
leadership, which has as part of its central tasks as effective coordinationleadership, which has as part of its central tasks as effective coordination
and  development  of  available  human  resources  in  view  of  achievingand  development  of  available  human  resources  in  view  of  achieving
organizational  objectives.  These objectives include the improvement oforganizational  objectives.  These objectives include the improvement of
efficiency of the organization to expand or increase the services to beefficiency of the organization to expand or increase the services to be
rendered with and through people as stipulated by policy. rendered with and through people as stipulated by policy. 

People  as  an  important  part  of  resources  must  be  secured  andPeople  as  an  important  part  of  resources  must  be  secured  and
coordinated. It is through the combined efforts of people that nonhumancoordinated. It is through the combined efforts of people that nonhuman
resources are best utilized for the purposes of achieving organizationalresources are best utilized for the purposes of achieving organizational
objectives.  Organizing,  stimulating,  directing  or  controlling  humanobjectives.  Organizing,  stimulating,  directing  or  controlling  human
efforts,  as  implied  in  any  good  policy,  are  essential  components  ofefforts,  as  implied  in  any  good  policy,  are  essential  components  of
management  at  any  level.  In  this  manner  a  policy  directive  aimed tomanagement  at  any  level.  In  this  manner  a  policy  directive  aimed to
achieving such goals is said to be qualitative. achieving such goals is said to be qualitative. 

The effectiveness of any organization is determined, by and large, on howThe effectiveness of any organization is determined, by and large, on how
strongly  these  managed  in  it  are  committed  to  its  objectives.  This  isstrongly  these  managed  in  it  are  committed  to  its  objectives.  This  is
influenced  by  the  personnel  concept  in  the  making.  Subordinates’influenced  by  the  personnel  concept  in  the  making.  Subordinates’
behavior is in turn determined by the manager’s approaches to people. behavior is in turn determined by the manager’s approaches to people. 

Every policy is then expected to have some understanding about the wayEvery policy is then expected to have some understanding about the way
people  behave  in  the  organization.  At  times,  managers  show to  theirpeople  behave  in  the  organization.  At  times,  managers  show to  their
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subordinates  the  notion  of  effective  services  by  demonstration.  Whensubordinates  the  notion  of  effective  services  by  demonstration.  When
such practice  prevails,  it  would,  under  normal  condition,  improve  thesuch practice  prevails,  it  would,  under  normal  condition,  improve  the
organizational climate. organizational climate. 

Management through centralized direction and control of policy is one ofManagement through centralized direction and control of policy is one of
the common practices. In this approach, the line of authority or chain ofthe common practices. In this approach, the line of authority or chain of
command goes from top down through the various echelons with goodcommand goes from top down through the various echelons with good
policy and guidance. There is normally some delegation of authority butpolicy and guidance. There is normally some delegation of authority but
full accountability must be submitted up the line. At every level of thefull accountability must be submitted up the line. At every level of the
centralized approach of management people are told how to carry out thecentralized approach of management people are told how to carry out the
ideas, plans and proposals of higher authorities through good policy. ideas, plans and proposals of higher authorities through good policy. 

Authority  …  (in  personnel  administration)  isAuthority  …  (in  personnel  administration)  is
their right to command performance of others.their right to command performance of others.
It implies the right to give orders to others andIt implies the right to give orders to others and
to expect  obedience form those to whom theto expect  obedience form those to whom the
order are given…order are given…
If  an  executive  in  the  organization  structureIf  an  executive  in  the  organization  structure
has authority, he/she also has responsibilities,has authority, he/she also has responsibilities,
sometimes  it  seems  the  burdens  ofsometimes  it  seems  the  burdens  of
responsibilities  out  weight  the  rights  ofresponsibilities  out  weight  the  rights  of
authority…authority…

Thus,  while  active  and  enthusiastic  participation  of  subordinates  isThus,  while  active  and  enthusiastic  participation  of  subordinates  is
desired and should be encouraged for organizational development, meredesired and should be encouraged for organizational development, mere
participation is not a panacea, or a manipulative device. A good policyparticipation is not a panacea, or a manipulative device. A good policy
aspires to combat such misconceptions. aspires to combat such misconceptions. 

In general,  though,  functional  policies pertaining to personnel  may beIn general,  though,  functional  policies pertaining to personnel  may be
classified into two:classified into two:

 Policies  of  managerial  functions  which  are  established  in  such  aPolicies  of  managerial  functions  which  are  established  in  such  a
manner that  they  guide  the  performance of  planning,  organizing,manner that  they  guide  the  performance of  planning,  organizing,
directing motivating and controlling employees fairly objectively anddirecting motivating and controlling employees fairly objectively and
uniformly. Despite such legitimate approaches, recurring problemsuniformly. Despite such legitimate approaches, recurring problems
are  encountered  in  connection  with  an  efficient  management  ofare  encountered  in  connection  with  an  efficient  management  of
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people at work. Some such problems arise from at different levelspeople at work. Some such problems arise from at different levels
whiles others are due to failures of managers, policy executers orwhiles others are due to failures of managers, policy executers or
interpreters. interpreters. 

 Policies of operations functions are established in view of guiding inPolicies of operations functions are established in view of guiding in
the performance of specialized functions or activities. Such policythe performance of specialized functions or activities. Such policy
directives are specific guidelines which organizations spell out theirdirectives are specific guidelines which organizations spell out their
expectations to each and every individual employee. expectations to each and every individual employee. 

3.11 SUMMARY 3.11 SUMMARY 

A policy as a general guideline or decision making sets up boundariesA policy as a general guideline or decision making sets up boundaries
around decisions. It tells practicing managers as to which decision has toaround decisions. It tells practicing managers as to which decision has to
be made and what action to take or not. be made and what action to take or not. 

In this manner, many policies are followed by detailed procedures. GoodIn this manner, many policies are followed by detailed procedures. Good
organizations set and develop policies, rules and procedures to help themorganizations set and develop policies, rules and procedures to help them
implement their plans and strategies implement their plans and strategies 

All such decisions and policy approaches do attend to all areas of humanAll such decisions and policy approaches do attend to all areas of human
resource management.resource management.

3.12 CHECK YOUR PROGRESS 3.12 CHECK YOUR PROGRESS 

Write T if the answer is true and F if it is false. Write T if the answer is true and F if it is false. 
______1. All individuals including managers make decisions for their sake______1. All individuals including managers make decisions for their sake
and for others. and for others. 
______2. All decisions are made either in groups or individually. ______2. All decisions are made either in groups or individually. 
______3. A policy may be a series of decisions reached by one or more______3. A policy may be a series of decisions reached by one or more

organizational members. organizational members. 
______4. Organizations set policies not procedures to entertain details.______4. Organizations set policies not procedures to entertain details.
______5. Good policies are not flexible. ______5. Good policies are not flexible. 
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______6. Personnel policies in Ethiopia consider homogeneity of scales.______6. Personnel policies in Ethiopia consider homogeneity of scales.
______7. Every policy is expected to have some understanding about the______7. Every policy is expected to have some understanding about the

way all people behave in organizations. way all people behave in organizations. 
______8. A policy decision tends to be good if and when all concerned are______8. A policy decision tends to be good if and when all concerned are
involved. involved. 
______9. Authority granted to an individual subordinate must in principle______9. Authority granted to an individual subordinate must in principle

be less than the responsibility he/she shoulders. be less than the responsibility he/she shoulders. 
______10. Personnel policy in Ethiopia fails to involve such specific areas______10. Personnel policy in Ethiopia fails to involve such specific areas

like job difficulty and complexity. like job difficulty and complexity. 

3.13 ANSWERS TO CHECK YOUR PROGRESS 3.13 ANSWERS TO CHECK YOUR PROGRESS 

1.1. FF 5. F5. F
2.2. TT 6. T6. T
3.3. TT 7. T7. T
4.4. FF 8. T8. T
5.5. FF 9. F9. F
6.6. TT 10. F10. F
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UNIT 4: HUMAN RESOURCE PLANNING UNIT 4: HUMAN RESOURCE PLANNING 

ContentContent
4.04.0 Aims and ObjectivesAims and Objectives
4.14.1 Introduction Introduction 
4.24.2 Basic Terminologies Basic Terminologies 
4.34.3 Human Resource Planning Human Resource Planning 
4.44.4 Areas of HRP (Human Resource Planning)Areas of HRP (Human Resource Planning)
4.54.5 Summary Summary 
4.64.6 Check Your Progress Check Your Progress 
4.74.7 Answers to Check Your Progress Answers to Check Your Progress 

4.0 AIMS AND OBJECTIVES4.0 AIMS AND OBJECTIVES

To create consciousness in and warerness of the need of mastering theTo create consciousness in and warerness of the need of mastering the
meaning of such important concepts of: meaning of such important concepts of: 

-- job analysisjob analysis
-- job description job description 
-- job designjob design
-- job specification job specification 
-- job evaluation job evaluation 

 To design the – meansTo design the – means
-- importanceimportance
-- problemsproblems
-- control  and  review  the  concept  of  human  resourcecontrol  and  review  the  concept  of  human  resource

planning planning 

4.1 INTRODUCTION 4.1 INTRODUCTION 

In any organizational activity, planning calls for setting goals, choosingIn any organizational activity, planning calls for setting goals, choosing
the means and carrying out  those goals for  implementation.  Having athe means and carrying out  those goals for  implementation.  Having a
clear idea of job analysis and the subsequent picture of the organization’sclear idea of job analysis and the subsequent picture of the organization’s
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needs and requirements, the ensuing practice is to note and operate theneeds and requirements, the ensuing practice is to note and operate the
total and specific outcomes. total and specific outcomes. 

4.2 BASIC TERMINOLOGIES4.2 BASIC TERMINOLOGIES

4.2.1 Job Analysis4.2.1 Job Analysis: - Job analysis serves as the corner stone of the HR: - Job analysis serves as the corner stone of the HR
functions.  As  was  referred  to  earlier,  job  analysis  is  the  process  offunctions.  As  was  referred  to  earlier,  job  analysis  is  the  process  of
determining and reporting relevant information relating to the nature of adetermining and reporting relevant information relating to the nature of a
specific job. specific job. 
Job analysis is the determination of the tasks which include the job and Job analysis is the determination of the tasks which include the job and 

-- the skills the skills 
-- abilitiesabilities
-- knowledge and knowledge and 
-- responsibilities required of the (job) holder for successful jobresponsibilities required of the (job) holder for successful job

performance. performance. 
Job analysis is the process of decidingJob analysis is the process of decidingthrough observation and study,through observation and study,
the appropriate information to the nature of a specific job. the appropriate information to the nature of a specific job. 

NoteNote: - jobs must be analyzed before other human resource functions. : - jobs must be analyzed before other human resource functions. 

Importance of Job Analysis: Importance of Job Analysis: 
 provides realistic information on what a job will be like. provides realistic information on what a job will be like. 
 helps to identify groups of jobs for which a single (cognitive) abilityhelps to identify groups of jobs for which a single (cognitive) ability

test might serves as a predictor for future performance. test might serves as a predictor for future performance. 
 provides information needed to develop jobs relevant for trainingprovides information needed to develop jobs relevant for training

programs.programs.
 helps superiors and workers to clarify conflicts and ambiguities inhelps superiors and workers to clarify conflicts and ambiguities in

workers roles.workers roles.
 is used to determine the similarities of jobs, and thus, the feasibilityis used to determine the similarities of jobs, and thus, the feasibility

of transfer between jobs. of transfer between jobs. 

Jobs that are essential for analysis include:Jobs that are essential for analysis include:
 jobs that are difficult to learn and perform.jobs that are difficult to learn and perform.
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 jobs for  which the organization is  constantly having to hire newjobs for which the organization is  constantly having to hire new
employeesemployees

 when new technology or other circumstances occurwhen new technology or other circumstances occur
 when jobs that are new are added. when jobs that are new are added. 

Methods of Job AnalysisMethods of Job Analysis
A job analyst is to decide on:A job analyst is to decide on:
 The types of data to be collectedThe types of data to be collected
 The source of information from which data is to be obtained The source of information from which data is to be obtained 
 The specific procedure of job analysis to be implemented. The specific procedure of job analysis to be implemented. 

4.2.2 Job Description: (Sometimes called Position Description 4.2.2 Job Description: (Sometimes called Position Description 

Job description is a systematic, organized and written statement of: Job description is a systematic, organized and written statement of: 
Who does whatWho does what
                 - when                  - when 
                 - where and                  - where and 
                 - why                 - why
Job description is thus written summary job description is an outcome ofJob description is thus written summary job description is an outcome of
job analysis. job analysis. 
It describes It describes 

–– the job to be performedthe job to be performed
–– the duties and responsibilities involvedthe duties and responsibilities involved
–– conditions under which the work is doneconditions under which the work is done
–– the relationship of one job with other similar jobs andthe relationship of one job with other similar jobs and
–– the skill, knowledge, etc. requiredthe skill, knowledge, etc. required

Job description is useful for:Job description is useful for:
–– recruitmentrecruitment
–– selection and selection and 
–– job evaluationjob evaluation

Job  description  as  a  formal  written  document  includes  some  of  theJob  description  as  a  formal  written  document  includes  some  of  the
following:following:
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 job status (full time, part time, including pay)job status (full time, part time, including pay)
 job titlejob title
 supervision expected (who is accountable to whom) supervision expected (who is accountable to whom) 
 required education, experiencerequired education, experience
 materials, tools, etc. to be used.materials, tools, etc. to be used.

Many elements are incorporated in preparing a job description; but theMany elements are incorporated in preparing a job description; but the
following are more relevant. following are more relevant. 

 job identificationjob identification –  e.g. job title, code, department, etc.   –  e.g. job title, code, department, etc.  
 job summaryjob summary – a brief explanation of the job. – a brief explanation of the job.
 duties  to  be  performed  duties  to  be  performed  –  a  listing  of  the  duties,  with  the–  a  listing  of  the  duties,  with  the

importance of each – volume of time devoted for. importance of each – volume of time devoted for. 
 supervision  supervision  – the number of  people to be supervised along with– the number of  people to be supervised along with

their job titles and the degree of supervision. their job titles and the degree of supervision. 
 working conditions working conditions – the environment in which the job holder must– the environment in which the job holder must

work.work.

Importance of job descriptionsImportance of job descriptions
 reduce confusion and misunderstandingsreduce confusion and misunderstandings
 If they give a clear picture of duties and responsibilities, they giveIf they give a clear picture of duties and responsibilities, they give

greater job satisfaction (because the worker knows what is expectedgreater job satisfaction (because the worker knows what is expected
of her/him)of her/him)

 Good job descriptions are used in: Good job descriptions are used in: 
-- recruitment and selection recruitment and selection 
-- training andtraining and
-- placementplacement

 They  reduce  unfair  discriminations  and  assist  in  objectiveThey  reduce  unfair  discriminations  and  assist  in  objective
performance appraisal.performance appraisal.

4.2.3 Job Design4.2.3 Job Design: - Job design is the process of structuring work and: - Job design is the process of structuring work and
designing  the  specific  (work)  activities  of  an  individual  or  group  ofdesigning  the  specific  (work)  activities  of  an  individual  or  group  of
individuals to achieve some organizational objectives. individuals to achieve some organizational objectives. 
Job design refers as to how a certain job is to be done:Job design refers as to how a certain job is to be done:
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-- as to who to do it and as to who to do it and 
-- where it is supposed to be donewhere it is supposed to be done

(Note should be taken that) job analysis and job design are related to one(Note should be taken that) job analysis and job design are related to one
another. i.e., Following a recent job analysis, a job may be redesigned. another. i.e., Following a recent job analysis, a job may be redesigned. 
Such approach could happen if and when a job analysis reveals that theSuch approach could happen if and when a job analysis reveals that the
current approach may not be efficient. current approach may not be efficient. 
Thus, designing a job may involve deciding on: Thus, designing a job may involve deciding on: 

-- who does the jobwho does the job
-- what – the task to be donewhat – the task to be done
-- where – geographic location where – geographic location 
-- why – rationale (reason)why – rationale (reason)
-- when – time of doing the jobwhen – time of doing the job
-- how – methodology or approachhow – methodology or approach

Thus,  job  design  is  the  complex  flow  of  events  assigning  theThus,  job  design  is  the  complex  flow  of  events  assigning  the
responsibilities to each member of the organization. Job content – i.e., setresponsibilities to each member of the organization. Job content – i.e., set
of activities to be done and organizational responsibility attached to theof activities to be done and organizational responsibility attached to the
job  e.g.  comparing  with  the  rules  and  work  schedules  are  two majorjob  e.g.  comparing  with  the  rules  and  work  schedules  are  two major
components of job design. components of job design. 

4.2.4 Job Specification4.2.4 Job Specification: As is seen in the chart, a job description and a: As is seen in the chart, a job description and a
job  specification  are  two  products  of  the  job  analysis.  While  the  jobjob  specification  are  two  products  of  the  job  analysis.  While  the  job
description  is  a  written  statement  describing  the  activities  anddescription  is  a  written  statement  describing  the  activities  and
responsibilities of the task to be performed, together with the importantresponsibilities of the task to be performed, together with the important
features  of  the  job  like  working  conditions  and  safety  hazards,  forfeatures  of  the  job  like  working  conditions  and  safety  hazards,  for
example,  the  job  specification  depicts  a  summary  of  the  personalexample,  the  job  specification  depicts  a  summary  of  the  personal
qualities, traits, skills, and background required for having the job done.qualities, traits, skills, and background required for having the job done.
The  job  specification  may be set  either  on  the  same document  or  onThe  job  specification  may be set  either  on  the  same document  or  on
separate sheet as the job description. separate sheet as the job description. 

To  this  end,  the  job  specification  states  minimum  acceptableTo  this  end,  the  job  specification  states  minimum  acceptable
specifications  that  the  individual  worker  should  have  to  do  the  jobspecifications  that  the  individual  worker  should  have  to  do  the  job
successfully.  Thus,  the  job  specification  is  an  important  tool  in  thesuccessfully.  Thus,  the  job  specification  is  an  important  tool  in  the
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selection process. The job specification guides the selector’s attention onselection process. The job specification guides the selector’s attention on
the list of qualifications required for the candidate to perform the job. the list of qualifications required for the candidate to perform the job. 
DeCenzo and Robbins (1988:107) have the following concrete example forDeCenzo and Robbins (1988:107) have the following concrete example for
a record clerk. a record clerk. 
Job Job titletitle – Record Clerk  – Record Clerk 
EducationEducation – Minimum number of years of formal schooling of ____ years – Minimum number of years of formal schooling of ____ years

with  emphasis  on  business…  with  some  background  inwith  emphasis  on  business…  with  some  background  in
accounting, office procedures, etc. accounting, office procedures, etc. 

Physical and healthPhysical and health – good health and emotionally stable.  – good health and emotionally stable. 
AppearanceAppearance – Neat and clean.  – Neat and clean. 
Mental abilitiesMental abilities – good in figures (calculation).  – good in figures (calculation). 
Special abilitiesSpecial abilities – ability to work with others.  – ability to work with others. 
Work experienceWork experience – minimum … year(s).  – minimum … year(s). 
Special  skillsSpecial  skills –  skilled  in  filing,  checking  records,  compiling  data  … –  skilled  in  filing,  checking  records,  compiling  data  …
writing reports. writing reports. 
MaturityMaturity –capable in carrying responsibility in … years. –capable in carrying responsibility in … years.
Other(s)Other(s) – that the candidate will be ready for promotion in some years – that the candidate will be ready for promotion in some years
is to be expected. is to be expected. 

4.2.5 Job4.2.5 Job Evaluation Evaluation:  -  Job evaluation is a systematic decision of the: -  Job evaluation is a systematic decision of the
value of each job in relation to other jobs e.g. a guard’s, an accountant’s,value of each job in relation to other jobs e.g. a guard’s, an accountant’s,
a secretary’s, …a secretary’s, …

The process of job evaluation is used to design pay scale. It is not used forThe process of job evaluation is used to design pay scale. It is not used for
appraising the performance of workers in the job. appraising the performance of workers in the job. 
The general idea is to enumerate the requirements of the jobs and theThe general idea is to enumerate the requirements of the jobs and the
contributions of such jobs to the organization – and then to classify itcontributions of such jobs to the organization – and then to classify it
according to the importance of such jobs. according to the importance of such jobs. 

Jobs to be evaluated must have the necessary information.Jobs to be evaluated must have the necessary information.
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Such job information is supposed to be obtained form job description. IfSuch job information is supposed to be obtained form job description. If
no  job  description,  then  such  jobs  are  supposed  to  be  analyzed  andno  job  description,  then  such  jobs  are  supposed  to  be  analyzed  and
described. described. 

Figure 4: The Setting of Job Analysis Figure 4: The Setting of Job Analysis 

4.3 HUMAN RESOURCE PLANNING 4.3 HUMAN RESOURCE PLANNING 

By  definition,  human  resource  planning  is  a  process  by  which  anBy  definition,  human  resource  planning  is  a  process  by  which  an
organization  moves  from its  current  manpower  position  to  its  desiredorganization  moves  from its  current  manpower  position  to  its  desired
position. It is through such planning that the organization’s managementposition. It is through such planning that the organization’s management
tries to have the right number and the right kind of workers for the righttries to have the right number and the right kind of workers for the right
place of work and at the right time. It is to be noted here that planningplace of work and at the right time. It is to be noted here that planning
for human resource is as desired and essential just as general planning isfor human resource is as desired and essential just as general planning is
important  for  the  efficient  and  effective  operation  of  the  generalimportant  for  the  efficient  and  effective  operation  of  the  general
organizational activities. The success of an organization much depends onorganizational activities. The success of an organization much depends on
its having the right ability of people continuously.its having the right ability of people continuously.

The efficient utilization of resources of any organizationThe efficient utilization of resources of any organization
-- humanhuman
-- materialmaterial
-- financial orfinancial or
-- technological is accomplished with continual estimation (decidingtechnological is accomplished with continual estimation (deciding

in advance) of future needs.in advance) of future needs.
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4.3.1 Objectives of HR Planning4.3.1 Objectives of HR Planning

Following are the major objectives of HRP.Following are the major objectives of HRP.
 To  recruit,  select  and  retain  the  right  number  and  quality  ofTo  recruit,  select  and  retain  the  right  number  and  quality  of

workers.workers.
 To  foresee  turnovers  of  workers  and  make  the  necessaryTo  foresee  turnovers  of  workers  and  make  the  necessary

arrangements to fill the gap.arrangements to fill the gap.
 To meet the needs of expansion and/or diversification.To meet the needs of expansion and/or diversification.
 To improve standards vis-à-vis changing environmental demands.To improve standards vis-à-vis changing environmental demands.
 To  introduce  means  of  improving  skills,  knowledge,  abilityTo  introduce  means  of  improving  skills,  knowledge,  ability

attitudes, etc.attitudes, etc.
 To measure and estimate surplus or shortage.To measure and estimate surplus or shortage.
 To make the best use of workers and To make the best use of workers and 
 To estimate cost (budget).To estimate cost (budget).
 etc.etc.

4.3.2 Importance (Benefits) of Human Resource Planning 4.3.2 Importance (Benefits) of Human Resource Planning 
(HRP)(HRP)

Major advantages are the following. Major advantages are the following. 
It helps to check the overall plan of the organization.It helps to check the overall plan of the organization.
If and when management realizes that the required personnel are notIf and when management realizes that the required personnel are not
available, then HRP suggests modification of the plan.available, then HRP suggests modification of the plan.
HRP reduces uncertainty.HRP reduces uncertainty.
HRP is supposed to enable the system to have – the right peopleHRP is supposed to enable the system to have – the right people

-- at the right time andat the right time and
-- in the right positionin the right position

HRP is supposed to help managers:HRP is supposed to help managers:
 to improve caliber of workers through training and developmentto improve caliber of workers through training and development
 to attend to individual needs of deserving workers to be:to attend to individual needs of deserving workers to be:

-- promotedpromoted
-- demoteddemoted
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-- transferred and/or better placedtransferred and/or better placed
 to check imbalance of load of workers and to better utilize themto check imbalance of load of workers and to better utilize them
 to check - on valuesto check - on values

-- attitudesattitudes
-- aptitudes in view of using such workers to the maximumaptitudes in view of using such workers to the maximum

 to plan for physical facilities and work environmentto plan for physical facilities and work environment
 to plan for – recruitmentto plan for – recruitment

-- designing testsdesigning tests
-- setting interviewssetting interviews
-- arranging for selection on the basis of – abilityarranging for selection on the basis of – ability

-- skillsskills
-- qualificationqualification
-- etcetc

 to improve workers’ contributionsto improve workers’ contributions
-- in productivityin productivity
-- salessales
-- etcetc

 Last, but not least, it is supposed to help managers to controlLast, but not least, it is supposed to help managers to control
-- functions/operationsfunctions/operations
-- contributionscontributions
-- cost  and  of  course  to  come  to  the  real  work  on  humancost  and  of  course  to  come  to  the  real  work  on  human

resource auditingresource auditing

4.3.3 Problems in HRP4.3.3 Problems in HRP

 One serious problem is resistance of workers to go in line with the plan.One serious problem is resistance of workers to go in line with the plan.
Especially  if  the  workers  are  organized  in  “UNIONS”,  they  resistEspecially  if  the  workers  are  organized  in  “UNIONS”,  they  resist
manager’s plans for change and improvement.manager’s plans for change and improvement.

 Uncertainties - because of inaccurate calculation in the volume of workUncertainties - because of inaccurate calculation in the volume of work
-- in the capacity of workersin the capacity of workers
-- shortage of other resources shortage of other resources 

e.g.,  secretaries  employed  but  without  typewriters  ore.g.,  secretaries  employed  but  without  typewriters  or
computers, in hand, etc.computers, in hand, etc.
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 Inadequate information on the real need of how many workers for which Inadequate information on the real need of how many workers for which
job.job.
 Environmental problems Environmental problems

-- competitors absorbing workers with better facilitiescompetitors absorbing workers with better facilities
-- the economic state of the environment e.g. inflationthe economic state of the environment e.g. inflation
-- place  and  nature  of  the  particular  organization  i.e.,  rural  orplace  and  nature  of  the  particular  organization  i.e.,  rural  or

urban.urban.

4.3.4 Areas of HRP4.3.4 Areas of HRP

Human resources planning consists of the following areas:Human resources planning consists of the following areas:
 Analyzing the total organizational plan.Analyzing the total organizational plan.
 Forecasting  demands  –  i.e.,  what  number,  size,  etc.  of  humanForecasting  demands  –  i.e.,  what  number,  size,  etc.  of  human

resources are requiredresources are required
 Forecasting  supplies  –  i.e.,  information  about  the  present  andForecasting  supplies  –  i.e.,  information  about  the  present  and

predicating the future requirements vis-à-vis the presentpredicating the future requirements vis-à-vis the present
 Then estimating net requirementsThen estimating net requirements

4.3.5 Control and Review4.3.5 Control and Review

After  the  action  plan  is  implemented  on  redeployment  (promotion,After  the  action  plan  is  implemented  on  redeployment  (promotion,
transfer,  demotion,  etc),  recruitment,  selection,  training,  development,transfer,  demotion,  etc),  recruitment,  selection,  training,  development,
retention, etc, then structuring the system is applied. retention, etc, then structuring the system is applied. 

In general organizations regard the following as useful stepsIn general organizations regard the following as useful steps
 Consider needs to add or to redeploy.Consider needs to add or to redeploy.
 Inform  high  level  management  of  the  existing  state  and  changesInform  high  level  management  of  the  existing  state  and  changes

introducedintroduced
 Exercise control through the budgetExercise control through the budget
 Audit human resource by measuring human resource by relating netAudit human resource by measuring human resource by relating net

man-hour used in  work to  the standards planned to be utilized inman-hour used in  work to  the standards planned to be utilized in
operationoperation

 Measure efficiency of workers periodically through Measure efficiency of workers periodically through
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-- productivity productivity 
-- investment rated against worker productioninvestment rated against worker production
-- turnover ratio against those retainedturnover ratio against those retained
-- workers employment costs against profit ratioworkers employment costs against profit ratio

 Survey – job satisfaction Survey – job satisfaction
            - workers attitudes, etc.            - workers attitudes, etc.

4.3.6 Organizing HRP4.3.6 Organizing HRP

Every line manager is supposed to plan his/her manpower department.Every line manager is supposed to plan his/her manpower department.
The personnel office is supposed to supply the relevant information toThe personnel office is supposed to supply the relevant information to
such line managers with regard to:such line managers with regard to:

-- transfers within transfers within 
-- promotionspromotions
-- demotions, etc.demotions, etc.

 Furthermore,  the  personnel  department  prepares  plans  supposed  to Furthermore,  the  personnel  department  prepares  plans  supposed  to
coordinate  and  control  activities.  Top  management  may  appoint  acoordinate  and  control  activities.  Top  management  may  appoint  a
committee different representing units and to advise steps to be takencommittee different representing units and to advise steps to be taken
in deviations and to execute corrections.in deviations and to execute corrections.
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4.5 SUMMARY 4.5 SUMMARY 

In setting goals and choosing alternative strategies, good managementIn setting goals and choosing alternative strategies, good management
calls for analyzing the task to be done, designing it and setting specificcalls for analyzing the task to be done, designing it and setting specific
requirements for take-off. requirements for take-off. 

Thus,  the  assessment  of  the  organization’s  current  human  resourceThus,  the  assessment  of  the  organization’s  current  human  resource
situation is based on the listing the available and the required humansituation is based on the listing the available and the required human
resources.  Human resource planning is  therefore supposed to go withresources.  Human resource planning is  therefore supposed to go with
where we are and where we would like to go. To reach to a sound andwhere we are and where we would like to go. To reach to a sound and
accurate  prediction  of  human  resource  needs  the  organization  shouldaccurate  prediction  of  human  resource  needs  the  organization  should
forecast.forecast.

4.6 CHECK YOUR PROGRESS 4.6 CHECK YOUR PROGRESS 

Choose the correct answer and insert the letter of your answer in theChoose the correct answer and insert the letter of your answer in the
space provided. space provided. 
_______1. A job analysis tries to help decide on: _______1. A job analysis tries to help decide on: 

A.A. types of data to be collected types of data to be collected 
B.B. the specific procedures of job evaluation the specific procedures of job evaluation 
C.C. job specification job specification 
D.D. all of the aboveall of the above
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E.E. none of the abovenone of the above
_______2. The objectives of human resource planning include: _______2. The objectives of human resource planning include: 

A.A. to foresee turnovers of workersto foresee turnovers of workers
B.B. to make the best use of workersto make the best use of workers
C.C. to introduce means of improving abilityto introduce means of improving ability
D.D. all of the aboveall of the above
E.E. only a and bonly a and b

_______3. Despite managerial effectiveness, human resource planning is_______3. Despite managerial effectiveness, human resource planning is
faced with problems. Among them the following are indicated: faced with problems. Among them the following are indicated: 
A.A. resistance  of  applicants  that  have  not  yet  joined  theresistance  of  applicants  that  have  not  yet  joined  the

organizationorganization
B.B. environmental and physical conditions of the environmentenvironmental and physical conditions of the environment
C.C. lack of calculation on the part of the managerlack of calculation on the part of the manager
D.D. only a and conly a and c
E.E. nonenone

_______4. Job evaluation is a systematic decision of the value of: _______4. Job evaluation is a systematic decision of the value of: 
A.A. each individual employeeeach individual employee
B.B. each jobeach job
C.C. all senior staffall senior staff
D.D. work requirementswork requirements
E.E. organizational activityorganizational activity

_______5. Job specification states: _______5. Job specification states: 
A.A. maximum acceptable requirements maximum acceptable requirements 
B.B. minimum acceptable specifications that an individual workerminimum acceptable specifications that an individual worker
is supposed to dois supposed to do
C.C. to select only major jobsto select only major jobs
D.D. all of the aboveall of the above
E.E. only b and conly b and c

4.7 ANSWERS TO CHECK YOUR PROGRESS 4.7 ANSWERS TO CHECK YOUR PROGRESS 

1.1. AA 4. B4. B
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2.2. DD 5. B5. B
3.3. EE
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UNIT 5: RECRUITMENT AND SELECTION UNIT 5: RECRUITMENT AND SELECTION 

ContentContent
5.05.0 Aims and ObjectivesAims and Objectives
5.15.1 Introduction Introduction 
5.25.2 Recruitment Recruitment 
5.35.3 Complexity of RecruitmentComplexity of Recruitment
5.45.4 Recruitment PolicyRecruitment Policy
5.55.5 Advantages of Internal RecruitmentAdvantages of Internal Recruitment
5.65.6 Advantages of External RecruitmentAdvantages of External Recruitment
5.75.7 Recruitment TechniquesRecruitment Techniques
5.85.8 Factors Affecting RecruitmentFactors Affecting Recruitment
5.95.9 Targeting the Right CandidatesTargeting the Right Candidates
5.105.10 Recruitment BudgetRecruitment Budget
5.115.11 Publicity or AdvertisementsPublicity or Advertisements
5.125.12 Types of RecruitmentTypes of Recruitment
5.135.13 SelectionSelection
5.145.14 General ConsiderationsGeneral Considerations
5.155.15 Steps in SelectingSteps in Selecting
5.165.16 The Purpose of the InterviewThe Purpose of the Interview
5.175.17 Types of Interviews Types of Interviews 
5.185.18 Preparing for the InterviewPreparing for the Interview
5.195.19 Importance of Interview Questions Importance of Interview Questions 
5.205.20 Types of QuestionsTypes of Questions
5.215.21 Identification of Pressures and Opportunities Identification of Pressures and Opportunities 
5.225.22 Steps to be Considered during Hiring Steps to be Considered during Hiring 
5.235.23 The Cost of HiringThe Cost of Hiring
5.245.24 The Benefits of HiringThe Benefits of Hiring
5.255.25 Summary Summary 
5.265.26 Check Your ProgressCheck Your Progress
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5.275.27 Answers to Check Your Progress Answers to Check Your Progress 

5.0 AIMS AND OBJECTIVES5.0 AIMS AND OBJECTIVES

 To define and explain the term recruitmentTo define and explain the term recruitment
 To identify – issuesTo identify – issues

-- complexitiescomplexities
-- steps and techniquessteps and techniques

 To designate – factors affecting recruitmentTo designate – factors affecting recruitment
                     - budgetary implications                     - budgetary implications

 To set steps in selection To set steps in selection 
 To categorize – essential steps in interviewing To categorize – essential steps in interviewing 

- To note reasons for interviewing and- To note reasons for interviewing and
- Types of interviews- Types of interviews

 To show - the what, the how and the importance of hiring  To show - the what, the how and the importance of hiring 

5.1 INTRODUCTION 5.1 INTRODUCTION 

This is the beginning of the end. The first four units of this text dealt withThis is the beginning of the end. The first four units of this text dealt with
what all managers of human resource are supposed to be conscious onwhat all managers of human resource are supposed to be conscious on
the principles, the theories, strategies, etc. With this unit all managersthe principles, the theories, strategies, etc. With this unit all managers
and/or  their  representatives  in  their  respective  organizations  start  toand/or  their  representatives  in  their  respective  organizations  start  to
contact and deal with current and future employees of the organizations. contact and deal with current and future employees of the organizations. 

5.2 RECRUITMENT 5.2 RECRUITMENT 

In the selection process, recruitment comes in the third state whereas jobIn the selection process, recruitment comes in the third state whereas job
analysis including description and specification etc. come first and humananalysis including description and specification etc. come first and human
resource  planning  comes  second.  Recruitment  is  the  stage  whereresource  planning  comes  second.  Recruitment  is  the  stage  where
potential  applicants  are  identified  for  anticipated  vacancies.  In  thispotential  applicants  are  identified  for  anticipated  vacancies.  In  this
manner,  recruitment  is  a  process  of  locating sources of  manpower tomanner,  recruitment  is  a  process  of  locating sources of  manpower to
meet an organization’s job requirements and job specifications.meet an organization’s job requirements and job specifications.
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Since  without  the  right  type  of  people  identified  and  hired  for  theSince  without  the  right  type  of  people  identified  and  hired  for  the
successful  operation  and  organization  of  the  best  plans,  superiorsuccessful  operation  and  organization  of  the  best  plans,  superior
organization  charts  and  control  systems  would  not  do  much  good,organization  charts  and  control  systems  would  not  do  much  good,
recruitment  is  considered  one  of  the  essential  components  of  humanrecruitment  is  considered  one  of  the  essential  components  of  human
resource management.resource management.

Recruitment is a set of activity which an organization uses to attract jobRecruitment is a set of activity which an organization uses to attract job
candidates  possessing  appropriate  characteristics  to  help  thecandidates  possessing  appropriate  characteristics  to  help  the
organization meet objectives. organization meet objectives. 

As per (Byars and Rue) authorities, recruitment is not only seeking butAs per (Byars and Rue) authorities, recruitment is not only seeking but
also  attracting  a  pool  of  people  from  which  qualified  candidates  foralso  attracting  a  pool  of  people  from  which  qualified  candidates  for
vacancies can be chosen.vacancies can be chosen.

There are four sub systems in recruitment: There are four sub systems in recruitment: 
a)a) Finding out and developing sourcesFinding out and developing sources
b)b) Developing techniques to attract candidatesDeveloping techniques to attract candidates
c)c) Employing the techniques to attract candidatesEmploying the techniques to attract candidates
d)d) Stimulating as many candidates and making them to apply for theStimulating as many candidates and making them to apply for the

job.job.

Recruitment  is  said  to  be  positive  in  that  it  increases  the  number  ofRecruitment  is  said  to  be  positive  in  that  it  increases  the  number  of
applicants while selection is said to be negative because it rejects theapplicants while selection is said to be negative because it rejects the
unqualified ones.unqualified ones.

5.3 COMPLEXITY OF RECRUITMENT5.3 COMPLEXITY OF RECRUITMENT

The recruitment process is complex. The searching activity is based onThe recruitment process is complex. The searching activity is based on
many factors. Among these factors include:many factors. Among these factors include:

a.a. organizational policyorganizational policy
b.b. informants through friends and /or relativesinformants through friends and /or relatives
c.c. government regulations government regulations 
d.d. mipotism on the part of decision makersmipotism on the part of decision makers

There are also other factors internal to the organization. These include:There are also other factors internal to the organization. These include:
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a.a. promotional opportunities for those in the organizationpromotional opportunities for those in the organization
b.b. complexity of the workcomplexity of the work
c.c. educational qualification of candidates within the organizationeducational qualification of candidates within the organization
d.d. work exposure of those to be considered vis-à-vis the vacancywork exposure of those to be considered vis-à-vis the vacancy
e.e. years  of  service  of  such  candidates  within  and/or  outside  theyears  of  service  of  such  candidates  within  and/or  outside  the

organization to have gathered enough experience.organization to have gathered enough experience.

5.4 RECRUITMENT POLICY5.4 RECRUITMENT POLICY

The following factors may be considered: -The following factors may be considered: -
-- government policygovernment policy
-- personnel policy of the organization personnel policy of the organization 
-- vacancies in the organizationvacancies in the organization
-- policies of other completing organizations on recruitmentpolicies of other completing organizations on recruitment
-- recruitment sourcesrecruitment sources
-- selection criteriaselection criteria

Recruitment  policies,  drawn from general  personnel  policies,  considerRecruitment  policies,  drawn from general  personnel  policies,  consider
some of the following:some of the following:

 must try to integrate organizational policy and needs of individual must try to integrate organizational policy and needs of individual 
 is expected to treat all employees fairly equallyis expected to treat all employees fairly equally
 classifies to candidate that there is job securityclassifies to candidate that there is job security
 that the organization treats and manages its employees in line withthat the organization treats and manages its employees in line with

government regulationsgovernment regulations
 that  employees will  have opportunities  to  apply  knowledge,  skillthat  employees will  have opportunities  to  apply  knowledge,  skill

talent, etc.talent, etc.

5.5 ADVANTAGES OF INTERNAL RECRUITMENT5.5 ADVANTAGES OF INTERNAL RECRUITMENT

-- it motivates existing staffit motivates existing staff
-- internal candidates may be judged more better on their suitabilityinternal candidates may be judged more better on their suitability

to fill the gapto fill the gap
-- loyalty and integrity of staff will be enhancedloyalty and integrity of staff will be enhanced
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-- cost of selection is reducedcost of selection is reduced
-- stability of employment may be ensured. stability of employment may be ensured. 

5.6 ADVANTAGES OF EXTERNAL RECRUITMENT5.6 ADVANTAGES OF EXTERNAL RECRUITMENT

 As new comers may be placed at a low pay rate, cost of employeesAs new comers may be placed at a low pay rate, cost of employees
may be reduced.may be reduced.

 There will be a balanced human resources mix, heterogeneityThere will be a balanced human resources mix, heterogeneity
 New expertise, “new blood”, for excellence may be borrowed andNew expertise, “new blood”, for excellence may be borrowed and

applied into the organizationapplied into the organization
 Since qualitative expertise with innovative and up to date skills andSince qualitative expertise with innovative and up to date skills and

knowledge are  brought  in,  the  new comers are  assumed to  addknowledge are  brought  in,  the  new comers are  assumed to  add
dynamism to the organizationdynamism to the organization

5.7 RECRUITMENT TECHNIQUES5.7 RECRUITMENT TECHNIQUES

Recruitment techniques are those procedures through which employersRecruitment techniques are those procedures through which employers
contact and inform candidates to provide information on the organizationcontact and inform candidates to provide information on the organization
in order for them to apply for employment.in order for them to apply for employment.

There are many approaches but only few are applied in the EthiopianThere are many approaches but only few are applied in the Ethiopian
situation.situation.

 Promotion –Promotion – This approach does not require stimulation in many of This approach does not require stimulation in many of
Ethiopia’s  organizations.  If  and  when  individuals  get  benefitsEthiopia’s  organizations.  If  and  when  individuals  get  benefits
(financial and status), many like to aspire for it. (financial and status), many like to aspire for it. 

 Transfer –Transfer – If  the  organization so  wishes,  the individual  is  rarely If  the  organization so  wishes,  the individual  is  rarely
consulted.consulted.

 AdvertisingAdvertising is  a  rather  more  practical  approach  to  attract is  a  rather  more  practical  approach  to  attract
prospective employees from outside. prospective employees from outside. 
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Following  are  necessary  information  to  be  maintained  and/orFollowing  are  necessary  information  to  be  maintained  and/or
communicated in recruitment:communicated in recruitment:

a.a. analyze job requirements e.g., type of work, level of workanalyze job requirements e.g., type of work, level of work
b.b. state details to candidates e.g., qualification /experience requiredstate details to candidates e.g., qualification /experience required
c.c. state sex of employee  needed (if necessary)state sex of employee  needed (if necessary)
d.d. specify deadline to applyspecify deadline to apply
e.e. provide conditions of payment i.e., specific /negotiable/ fringes etc. provide conditions of payment i.e., specific /negotiable/ fringes etc. 
f.f. state place of workstate place of work

5.8 FACTORS AFFECTING RECRUITMENT5.8 FACTORS AFFECTING RECRUITMENT

While all  organizations are engaged in the recruitment activities,  it  isWhile  all  organizations are engaged in the recruitment activities,  it  is
noted that all of them are not participating in the same manner.noted that all of them are not participating in the same manner.
Factors that influence this state of affairs include the following:Factors that influence this state of affairs include the following:

 size of the organizationsize of the organization
 location of the organizationlocation of the organization
 previous experience of the organization to have identified qualityprevious experience of the organization to have identified quality

peoplepeople
 the  organization’s  working  conditions  e.g.  salary,  load,  workingthe  organization’s  working  conditions  e.g.  salary,  load,  working

hours, etc. hours, etc. 
 the level of growth and expansion of the organization the level of growth and expansion of the organization 
 cultural, economic and political factors.cultural, economic and political factors.

Briefly then, recruitment stipulates the followingBriefly then, recruitment stipulates the following

Three preliminary steps to recruitment.Three preliminary steps to recruitment.
 identify organizational objectives and needsidentify organizational objectives and needs
 workout job analysis and job descriptionworkout job analysis and job description
 decide on the feasibility of hiring.decide on the feasibility of hiring.

Several points need be considered before one indulges into recruitment.Several points need be considered before one indulges into recruitment.
Among these are:Among these are:

 identification of the pressure areas and opportunitiesidentification of the pressure areas and opportunities
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 clarification  of  organizational  (or  branch  of)  objectives  andclarification  of  organizational  (or  branch  of)  objectives  and
opportunities, andopportunities, and

Conducting job analysis and writing a job description.Conducting job analysis and writing a job description.
 review current workforcereview current workforce
 identify gaps in skills and /or knowledgeidentify gaps in skills and /or knowledge
 write down job descriptionwrite down job description
 set a reasonable salaryset a reasonable salary

Determining feasibility of hiringDetermining feasibility of hiring
 consider costs of consider costs of 
 consider benefits inconsider benefits in
 consider the consequences of hiring or not hiringconsider the consequences of hiring or not hiring

5.9 TARGETING THE RIGHT CANDIDATES5.9 TARGETING THE RIGHT CANDIDATES

Having ascertained the need of additional staff for the organization, theHaving ascertained the need of additional staff for the organization, the
next step is to look for candidates. Some organizations advertise in thenext step is to look for candidates. Some organizations advertise in the
newspapers. Of course this is one of the many approaches. To target thenewspapers. Of course this is one of the many approaches. To target the
right candidates, one needs to: right candidates, one needs to: 

 know what one is looking forknow what one is looking for
 where to look for andwhere to look for and
 how to go abouthow to go about

If  advertisement  goes  in  the  newspapers,  one  has  to  specifically  listIf  advertisement  goes  in  the  newspapers,  one  has  to  specifically  list
his/her needs like: his/her needs like: 

 the level of education expected form the candidatethe level of education expected form the candidate
 specific area of trainingspecific area of training
 years of experience in the areayears of experience in the area
 nature or place of work andnature or place of work and
 name of the organization.name of the organization.

Although the ultimate goal of recruiting is to match an applicant to a job,Although the ultimate goal of recruiting is to match an applicant to a job,
attracting more competent candidates and discouraging the less qualifiedattracting more competent candidates and discouraging the less qualified
ones should be kept in mind. ones should be kept in mind. 
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In targeting the right candidates, there are steps to be followed. In targeting the right candidates, there are steps to be followed. 
 Decide on the status of the position:Decide on the status of the position:

 full-timefull-time
 part-timepart-time
 temporarytemporary
 contactcontact
 some combination some combination 

 Define the type of position and work, for example: Define the type of position and work, for example: 
-- managerialmanagerial
-- clericalclerical
-- production production 
-- salessales
-- janitorjanitor
-- secretary etcsecretary etc

Specific  working  conditions/requirements  like  overtime  or  shift-workSpecific  working  conditions/requirements  like  overtime  or  shift-work
requirements need be indicated. requirements need be indicated. 
 Deciding on the time needed. Deciding on the time needed. 

 How much time should one spend on recruiting?How much time should one spend on recruiting?
 Who  are  those  in  the  organization  who  may  share  part  ofWho  are  those  in  the  organization  who  may  share  part  of

recruiting processes?recruiting processes?
 Are  there  individuals  from  areas  of  recruitment  who  may  beAre  there  individuals  from  areas  of  recruitment  who  may  be

dependable to assist to identify competent candidates?dependable to assist to identify competent candidates?

5.10 RECRUITMENT BUDGET5.10 RECRUITMENT BUDGET

Many  organizations  in  Ethiopia  do  not  have  such  a  budget  forMany  organizations  in  Ethiopia  do  not  have  such  a  budget  for
recruitment. In situations where budget has not been allocated, trainingrecruitment. In situations where budget has not been allocated, training
institutions like universities and/or colleges may be approached. Anotherinstitutions like universities and/or colleges may be approached. Another
approach may be considering individuals that may have to work part timeapproach may be considering individuals that may have to work part time
with their other part time work in other organizations. with their other part time work in other organizations. 

Where to look for candidatesWhere to look for candidates. There are many ways. . There are many ways. 
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 One source could be inside the organization itself. Junior staff whoOne source could be inside the organization itself. Junior staff who
have demonstrated the necessary skills  and potential  may fill  thehave demonstrated the necessary skills  and potential  may fill  the
vacancy.  Care  must  be  taken  here  though  that  other  juniorvacancy.  Care  must  be  taken  here  though  that  other  junior
employees with similar posts or better should be considered in theemployees with similar posts or better should be considered in the
process of promotion. process of promotion. 

 When  looking  for  employees  to  a  new  post  (in  a  privateWhen  looking  for  employees  to  a  new  post  (in  a  private
organization), not considering family members reduces the risk oforganization), not considering family members reduces the risk of
surprises later on. Yet, as other employees may feel that the familysurprises later on. Yet, as other employees may feel that the family
member is getting a preferential  treatment, the employer may bemember is getting a preferential  treatment, the employer may be
faced with difficulty. faced with difficulty. 

 Employee’s friends and/or families. This is one of the good ways forEmployee’s friends and/or families. This is one of the good ways for
several reasons. several reasons. 

Employees within the organization know what the post requires and theyEmployees within the organization know what the post requires and they
let prospective candidates what it is like to work in this organization. let prospective candidates what it is like to work in this organization. 

Good employees tend to refer to candidates who have the same workGood employees tend to refer to candidates who have the same work
ethic they do. ethic they do. 
Some employees with skills hard-to-find may be identified by those fromSome employees with skills hard-to-find may be identified by those from
within the organization.  There is  some worry here though.  Employeeswithin the organization.  There is  some worry here though.  Employees
from  within  tend  to  recommend  some  incompetent  and/or  delinquentfrom  within  tend  to  recommend  some  incompetent  and/or  delinquent
individuals whom they like get the post because of their blood relations,individuals whom they like get the post because of their blood relations,
ethnicity, etc just to help the new comer. ethnicity, etc just to help the new comer. 

 Networking where the manager may call personal business contactsNetworking where the manager may call personal business contacts
to inquire for  possible  candidate they know of.  (This approach isto inquire for  possible  candidate they know of.  (This approach is
again useful for those in private firms). again useful for those in private firms). 

News papers like “Atrif”, “Addis Zemen”, etc are a popular method ofNews papers like “Atrif”, “Addis Zemen”, etc are a popular method of
searching for candidates in Ethiopia. searching for candidates in Ethiopia. 

Colleges  and  Universities  are  useful  to  find  candidates  with  skills  orColleges  and  Universities  are  useful  to  find  candidates  with  skills  or
managerial type of employment. managerial type of employment. 

Advertising the job as a fourth step may follow after the employer has: Advertising the job as a fourth step may follow after the employer has: 
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 idea about what he/she wantsidea about what he/she wants
 how much he/she is willing to spend and how much he/she is willing to spend and 
 where he/she wants to go to find candidateswhere he/she wants to go to find candidates

If to advertise or to employ, it is essential that one is mindful of labor lawIf to advertise or to employ, it is essential that one is mindful of labor law
of Ethiopia. In this regard, it is essential to note that an employer cannotof Ethiopia. In this regard, it is essential to note that an employer cannot
discriminate against an applicant on the grounds that are listed in thediscriminate against an applicant on the grounds that are listed in the
legislation; nor can an employer refuse to continue to employ a person onlegislation; nor can an employer refuse to continue to employ a person on
any of the grounds prohibited by law. any of the grounds prohibited by law. 

Hence, job criteria should relate to the applicant’s ability to do the jobHence, job criteria should relate to the applicant’s ability to do the job
(rather than unrelated factors). (rather than unrelated factors). 

5.11 PUBLICITY OR ADVERTISEMENTS5.11 PUBLICITY OR ADVERTISEMENTS

One  important  factor  in  securing  competent  applicants  is  theOne  important  factor  in  securing  competent  applicants  is  the
effectiveness  of  publicity  concerning  vacancies.  In  doing  so,  adequateeffectiveness  of  publicity  concerning  vacancies.  In  doing  so,  adequate
time should be allowed between the announcement of the vacancy andtime should be allowed between the announcement of the vacancy and
the closing date on applications. the closing date on applications. 

Paid advertisements over radio, TV and/or newspapers do contribute toPaid advertisements over radio, TV and/or newspapers do contribute to
successful  recruitment.  Advertisements  must  be  dramatic  and have tosuccessful  recruitment.  Advertisements  must  be  dramatic  and have to
have interest in humanity. have interest in humanity. 

5.12 TYPES OF RECRUITMENT 5.12 TYPES OF RECRUITMENT 

There are Several Types of Recruitment There are Several Types of Recruitment 

Anticipatory  recruitmentAnticipatory  recruitment –  a  long-range  approach –  should  be  of  a –  a  long-range  approach –  should  be  of  a
continuous process. The intention is to make the organization attractive.continuous process. The intention is to make the organization attractive.
It means to draw interested candidates at some future date.It means to draw interested candidates at some future date.
Direct recruitment Direct recruitment – to attract qualified candidates for an examination– to attract qualified candidates for an examination
definitely scheduled for a date in the immediate future (or for a recurrentdefinitely scheduled for a date in the immediate future (or for a recurrent
exam).exam).
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Selective  recruitment  Selective  recruitment  –  publicity  activities  to  be  concentrated  on–  publicity  activities  to  be  concentrated  on
particular sources of supply for the type of ability sought. There are aparticular sources of supply for the type of ability sought. There are a
number of possibilities to be approached. number of possibilities to be approached. 

-- Classified  mailing  –  depends  on  the  nature  of  the  position  likeClassified  mailing  –  depends  on  the  nature  of  the  position  like
medicine, engineering or law. It is good to use personalized formmedicine, engineering or law. It is good to use personalized form
letter.letter.

-- Elective advertising – in professional journalsElective advertising – in professional journals
-- Direct  contract  with school  or  colleges.  Professional  associationsDirect  contract  with school  or  colleges.  Professional  associations

and or trade unions – Get with training institutions and or trade unions – Get with training institutions 
-- Contact government and/or other offices of related areasContact government and/or other offices of related areas

-- notice board poster to be sent to placesnotice board poster to be sent to places
-- have a dynamic approachhave a dynamic approach
-- use color contrast when possible in publicityuse color contrast when possible in publicity
-- apply large, readable type character(s). apply large, readable type character(s). 

5.13 SELECTION 5.13 SELECTION 

A successful  targeting (recruitment) of the right candidates leads to aA successful  targeting (recruitment) of the right candidates leads to a
good  number  of  responses  from qualified  applicants.  This  follows  thegood  number  of  responses  from qualified  applicants.  This  follows  the
need to develop the process of screening and selecting. need to develop the process of screening and selecting. 

Furthermore,  the  more  systematic  one  is  about  screening,  the  moreFurthermore,  the  more  systematic  one  is  about  screening,  the  more
efficient and successful he/she would be in finding the most appropriateefficient and successful he/she would be in finding the most appropriate
candidate(s). candidate(s). 

A  systematic  approach  helps  one  reduce  the  risk  of  personal  bias  inA  systematic  approach  helps  one  reduce  the  risk  of  personal  bias  in
influencing the decision making process. influencing the decision making process. 

5.14 GENERAL CONSIDERATIONS5.14 GENERAL CONSIDERATIONS

There  are  step-by-step  approaches  to  selecting  candidates  forThere  are  step-by-step  approaches  to  selecting  candidates  for
employment. This goes from receipt of resumes to the eventual hiring.employment. This goes from receipt of resumes to the eventual hiring.
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It is important to keep in mind the following points as one moves throughIt is important to keep in mind the following points as one moves through
individual steps.individual steps.
Keep  the  time  of  recruitment  at  a  minimum –  i.e.,  contact  would  beKeep  the  time  of  recruitment  at  a  minimum –  i.e.,  contact  would  be
qualified candidates right after their resumes are received. This approachqualified candidates right after their resumes are received. This approach
reduces the chance of these candidates joining other organization. reduces the chance of these candidates joining other organization. 

Keep all potential candidates informed throughout the process. If theseKeep all potential candidates informed throughout the process. If these
candidates are not informed of where such employers are in the process,candidates are not informed of where such employers are in the process,
these candidates may feel that they are no longer being considered andthese candidates may feel that they are no longer being considered and
may sign with other organization.may sign with other organization.

Keep  all  resumes and notes  in  file  and  orderly.  Keep  all  records  likeKeep  all  resumes and notes  in  file  and  orderly.  Keep  all  records  like
correspondence  (if  any),  interview  results,  referrals,  test  results,  etc.correspondence  (if  any),  interview  results,  referrals,  test  results,  etc.
together. together. 
Be customer (service) – oriented in the process – i.e. be pleasant to allBe customer (service) – oriented in the process – i.e. be pleasant to all
applicants. If such candidates are impressed with how they are treatedapplicants. If such candidates are impressed with how they are treated
during this time, they may keep the good name of the organization orduring this time, they may keep the good name of the organization or
refer other good candidates to this organization.refer other good candidates to this organization.

Keep confidentiality of candidates and their documents all through theKeep confidentiality of candidates and their documents all through the
process  i.e.  applications,  resumes  and  employment  inquiries  shouldprocess  i.e.  applications,  resumes  and  employment  inquiries  should
always be kept confidentially.always be kept confidentially.
Avoid unjust discrimination. Avoid unjust discrimination. 

5.15 STEPS IN SELECTING5.15 STEPS IN SELECTING

There are steps to follow:There are steps to follow:
-- Review resumeReview resume
-- ScreenScreen
-- InterviewInterview
-- Conduct reference and background checksConduct reference and background checks
-- Rank candidate to be selected.Rank candidate to be selected.
-- Extend an offer of employment.Extend an offer of employment.
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Reviewing Resumes Brief account s of candidates previous careersReviewing Resumes Brief account s of candidates previous careers
The  objective  here  is  to  review  them  as  quickly  as  possible.  EachThe  objective  here  is  to  review  them  as  quickly  as  possible.  Each
applicant must be fairly assessed recording to the same standard. Selectapplicant must be fairly assessed recording to the same standard. Select
those qualified for interviews and give reasons why some of them werethose qualified for interviews and give reasons why some of them were
not given considerations: Four steps are to be considered here:not given considerations: Four steps are to be considered here:

 Developing a resume-screening formDeveloping a resume-screening form
 Reviewing and ranking resumesReviewing and ranking resumes
 Making use of application formsMaking use of application forms
 Evaluating resumes and selecting those to pursue.Evaluating resumes and selecting those to pursue.

Before looking through resumes, one needs to have a fairly clear ideaBefore looking through resumes, one needs to have a fairly clear idea
about what one is looking for in a candidate. These are facts that relate toabout what one is looking for in a candidate. These are facts that relate to
the candidate’s potentials to succeed in the particular position.the candidate’s potentials to succeed in the particular position.

At this juncture, it is necessary to review to the job description to helpAt this juncture, it is necessary to review to the job description to help
pick up the essential criteria for the job. This leads to the preparation of apick up the essential criteria for the job. This leads to the preparation of a
RESUME SCREENING FORM in view of using it for all resumes. RESUME SCREENING FORM in view of using it for all resumes. 

If one requires to have at least a BA degree, one should not be looking atIf one requires to have at least a BA degree, one should not be looking at
those applicants without a B.A. degree. The clearer one is about whatthose applicants without a B.A. degree. The clearer one is about what
he/she is looking for, the less time he/she spends at screening.he/she is looking for, the less time he/she spends at screening.

5.16 THE PURPOSE OF THE INTERVIEW5.16 THE PURPOSE OF THE INTERVIEW

Despite that only few people have some notion on the purposes of anDespite that only few people have some notion on the purposes of an
interview,  there  are  many agents  (individuals  or  committee  members)interview,  there  are  many agents  (individuals  or  committee  members)
who lose sight of why they are interviewing candidates. who lose sight of why they are interviewing candidates. 

Good interviewers recognize that the goal is to select a candidate whoGood interviewers recognize that the goal is to select a candidate who
will make superior contribution to the success of the organization. Evenwill make superior contribution to the success of the organization. Even
among the knowledgeables, some are better at extracting more valuableamong the knowledgeables, some are better at extracting more valuable
information than others. information than others. 
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Following  are  some  purposes  that  must  be  kept  in  mind  during  anFollowing  are  some  purposes  that  must  be  kept  in  mind  during  an
interview. interview. 

 To decide whether the candidate will be competent and have theTo decide whether the candidate will be competent and have the
potential to excel in the job.potential to excel in the job.

 To assess whether the candidate is interested in the job and theTo assess whether the candidate is interested in the job and the
organization and is motivated to excel. organization and is motivated to excel. 

To reconcile the resume with the real person: To reconcile the resume with the real person: 
 to  decide  whether  the  candidate  will  fit  with  the  organization’sto  decide  whether  the  candidate  will  fit  with  the  organization’s

motto,  culture and work environment and will  stay with what atmotto,  culture and work environment and will  stay with what at
least the organization expects. least the organization expects. 

 to  extract  information  not  clear  in  or  even  obtained  from  theto  extract  information  not  clear  in  or  even  obtained  from  the
resume (e.g. , career plans or salary expectations)resume (e.g. , career plans or salary expectations)

 to provide information to the candidate about the organization. to provide information to the candidate about the organization. 
 to gain a feeling about what the applicant would like to work with. to gain a feeling about what the applicant would like to work with. 
 to uncover more in-depth information about the applicant (e.g., liketo uncover more in-depth information about the applicant (e.g., like

personal) qualities and characteristics. personal) qualities and characteristics. 
 to give the applicant more information about the job, the businessto give the applicant more information about the job, the business

(objectives)  of  the  organization  and  what  it  expects  form  the(objectives)  of  the  organization  and  what  it  expects  form  the
individual. individual. 

5.17 TYPES OF INTERVIEWS5.17 TYPES OF INTERVIEWS

There are different types: There are different types: 
-- seriesseries
-- pyramidpyramid
-- panel/groupspanel/groups
-- presentation presentation 

SeriesSeries is most common here, each candidate is first screened and is then is most common here, each candidate is first screened and is then
interviewed by  one  or  more members  of  the  organization.  Those whointerviewed by  one  or  more members  of  the  organization.  Those who
participate in the interviewing process need to decide the merits of eachparticipate in the interviewing process need to decide the merits of each
candidate. candidate. 

9595



PyramidPyramid involves junior-level members of the staff to conduct the initial involves junior-level members of the staff to conduct the initial
screening. Next, successful candidates will be interviewed by more seniorscreening. Next, successful candidates will be interviewed by more senior
level person(s). level person(s). 

If  the  pyramid  approach  is  chosen,  it  is  important  that  individualsIf  the  pyramid  approach  is  chosen,  it  is  important  that  individuals
involved in the interview are given prior training. This method is usefulinvolved in the interview are given prior training. This method is useful
for higher-level positions. for higher-level positions. 

Panel/groupPanel/group is a method where a group of people meet the candidate at is a method where a group of people meet the candidate at
one  interview.  In  this  approach,  each  participant  is  expected  to  askone  interview.  In  this  approach,  each  participant  is  expected  to  ask
prearranged  questions.  Furthermore,  the  panel  is  expected  to  reviewprearranged  questions.  Furthermore,  the  panel  is  expected  to  review
each candidate’s credentials to review each of the interview and decideeach candidate’s credentials to review each of the interview and decide
as  a  group  on  the  final  candidate.  The  panel/group  method  is  mostas  a  group  on  the  final  candidate.  The  panel/group  method  is  most
popularly used in Ethiopia. popularly used in Ethiopia. 

In this approach again, it is a good way to ensure that the interview keepsIn this approach again, it is a good way to ensure that the interview keeps
on track and all key job components are reflected in the questions. on track and all key job components are reflected in the questions. 

This type of interview gives an example of how well some one does underThis type of interview gives an example of how well some one does under
pressure. pressure. 
Presentation  is  a  type of  an  interview where candidates  are  asked toPresentation  is  a  type of  an  interview where candidates  are  asked to
come in  to  present  a  particular  topic  to  a  group.  The topic  might  become in  to  present  a  particular  topic  to  a  group.  The topic  might  be
selected either by the candidate or a member of the committee for theselected either by the candidate or a member of the committee for the
interview.  This  position is  effective  in  selecting people  for  training orinterview.  This  position is  effective  in  selecting people  for  training or
sales posts where an individual is required to demonstrate presentationsales posts where an individual is required to demonstrate presentation
skills. skills. 

Whatever method is chosen, it is important that the interview works wellWhatever method is chosen, it is important that the interview works well
for the organization. for the organization. 
Having decided on the type of the interview one schedules the interviewsHaving decided on the type of the interview one schedules the interviews
according to the applicants’ and participants’ schedules. according to the applicants’ and participants’ schedules. 

5.18 PREPARING FOR THE INTERVIEW5.18 PREPARING FOR THE INTERVIEW
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Before the candidate comes in: Before the candidate comes in: 
-- Decide on the type of interview and its ultimate purpose. Decide on the type of interview and its ultimate purpose. 
-- Decide who will be interviewed in the interviewing process. Decide who will be interviewed in the interviewing process. 
-- develop a time frame and interview formatdevelop a time frame and interview format
-- Arrange a location which is private, quiet and comfortable whereArrange a location which is private, quiet and comfortable where

there is no interruption. there is no interruption. 
-- Review  the  job  description  and  other  information  (e.g.  resume,Review  the  job  description  and  other  information  (e.g.  resume,

letters of recommendation). letters of recommendation). 
-- Note any gaps and discrepancies in the information given by theNote any gaps and discrepancies in the information given by the

candidate. candidate. 
-- Write out specific questions intended to be raised (asked) and setWrite out specific questions intended to be raised (asked) and set

priority questions. priority questions. 
-- Do not expose confidential questions or information on the desk. Do not expose confidential questions or information on the desk. 

5.18.1  “Warming-up”  the  interview5.18.1  “Warming-up”  the  interview:  -  As  the  candidate  enters  the:  -  As  the  candidate  enters  the
interviewing room, he/she may not be at ease. It is essential that he/sheinterviewing room, he/she may not be at ease. It is essential that he/she
put at ease before starting to answer questions. put at ease before starting to answer questions. 
Following are some “Warming up” approaches.Following are some “Warming up” approaches.

-- Greet  with  shake  hands/or  smiles.  If  and  when  possible,  offerGreet  with  shake  hands/or  smiles.  If  and  when  possible,  offer
candidate with some drinkscandidate with some drinks

-- Begin the interview with some “easy to go” talks  (e.g.  “sorry  forBegin the interview with some “easy to go” talks  (e.g.  “sorry  for
keeping  you  waiting,  for  coming  later,…)  stay  away  from  anykeeping  you  waiting,  for  coming  later,…)  stay  away  from  any
discussions vis-à-vis personal lives of interviewees. discussions vis-à-vis personal lives of interviewees. 

-- Explain the purpose of the interview;Explain the purpose of the interview;
 the format of the interviewthe format of the interview
 how long it will takehow long it will take

-- Explain  to  the  candidate  that  notes  will  be  taken  during  theExplain  to  the  candidate  that  notes  will  be  taken  during  the
interviewinterview

-- Keep the “Warming up” period relatively short Keep the “Warming up” period relatively short 
-- Then, one can ask questions.Then, one can ask questions.
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5.18.2 Providing an overview of the job5.18.2 Providing an overview of the job
After a “Warming up”, the interviewer may start to describe the job inAfter a “Warming up”, the interviewer may start to describe the job in
brief. The position may be mentioned in general terms. brief. The position may be mentioned in general terms. 

Having  given  an  overview  of  the  job,  one  may  begin  with  specificHaving  given  an  overview  of  the  job,  one  may  begin  with  specific
questions. questions. 
It helps to write out these questions before hand, to keep oneself on trackIt helps to write out these questions before hand, to keep oneself on track
and to ensure that priority questions are asked. It helps to be objective inand to ensure that priority questions are asked. It helps to be objective in
one’s evaluation if same questions are asked. one’s evaluation if same questions are asked. 

Each question  should  have  a  specific  purpose  and  so  the  intervieweeEach question  should  have  a  specific  purpose  and  so  the  interviewee
should know why these questions are asked i.e.,  what the interviewershould know why these questions are asked i.e.,  what the interviewer
tries to know about candidate(s). tries to know about candidate(s). 

5.18.3 Closing the Interview5.18.3 Closing the Interview
Whether the candidate is or is not suitable, it is ethical and professionalWhether the candidate is or is not suitable, it is ethical and professional
to:to:

-- ask candidate if  he/she has any questions or if  he/she has to askask candidate if  he/she has any questions or if  he/she has to ask
questions. questions. 

-- ask candidate if there is any thing else he/she might add that wasask candidate if there is any thing else he/she might add that was
not covered. not covered. 

-- tell privilege that might be by joining the organization (e.g., benefits,tell privilege that might be by joining the organization (e.g., benefits,
overtime pay, annual leave. overtime pay, annual leave. 

-- in a way of telling the candidate that he/she has been listened, tellin a way of telling the candidate that he/she has been listened, tell
him/her summary of the interview. If interviewers are comfortable, ithim/her summary of the interview. If interviewers are comfortable, it
is also proper to indicate the concerns of the organization. is also proper to indicate the concerns of the organization. 

-- tell candidate what will be done next (i.e., when and how he/she willtell candidate what will be done next (i.e., when and how he/she will
be contacted. be contacted. 

-- End the interview on friendly but formal way. End the interview on friendly but formal way. 

5.19 IMPORTANCE OF INTERVIEW QUESTIONS 5.19 IMPORTANCE OF INTERVIEW QUESTIONS 

NoteNote – “It’s not what you ask but how you ask it. (i.e., questions one asks – “It’s not what you ask but how you ask it. (i.e., questions one asks
in an interview are as important as show one asks them. in an interview are as important as show one asks them. 

9898



5.20 TYPES OF QUESTIONS5.20 TYPES OF QUESTIONS

Close-ended questionsClose-ended questions are  those  that  require  the  applicant  to  answer are  those  that  require  the  applicant  to  answer
either yes or no. They control or limit a candidate’s response. These areeither yes or no. They control or limit a candidate’s response. These are
only used for confirming basic information in a speedy manner (or just toonly used for confirming basic information in a speedy manner (or just to
pin the candidate down on a point) pin the candidate down on a point) 

Open-ended questions allow a candidate to openly answer or explain hisOpen-ended questions allow a candidate to openly answer or explain his
or her thoughts or feelings. or her thoughts or feelings. 

Such questions might be used at the beginning of an interview becauseSuch questions might be used at the beginning of an interview because
they  enable  candidates  to  focus  on  their  particular  interests  withoutthey  enable  candidates  to  focus  on  their  particular  interests  without
intimidation.  These  do  also  allow  candidates  to  disclose  to  theintimidation.  These  do  also  allow  candidates  to  disclose  to  the
interviewers  which they want  the  interviewee to  know.  Such questioninterviewers  which they want  the  interviewee to  know.  Such question
starts with words like: starts with words like: 

-- “Please explain”“Please explain”
-- “Describe”“Describe”
-- “Tell me about”“Tell me about”
-- “How do you feel about”“How do you feel about”
-- etc. etc. 

Situational  questionsSituational  questions (further  actions)  –  (Hypothetical  question)  ask (further  actions)  –  (Hypothetical  question)  ask
candidates to imagine themselves in a situation and describe what theycandidates to imagine themselves in a situation and describe what they
might do. They are effective in uncovering the way applicants think:might do. They are effective in uncovering the way applicants think:

-- the factors they would likely consider and the factors they would likely consider and 
-- how quickly they can come to a reasoned solution how quickly they can come to a reasoned solution 

Such questions are best used when trying to assess a candidate’s abilitySuch questions are best used when trying to assess a candidate’s ability
to deal with something that is likely to happen in a job. to deal with something that is likely to happen in a job. 

Behavioral questions (Past Actions) are those that ask candidates to useBehavioral questions (Past Actions) are those that ask candidates to use
past experiences to demonstrate a particular skill, attitude or approach.past experiences to demonstrate a particular skill, attitude or approach.
These questions are often difficult as they rely on their memory. Yet, theyThese questions are often difficult as they rely on their memory. Yet, they
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are good tools at finding out how a candidate might act also to provideare good tools at finding out how a candidate might act also to provide
evidence about his/her actions in reflecting a particular attitude. evidence about his/her actions in reflecting a particular attitude. 

NoteNote: - Planning for a new employee ought to be tied up with the overall: - Planning for a new employee ought to be tied up with the overall
planning of the organization. planning of the organization. 

As one needs to expand or diversify, one ought to predict the assistanceAs one needs to expand or diversify, one ought to predict the assistance
one will need to meet the objectives of the organization.one will need to meet the objectives of the organization.

Here are some opportunities in determining the objectives and need ofHere are some opportunities in determining the objectives and need of
any organization. any organization. 

-- identify pressures and then opportunitiesidentify pressures and then opportunities
-- clarify strategies and directionsclarify strategies and directions
-- set (specify) areas (aspects) of the organization that need help.set (specify) areas (aspects) of the organization that need help.

5.21 IDENTIFICATION OF PRESSURES AND OPPORTUNITIES5.21 IDENTIFICATION OF PRESSURES AND OPPORTUNITIES

There are many pressures which all  business owners (especially  thoseThere are many pressures which all  business owners (especially  those
owners of small businesses) face. There are also opportunities for them toowners of small businesses) face. There are also opportunities for them to
expand  their  enterprises.  Identifying  a  reason  for  growth  is  a  goodexpand  their  enterprises.  Identifying  a  reason  for  growth  is  a  good
justification  to  move  forward.  Every  organization  must  continually  bejustification  to  move  forward.  Every  organization  must  continually  be
aware  of  and  deal  with,  pressures  from  inside  and  outside  theaware  of  and  deal  with,  pressures  from  inside  and  outside  the
organization. Beginning and small organizations in particular should beorganization. Beginning and small organizations in particular should be
aware  of  threats  that  pressure  them and  of  opportunities  that  mightaware  of  threats  that  pressure  them and  of  opportunities  that  might
enable them to grow.enable them to grow.

Following are more possible opportunities (both from inside and outside)Following are more possible opportunities (both from inside and outside)
that might necessitate the hiring of new staff. that might necessitate the hiring of new staff. 

-- Competition – As the organization feels the pressure to expand itCompetition – As the organization feels the pressure to expand it
needs to employee more new workers to remain competitive in theneeds to employee more new workers to remain competitive in the
particular business. particular business. 
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-- Increases in customer demand. A more and greater demand for moreIncreases in customer demand. A more and greater demand for more
and better services by customers may necessitate more personneland better services by customers may necessitate more personnel
that may help produce or deliver more and better services. that may help produce or deliver more and better services. 

-- Workforce changes – some of the existing staff may resign, they mayWorkforce changes – some of the existing staff may resign, they may
take leave of absences, change in their employment status or theytake leave of absences, change in their employment status or they
may  even  get  sick,  or  they  may  be  found  incompetent  and  getmay  even  get  sick,  or  they  may  be  found  incompetent  and  get
termination. termination. 

-- Setting an appropriate salary – after the job description is finalized,Setting an appropriate salary – after the job description is finalized,
it is appropriate to establish a salary for the post. At this stage, ait is appropriate to establish a salary for the post. At this stage, a
general range is adopted to help one determine:general range is adopted to help one determine:

 where to look for candidateswhere to look for candidates
 what one needs to budget and what one needs to budget and 
 whether potential candidates are within the range whether potential candidates are within the range 

To gather data for establishing a general salary range, it is essential toTo gather data for establishing a general salary range, it is essential to
attend to the following: attend to the following: 

 Complete a job evaluation – There are different approaches to jobComplete a job evaluation – There are different approaches to job
evaluation: evaluating jobs against certain factors to come up withevaluation: evaluating jobs against certain factors to come up with
a salary range, a single ranking system, etc.a salary range, a single ranking system, etc.

 Look at other internal positions i.e., if there are workers within theLook at other internal positions i.e., if there are workers within the
organization that have similar pay scales to weigh their skills andorganization that have similar pay scales to weigh their skills and
knowledge of each one of them and to rank the new position onknowledge of each one of them and to rank the new position on
their scale accordingly. their scale accordingly. 

 Look  to  the  external  market  to  see  at  similar  position  in  otherLook  to  the  external  market  to  see  at  similar  position  in  other
organizations. organizations. 

Thus, after the current workforce is reviewed, the skills and knowledgeThus, after the current workforce is reviewed, the skills and knowledge
gap is identified, job description is written down and the salary range isgap is identified, job description is written down and the salary range is
decided. decided. 

Note that the most obvious coasts related to hiring a new employee areNote that the most obvious coasts related to hiring a new employee are
the coast of salary and benefits. Benefits may be (such fringe benefits as):the coast of salary and benefits. Benefits may be (such fringe benefits as):

-- insurance/health…insurance/health…
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-- pension or organizations share in provident funds, …pension or organizations share in provident funds, …
-- housing housing 
-- transportation transportation 
-- income tax coverage income tax coverage 

5.22 STEPS TO BE CONSIDERED DURING HIRING 5.22 STEPS TO BE CONSIDERED DURING HIRING 

Deciding to hire requires an analysis of such factors as: - costs, benefits,Deciding to hire requires an analysis of such factors as: - costs, benefits,
and the Ethiopian labor law in particular and implications and the risksand the Ethiopian labor law in particular and implications and the risks
that are associated with them.that are associated with them.
There are also factors that are considers during hiring: There are also factors that are considers during hiring: 

-- whether there is sufficient working spacewhether there is sufficient working space
-- whether there is sufficient work to occupy the candidatewhether there is sufficient work to occupy the candidate
-- whether,  there  are  facilities  –  including  time  to  properly  orientwhether,  there  are  facilities  –  including  time  to  properly  orient

and/or train the new employee. and/or train the new employee. 
A  primary  consideration  is,  of  course,  the  fact  that  whether  the  newA primary  consideration  is,  of  course,  the  fact  that  whether  the  new
employee’s salary is less than the additional (revenue) income he/she mayemployee’s salary is less than the additional (revenue) income he/she may
generate in cash or kind. generate in cash or kind. 

5.23 THE COST OF HIRING5.23 THE COST OF HIRING

In calculating the (full)  cost  of  hiring an employee:  the labor costs ofIn calculating the (full)  cost  of  hiring an employee:  the labor costs of
salary and benefits (if any) the recruiting costs like advertising and thesalary and benefits (if any) the recruiting costs like advertising and the
resources to be spent in orienting and training the new comer must beresources to be spent in orienting and training the new comer must be
considered. considered. 

5.23.1 Work Place Requirements:  5.23.1 Work Place Requirements:  It is also important to note thatIt is also important to note that
office employees in the most part need to have fair and attractive workingoffice employees in the most part need to have fair and attractive working
area like. area like. 

-- common or individual roomcommon or individual room
-- desk,  chairs,  shelters,  rug,  board,  telephone,  key  to  enter  thedesk,  chairs,  shelters,  rug,  board,  telephone,  key  to  enter  the

building or the office, stapler, pencil sharpener, stationeries, etc. building or the office, stapler, pencil sharpener, stationeries, etc. 
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Depending on the position and the type of work, some individuals mayDepending on the position and the type of work, some individuals may
require vehicles to get them to and from work sites. require vehicles to get them to and from work sites. 

5.23.2 Orientation and Training 5.23.2 Orientation and Training 
These costs include: These costs include: 

-- specialists to train specialists to train 
-- the time of the employee spent on orientation and trainingthe time of the employee spent on orientation and training
-- other coasts on orientation and training (like transportation, perother coasts on orientation and training (like transportation, per

diem, training fee (in cash or in kind), etc. diem, training fee (in cash or in kind), etc. 
When evaluating the indirect costs of new employees, the following areWhen evaluating the indirect costs of new employees, the following are
among areas of consideration. among areas of consideration. 

-- on the objectives and strategy of the firmon the objectives and strategy of the firm
-- developing and briefing the job description developing and briefing the job description 
-- referring and checking on referencesreferring and checking on references
-- following up on the new comer’s progress, etc.following up on the new comer’s progress, etc.

5.24 THE BENEFITS OF HIRING 5.24 THE BENEFITS OF HIRING 

Despite the costs, the employment of an additional staff may be to valueDespite the costs, the employment of an additional staff may be to value
of the organization. Some potential benefits include: of the organization. Some potential benefits include: 

-- improved morale of other employees if a departing employee was aimproved morale of other employees if a departing employee was a
problem or former employees were over-worked beforeproblem or former employees were over-worked before

-- improved  morale  of  existing  staff  if  the  inclusion  of  the  newimproved  morale  of  existing  staff  if  the  inclusion  of  the  new
member means an opportunity for them to learn new concepts,…member means an opportunity for them to learn new concepts,…

-- improved  productivity  in  situations  where  an  outgoing  memberimproved  productivity  in  situations  where  an  outgoing  member
was not productivewas not productive

-- increased  income  (profit)  because  the  new  comer’s  more  andincreased  income  (profit)  because  the  new  comer’s  more  and
better contributions better contributions 

-- increased client satisfaction. increased client satisfaction. 

5.25 SUMMARY 5.25 SUMMARY 
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Recruitment  is  the  process  of  identifying  the  sources  of  potentialRecruitment  is  the  process  of  identifying  the  sources  of  potential
candidates and both inform such candidates to apply and/or to motivatecandidates and both inform such candidates to apply and/or to motivate
them to apply. There are many sources in which to look for candidates:them to apply. There are many sources in which to look for candidates:
internal/external,  training  institutions,  employing  agencies,  and/orinternal/external,  training  institutions,  employing  agencies,  and/or
advertisement over the media, etc. advertisement over the media, etc. 

Having potential  candidates  to  apply  follows  the  process  of  selection,Having potential  candidates  to  apply  follows  the  process  of  selection,
which if followed properly does not only reduce cost of replacement andwhich if followed properly does not only reduce cost of replacement and
training  but  also  results  in  getting  the  best  to  employ.  The  selectiontraining  but  also  results  in  getting  the  best  to  employ.  The  selection
process  does  also  consider  the  provision  of  information  about  theprocess  does  also  consider  the  provision  of  information  about  the
organization in general and the particular place of work of the selectedorganization in general and the particular place of work of the selected
individuals. Carefully and intelligently approached selection process willindividuals. Carefully and intelligently approached selection process will
include  completion  of  application  form,  viably  set  interview,  healthinclude  completion  of  application  form,  viably  set  interview,  health
examination,  approval  by  duly  authorized  manager  and  finallyexamination,  approval  by  duly  authorized  manager  and  finally
employment. employment. 

5.26 CHECK YOUR PROGRESS 5.26 CHECK YOUR PROGRESS 

Choose the correct answer from column B and insert the letter ofChoose the correct answer from column B and insert the letter of
your correct choice in the space provided under column A. your correct choice in the space provided under column A. 
  
            Column A            Column A                               Column BColumn B
______1. Recruitment ______1. Recruitment        A. loyalty and integrity of staff will be       A. loyalty and integrity of staff will be
enhancedenhanced
______2. Advantages of internal______2. Advantages of internal        B. to match an applicant to job       B. to match an applicant to job
                recruitment                 recruitment        C. drawn from general personnel       C. drawn from general personnel
policypolicy
______3. The ultimate goal of ______3. The ultimate goal of  candidates candidates
                recruitment                recruitment        D.  a  set  of  activities  used to       D.  a  set  of  activities  used to
attract needed candidateattract needed candidate
______4. Before a candidate comes in           E. warming-up the interview______4. Before a candidate comes in           E. warming-up the interview
                 for an interview                  for an interview F. describe the job in briefF. describe the job in brief
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______5. Greet the candidate with shake______5. Greet the candidate with shake G.  used  for  higher  levelG.  used  for  higher  level
positionspositions
                 hands or smiles                 hands or smiles H.  one  needs  to  decide  on theH.  one  needs  to  decide  on the
type of interviewtype of interview
______6. Used to consider cost of hiring ______6. Used to consider cost of hiring      and its purpose     and its purpose
                 a new employee                 a new employee I.  consider  whether  there  isI.  consider  whether  there  is
sufficient workingsufficient working

   space   space
J.  the  objectives  and  strategy  of  theJ.  the  objectives  and  strategy  of  the

firmfirm
K. increased client satisfactionK. increased client satisfaction

5.27 ANSWERS TO CHECK YOUR PROGRESS 5.27 ANSWERS TO CHECK YOUR PROGRESS 

1.1. DD 4. H4. H
2.2. AA 5. E5. E
3.3. BB 6. J6. J
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UNIT 6: TRAINING AND CAREER DEVELOPMENTUNIT 6: TRAINING AND CAREER DEVELOPMENT

ContentContent
6.06.0 Aims and ObjectivesAims and Objectives
6.16.1 Introduction Introduction 
6.26.2 Training Training 
6.36.3 Training and DevelopmentTraining and Development
6.46.4 Importance of TrainingImportance of Training
6.56.5 Deciding on Training NeedsDeciding on Training Needs
6.66.6 Career and Career DevelopmentCareer and Career Development
6.76.7 How to Improve an Individual Career?How to Improve an Individual Career?
6.86.8 Career TransitionCareer Transition
6.96.9 Summary Summary 
6.106.10 Check Your Progress Check Your Progress 
6.116.11 Answers to Check Your Progress Answers to Check Your Progress 

6.0 AIMS AND OBJECTIVES6.0 AIMS AND OBJECTIVES

 To define/ to explain the meaning of trainingTo define/ to explain the meaning of training
 To pin-point the need of training for developmentTo pin-point the need of training for development
 To define career and career developmentTo define career and career development
 To show steps in career planningTo show steps in career planning
 To locate approaches in individual’s career development.To locate approaches in individual’s career development.

6.1 INTRODUCTION 6.1 INTRODUCTION 

Having recruited, selected and placed in their appropriate areas of work,Having recruited, selected and placed in their appropriate areas of work,
the  next  stage  will  be  training,  retraining  and  career  developmentthe  next  stage  will  be  training,  retraining  and  career  development
through  various  approaches.  To  this  end,  training  and  careerthrough  various  approaches.  To  this  end,  training  and  career
development will have to show concern for both capacity (i.e., the work)development will have to show concern for both capacity (i.e., the work)
and capability (i.e., the worker). and capability (i.e., the worker). 
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Training involves giving present or new employees the basic knowledgeTraining involves giving present or new employees the basic knowledge
and skills they need to perform their tasks. It is meant to help workers toand skills they need to perform their tasks. It is meant to help workers to
improve  their  future  job  in  the  organization.  If  and  when  there  is  aimprove  their  future  job  in  the  organization.  If  and  when  there  is  a
reshuffle of personnel, individuals assuming the new post(s) require somereshuffle of personnel, individuals assuming the new post(s) require some
kind of training (or orientation).kind of training (or orientation).

Changes  in  the  organizational  policy,  changes  in  the  organizationalChanges  in  the  organizational  policy,  changes  in  the  organizational
environment (economic, political, legal or competitors approaches) mayenvironment (economic, political, legal or competitors approaches) may
require training of personnel.require training of personnel.

Two main techniques for determining training requirements are:Two main techniques for determining training requirements are:
-- task analysis andtask analysis and
-- performance analysisperformance analysis

Task analysis refers to the analysis of a job or jobs.Task analysis refers to the analysis of a job or jobs.
Performance  analysis  involves  appraising  the  performance  of  presentPerformance  analysis  involves  appraising  the  performance  of  present
employees to see if training is to improve performance.employees to see if training is to improve performance.

In  this  connection,  training  costs  are  to  be  evaluated  in  light  of  theIn  this  connection,  training  costs  are  to  be  evaluated  in  light  of  the
contribution of transmitting efficient performance of workers.contribution of transmitting efficient performance of workers.
Training processes – Note the four steps. Training processes – Note the four steps. 

 AssessmentAssessment – to determine performance deficiencies that may be – to determine performance deficiencies that may be
rectified through training.rectified through training.

 ObjectivesObjectives – –
 TrainingTraining is  operation  –  there  are  several  techniques  to  this is  operation  –  there  are  several  techniques  to  this

approach:approach:
-- On the job training On the job training 
-- Job orientation - orientation to the new jobJob orientation - orientation to the new job
-- Partnerships Partnerships 
-- Classroom trainingClassroom training

 EvaluationEvaluation –  comparing  trainees  pre  –  and  post-training –  comparing  trainees  pre  –  and  post-training
performances.performances.

6.2 TRAINING 6.2 TRAINING 
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A learning experience. It attempts to bring about a relatively permanentA learning experience. It attempts to bring about a relatively permanent
change  in  an  individual  in  improving  his/her  ability  for  betterchange  in  an  individual  in  improving  his/her  ability  for  better
performance when done property. Training in this manner is supposed toperformance when done property. Training in this manner is supposed to
improve one’s skills, knowledge, attitude and/or his/her social behavior.improve one’s skills, knowledge, attitude and/or his/her social behavior.

Following are some needs of training: -Following are some needs of training: -
-- To  increase  productivity  level  of  performance.  IncreasesTo  increase  productivity  level  of  performance.  Increases

performance  results  in  increased  operational  productivity  andperformance  results  in  increased  operational  productivity  and
consequently, increased organizational productivity.consequently, increased organizational productivity.

-- To improve quality – better informed (trained or educated) workersTo improve quality – better informed (trained or educated) workers
are less likely to make mistakes.are less likely to make mistakes.

-- To  prevent  obsolescence-trained  workers  demonstrate  adapt  toTo  prevent  obsolescence-trained  workers  demonstrate  adapt  to
technological changes.technological changes.

-- Personal growth of individuals. Personal growth of individuals. 
A well trained worker is capable of A well trained worker is capable of 

-- coping with additional productivity of goods and servicescoping with additional productivity of goods and services
-- maintaining the validity of his/her workmaintaining the validity of his/her work

Thus, since training makes workers more effective/productive it is said toThus, since training makes workers more effective/productive it is said to
be the  corner  stone  of  management.  It  is  supposed  to  be  a  problem-be the  corner  stone  of  management.  It  is  supposed  to  be  a  problem-
solving device.solving device.

An  organization’s  top  management,  the  personnel  office,  low  levelAn  organization’s  top  management,  the  personnel  office,  low  level
managers  (supervisors  and  the  employees  themselves  are  importantmanagers  (supervisors  and  the  employees  themselves  are  important
elements concerned in an organization training program.elements concerned in an organization training program.

Training ought not be a one shot affair. An effective training program isTraining ought not be a one shot affair. An effective training program is
judged by its contribution to performances.judged by its contribution to performances.

It  is  to  be  noted  that  P  (Performance)  is  a  function  of  A  (Ability),  MIt  is  to  be  noted  that  P  (Performance)  is  a  function  of  A  (Ability),  M
(Motivation  and  O  (Opportunity  to  perform).  Successful  organizations(Motivation  and  O  (Opportunity  to  perform).  Successful  organizations
widely use methods of training on the job.widely use methods of training on the job.
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6.3 TRAINING AND DEVELOPMENT6.3 TRAINING AND DEVELOPMENT

Training  is  a  learning  experience.  It  is  likely  to  produce  a  relativelyTraining  is  a  learning  experience.  It  is  likely  to  produce  a  relatively
permanent change in an individual in view of improving the individual’spermanent change in an individual in view of improving the individual’s
ability to perform better on the job. Hence, training is to involve changeability to perform better on the job. Hence, training is to involve change
in: in: 

-- knowledgeknowledge
-- skillsskills
-- attitudesattitudes
-- and/or social behavior and/or social behavior 

Training, though easy to see and/or check on its results in the practical orTraining, though easy to see and/or check on its results in the practical or
production areas (e.g. swimming, typing, manufacturing etc),  it  is  alsoproduction areas (e.g. swimming, typing, manufacturing etc),  it  is  also
necessary  that  it  results  in  the  service  giving  (e.g.  managerial,necessary  that  it  results  in  the  service  giving  (e.g.  managerial,
professional, bankers) areas. professional, bankers) areas. 
Organizational  and/or  national  development  is  possible  if  and  whenOrganizational  and/or  national  development  is  possible  if  and  when
organizations are staffed with competent trained personnel.organizations are staffed with competent trained personnel.

Schools both primary and secondary teach broad knowledge and skills toSchools both primary and secondary teach broad knowledge and skills to
enable people to cope with their environment. enable people to cope with their environment. 

Training  organizations  provide  instruct,  enlighten,  rear,  lead,  mould,Training  organizations  provide  instruct,  enlighten,  rear,  lead,  mould,
bring up, nurture or prune for more concrete and productive disciplines. bring up, nurture or prune for more concrete and productive disciplines. 

Training InstitutionsTraining Institutions tend to orient new employees or to train them tend to orient new employees or to train them
how to perform in their new posts. They oversee the current performancehow to perform in their new posts. They oversee the current performance
of those who may not be working as effectively as desired and they meanof those who may not be working as effectively as desired and they mean
to prepare workers for future promotion.to prepare workers for future promotion.
In  this  manner  then,  training  is  an  organized  process  through  whichIn  this  manner  then,  training  is  an  organized  process  through  which
people learn knowledge and /or skills for a definite goal/mission.people learn knowledge and /or skills for a definite goal/mission.

The objective of training is to achieve a change in the behavior of thoseThe objective of training is to achieve a change in the behavior of those
trained.  Such a  change of  behavior  and acquisition of  knowledge andtrained.  Such a  change of  behavior  and acquisition of  knowledge and
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skills implies also that such trained individuals apply their knowledge andskills implies also that such trained individuals apply their knowledge and
skills in a manner that the task they are engaged in is better performed.skills in a manner that the task they are engaged in is better performed.

Training of this nature is distinguished from (general) education in that itTraining of this nature is distinguished from (general) education in that it
is supposed to be geared/oriented to develop a vocation/profession.is supposed to be geared/oriented to develop a vocation/profession.

6.4 IMPORTANCE OF TRAINING6.4 IMPORTANCE OF TRAINING

Training is a necessary process in all organizations. Training needs andTraining is a necessary process in all organizations. Training needs and
requirements  must  be  determined  before  the  training  exercise.  Therequirements  must  be  determined  before  the  training  exercise.  The
following points need be realized before training is conducted:following points need be realized before training is conducted:

 identify and analyze organization goalsidentify and analyze organization goals
 enlist tasks to be accomplished to achieve the identified goalsenlist tasks to be accomplished to achieve the identified goals
 pin point the behavior to be engaged by job incumbents to completepin point the behavior to be engaged by job incumbents to complete

the assigned tasksthe assigned tasks
 see what deficiencies the incumbents have to perform the requiredsee what deficiencies the incumbents have to perform the required

tasks.tasks.

There  are  several  types  of  training to  be  provided to  workers  of  anyThere  are  several  types  of  training to  be  provided to  workers  of  any
organization.  Among them are those areas which those of you take inorganization.  Among them are those areas which those of you take in
HRM.HRM.

 PlanningPlanning
 MarketingMarketing
 LeadershipLeadership
 Human relationsHuman relations
 MotivationMotivation
 CommunicationCommunication
 Decision-makingDecision-making
 Team buildingTeam building
 CreativityCreativity
 Computer/programmingComputer/programming
 etc.etc.
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6.5 DECIDING ON TRAINING NEEDS 6.5 DECIDING ON TRAINING NEEDS 

In all modern and progressive organizations, the human resource in theIn all modern and progressive organizations, the human resource in the
different units are not only to be trained but also that trained individualsdifferent units are not only to be trained but also that trained individuals
perform better than controlled or sheer experienced ones.perform better than controlled or sheer experienced ones.

Organizations that plan for training (or further training) their personnelOrganizations that plan for training (or further training) their personnel
should, therefore, consider the following areas.should, therefore, consider the following areas.

 the organization’s (or the unit’s) goalsthe organization’s (or the unit’s) goals
 tasks to be completed to achieve the goodstasks to be completed to achieve the goods
 the necessary behavior of early job holder to complete his/her job.the necessary behavior of early job holder to complete his/her job.
 short  comings  or  lack  of  skills,  knowledge  or  attitudes  to  do  theshort  comings  or  lack  of  skills,  knowledge  or  attitudes  to  do  the

necessary tasksnecessary tasks
 in addition, in the production areas of organizations in particular, ain addition, in the production areas of organizations in particular, a

drop  of  productivity  or  inadequate  job  performance  is  a  signal  ofdrop  of  productivity  or  inadequate  job  performance  is  a  signal  of
training needs.training needs.

Furthermore, Furthermore, 
-- a high reject rate and/or a high reject rate and/or 
-- a risk in the number of accidents are indicators of needs of training.a risk in the number of accidents are indicators of needs of training.

 At  times,  changes  that  are  imposed  on  some workers,  due  to  jobAt  times,  changes  that  are  imposed  on  some workers,  due  to  job
redesign  or  because  of  technological  break-through  call  for  moreredesign  or  because  of  technological  break-through  call  for  more
training.training.

Contrary to what has been said, since training is judged on the  basisContrary to what has been said, since training is judged on the  basis
that that PERFORMANCEPERFORMANCE is a function of: is a function of:

-- Skills / abilitiesSkills / abilities
-- Motivation andMotivation and
-- Opportunity  to  perform,  managers  need  to  compare  results  ofOpportunity  to  perform,  managers  need  to  compare  results  of

performance that is to be obtained by training and also the costperformance that is to be obtained by training and also the cost
incurred in training.incurred in training.
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In  other  words,  inadequate  performance  may  result,  not  necessarilyIn  other  words,  inadequate  performance  may  result,  not  necessarily
because of lack of skills and knowledge, but also because of demotivation.because of lack of skills and knowledge, but also because of demotivation.

Thus, since training incurs costs: Thus, since training incurs costs: 
 Good training should justify costs while improper training addsGood training should justify costs while improper training adds

costs on the firmscosts on the firms
 Training that is not of sufficient quality is of no value both to theTraining that is not of sufficient quality is of no value both to the

organization and the trainee. organization and the trainee. 
 Over training is expensive to the organization and boredom to theOver training is expensive to the organization and boredom to the

trainee.trainee.

While  training  in  Ethiopia  goes,  more  often  than  not,  without  suchWhile  training  in  Ethiopia  goes,  more  often  than  not,  without  such
consideration,  it  is  advised  that  managers  and  officials  of  HRM  areconsideration,  it  is  advised  that  managers  and  officials  of  HRM  are
alerted that performance oriented training and the change of behavior isalerted that performance oriented training and the change of behavior is
of paramount importance. of paramount importance. 

6.6 CAREER AND CAREER DEVELOPMENT6.6 CAREER AND CAREER DEVELOPMENT

By definition, a career is a By definition, a career is a sequence of jobssequence of jobs that an individual has held that an individual has held
throughout his/her working life. throughout his/her working life. 

Some of the significant transitions that may take place in one’s workingSome of the significant transitions that may take place in one’s working
lives and that have major implications for organizations, include:lives and that have major implications for organizations, include:

-- taking up new employmenttaking up new employment
-- transfer to another jobtransfer to another job
-- being promoted or demoted being promoted or demoted 
-- etc.etc.

Whether or not  many employees share these experiences or  not,  it  isWhether or not  many employees share these experiences or  not,  it  is
essential that those in the managerial posts recognize what they mean toessential that those in the managerial posts recognize what they mean to
workers and to manage as constructively as possible. workers and to manage as constructively as possible. 

6.6.1 Career Development6.6.1 Career Development
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There  are  many  relevant  reasons  for  having  career  development  ofThere  are  many  relevant  reasons  for  having  career  development  of
employees. Among them include: employees. Among them include: 
 Avoiding obsolescenceAvoiding obsolescence

i.e. Acquiring new skills i.e. Acquiring new skills 
-- rapid changes in technologyrapid changes in technology
-- ups and downs in the economyups and downs in the economy
-- changes in consumer demand.changes in consumer demand.

 Competition for productivity: Competition for productivity: production of hproduction of high quality personneligh quality personnel
Some  individuals  like  to  join  and  stay  in  organizations  that  (do)Some  individuals  like  to  join  and  stay  in  organizations  that  (do)
support their desires for further training and improvement.support their desires for further training and improvement.

 Improved handling of staff:Improved handling of staff:
More often than not;  people are kept in jobs which they have out-More often than not;  people are kept in jobs which they have out-
grown in which they see no improvement. grown in which they see no improvement. 

 Retention of personnelRetention of personnel – By initiating career development programs, – By initiating career development programs,
turn-over of ambitious employees may be reduced. turn-over of ambitious employees may be reduced. 

In practice then, one’s career development is the planning of one’s careerIn practice then, one’s career development is the planning of one’s career
and the implementation of that plan by means of:and the implementation of that plan by means of:

-- education/trainingeducation/training
-- job search and acquisition and job search and acquisition and 
-- work experiences work experiences 

Looking  at  the  process  more  from  the  organization  side,  careerLooking  at  the  process  more  from  the  organization  side,  career
development is a process of guidingdevelopment is a process of guiding

-- the placementthe placement
-- movement and movement and 
-- growth of workers throughgrowth of workers through

-- assessmentassessment
-- planned training andplanned training and
-- planned job assignment  planned job assignment  
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Thus career development is the process through which the action plansThus career development is the process through which the action plans
are implemented. One might engage in classroom training in-house or atare implemented. One might engage in classroom training in-house or at
universities, or opt for special job or task force assignments or, especiallyuniversities, or opt for special job or task force assignments or, especially
early in the career, job rotation. Lateral moves and promotions are moreearly in the career, job rotation. Lateral moves and promotions are more
difficult to use for developmental purposes. difficult to use for developmental purposes. 

Career  development  is  where  individual  career  plans  encounterCareer  development  is  where  individual  career  plans  encounter
organizational realities. Sometimes there is congruence, and sometimesorganizational realities. Sometimes there is congruence, and sometimes
not. In the latter case, the individual has three alternatives: to stay onnot. In the latter case, the individual has three alternatives: to stay on
and attempt to show those making the assessments and developmentaland attempt to show those making the assessments and developmental
assignments that they are wrong, to reassess career plans,  or to seekassignments that they are wrong, to reassess career plans,  or to seek
opportunities elsewhere. Realizing that the third alternative is sometimesopportunities elsewhere. Realizing that the third alternative is sometimes
best  for  the  employer  as  well  as  the  employee,  some  organizationsbest  for  the  employer  as  well  as  the  employee,  some  organizations
routinely adopt as part of career development, the possibility of a mutualroutinely adopt as part of career development, the possibility of a mutual
parting of the ways, greased perhaps by separation pay and outplacementparting of the ways, greased perhaps by separation pay and outplacement
assistance. assistance. 

Career  development  is  essential  to  implement  career  plan.  CareerCareer  development  is  essential  to  implement  career  plan.  Career
development  consists  of  personal  improvements  undertaken  by  thedevelopment  consists  of  personal  improvements  undertaken  by  the
individual employee, training, developmental and educational programsindividual employee, training, developmental and educational programs
provided by the organization and various institutes. The most importantprovided by the organization and various institutes. The most important
aspect of career development is that every employee must accept his/heraspect of career development is that every employee must accept his/her
responsibility for development. Various career development actions suchresponsibility for development. Various career development actions such
as job performance, exposures,  resignations,  change of job and careeras job performance, exposures,  resignations,  change of job and career
guidance  provide  useful  if  an  employee  is  committed  to  careerguidance  provide  useful  if  an  employee  is  committed  to  career
development. development. 

Career  development  is  essential  to  be  fully  integrated  with  internalCareer  development  is  essential  to  be  fully  integrated  with  internal
staffing  activities  because  it  deals  with  current  employees.  Internalstaffing  activities  because  it  deals  with  current  employees.  Internal
recruitment locations, job candidates and activities not only choose therecruitment locations, job candidates and activities not only choose the
best-qualified candidates, but also affect rejected candidates who remainbest-qualified candidates, but also affect rejected candidates who remain
employed. The internal selection process affects their  future attitudes,employed. The internal selection process affects their  future attitudes,
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motivations, and work behaviors in contrast to external selection wheremotivations, and work behaviors in contrast to external selection where
rejected applications have little direct effect on organizational outcomes. rejected applications have little direct effect on organizational outcomes. 
Thus, in career development, organizations simultaneously consider bothThus, in career development, organizations simultaneously consider both
the  organization’s  and  the  individual’s  goals  in  making  decisions.  Athe  organization’s  and  the  individual’s  goals  in  making  decisions.  A
number of observers have documented the negative effects that can occurnumber of observers have documented the negative effects that can occur
when employees who have been told of their bright prospects and treatedwhen employees who have been told of their bright prospects and treated
to  extensive  developmental  activities  are  regularly  passed  over  forto  extensive  developmental  activities  are  regularly  passed  over  for
advancement.  This  most  typically  happens  when  the  assessors  (e.g.,advancement.  This  most  typically  happens  when  the  assessors  (e.g.,
supervisors)  are  too  low  in  the  hierarchy  to  influence  promotionsupervisors)  are  too  low  in  the  hierarchy  to  influence  promotion
decisions,  and  no  well-placed  individual  or  group  is  overseeing  bothdecisions,  and  no  well-placed  individual  or  group  is  overseeing  both
processes. processes. 

All  employees  of  an  organization  need  some attention  to  their  careerAll  employees  of  an  organization  need  some attention  to  their  career
development. In addition, there are employees in certain non supervisorydevelopment. In addition, there are employees in certain non supervisory
positions such as in engineering, accounting, and legal work that perhapspositions such as in engineering, accounting, and legal work that perhaps
warrant a wider range of developmental opportunities. warrant a wider range of developmental opportunities. 

Career  development  for  most  non  supervisory  employees  may  involveCareer  development  for  most  non  supervisory  employees  may  involve
only such activities as a standard introduction or orientation, on goingonly such activities as a standard introduction or orientation, on going
coaching,  and  periodic  meetings  at  which  executives  explain  newcoaching,  and  periodic  meetings  at  which  executives  explain  new
challenges and opportunities facing the organization.  These aspects ofchallenges and opportunities facing the organization.  These aspects of
career  development  can  be  extremely  valuable  to  the  organizationcareer  development  can  be  extremely  valuable  to  the  organization
because of their desirable influence on performance and their potentialbecause of their desirable influence on performance and their potential
for creating loyalty and identification with the organization. for creating loyalty and identification with the organization. 

6.6.2 Stages in (Value/Importance of) Career Planning6.6.2 Stages in (Value/Importance of) Career Planning

Career planning is a systematic process by which an individual selectsCareer planning is a systematic process by which an individual selects
career goals and the path to these goals. From the organization’s point ofcareer goals and the path to these goals. From the organization’s point of
view, career planning means helping the employees to plan their careerview, career planning means helping the employees to plan their career
in  terms  of  their  capacities  within  the  context  of  the  organization’sin  terms  of  their  capacities  within  the  context  of  the  organization’s
requirement.  Career  planning  involves  formulating  an  organizationalrequirement.  Career  planning  involves  formulating  an  organizational
system of career movement and growth opportunities for employees fromsystem of career movement and growth opportunities for employees from
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the time of their appointment in the organization to their retirement time.the time of their appointment in the organization to their retirement time.
Individual  employee  who  can  fill  planned  future  positions  will  beIndividual  employee  who  can  fill  planned  future  positions  will  be
identified and prepared for taking up these positions. A career plan is aidentified and prepared for taking up these positions. A career plan is a
blueprint in which the entire career of employees is mapped out fromblueprint in which the entire career of employees is mapped out from
their entry into the organization to the time of their retirement. From thistheir entry into the organization to the time of their retirement. From this
blueprint,  the  employees  of  the  organization come to  know about  theblueprint,  the  employees  of  the  organization come to  know about  the
career  path  they  have  to  follow  and  the  training  and  developmentcareer  path  they  have  to  follow  and  the  training  and  development
facilities  available  to  them  for  preparing  them  for  higher  positions.facilities  available  to  them  for  preparing  them  for  higher  positions.
Career  planning  is  a  managerial  technique  which  requires  discovery,Career  planning  is  a  managerial  technique  which  requires  discovery,
development,  planned  employment  and  reemployment  of  talenteddevelopment,  planned  employment  and  reemployment  of  talented
persons.  Career  planning  is  mostly  done  only  for  supervisory  andpersons.  Career  planning  is  mostly  done  only  for  supervisory  and
managerial positions. managerial positions. 

The benefits of career planning are the following:The benefits of career planning are the following:
-- the  process  of  career  planning  helps  the  individual  to  have  thethe  process  of  career  planning  helps  the  individual  to  have  the

knowledge of various career opportunities, his/her priorities etc. knowledge of various career opportunities, his/her priorities etc. 
-- this knowledge helps him/her select the career which is suitable tothis knowledge helps him/her select the career which is suitable to

his/her life styles, preferences, family environment, scope for self-his/her life styles, preferences, family environment, scope for self-
development, etc. development, etc. 

-- it helps the organization identify employees who can be promoted. it helps the organization identify employees who can be promoted. 
-- internal  promotions,  up  gradation  and  transfers  motivate  theinternal  promotions,  up  gradation  and  transfers  motivate  the

employees, boost up their morals and also result in increased jobemployees, boost up their morals and also result in increased job
satisfaction. satisfaction. 

-- increased  job  satisfaction  enhances  employee  commitment  andincreased  job  satisfaction  enhances  employee  commitment  and
creates a sense of belongingness and loyalty to the organization. creates a sense of belongingness and loyalty to the organization. 

-- employee will await his/her turn of promotion rather than change toemployee will await his/her turn of promotion rather than change to
another organization. This lowers employee turnover. another organization. This lowers employee turnover. 

-- It  improves  employees  performance  on  the  job  by  taping  theirIt  improves  employees  performance  on  the  job  by  taping  their
potential abilities and further employee growth. potential abilities and further employee growth. 

-- It satisfies employee esteem needs. It satisfies employee esteem needs. 
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6.6.3 Steps in career planning 6.6.3 Steps in career planning 

The career planning process generally involves the following steps: The career planning process generally involves the following steps: 

 Identifying individual needs and aspirationsIdentifying individual needs and aspirations: The first step involved: The first step involved
in the career planning process is to take up an objective analysis of thein the career planning process is to take up an objective analysis of the
hopes and aspirations of different categories of employees. It becomeshopes and aspirations of different categories of employees. It becomes
necessary to identify and communicate the career goals, aspirations,necessary to identify and communicate the career goals, aspirations,
paths and opportunities available to each employee because most of thepaths and opportunities available to each employee because most of the
employees  are  unaware  about  them.  For  this  purpose,  a  personalemployees  are  unaware  about  them.  For  this  purpose,  a  personal
inventory of the organization and employee potential will  have to beinventory of the organization and employee potential will  have to be
ascertained.  Personal  inventory  shows  the  age,  qualifications,  skills,ascertained.  Personal  inventory  shows  the  age,  qualifications,  skills,
knowledge, experience, aptitudes, etc. of the present employees. Thenknowledge, experience, aptitudes, etc. of the present employees. Then
appraisal of employees’ performance is carried out to find out whichappraisal of employees’ performance is carried out to find out which
employees are having the necessary potential to climb up the ladderemployees are having the necessary potential to climb up the ladder
and who are willing to be promoted and take up higher responsibilities.and who are willing to be promoted and take up higher responsibilities.
Such appraisal reveals three categories of employees:Such appraisal reveals three categories of employees:

-- employees who are willing and fit to climb up ladder and to take upemployees who are willing and fit to climb up ladder and to take up
their responsibilities. their responsibilities. 

-- employees  who  are  willing  and  able  to  take  up  higheremployees  who  are  willing  and  able  to  take  up  higher
responsibilities but who need extra training and experience. responsibilities but who need extra training and experience. 

-- employees who are able to take up higher responsibilities but whoemployees who are able to take up higher responsibilities but who
have no interest or desire to take up higher responsibilities. have no interest or desire to take up higher responsibilities. 

 Analyzing Career OpportunitiesAnalyzing Career Opportunities: The second step is to analyze the: The second step is to analyze the
organizational setup, future plans and career system of the employeesorganizational setup, future plans and career system of the employees
in order to identify the career opportunities available to them withinin order to identify the career opportunities available to them within
the organization, and to determine the career paths for each job. Thenthe organization, and to determine the career paths for each job. Then
specific jobs are related to different  career opportunities,  and thenspecific jobs are related to different  career opportunities,  and then
long-term and short-term career goals are formulated. At a particularlong-term and short-term career goals are formulated. At a particular
level in the organizations, there may be both, young and energetic,level in the organizations, there may be both, young and energetic,
direct  t  recruits  experienced  persons  who  have  been  promoted  todirect  t  recruits  experienced  persons  who  have  been  promoted  to
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higher  jobs.  While  the  young  recruits  usually  aspire  for  quickhigher  jobs.  While  the  young  recruits  usually  aspire  for  quick
promotion because of heir better qualifications, training and the oldpromotion because of heir better qualifications, training and the old
and experienced persons cannot be expected to climb up still higherand experienced persons cannot be expected to climb up still higher
positions  because  of  their  limited  qualifications.  Therefore,  directpositions  because  of  their  limited  qualifications.  Therefore,  direct
recruitment  and  promotions  of  the  old  and  experienced  employeesrecruitment  and  promotions  of  the  old  and  experienced  employees
should be planned in such a way that this policy would ensure a fairshould be planned in such a way that this policy would ensure a fair
and reasonable share to each group. This is known as age-balance inand reasonable share to each group. This is known as age-balance in
career paths. career paths. 

 Identifying Match and MismatchIdentifying Match and Mismatch: The third step is to identify and: The third step is to identify and
compare specific areas of match and mismatch for different categoriescompare specific areas of match and mismatch for different categories
of employees by developing a mechanism to compare and assimilateof employees by developing a mechanism to compare and assimilate
individual  employee’s  aspirations  and  organizational  career  system.individual  employee’s  aspirations  and  organizational  career  system.
For  this  purpose,  specific  jobs  are  related  to  different  careerFor  this  purpose,  specific  jobs  are  related  to  different  career
opportunities. This will help in establishing realistic career goals bothopportunities. This will help in establishing realistic career goals both
long term and short term programs. long term and short term programs. 

 Formulating  and  Implementing  Career  StrategiesFormulating  and  Implementing  Career  Strategies:  The  fourth:  The  fourth
step  in  the  career  planning  process  is  to  formulate  alternativestep  in  the  career  planning  process  is  to  formulate  alternative
strategies covering areas of change and adjustment and prepare andstrategies covering areas of change and adjustment and prepare and
implement  action  plans  including acquiring resources  for  achievingimplement  action  plans  including acquiring resources  for  achieving
goals. Some of the strategies are given below: goals. Some of the strategies are given below: 
-- changing the career system by creating new career paths and bychanging the career system by creating new career paths and by

providing opportunities for moving upwards. providing opportunities for moving upwards. 
-- changing employees’ needs and aspirations by helping them to givechanging employees’ needs and aspirations by helping them to give

up their unrealistic goals and aspirations and by creating new goalsup their unrealistic goals and aspirations and by creating new goals
and aspirations in them. and aspirations in them. 

-- selecting  a  new  basis  of  integration  through  negotiations,selecting  a  new  basis  of  integration  through  negotiations,
compromises, etc. compromises, etc. 

-- formulating and implementing training and development plans toformulating and implementing training and development plans to
meet the needs of the individual employees and the organization. meet the needs of the individual employees and the organization. 

 Periodic  Review  of  Career  PlansPeriodic  Review  of  Career  Plans:  The  final  step  in  the  career:  The  final  step  in  the  career
planning  process  is  to  undertake  periodical  review  of  the  careerplanning  process  is  to  undertake  periodical  review  of  the  career
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development  plans  for  the  purpose  of  finding  out  whether  thedevelopment  plans  for  the  purpose  of  finding  out  whether  the
development plans are contributing to effective utilization of findingdevelopment plans are contributing to effective utilization of finding
out of manpower by catching employee-objectives to job-needs. Such aout of manpower by catching employee-objectives to job-needs. Such a
review  will  indicate  in  which  direction  the  organization  is  moving,review  will  indicate  in  which  direction  the  organization  is  moving,
what changes are likely to take place and what skills are required towhat changes are likely to take place and what skills are required to
adapt to the changing requirements of the organization. adapt to the changing requirements of the organization. 

6.6.4 Career Stages6.6.4 Career Stages  
As  individuals  accumulate  work  experience,  their  maturation  can  beAs  individuals  accumulate  work  experience,  their  maturation  can  be
considered within a biological model of growth and decay. Career stageconsidered within a biological model of growth and decay. Career stage
models  relate  maturation  stages  to  the  needs  of  the  employee.  Formodels  relate  maturation  stages  to  the  needs  of  the  employee.  For
example, a person in an early career stage may be less concerned withexample, a person in an early career stage may be less concerned with
pension and voting rights, and more concerned with upward mobility thanpension and voting rights, and more concerned with upward mobility than
a person in a later career stage. a person in a later career stage. 
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Figure 6. Career StagesFigure 6. Career Stages

6.6.5 Exploration 6.6.5 Exploration 
The young adult in the exploration stage is trying to fit into the world ofThe young adult in the exploration stage is trying to fit into the world of
work.  Exploration activities include trying to clarify and identify  one’swork.  Exploration activities include trying to clarify and identify  one’s
interests and skills,  building those skills through education or traininginterests and skills,  building those skills through education or training
programs,  dealing  with  constraints  such  as  finances  and  parentalprograms,  dealing  with  constraints  such  as  finances  and  parental
pressure,  and  making  initial  decisions  on  jobs  and  organizations  ofpressure,  and  making  initial  decisions  on  jobs  and  organizations  of
interests.  Exploration is influenced by school,  family, and friends. Jobsinterests.  Exploration is influenced by school,  family, and friends. Jobs
(and  roles)  may  be  tried  and  rejected,  false  starts  may  occur;  but(and  roles)  may  be  tried  and  rejected,  false  starts  may  occur;  but
throughout all  these “searching” activities,  and young adult  is gainingthroughout all  these “searching” activities,  and young adult  is gaining
knowledge and developing a self image in terms of possible career goalsknowledge and developing a self image in terms of possible career goals
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and directions. Then the young adult seeks permanent employment thatand directions. Then the young adult seeks permanent employment that
uses skills  and meets personal  needs.  This  leads to the second stage,uses skills  and meets personal  needs.  This  leads to the second stage,
establishment. establishment. 

6.6.6 Establishment6.6.6 Establishment
The  establishment  stage  includes  successful  negotiation  through  theThe  establishment  stage  includes  successful  negotiation  through  the
recruiting process, acceptance of a job, and orientation into the chosenrecruiting process, acceptance of a job, and orientation into the chosen
organization.  During  this  early  socialization  into  an  organization,  anorganization.  During  this  early  socialization  into  an  organization,  an
individual develops a sense of the likely future within that organization. individual develops a sense of the likely future within that organization. 

Following  socialization  is  a  process  of  “mutual  acceptance.”  TheFollowing  socialization  is  a  process  of  “mutual  acceptance.”  The
individual, coworkers, and supervisors must all learn the capabilities andindividual, coworkers, and supervisors must all learn the capabilities and
constraints of the others. Open exchanges of information and feedback onconstraints of the others. Open exchanges of information and feedback on
performance and necessary for this acceptance to occur. Such feedbackperformance and necessary for this acceptance to occur. Such feedback
provides  opportunities  to  demonstrate  capabilities  on  both  sides.  Inprovides  opportunities  to  demonstrate  capabilities  on  both  sides.  In
addition  to  fostering  mutual  acceptance,  an  individual  in  theaddition  to  fostering  mutual  acceptance,  an  individual  in  the
establishment  sets  establishes  a  balance  between  responding  toestablishment  sets  establishes  a  balance  between  responding  to
directives and initiating activities. directives and initiating activities. 

6.6.7 Maintenance6.6.7 Maintenance
Here,  the  individual  has  become  an  important  member  of  theHere,  the  individual  has  become  an  important  member  of  the
organization;  work  assignments  are  of  a  more  vital  nature.  Theorganization;  work  assignments  are  of  a  more  vital  nature.  The
organization  draws  on  the  individual’s  accumulated  wisdom  andorganization  draws  on  the  individual’s  accumulated  wisdom  and
perspective. This person is expected to serve as role model and mentorperspective. This person is expected to serve as role model and mentor
for younger employees. for younger employees. 

The maintenance stage may also be a time of midcareer crisis, which canThe maintenance stage may also be a time of midcareer crisis, which can
be stimulated by these events outside the work life: be stimulated by these events outside the work life: 

 Family changes – children leaving home, divorce, illness, or death ofFamily changes – children leaving home, divorce, illness, or death of
parents. parents. 
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 Changed  financial  obligation,  which  resulting  ability  to  considerChanged  financial  obligation,  which  resulting  ability  to  consider
options  (for  example,  self-employment)  that  were  previouslyoptions  (for  example,  self-employment)  that  were  previously
unrealistic because of their financial risk. unrealistic because of their financial risk. 

 Recognition  of  limits,  including  morality,  which  may  spur  aRecognition  of  limits,  including  morality,  which  may  spur  a
reassessment of one’s accomplishments and a change in goals. reassessment of one’s accomplishments and a change in goals. 

Many people  in  midcareer,  with  varying degrees of  apprehension andMany people  in  midcareer,  with  varying degrees of  apprehension and
success, cycle back to the exploration stage, and make major changes insuccess, cycle back to the exploration stage, and make major changes in
their lives at this time. their lives at this time. 

6.6.8 Decline 6.6.8 Decline 
Some  writers  characterize  a  year  of  a  career  as  a  time  of  decline.Some  writers  characterize  a  year  of  a  career  as  a  time  of  decline.
Preparation for retirement may involve a psychological withdrawal fromPreparation for retirement may involve a psychological withdrawal from
the organization long before physical separation occurs. A reduced rolethe organization long before physical separation occurs. A reduced role
with less responsibility may be assigned: personal work relationships maywith less responsibility may be assigned: personal work relationships may
be adjusted according to their value to the individual and the amount ofbe adjusted according to their value to the individual and the amount of
effort the individual is working. effort the individual is working. 

Sociologists  and psychologists  may make narrower distinctions  to  addSociologists  and psychologists  may make narrower distinctions  to  add
more stages,  or  integrate life  and career stages;  some emphasize  themore stages,  or  integrate life  and career stages;  some emphasize  the
critical  nature  of  the  transition  from  one  stage  to  the  next.  Otherscritical  nature  of  the  transition  from  one  stage  to  the  next.  Others
postulate  a  “career  lock,”  which  affects  the  speed  movement  amongpostulate  a  “career  lock,”  which  affects  the  speed  movement  among
stages. Still another postulates a concept of “career unrest,” which maystages. Still another postulates a concept of “career unrest,” which may
stem  from  life  unrest,  career  self-unrest  (dissatisfaction  with  one’sstem  from  life  unrest,  career  self-unrest  (dissatisfaction  with  one’s
personal  effectiveness  in  one’s  chosen  career),  career  content  unrestpersonal  effectiveness  in  one’s  chosen  career),  career  content  unrest
(dissatisfaction with the work environment). (dissatisfaction with the work environment). 

6.6.9 Effective Career Development6.6.9 Effective Career Development
The  following  measures  will  have  to  be  taken  to  make  careerThe  following  measures  will  have  to  be  taken  to  make  career
development effective and successful. development effective and successful. 
 Management co-operationManagement co-operation: Co-operation and full support of the top: Co-operation and full support of the top

management is quite essential if career development is to be effective.management is quite essential if career development is to be effective.
The  top  management  must  encourage  executives  to  developThe  top  management  must  encourage  executives  to  develop
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themselves to be fit for promotion to higher positions and provide allthemselves to be fit for promotion to higher positions and provide all
facilities to them for this purpose. facilities to them for this purpose. 

 Large and growing organizationLarge and growing organization:  Career  development  is  feasible:  Career  development  is  feasible
only  if  the  organization  is  large  enough and growing  continuously,only  if  the  organization  is  large  enough and growing  continuously,
because only such organizations can provide ample opportunities forbecause only such organizations can provide ample opportunities for
vertical movement of the workers.vertical movement of the workers.

 Clear goalsClear goals: The organization must have clear corporate goals for a: The organization must have clear corporate goals for a
sufficiently long period. On the basis of such plans, it has to determinesufficiently long period. On the basis of such plans, it has to determine
what changes it has to effect in its activities, technology, materials,what changes it has to effect in its activities, technology, materials,
procedures,  labor  policy,  manpower  planning,  etc.  Otherwise,  theprocedures,  labor  policy,  manpower  planning,  etc.  Otherwise,  the
organization cannot develop its human resources. organization cannot develop its human resources. 

 Right  selectionRight  selection:  If  career  development  is  to  be  effective,  the:  If  career  development  is  to  be  effective,  the
organization must select right persons for right jobs and encourageorganization must select right persons for right jobs and encourage
these persons to develop themselves for higher positions. these persons to develop themselves for higher positions. 

 Balanced ageBalanced age: If career development is to be effective, there should: If career development is to be effective, there should
be  proper  age-balance  in  career  paths,  and  harmony  between  thebe  proper  age-balance  in  career  paths,  and  harmony  between  the
growth requirements of the organization and aspirations of executives.growth requirements of the organization and aspirations of executives.

 Efficient and hardworking executivesEfficient and hardworking executives: Career development will be: Career development will be
effective  if  the  employees  are  willing  to  make use  of  the  availableeffective  if  the  employees  are  willing  to  make use  of  the  available
opportunities and resources. For this purpose, they must be efficientopportunities and resources. For this purpose, they must be efficient
and hardworking and they must also be motivated to learn, put in bestand hardworking and they must also be motivated to learn, put in best
efforts and strive for future development. efforts and strive for future development. 

 Career stress management programCareer stress management program: Stress at work is harmful to: Stress at work is harmful to
both the organization and its employees. Such stress arises because ofboth the organization and its employees. Such stress arises because of
blockage of career or lack of control over career. However such stressblockage of career or lack of control over career. However such stress
can be moved by the organization through career stress managementcan be moved by the organization through career stress management
programs and also through career guidance and career counseling. programs and also through career guidance and career counseling. 

 Internal  publicityInternal  publicity:  Career  development  should  be  given  wide-:  Career  development  should  be  given  wide-
publicity within the organization if it is to be effective. Through suchpublicity within the organization if it is to be effective. Through such
internal policy, the employees of the organization will come to knowinternal policy, the employees of the organization will come to know
their career paths to be followed by them, training and developmenttheir career paths to be followed by them, training and development
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programs  which  they  have  to  attend  for  their  career  growth  andprograms  which  they  have  to  attend  for  their  career  growth  and
development and prepare themselves fit for promotion. development and prepare themselves fit for promotion. 

 Ongoing ProcessOngoing Process: Career development should be an ongoing process: Career development should be an ongoing process
if it is to be effective. In other words, it should be carried out on aif it is to be effective. In other words, it should be carried out on a
continuous basis by the management so as to convince the employeescontinuous basis by the management so as to convince the employees
that  it  has  been  taking  care  of  the  changing  needs  of  both  thethat  it  has  been  taking  care  of  the  changing  needs  of  both  the
individual employees and the organization. individual employees and the organization. 

6.7 HOW TO IMPROVE AN INDIVIDUAL CAREER?6.7 HOW TO IMPROVE AN INDIVIDUAL CAREER?

Individual career development focuses on assisting individuals to identifyIndividual career development focuses on assisting individuals to identify
their major goals and to determine what they need to do to achieve thesetheir major goals and to determine what they need to do to achieve these
goals. While organizational career development looks at individuals fillinggoals. While organizational career development looks at individuals filling
the needs of the organization, individual career development addressesthe needs of the organization, individual career development addresses
each  individual’s  personal  work  career  and  other  lifestyle  issues.  Foreach  individual’s  personal  work  career  and  other  lifestyle  issues.  For
instance, an excellent employee, when assisted in better understandinginstance, an excellent employee, when assisted in better understanding
his  or  her  needs  and  aspirations  through  interest  inventories,  lifehis  or  her  needs  and  aspirations  through  interest  inventories,  life
planning  analysis,  and  counseling,  may  even  decide  to  leave  theplanning  analysis,  and  counseling,  may  even  decide  to  leave  the
organization if it becomes apparent that career aspirations can be bestorganization if it becomes apparent that career aspirations can be best
achieved  outside  the  employing  organization.  Employee  expectationsachieved  outside  the  employing  organization.  Employee  expectations
today are different from employee expectations a generation ago. today are different from employee expectations a generation ago. 

Career  development  looks  at  the  long-term  career  effectiveness  andCareer  development  looks  at  the  long-term  career  effectiveness  and
success of organizational personnel. By contrast, the kind of developmentsuccess of organizational personnel. By contrast, the kind of development
(i.e.,  employee  training  and  development  and  individual  career(i.e.,  employee  training  and  development  and  individual  career
management)  focused  on  work  effectiveness  or  performance  in  themanagement)  focused  on  work  effectiveness  or  performance  in  the
immediate time frame. These two concepts are closely linked; employeeimmediate time frame. These two concepts are closely linked; employee
training  and  development  should  be  compatible  with  an  individual’straining  and  development  should  be  compatible  with  an  individual’s
career development in the organization. But a successful career program,career development in the organization. But a successful career program,
in attempting to match individual abilities and aspirations with needs ofin attempting to match individual abilities and aspirations with needs of
the organization, should develop people for the long-term needs of thethe organization, should develop people for the long-term needs of the
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organization and address the dynamic changes that will take place overorganization and address the dynamic changes that will take place over
time. time. 

Employees desire to advance, develop and grow in their careersEmployees desire to advance, develop and grow in their careers ..
Most of the people develop in their early life and idea or a mental imageMost of the people develop in their early life and idea or a mental image
of  what  career  they  would  like  to  pursue.  A  person  with  teachingof  what  career  they  would  like  to  pursue.  A  person  with  teaching
potential may join a college not for the job but for a career. In case thepotential may join a college not for the job but for a career. In case the
organization does not meet the desires and aspirations of its employees,organization does not meet the desires and aspirations of its employees,
it cannot make optimum use of its human resources. But organizationsit cannot make optimum use of its human resources. But organizations
generally have their needs and constraints which come in their way togenerally have their needs and constraints which come in their way to
meet  the  innate  aspirations,  expectations  of  the  employees  and  themeet  the  innate  aspirations,  expectations  of  the  employees  and  the
inability of the organization to meet these expectations and desires. Ifinability of the organization to meet these expectations and desires. If
this  conflict  is  not  solved  properly,  the  organization  cannot  achievethis  conflict  is  not  solved  properly,  the  organization  cannot  achieve
higher levels of efficiency andhigher levels of efficiency and
effective functioning. This conflict can be solved by using a techniqueeffective functioning. This conflict can be solved by using a technique
known as individual career plan. known as individual career plan. 

Organizations  offer  assistance  in  the  form  of  planning  guides  orOrganizations  offer  assistance  in  the  form  of  planning  guides  or
workbooks, interactive computer programs, conferences with supervisorsworkbooks, interactive computer programs, conferences with supervisors
or trained P/HR professionals, and career-planning seminars. or trained P/HR professionals, and career-planning seminars. 

A typical individual career-planning process usually involves four majorA typical individual career-planning process usually involves four major
steps. steps. 

 A  self-assessment  of  one’s  values,  long-term  concerns,  interests,A  self-assessment  of  one’s  values,  long-term  concerns,  interests,
strengths, and weaknesses.  Also included may be ratings of one’sstrengths, and weaknesses.  Also included may be ratings of one’s
current performance and longer-term career potentials as assessedcurrent performance and longer-term career potentials as assessed
by the organizations. by the organizations. 

 Information  gathering  about  career  opportunities  both  inside  theInformation  gathering  about  career  opportunities  both  inside  the
organization  and  out  (available  from  family  members,  friends,organization  and  out  (available  from  family  members,  friends,
business associates, and written sources). business associates, and written sources). 
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 Establishing career goals, at least for the foreseeable future. It is atEstablishing career goals, at least for the foreseeable future. It is at
this point that one must genuinely face the facts generated in thethis point that one must genuinely face the facts generated in the
preceding steps. preceding steps. 

 Developing action plans to achieve career goals within establishedDeveloping action plans to achieve career goals within established
timeframes. timeframes. 

In  general,  to  be  effective,  an  employee  can  identify  what  skills  areIn  general,  to  be  effective,  an  employee  can  identify  what  skills  are
needed in the future.  Therefore,  employees can take responsibility  forneeded in the future.  Therefore,  employees can take responsibility  for
and plan their own career development.and plan their own career development.

6.8 CAREER TRANSITION6.8 CAREER TRANSITION

Effective  management  of  a  career  transition  is  important  both  to  theEffective  management  of  a  career  transition  is  important  both  to  the
individuals  involved  and  to  the  organization.  How  internal  staffingindividuals  involved  and  to  the  organization.  How  internal  staffing
changes  and  employee  separations  are  planned  and  managed  haschanges  and  employee  separations  are  planned  and  managed  has
significant  consequences  for  organizational  effectiveness,  employeesignificant  consequences  for  organizational  effectiveness,  employee
morale  and  development.  Group  orientation  methods  and  attention  tomorale  and  development.  Group  orientation  methods  and  attention  to
individual needs and concerns show promise of reducing turnover andindividual needs and concerns show promise of reducing turnover and
enhancing performance. enhancing performance. 

A  strong  trend  since  the  mid  –  1980s  has  been  called  restructuring,A  strong  trend  since  the  mid  –  1980s  has  been  called  restructuring,
downsizing,  or  more  euphemistically,  rightsizing.  Organizations  aredownsizing,  or  more  euphemistically,  rightsizing.  Organizations  are
cutting their labor costs by reducing the size of their permanent full-timecutting their labor costs by reducing the size of their permanent full-time
staff. These cuts have affected middle managers as well  as blue-collarstaff. These cuts have affected middle managers as well  as blue-collar
workers.  Organizations have abolished entire levels  of  management toworkers.  Organizations have abolished entire levels  of  management to
become “flatter,” quicker to respond, and closer to the customer. To meetbecome “flatter,” quicker to respond, and closer to the customer. To meet
varying labor needs, the new right sized firms hire temporary workers orvarying labor needs, the new right sized firms hire temporary workers or
contract out work to smaller firms and consultants. There has also been acontract out work to smaller firms and consultants. There has also been a
substantial rise in part-time employment, both because part-timers aresubstantial rise in part-time employment, both because part-timers are
less  expensive  and  receiver  fewer  fringe  benefits  and  because  theyless  expensive  and  receiver  fewer  fringe  benefits  and  because  they
provide  greater  flexibility  in  scheduling  employees  for  peak  demandprovide  greater  flexibility  in  scheduling  employees  for  peak  demand
periods. periods. 
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Organizations  are  trying  to  maintain  the  motivation  and  creativity  ofOrganizations  are  trying  to  maintain  the  motivation  and  creativity  of
career plateau employees by developing alternatives  to the traditionalcareer plateau employees by developing alternatives  to the traditional
hierarchical  career  path.  Some  temporary  employees  enter  thehierarchical  career  path.  Some  temporary  employees  enter  the
organization, then leave fairly soon, representing employees who moveorganization, then leave fairly soon, representing employees who move
from  organization  to  organization.  Others  follow  a  spiral  career  pathfrom  organization  to  organization.  Others  follow  a  spiral  career  path
involving  a  number  of  lateral  moves  between  functional  areas.  Thisinvolving  a  number  of  lateral  moves  between  functional  areas.  This
combines broadening experience and the continuous challenge of  newcombines broadening experience and the continuous challenge of  new
tasks  with  slower  hierarchical  progress.  Professional  career  ladders,tasks  with  slower  hierarchical  progress.  Professional  career  ladders,
which reward growing expertise in a single technical specialty withoutwhich reward growing expertise in a single technical specialty without
the need to move into management, are also becoming more common. the need to move into management, are also becoming more common. 

Organizational  pay  and  job  structures  are  changing  to  accommodateOrganizational  pay  and  job  structures  are  changing  to  accommodate
these new forms of career movement. Broad banding is the increasinglythese new forms of career movement. Broad banding is the increasingly
common practice of combining many previously discrete job titles, ranks,common practice of combining many previously discrete job titles, ranks,
and  pay  grades  into  much  wider  categories.  This  system  encouragesand  pay  grades  into  much  wider  categories.  This  system  encourages
lateral job movement by de-emphasizing progress through a myriad of joblateral job movement by de-emphasizing progress through a myriad of job
grades and by rewarding both performance excellence and in-brand jobgrades and by rewarding both performance excellence and in-brand job
changes. changes. 

Spiral or cross-organizational career paths may offer another attractionSpiral or cross-organizational career paths may offer another attraction
to  today’s  employees:  the  possibility  of  staying  in  one  location  muchto  today’s  employees:  the  possibility  of  staying  in  one  location  much
longer. With increasing number of dual career couples, individuals maylonger. With increasing number of dual career couples, individuals may
prefer  to  remain in  the  same community  for  a  longer  period,  movingprefer  to  remain in  the  same community  for  a  longer  period,  moving
between different types of jobs within the same establishment or movingbetween different types of jobs within the same establishment or moving
within the same specialty across local employers. within the same specialty across local employers. 

6.9 SUMMARY 6.9 SUMMARY 

The whole purpose of training and retraining is to enable the trainee toThe whole purpose of training and retraining is to enable the trainee to
apply  the  theories,  principles,  techniques,  etc  to  the  place  of  work.apply  the  theories,  principles,  techniques,  etc  to  the  place  of  work.
Training in this manner, calls for a permanent change in the individualsTraining in this manner, calls for a permanent change in the individuals
in order for them to be able more and better than in the situation before. in order for them to be able more and better than in the situation before. 
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Good learning programs in the work environment evaluates the goal ofGood learning programs in the work environment evaluates the goal of
the  organization.  Effective  carrier  development,  for  a  sequence  ofthe  organization.  Effective  carrier  development,  for  a  sequence  of
positions develops necessary talent and helps improve the ability of thepositions develops necessary talent and helps improve the ability of the
organization to retain high quality personnel.organization to retain high quality personnel.

6.10 CHECK YOUR PROGRESS 6.10 CHECK YOUR PROGRESS 

Choose the right answer from the following and insert the letter ofChoose the right answer from the following and insert the letter of
yoru answer in the space provided. yoru answer in the space provided. 
______1. Training is:______1. Training is:

A.A. an assessment of individual’s ability an assessment of individual’s ability 
B.B. a learning experiencea learning experience
C.C. supposed to improve one’s ability supposed to improve one’s ability 
D.D. A and bA and b E. B and CE. B and C

______2. Training institutions/organizations ______2. Training institutions/organizations 
A.A. LeadLead D. nurtureD. nurture
B.B. MouldMould E. attempt to do allE. attempt to do all
C.C. RearRear

______3. Among the many types of training areas are: ______3. Among the many types of training areas are: 
A.A. motivation motivation D. all D. all 
B.B. human relationshuman relations E. only B and CE. only B and C
C.C. leadership leadership 

______4. Among several reasons for having career development are:______4. Among several reasons for having career development are:
A.A. avoiding obsolescenceavoiding obsolescence
B.B. capacity but not capability buildingcapacity but not capability building
C.C. turnover of personnelturnover of personnel
D.D. only a and bonly a and b
E.E. only b and conly b and c

______5. Career planning:______5. Career planning:
A.A. goes before career developmentgoes before career development
B.B. tries to avoid a blue print of one’s careertries to avoid a blue print of one’s career
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C.C. is a process by which an individual may select career goals andis a process by which an individual may select career goals and
their paththeir path

D.D. all of the aboveall of the above
E.E. none of the abovenone of the above

______6. Steps in career opportunities:______6. Steps in career opportunities:
A.A. may include analyzing career opportunitiesmay include analyzing career opportunities
B.B. do entertain recruitmentdo entertain recruitment
C.C. consider low level workers moreconsider low level workers more
D.D. all of the aboveall of the above
E.E. none of the above none of the above 

______7. Formulating and implementing career strategies:______7. Formulating and implementing career strategies:
A.A. is the final stage in career planning is the final stage in career planning 
B.B. entertains changing the career system by creating new careerentertains changing the career system by creating new career
pathspaths

C.C. means considering workers’ performancemeans considering workers’ performance
D.D. indicates in which direction the organization will moveindicates in which direction the organization will move
E.E. none of the abovenone of the above

______8. Career stages:______8. Career stages:
A.A. argue for retention of personnel argue for retention of personnel 
B.B. are related to one’s work experience are related to one’s work experience 
C.C. consider only decay and not upward moveconsider only decay and not upward move
D.D. mean management cooperation mean management cooperation 
E.E. all of the aboveall of the above

6.11 ANSWERS TO CHECK YOUR PROGRESS 6.11 ANSWERS TO CHECK YOUR PROGRESS 

1.1. EE 5. C5. C
2.2. EE 6. A6. A
3.3. DD 7. B7. B
4.4. DD 8. B8. B
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UNIT 7: PERFORMANCE APPRAISALUNIT 7: PERFORMANCE APPRAISAL

ContentContent
7.07.0 Aims and ObjectivesAims and Objectives
7.17.1 Introduction Introduction 
7.27.2 Definition and ExplanationDefinition and Explanation
7.37.3 Basic Assumptions Basic Assumptions 
7.47.4 Importance of Performance AppraisalImportance of Performance Appraisal
7.57.5 Performance Appraisal Systems Performance Appraisal Systems 
7.67.6 Functions of Performance AppraisalFunctions of Performance Appraisal
7.77.7 The Performance Appraisal Process The Performance Appraisal Process 
7.87.8 Problems in PerformanceProblems in Performance
7.97.9 Performance Appraisal MethodsPerformance Appraisal Methods
7.107.10 Summary Summary 
7.117.11 Check Your Progress Check Your Progress 
7.127.12 Answers to Check Your Progress Answers to Check Your Progress 

7.0 AIMS AND OBJECTIVES7.0 AIMS AND OBJECTIVES

 To define and explain the concept of “performance appraisal”To define and explain the concept of “performance appraisal”
 To indicate relationships and differences between views of individualTo indicate relationships and differences between views of individual

employees and those of managementemployees and those of management
 To raise issues or problems to which managers take care.To raise issues or problems to which managers take care.
 To propose approaches to successful performance appraisal To propose approaches to successful performance appraisal 

7.1 INTRODUCTION 7.1 INTRODUCTION 

The individuals so trainined are supposedly to be evaluated to judge theirThe individuals so trainined are supposedly to be evaluated to judge their
caliber. This approach will help the organization and its management tocaliber. This approach will help the organization and its management to
consider further training, to decide for promotion or demotion or evenconsider further training, to decide for promotion or demotion or even
dismissal. dismissal. 
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Appraising  the  performance  of  individual  workers,  that  of  theAppraising  the  performance  of  individual  workers,  that  of  the
organizations  and/or  some  units  of  such  organizations  is  formally  ororganizations  and/or  some  units  of  such  organizations  is  formally  or
informally practiced in our daily practice. informally practiced in our daily practice. 

Despite  that  performance appraisal  is  done  in  a  haphazard and  oftenDespite  that  performance appraisal  is  done  in  a  haphazard and  often
unsystematic  manner,  in  the  formal  programs  of  organizations,  bothunsystematic  manner,  in  the  formal  programs  of  organizations,  both
human  resources  and  the  organizations  they  inhabit  are  normallyhuman  resources  and  the  organizations  they  inhabit  are  normally
evaluated in a planned and systematic way. evaluated in a planned and systematic way. 

7.2 DEFINITION AND EXPLANATION7.2 DEFINITION AND EXPLANATION

By  definition,  performance  appraisal  is  a  method  of  evaluating  theBy  definition,  performance  appraisal  is  a  method  of  evaluating  the
behavior of workers of both quantitative and qualitative nature. behavior of workers of both quantitative and qualitative nature. 
Thus, performance is meant the degree of accomplishment of tasks thatThus, performance is meant the degree of accomplishment of tasks that
make up an organization’s mission or the tasks of individuals there. make up an organization’s mission or the tasks of individuals there. 

To this  end, performance is said to be measured in connection to theTo this  end, performance is said to be measured in connection to the
results. results. 
In  performance  appraisal,  one  is  not  supposed  to  evaluate  only  theIn  performance  appraisal,  one  is  not  supposed  to  evaluate  only  the
performance of the evaluatee but also his/her potential to contribute.performance of the evaluatee but also his/her potential to contribute.

Performance  appraisal  may  also  be  defined  as  a  structured  formalPerformance  appraisal  may  also  be  defined  as  a  structured  formal
interaction between a subordinate and a supervisor, that usually takesinteraction between a subordinate and a supervisor, that usually takes
the form of a periodic interview (annual or semi-annual),  in which thethe form of a periodic interview (annual or semi-annual),  in which the
work performance of the subordinate is examined and discussed, with awork performance of the subordinate is examined and discussed, with a
view to identifying weaknesses and strengths as well as opportunities forview to identifying weaknesses and strengths as well as opportunities for
improvement and skills development. improvement and skills development. 

In many organizations – but not  all-  appraisal  results are used, eitherIn many organizations – but not  all-  appraisal  results are used, either
directly or indirectly, to help determine reward outcomes. That is,  thedirectly or indirectly, to help determine reward outcomes. That is,  the
appraisal results are used to identify the better performing employeesappraisal results are used to identify the better performing employees
who should get the majority of available merit pay increases, bonuses,who should get the majority of available merit pay increases, bonuses,
and promotions. and promotions. 
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By  the  same  token,  appraisal  results  are  used  to  identify  the  poorerBy  the  same  token,  appraisal  results  are  used  to  identify  the  poorer
performers  who  may  require  some  form of  counseling,  or  in  extremeperformers  who  may  require  some  form of  counseling,  or  in  extreme
cases, demotion, dismissal or decreases in pay. Organizations need to becases, demotion, dismissal or decreases in pay. Organizations need to be
aware  of  laws  in  the  country  that  might  restrict  their  capacity  toaware  of  laws  in  the  country  that  might  restrict  their  capacity  to
dismisses employees or decrease pay. dismisses employees or decrease pay. 

At the other extreme, there are many strong advocates of performanceAt the other extreme, there are many strong advocates of performance
appraisal.  Some  view  it  as  potentially  “…  the  most  crucial  aspect  ofappraisal.  Some  view  it  as  potentially  “…  the  most  crucial  aspect  of
organizational life”organizational life”

Between  these  two  extremes  lie  various  schools  of  belief.  While  allBetween  these  two  extremes  lie  various  schools  of  belief.  While  all
endorse  the  use  of  performance  appraisal,  there  are  many  differentendorse  the  use  of  performance  appraisal,  there  are  many  different
opinions on how and when to apply it. opinions on how and when to apply it. 

There are those, for instance, who believe that performance appraisal hasThere are those, for instance, who believe that performance appraisal has
many important employee development uses, but scorn any attempt tomany important employee development uses, but scorn any attempt to
link the process to reward outcomes-such as pay raises and promotions. link the process to reward outcomes-such as pay raises and promotions. 

This  group  believes  that  the  linkage  to  reward  outcomes  reduces  orThis  group  believes  that  the  linkage  to  reward  outcomes  reduces  or
eliminates  the  developmental  value  of  appraisals.  Rather  than  aneliminates  the  developmental  value  of  appraisals.  Rather  than  an
opportunity  for  constructive  review  and  encouragement,  the  reward-opportunity  for  constructive  review  and  encouragement,  the  reward-
linked process is perceived as judgmental or punitive. linked process is perceived as judgmental or punitive. 

For example, how many people would gladly admit their work problemsFor example, how many people would gladly admit their work problems
if, at the same time, they knew that their next pay raise or a much-wantedif, at the same time, they knew that their next pay raise or a much-wanted
promotion was riding on an appraisal result? Very likely, in that situation,promotion was riding on an appraisal result? Very likely, in that situation,
many people would deny or downplay their weaknesses. many people would deny or downplay their weaknesses. 

Nor is the desire to distort or deny the truth confined to the person beingNor is the desire to distort or deny the truth confined to the person being
appraised. Many appraisers feel uncomfortable with the combined role ofappraised. Many appraisers feel uncomfortable with the combined role of
judge and executioner. judge and executioner. 

Such  reluctance  is  not  difficult  to  understand.  Appraisers  often  knowSuch  reluctance  is  not  difficult  to  understand.  Appraisers  often  know
their appraisees well, and are typically in a direct subordinate-superiortheir appraisees well, and are typically in a direct subordinate-superior
relationship. They work together on a daily basis and may, at times, mixrelationship. They work together on a daily basis and may, at times, mix
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socially. Suggesting that a subordinate needs to brush up on certain worksocially. Suggesting that a subordinate needs to brush up on certain work
skills is one thing; giving an appraisal result that has the direct effect ofskills is one thing; giving an appraisal result that has the direct effect of
negating a promotion is another. negating a promotion is another. 

The  result  can  be  resentment  and serious  morale  damage,  leading toThe  result  can  be  resentment  and serious  morale  damage,  leading to
workplace disruption, soured relationships and productivity declines. workplace disruption, soured relationships and productivity declines. 

On the other hand, there is a strong rival argument which claims thatOn the other hand, there is a strong rival argument which claims that
performance appraisal must unequivocally be linked to reward outcomes. performance appraisal must unequivocally be linked to reward outcomes. 

The  advocates  of  this  approach  say  that  organizations  must  have  aThe  advocates  of  this  approach  say  that  organizations  must  have  a
process by which rewards are not an unlimited resource- may be openlyprocess by which rewards are not an unlimited resource- may be openly
and fairly distributed to those most deserving on the basis of merit, effortand fairly distributed to those most deserving on the basis of merit, effort
and results. and results. 

There  is  a  critical  need  for  remunerative  justice  in  organizations.There  is  a  critical  need  for  remunerative  justice  in  organizations.
Performance  appraisal-whatever  its  practical  flaws-is  the  only  processPerformance  appraisal-whatever  its  practical  flaws-is  the  only  process
available to help achieve fair, decent and consistent reward outcomes. available to help achieve fair, decent and consistent reward outcomes. 

It  has  also  been  claimed  that  appraisees  themselves  are  inclined  toIt  has  also  been  claimed  that  appraisees  themselves  are  inclined  to
believe  that  appraisal  results  should  be  linked  directly  to  rewardbelieve  that  appraisal  results  should  be  linked  directly  to  reward
outcomes – and are suspicious and disappointed when told this is not theoutcomes – and are suspicious and disappointed when told this is not the
case. Rather than feeling relieved, appraisees may suspect that they arecase. Rather than feeling relieved, appraisees may suspect that they are
not being told the whole truth, or that the appraisal process is a shamnot being told the whole truth, or that the appraisal process is a sham
and waste of time. and waste of time. 

Appraisees seem to have greater acceptance of the appraisal process, andAppraisees seem to have greater acceptance of the appraisal process, and
feel more satisfied with it, when the process is directly linked to rewardsfeel more satisfied with it, when the process is directly linked to rewards
such findings that are a serious challenge to those who feel that appraisalsuch findings that are a serious challenge to those who feel that appraisal
results and reward outcomes must be strictly isolated from each other. results and reward outcomes must be strictly isolated from each other. 

There is also a group who argues that the evaluation of employees forThere is also a group who argues that the evaluation of employees for
reward  purposes,  and  frank  communication  with  them  about  theirreward  purposes,  and  frank  communication  with  them  about  their
performance, are part of the basic responsibilities of management. Theperformance, are part of the basic responsibilities of management. The

133133



practice of not discussing reward issues while appraising performance is,practice of not discussing reward issues while appraising performance is,
say critics, based on inconsistent and muddled ideas of motivation. say critics, based on inconsistent and muddled ideas of motivation. 

In many organizations, this inconsistency is aggravated by the practice ofIn many organizations, this inconsistency is aggravated by the practice of
having  separate  wage  and  salary  reviews,  in  which  merit  raises  andhaving  separate  wage  and  salary  reviews,  in  which  merit  raises  and
bonuses are decided arbitrarily, and often secretly, by supervisors andbonuses are decided arbitrarily, and often secretly, by supervisors and
managers.managers.

7.3 BASIC ASSUMPTIONS 7.3 BASIC ASSUMPTIONS 

Effective performance appraisal systems contain two basic assumptionsEffective performance appraisal systems contain two basic assumptions
operating in conjunction: an operating in conjunction: an evaluation systemevaluation system and a  and a feedback systemfeedback system. . 

The main aim of the evaluation system is to identify the performance gapThe main aim of the evaluation system is to identify the performance gap
(if any). This gap is the shortfall that occurs when performance does not(if any). This gap is the shortfall that occurs when performance does not
meet the standard set by the organization as acceptable. meet the standard set by the organization as acceptable. 

The main aim of the feedback system is to inform the employee about theThe main aim of the feedback system is to inform the employee about the
quality of his or her performance. However, the information flow is notquality of his or her performance. However, the information flow is not
exclusively  one  way.  The  appraiser  also  receives  feedback  from  theexclusively  one  way.  The  appraiser  also  receives  feedback  from  the
employee about job problems, etc.employee about job problems, etc.

One of the best ways to appreciate the purposes of performance appraisalOne of the best ways to appreciate the purposes of performance appraisal
is to look at it from the different viewpoints of the main stakeholders: theis to look at it from the different viewpoints of the main stakeholders: the
employee and the organization. employee and the organization. 

7.3.1 Employee viewpoint7.3.1 Employee viewpoint
From the employee viewpoint, the purpose of performance appraisal is inFrom the employee viewpoint, the purpose of performance appraisal is in
principle, four-fold:principle, four-fold:

 Tell me what you want me to doTell me what you want me to do
 Tell me how well I have done itTell me how well I have done it
 Help me improve my performance Help me improve my performance 
 Reward me for doing wellReward me for doing well

7.3.2 Organizational viewpoint7.3.2 Organizational viewpoint
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From the organization’s viewpoint, one of the most important reasons forFrom the organization’s viewpoint, one of the most important reasons for
having a system of performance appraisal is to establish and uphold thehaving a system of performance appraisal is to establish and uphold the
principle of accountability. principle of accountability. 

For decades it has been known to researchers that of the chief causes ofFor decades it has been known to researchers that of the chief causes of
organizational  failure  is  “non-alignment  of  responsibility  andorganizational  failure  is  “non-alignment  of  responsibility  and
accountability.”  None-alignment  occurs  where  employees  are  givenaccountability.”  None-alignment  occurs  where  employees  are  given
responsibilities and duties, but are not held accountable for the way inresponsibilities and duties, but are not held accountable for the way in
which  those  responsibilities  and  duties  are  performed.  What  typicallywhich  those  responsibilities  and  duties  are  performed.  What  typically
happens  is  that  several  individuals  or  work  units  appear  to  havehappens  is  that  several  individuals  or  work  units  appear  to  have
overlapping roles. overlapping roles. 

The overlap allows each individual or business unit to “pass the buck” toThe overlap allows each individual or business unit to “pass the buck” to
the  others.  Ultimately,  in  the  severely  non-aligned  system,  no  one  isthe  others.  Ultimately,  in  the  severely  non-aligned  system,  no  one  is
accountable for  anything. In this  event,  the principle of  accountabilityaccountable for  anything. In this  event,  the principle of  accountability
breaks  down  completely.  Organizational  failure  is  the  only  possiblebreaks  down  completely.  Organizational  failure  is  the  only  possible
custom. custom. 

In cases where the non-alignment is not so severe, the organization mayIn cases where the non-alignment is not so severe, the organization may
continue to function. Like a poorly made or badly turned engine, the non-continue to function. Like a poorly made or badly turned engine, the non-
aligned  organization  may  run,  but  it  will  be  sluggish,  costly  andaligned  organization  may  run,  but  it  will  be  sluggish,  costly  and
unreliable. One of the principal aims of performance appraisal is to makeunreliable. One of the principal aims of performance appraisal is to make
people  accountable.  The  objective  is  the  aligned  responsibility  andpeople  accountable.  The  objective  is  the  aligned  responsibility  and
accountability at every organizational level. accountability at every organizational level. 

7.4 IMPORTANCE OF PERFORMANCE APPRAISAL 7.4 IMPORTANCE OF PERFORMANCE APPRAISAL 

Following are some needs of:Following are some needs of:
 provide  information  about  the  performance  ranks  for  fixing/raiseprovide  information  about  the  performance  ranks  for  fixing/raise

salary, promotion …salary, promotion …
 feedback information about the level of success and attitudes of anfeedback information about the level of success and attitudes of an

employeeemployee
 information to help councel the worker, etc.information to help councel the worker, etc.
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7.5 PERFORMANCE APPRAISAL SYSTEMS7.5 PERFORMANCE APPRAISAL SYSTEMS

There are many kinds of appraisal systems in measuring the excellence ofThere are many kinds of appraisal systems in measuring the excellence of
the performance of subordinates. While there is not one particular systemthe performance of subordinates. While there is not one particular system
considered as “ideal”, many of the same systems used in measuring theconsidered as “ideal”, many of the same systems used in measuring the
value  (worth)  of  the  job  may  be used  for  measuring the  worth  of  anvalue  (worth)  of  the  job  may  be used  for  measuring the  worth  of  an
individual on the job. individual on the job. 

There are several performance appraisal systems. Among them are: There are several performance appraisal systems. Among them are: 
 rankingranking
 gradinggrading
 check listscheck lists

7.6 FUNCTIONS OF PERFORMANCE APPRAISAL7.6 FUNCTIONS OF PERFORMANCE APPRAISAL

There are several purposes divided into four major categories for whichThere are several purposes divided into four major categories for which
formal  performance  appraisals  can  be  used;  these  multiple  uses  areformal  performance  appraisals  can  be  used;  these  multiple  uses  are
described  below.  Developmental  uses  of  appraisal  focus  on  improvingdescribed  below.  Developmental  uses  of  appraisal  focus  on  improving
employees  future  performance  and  career  advancement,  whereasemployees  future  performance  and  career  advancement,  whereas
administrative  uses  include  decision  making  about  merit  raises  andadministrative  uses  include  decision  making  about  merit  raises  and
promotions.  Appraisal  information  is  also  used  to  contribute  topromotions.  Appraisal  information  is  also  used  to  contribute  to
organizational  well-being  and  for  documentation  each  of  whichorganizational  well-being  and  for  documentation  each  of  which
applications  of  performance  appraisal  information  is  explored  in  thisapplications  of  performance  appraisal  information  is  explored  in  this
section.  Performance  Appraisal  is  then  the  periodic  evaluation  of  ansection.  Performance  Appraisal  is  then  the  periodic  evaluation  of  an
employee’s  job  performance  measured  against  the  job’s  stated  oremployee’s  job  performance  measured  against  the  job’s  stated  or
presumed requirements. presumed requirements. 

7.7 THE PERFORMANCE APPRAISAL PROCESS7.7 THE PERFORMANCE APPRAISAL PROCESS

Performance  appraisal  is  the  process  by  which  an  employee’sPerformance  appraisal  is  the  process  by  which  an  employee’s
contribution  to  the  organization  during  a  specified  period  of  time  iscontribution  to  the  organization  during  a  specified  period  of  time  is
assessed. Performance feedback then lets employees know how well theyassessed. Performance feedback then lets employees know how well they
have performed in comparison with the standards of  the organization.have performed in comparison with the standards of  the organization.

136136



Performance appraisal and feedback can be an emotionally laden processPerformance appraisal and feedback can be an emotionally laden process
that dramatically affects employees’ attitude toward the organization andthat dramatically affects employees’ attitude toward the organization and
themselves.  If  used  effectively,  performance  appraisal  can  improvethemselves.  If  used  effectively,  performance  appraisal  can  improve
employee  motivation  and  performance.  If  used  inappropriately,  theemployee  motivation  and  performance.  If  used  inappropriately,  the
appraisal process can have disastrous effects. appraisal process can have disastrous effects. 

7.8 PROBLEMS IN PERFORMANCE 7.8 PROBLEMS IN PERFORMANCE 

 Halo effectHalo effect: It can result in an evaluator assigning the same: It can result in an evaluator assigning the same
rating to each factor being evaluated for an employee based on therating to each factor being evaluated for an employee based on the
overall impression of the employee. overall impression of the employee. 

 Standards of evaluationStandards of evaluation: This also relates to communication: This also relates to communication
difficulties  based  on  perceptual  differences  in  the  meanings  ofdifficulties  based  on  perceptual  differences  in  the  meanings  of
evaluative words such as excellent, above average, and poor. An A toevaluative words such as excellent, above average, and poor. An A to
one teacher is a B or C to another. There is also a tendency to rateone teacher is a B or C to another. There is also a tendency to rate
people higher if negative evaluations must be explained to employees. people higher if negative evaluations must be explained to employees. 

 Central tendencyCentral tendency: This is the tendency of evaluators to rate: This is the tendency of evaluators to rate
all  personnel within a vary narrow and tending to the middle rangeall  personnel within a vary narrow and tending to the middle range
regardless of their actual performance. regardless of their actual performance. 

 Present  behavior  biasPresent  behavior  bias:  Timing  is  a  critical  factor  in:  Timing  is  a  critical  factor  in
performance  evaluation.  Evaluators  tend  to  forget  more  about  pastperformance  evaluation.  Evaluators  tend  to  forget  more  about  past
behavior than current output; thus, many people are evaluated more onbehavior than current output; thus, many people are evaluated more on
performance in the last several weeks than on an entire year or sixperformance in the last several weeks than on an entire year or six
months.months.

 Personal  biasesPersonal  biases:  Numerous  studies  indicate  that  the:  Numerous  studies  indicate  that  the
personal  biases  of  evaluators  substantially  influence  their  employeepersonal  biases  of  evaluators  substantially  influence  their  employee
evaluations.  Sexual,  religious,  and  other  biases  result  in  unfairevaluations.  Sexual,  religious,  and  other  biases  result  in  unfair
considerations for promotions and pay. considerations for promotions and pay. 

7.9 PERFORMANCE APPRAISAL METHODS7.9 PERFORMANCE APPRAISAL METHODS
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 Graphic Rating Scales (GRS)Graphic Rating Scales (GRS): GRS appraisals are among the easiest: GRS appraisals are among the easiest
evaluation instruments to construct, and they are relatively economicalevaluation instruments to construct, and they are relatively economical
to  administer.  Typically,  the  rather  checks  off  a  block  or  somehowto  administer.  Typically,  the  rather  checks  off  a  block  or  somehow
marks  the  rating  of  an  employee  on  a  particular  dimension  say,marks  the  rating  of  an  employee  on  a  particular  dimension  say,
“adaptability.” The rater’s choices may be numbers such as 1 through 5“adaptability.” The rater’s choices may be numbers such as 1 through 5
or  other  qualifiers  such  as  “outstanding,”  “above  average”,  “good”,or  other  qualifiers  such  as  “outstanding,”  “above  average”,  “good”,
“needs improvement”, and “poor”. “needs improvement”, and “poor”. 

 Forced choice ratingsForced choice ratings: This technique focuses on past performance.: This technique focuses on past performance.
Using  this  method,  the  evaluator  must  select  the  statement  mostUsing  this  method,  the  evaluator  must  select  the  statement  most
descriptive of the employee from among several. The statements aredescriptive of the employee from among several. The statements are
designed to identify the most effective employee. The statements fordesigned to identify the most effective employee. The statements for
each category are summed and developed into an effectiveness index. each category are summed and developed into an effectiveness index. 

 RankingRanking:  Ranking  is  a  comparative  rating  technique.  Rather  than:  Ranking  is  a  comparative  rating  technique.  Rather  than
appraising  the  subordinate  against  an  absolute  standard  withappraising  the  subordinate  against  an  absolute  standard  with
“outstanding”,  “good”,  and  “below  average”,  ranking  requires  the“outstanding”,  “good”,  and  “below  average”,  ranking  requires  the
rater to compare one employee with others in several variations ofrater to compare one employee with others in several variations of
technique. It is a relatively simple appraisal tool to use, although itstechnique. It is a relatively simple appraisal tool to use, although its
validity is questioned. validity is questioned. 

 Written ReviewWritten Review:  Written reviews take two forms.  Essays are free-:  Written reviews take two forms.  Essays are free-
style  written  statements  by  the  evaluator  much  like  a  letter  ofstyle  written  statements  by  the  evaluator  much  like  a  letter  of
recommendation, although areas of achievement and those that needrecommendation, although areas of achievement and those that need
improvement  should  be  discussed.  A  critical  incidents  form  is  aimprovement  should  be  discussed.  A  critical  incidents  form  is  a
variation of the essay in which the evaluator is required to record briefvariation of the essay in which the evaluator is required to record brief
statements of effective and ineffective performance and behavior asstatements of effective and ineffective performance and behavior as
observed of subordinates throughout the evaluation period. observed of subordinates throughout the evaluation period. 

 Management  by  ObjectivesManagement  by  Objectives is  one  of  the  most  popular  appraisal is  one  of  the  most  popular  appraisal
techniques. The central focus is on the accomplishment of individualtechniques. The central focus is on the accomplishment of individual
goals,  which are first  established at  the beginning of  the appraisalgoals,  which are first  established at  the beginning of  the appraisal
period and then evaluated at its end. period and then evaluated at its end. 
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Behaviorally  Anchored  Rating  Scales  (BARS)Behaviorally  Anchored  Rating  Scales  (BARS) is  a  relatively  new is  a  relatively  new
evaluation technique in which the manager constructs sets of behavioralevaluation technique in which the manager constructs sets of behavioral
statements depicting good and bad performance, such as interpersonalstatements depicting good and bad performance, such as interpersonal
relationships,  planning  and  organizing,  adaptability,  and  reliability.relationships,  planning  and  organizing,  adaptability,  and  reliability.
Usually  BARS is  developed from critical  incidents  statements  solicitedUsually  BARS is  developed from critical  incidents  statements  solicited
from both supervisors and the employee who actually perform the job. from both supervisors and the employee who actually perform the job. 
The  Ultimate  PurposeThe  Ultimate  Purpose of  performance  appraisal  is  to  maximize of  performance  appraisal  is  to  maximize
organizational output, but it also is a means of: organizational output, but it also is a means of: 

-- motivating managers and subordinates by clarifying expectationsmotivating managers and subordinates by clarifying expectations
and  improving  communications  and  mutual  understanding  ofand  improving  communications  and  mutual  understanding  of
organizational problems; organizational problems; 

-- providing  a  basis  for  salary  increases,  bonuses,  promotion,  andproviding  a  basis  for  salary  increases,  bonuses,  promotion,  and
extrinsic or intrinsic rewards (or punishment); andextrinsic or intrinsic rewards (or punishment); and

-- coaching  and  developing  employees  based  on  their  strengths,coaching  and  developing  employees  based  on  their  strengths,
weaknesses, and needs. weaknesses, and needs. 

The validity of  performance appraisal  is  the extent  to which appraisalThe validity of  performance appraisal  is  the extent  to which appraisal
procedures measure real differences in performance. Logic suggests thatprocedures measure real differences in performance. Logic suggests that
the more the supervisor uses data on actual performance, the more validthe more the supervisor uses data on actual performance, the more valid
the ratings become. Thus, the most valid rating are those in which actualthe ratings become. Thus, the most valid rating are those in which actual
performance corresponds to rated performance. performance corresponds to rated performance. 

7.10 SUMMARY 7.10 SUMMARY 

Performance appraisal, the effective and efficient method of assessing thePerformance appraisal, the effective and efficient method of assessing the
practical  and the potential  capability of  workers,  tries to measure notpractical  and the potential  capability of  workers,  tries to measure not
only the effort but also the outcome of the work of individuals. only the effort but also the outcome of the work of individuals. 

There are different approaches to the appraisals of individuals practicedThere are different approaches to the appraisals of individuals practiced
by  organizations:  ranking,  grading  and  check  lists.  There  are  alsoby  organizations:  ranking,  grading  and  check  lists.  There  are  also
problems in measuring the performance of individuals by managers: theproblems in measuring the performance of individuals by managers: the
halo effect, central tendency, behavior bias, etc.halo effect, central tendency, behavior bias, etc.
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7.11 CHECK YOUR PROGRESS7.11 CHECK YOUR PROGRESS

Answer the following as briefly and concisely as possible. Answer the following as briefly and concisely as possible. 
1.1. Performance appraisal is defined asPerformance appraisal is defined as

………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

2.2. “Performance appraisal must be linked to reward outcomes”. Briefly“Performance appraisal must be linked to reward outcomes”. Briefly
explain what you understand by this statement. explain what you understand by this statement. 
………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

3.3. What  is  the  relationship  and  the  difference  between  organizationsWhat  is  the  relationship  and  the  difference  between  organizations
views  and  employees’  view  points  on  the  concept  of  performanceviews  and  employees’  view  points  on  the  concept  of  performance
appraisal? appraisal? 
………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

4.4. Why performance appraisal in organizations? Why performance appraisal in organizations? 
………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

5.5. List  any  three  practical  problems  in  performance  appraisal  whichList  any  three  practical  problems  in  performance  appraisal  which
managers face and briefly explain one of them.managers face and briefly explain one of them.
………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

6.6. There are many different  methods of  performance appraisal.  WhichThere are many different  methods of  performance appraisal.  Which
one is more practical for Ethiopia? Why?one is more practical for Ethiopia? Why?
………………………………………………………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………………………………………………………

7.12 ANSWERS TO CHECK YOUR PROGRESS 7.12 ANSWERS TO CHECK YOUR PROGRESS 
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1.1. Refer to section 7.2Refer to section 7.2
2.2. Refer to section 7.2Refer to section 7.2
3.3. Refer to section 7.3.1 to 7.3.1Refer to section 7.3.1 to 7.3.1
4.4. Refer to section 7.4Refer to section 7.4
5.5. Refer to section 7.8Refer to section 7.8
6.6. Refer to section 7.9Refer to section 7.9
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UNIT 8: MOTIVATION UNIT 8: MOTIVATION 

ContentContent
8.08.0 Aims and ObjectivesAims and Objectives
8.18.1 Introduction Introduction 
8.28.2 Concept and Definition Concept and Definition 
8.38.3 Principles Governing Motivation  Principles Governing Motivation  
8.48.4 Attempt to Understand People at Work Attempt to Understand People at Work 
8.58.5 Motivation at Work Motivation at Work 
8.68.6 The Organization and Motivation of Group TasksThe Organization and Motivation of Group Tasks
8.78.7 Competition as a MotivatorCompetition as a Motivator
8.88.8 Incentives as External MotivatorsIncentives as External Motivators
8.98.9 Pay as a MotivatorPay as a Motivator
8.108.10 Summary Summary 
8.118.11 Check Your Progress Check Your Progress 
8.128.12 Answers to Check Your Progress Answers to Check Your Progress 

8.0 AIMS AND OBJECTIVES8.0 AIMS AND OBJECTIVES

 To demonstrate:To demonstrate:
-- the concepts and definition of motivation the concepts and definition of motivation 
-- the state of affairs which one, as a manager, applies to motivatethe state of affairs which one, as a manager, applies to motivate

subordinatessubordinates
 To raise some important concepts and theories of the term motivation To raise some important concepts and theories of the term motivation 
 To  prescribe  the  impact  of  one’s  motivation  one  one’s  workTo  prescribe  the  impact  of  one’s  motivation  one  one’s  work

performanceperformance
 To distinguish the internal and external factors of motivation.To distinguish the internal and external factors of motivation.

8.1 INTRODUCTION 8.1 INTRODUCTION 

Motivation as a factor to cause an individual or group of individuals to doMotivation as a factor to cause an individual or group of individuals to do
something willingly is seen in terms of some outward behavior. It will besomething willingly is seen in terms of some outward behavior. It will be
noted that to motivate individuals or groups one needs to create tensionnoted that to motivate individuals or groups one needs to create tension
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in  them.  It  will  also  be  noted  that  motivational  function  of  humanin  them.  It  will  also  be  noted  that  motivational  function  of  human
resource  management  is  concerned  with  activating  subordinates  byresource  management  is  concerned  with  activating  subordinates  by
reflecting  the  needs  of  such  subordinates.  Some  important  theories,reflecting  the  needs  of  such  subordinates.  Some  important  theories,
principles, approaches and arguments will also be mentioned in this unit. principles, approaches and arguments will also be mentioned in this unit. 

8.2 CONCEPT AND DEFINITION8.2 CONCEPT AND DEFINITION

Motivation  is  the  stimulation  to  action  which  results  in  individuals  toMotivation  is  the  stimulation  to  action  which  results  in  individuals  to
reach  a  goal.  It  is  an  activation  of  an  inner  drive,  conscious  orreach  a  goal.  It  is  an  activation  of  an  inner  drive,  conscious  or
subconscious willingness of  individuals or  groups to expend energy tosubconscious willingness of  individuals or  groups to expend energy to
achieve a goal; it is a force that activates dormant energies to set actionsachieve a goal; it is a force that activates dormant energies to set actions
of workers into motion. It is something that kindles a feeling of workers inof workers into motion. It is something that kindles a feeling of workers in
an organization into enthusiastic move. an organization into enthusiastic move. 

Almost all behavior is motivated. There are needs and wants behind theAlmost all behavior is motivated. There are needs and wants behind the
behavior one engages in and those which one observable, but we inferbehavior one engages in and those which one observable, but we infer
internal states of other based on observation of their behaviors. internal states of other based on observation of their behaviors. 

Motivation produces within the individual the sensation of physiological,Motivation produces within the individual the sensation of physiological,
psychological and sociological needs which may have been latent but arepsychological and sociological needs which may have been latent but are
now awakened and desired fulfillment. The techniques for motivating, ornow awakened and desired fulfillment. The techniques for motivating, or
stimulating to an awakening to the sense of need vary with individualsstimulating to an awakening to the sense of need vary with individuals
involved.  If  an  individual  has  the  ability  to  do  a  task,  but  not  theinvolved.  If  an  individual  has  the  ability  to  do  a  task,  but  not  the
motivation, the task will hardly get done. motivation, the task will hardly get done. 

8.3 PRINCIPLES GOVERNING MOTIVATION8.3 PRINCIPLES GOVERNING MOTIVATION

If motivation is regarded as something internal to the individual, then itIf motivation is regarded as something internal to the individual, then it
follows that what a manager may do toward motivating someone else is tofollows that what a manager may do toward motivating someone else is to
create  and  arrange  conditions  and  circumstances  to  bring  about  ancreate  and  arrange  conditions  and  circumstances  to  bring  about  an
awakening of  those inner factors that  do motivate one to action.  It  isawakening of  those inner factors that  do motivate one to action.  It  is
further agreed that motivational forces are result of needs which have tofurther agreed that motivational forces are result of needs which have to
be satisfied. Thus, a state of tension is said to occur that stimulates actionbe satisfied. Thus, a state of tension is said to occur that stimulates action
to obtain satisfaction. to obtain satisfaction. 
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The satisfaction of need may stimulate a desire to satisfy further needs.The satisfaction of need may stimulate a desire to satisfy further needs.
Failure  to  satisfy  needs  may  lead  to  redirection  or  reduction  of  theFailure  to  satisfy  needs  may  lead  to  redirection  or  reduction  of  the
motivational force.  Thus,  the motivational forces of  individuals dependmotivational force.  Thus,  the motivational forces of  individuals depend
upon how such individuals  perceive the value of  the  goal,  the  energyupon how such individuals  perceive the value of  the  goal,  the  energy
required to achieve the goal and the probability that the goal would berequired to achieve the goal and the probability that the goal would be
achieved. achieved. 

According to Pinder, the following include practical points on motivation:According to Pinder, the following include practical points on motivation:
Internal needs (some hereditary and some learned) are determinants forInternal needs (some hereditary and some learned) are determinants for
inducing and directing behavior.inducing and directing behavior.
Needs  are  varied;  they  operate  in  different  degrees  for  differentNeeds  are  varied;  they  operate  in  different  degrees  for  different
individuals as they do for a particular individual at different times andindividuals as they do for a particular individual at different times and
circumstances. circumstances. 
Some needs are more powerful in influencing behavior than others. Some needs are more powerful in influencing behavior than others. 
Satisfied needs do no more motivate.Satisfied needs do no more motivate.
Most behavior is determined by more than one need.Most behavior is determined by more than one need.
Often times, people who like to be treated fairly do treat others the sameOften times, people who like to be treated fairly do treat others the same
way.way.

Any organization is established to fulfill certain predetermined objectivesAny organization is established to fulfill certain predetermined objectives
through the use of resources. People are important resources with thethrough the use of resources. People are important resources with the
through which the objectives of an organization are actualized. Becausethrough which the objectives of an organization are actualized. Because
people  are  valuable  resources,  effective  management  of  people  ispeople  are  valuable  resources,  effective  management  of  people  is
fundamental  of  the  success  of  the  organization.  Because  of  thefundamental  of  the  success  of  the  organization.  Because  of  the
importance of people in organizational effectiveness, the study of Humanimportance of people in organizational effectiveness, the study of Human
Resource Management, the work of people in an organization, has beenResource Management, the work of people in an organization, has been
and still is a subject for continued investigation. and still is a subject for continued investigation. 

Yet, the problem of motivating people at work has been one of the basicYet, the problem of motivating people at work has been one of the basic
problems of all organizations. When the “why” and “how” of motivation isproblems of all organizations. When the “why” and “how” of motivation is
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realized, it would be less difficult to arouse the interest of people to therealized, it would be less difficult to arouse the interest of people to the
fulfillment of organizational goals. fulfillment of organizational goals. 

The effect to which an individual strives to accomplish some kind of workThe effect to which an individual strives to accomplish some kind of work
is determined by the satisfaction of  that  need.  Failure to achieve thisis  determined by the satisfaction of  that  need.  Failure to achieve this
need tends to lower what one feels he/she can succeed. An individualneed tends to lower what one feels he/she can succeed. An individual
who, at several times, repeats failure in an attempt to reach a goal willwho, at several times, repeats failure in an attempt to reach a goal will
resort to lowering his insights or else changes his/her methods of work orresort to lowering his insights or else changes his/her methods of work or
he/she experiences frustration and alienation.he/she experiences frustration and alienation.

8.4 ATTEMPT TO UNDERSTAND PEOPLE AT WORK8.4 ATTEMPT TO UNDERSTAND PEOPLE AT WORK

One of the important functions of a manager is the creation of wholesomeOne of the important functions of a manager is the creation of wholesome
tone for the organization. Some organizations have enjoyable situation,tone for the organization. Some organizations have enjoyable situation,
others have dull environments. In the latter, both the manager and theothers have dull environments. In the latter, both the manager and the
managed  view  each  other  negatively  and  affect  organizational  andmanaged  view  each  other  negatively  and  affect  organizational  and
personal goals adversely. personal goals adversely. 

People differ from one another in many respects, they differ in terms ofPeople differ from one another in many respects, they differ in terms of
basic mental abilities, personality, interests, level of aspiration, availablebasic mental abilities, personality, interests, level of aspiration, available
energy, education, training and experience. Human Resource Managersenergy, education, training and experience. Human Resource Managers
make decisions about selections, utilization and development of peoplemake decisions about selections, utilization and development of people
based on the above conditions. based on the above conditions. 

After  a  lengthy  discussion  on  work  motivation,  Pinder  concludes  thatAfter  a  lengthy  discussion  on  work  motivation,  Pinder  concludes  that
behavior  is  highly  affected  by  perception  and  cognition  of  thesebehavior  is  highly  affected  by  perception  and  cognition  of  these
generalized  factors.  The  following  are,  accordingly  said  to  be  usefulgeneralized  factors.  The  following  are,  accordingly  said  to  be  useful
administrative tools: administrative tools: 

 individuals have the capacity to perceive their environment and toindividuals have the capacity to perceive their environment and to
process information gathered from that environment. process information gathered from that environment. 

 the  improvement  of  one’s   perception  to  secure  good will  is  anthe  improvement  of  one’s   perception  to  secure  good will  is  an
essential administrative strategy to improve beliefs, attitudes andessential administrative strategy to improve beliefs, attitudes and
intentions. intentions. 
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 strong feelings on unfair treatment result in withdrawal (alienationstrong feelings on unfair treatment result in withdrawal (alienation
or removal).or removal).

 accordingly,  the  staff  of  any  organization  as  a  whole  should  beaccordingly,  the  staff  of  any  organization  as  a  whole  should  be
treated  to  improve  their  perception  in  order  to  secure  goodtreated  to  improve  their  perception  in  order  to  secure  good
relationships and feelings. relationships and feelings. 

 satisfaction  in  work  –  related  outcomes  motivates  staff  to  worksatisfaction  in  work  –  related  outcomes  motivates  staff  to  work
more and better. more and better. 

 a  strong  connection  between  work  outcomes  and  performancea  strong  connection  between  work  outcomes  and  performance
result is high motivation to work better and more. result is high motivation to work better and more. 

 individual’s  perception  of  the  value  of  evaluation  outcomes  andindividual’s  perception  of  the  value  of  evaluation  outcomes  and
his/her beliefs of the importance of such evaluation highly affect hishis/her beliefs of the importance of such evaluation highly affect his
intention to work more and better. intention to work more and better. 

According  to  Maslow,  human  basic  needs  are  in  specific  order;  andAccording  to  Maslow,  human  basic  needs  are  in  specific  order;  and
according to his treatise, one level of need must be satisfied before theaccording to his treatise, one level of need must be satisfied before the
next. The five sets of these basic needs may be sketched in the followingnext. The five sets of these basic needs may be sketched in the following
triangular diagram. (See Figure 7)triangular diagram. (See Figure 7)
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Mental, personal Mental, personal 
growth growth 
To learn, to create, toTo learn, to create, to

meet challenges,meet challenges,
satisfy curiosity,satisfy curiosity,

become self-fulfilledbecome self-fulfilled

Respect/esteemRespect/esteem

Self-respect, respect fromSelf-respect, respect from
others as a result of howothers as a result of how

one behaves one behaves 

Community, Social/LoveCommunity, Social/Love
sense of belongingsense of belonging

Relationships with friends, familyRelationships with friends, family
and community, belonging to andand community, belonging to and

being accepted by a groupbeing accepted by a group

Safety, security Safety, security 

Knowing that one is in a safeKnowing that one is in a safe
environment and has a certain levelenvironment and has a certain level

of securityof security

Physical Physical 

Rest, food, shelter,Rest, food, shelter,
warmth comfort, etc.warmth comfort, etc.

BasiBasi
c c 

Figure 7. Masllow’s Theory of Hierarchy of Needs Figure 7. Masllow’s Theory of Hierarchy of Needs 

A human being is a wanting organism; after one need is satisfied, anotherA human being is a wanting organism; after one need is satisfied, another
emerges to take its place. A satisfied need is not a motivator of behavior.emerges to take its place. A satisfied need is not a motivator of behavior.
A human being is never fully satisfied and so he/she is acting or behavingA human being is never fully satisfied and so he/she is acting or behaving
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in order to satisfy some need or combination of needs that are yet to bein order to satisfy some need or combination of needs that are yet to be
satisfied. satisfied. 

Needs are arranged in a hierarchy of prepotency; the emergence of a newNeeds are arranged in a hierarchy of prepotency; the emergence of a new
need depends on the satisfaction of more proponent – more basic-needs.need depends on the satisfaction of more proponent – more basic-needs.
Maslow arranged human needs in the following hierarchy: Maslow arranged human needs in the following hierarchy: 
Physiological needsPhysiological needs – These are drives such as the need for water, food, – These are drives such as the need for water, food,
sleep, sex and muscular activity. The expression or satisfaction of many ofsleep, sex and muscular activity. The expression or satisfaction of many of
these needs is socially determined or socially modified. these needs is socially determined or socially modified. 
Safety needs Safety needs – Once the physiological needs are relatively well satisfied,– Once the physiological needs are relatively well satisfied,
safety needs dominate one’s behavior. These needs include avoidance ofsafety needs dominate one’s behavior. These needs include avoidance of
harm  from  the  physical  environment.  These  are  needs  for  shelter,harm  from  the  physical  environment.  These  are  needs  for  shelter,
protective clothing, warmth, and ways of defending oneself. protective clothing, warmth, and ways of defending oneself. 
Belonging and Affection needs Belonging and Affection needs – The next level of needs that become– The next level of needs that become
apparent, after physiological and safety needs are fairly well satisfied, areapparent, after physiological and safety needs are fairly well satisfied, are
needs for love, affection and companionship of others. needs for love, affection and companionship of others. 
Esteem needs  Esteem needs  – These are concerned with respect and esteem of self– These are concerned with respect and esteem of self
and respect and esteem from others. Included in this group are needs forand respect and esteem from others. Included in this group are needs for
achievement,  mastery  and  competence,  self-confidence,  independenceachievement,  mastery  and  competence,  self-confidence,  independence
and freedom,  reputation,  recognition  and  appreciation.  There  are  twoand freedom,  reputation,  recognition  and  appreciation.  There  are  two
sub-classes within this level. The first relates to needs for self respect andsub-classes within this level. The first relates to needs for self respect and
esteem of self and the second to needs for the respect and approval ofesteem of self and the second to needs for the respect and approval of
others. others. 
Self actualization needs Self actualization needs – At the top of the hierarchy is human need for– At the top of the hierarchy is human need for
self fulfillment, the desire to become more and what one is of becoming.self fulfillment, the desire to become more and what one is of becoming.
It is the full use of an individual’s talents, capacities and potentialities. It is the full use of an individual’s talents, capacities and potentialities. 
The need for esteem comprises the need for recognition and acclamation,The need for esteem comprises the need for recognition and acclamation,
attention, appreciation, prestige and status. Of particular importance toattention, appreciation, prestige and status. Of particular importance to
an individual  in the school  is  the esteem of  his  reference groups,  thean individual  in the school  is  the esteem of  his  reference groups,  the
group which he considers himself a part or to which he aspires. Thesegroup which he considers himself a part or to which he aspires. These
needs overlap with the need for belonging and affection. needs overlap with the need for belonging and affection. 
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Of the several motives studied by Atkinson and McLelland, three haveOf the several motives studied by Atkinson and McLelland, three have
particular relevance to organizations: (1) the need for achievement, (2)particular relevance to organizations: (1) the need for achievement, (2)
the need for affiliation and (3) the need for power. It is noted here thatthe need for affiliation and (3) the need for power. It is noted here that
people with a high need to achieve tend to:people with a high need to achieve tend to:

-- seek and assume a degree of personal responsibility seek and assume a degree of personal responsibility 
-- take risks, take risks, 
-- set challenging but realistic goals for themselves, set challenging but realistic goals for themselves, 
-- develop plans to help them achieve their goals, develop plans to help them achieve their goals, 
-- seek and use measurable feedback of the results of their actions, seek and use measurable feedback of the results of their actions, 
-- seek out  opportunities where their  desire to achieve will  not  beseek out  opportunities where their  desire to achieve will  not  be

prevented. prevented. 

It is required of a manager of people therefore, that he/she creates theIt is required of a manager of people therefore, that he/she creates the
right kind of climate that will have an impact upon the motives of peopleright kind of climate that will have an impact upon the motives of people
at work. at work. 

Frankl believes that “… people have basic needs to do meaningful thingsFrankl believes that “… people have basic needs to do meaningful things
and thus when put into an environment that does not allow for meanings,and thus when put into an environment that does not allow for meanings,
people develop neurotic behavior.” people develop neurotic behavior.” 

According to Frankl, an individual can discover the meaning of life by:According to Frankl, an individual can discover the meaning of life by:
-- doing a deed; this is in line with Frederick Engles’ theory of “labordoing a deed; this is in line with Frederick Engles’ theory of “labor

created man himself”created man himself”
-- experiencing a value such as loveexperiencing a value such as love
-- suffering;suffering;

Herzberg presents two factors in his motivation theory. These factors areHerzberg presents two factors in his motivation theory. These factors are
described as conditions on the job which relate to staff dissatisfaction anddescribed as conditions on the job which relate to staff dissatisfaction and
satisfaction. satisfaction. 
Maintenance of hygiene factors, if  not present in job situation, lead toMaintenance of hygiene factors, if  not present in job situation, lead to
employee dissatisfaction.  If  present,  they may not  lead to satisfaction.employee dissatisfaction.  If  present,  they may not  lead to satisfaction.
Some of these factors include: salary, working conditions, interpersonalSome of these factors include: salary, working conditions, interpersonal
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relations  with  supervisors,  peers  and  subordinates,  job  security  andrelations  with  supervisors,  peers  and  subordinates,  job  security  and
organizational policy. organizational policy. 
The other sets are those job conditions that, when present, lead to jobThe other sets are those job conditions that, when present, lead to job
satisfaction and high levels of motivation. The following are examples ofsatisfaction and high levels of motivation. The following are examples of
these motivational factors: these motivational factors: 

achievementachievement
recognitionrecognition
the possibility of growththe possibility of growth
advancementadvancement
responsibilityresponsibility
the kind of work itselfthe kind of work itself

Skinner  believes  that  an  individual’s  behavior  is  shaped  by  his/herSkinner  believes  that  an  individual’s  behavior  is  shaped  by  his/her
environment: environment: 
Several theories explain the motivation of a person’s behavior. No oneSeveral theories explain the motivation of a person’s behavior. No one
theory is more true over another. theory is more true over another. 
Every person has a unique behavioral output even though processes mayEvery person has a unique behavioral output even though processes may
be similar. be similar. 

-- Administrators in this manner should make their own analysis andAdministrators in this manner should make their own analysis and
interpretation of specific motivational situations. interpretation of specific motivational situations. 

--  Administrators must learn to deal with the most likely approach to Administrators must learn to deal with the most likely approach to
motivation and understanding of behavior. motivation and understanding of behavior. 

Many motivation theories may help one’s self analysis. Many motivation theories may help one’s self analysis. 
-- Knowing one’s own motive helps understand the possible motives ofKnowing one’s own motive helps understand the possible motives of

others. others. 
-- Knowing the processes of motivation while dealing with others mayKnowing the processes of motivation while dealing with others may

help a manager understand one’s own reaction in one’s work. help a manager understand one’s own reaction in one’s work. 
-- What one finds to be true about himself through self-examinationWhat one finds to be true about himself through self-examination

may not be true when applied to others. may not be true when applied to others. 
The  most  productive  area  of  success  in  motivation  is  through  non-The  most  productive  area  of  success  in  motivation  is  through  non-
personal techniques. personal techniques. 
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-- System interventions attempting to motivate behavior, often coverSystem interventions attempting to motivate behavior, often cover
many people; individual interpretation will have peer support. many people; individual interpretation will have peer support. 

-- Individuals in-groups respond better to motivation attempts. Individuals in-groups respond better to motivation attempts. 
An  organization’s  climate  could  usually  be  under  the  control  andAn  organization’s  climate  could  usually  be  under  the  control  and
influence of the manager. influence of the manager. 

In line with the foregoing, McGregor’s Theory makes the followingIn line with the foregoing, McGregor’s Theory makes the following
assumptions:assumptions:

-- The expenditure of physical and mental effort in work is as natural asThe expenditure of physical and mental effort in work is as natural as
play or rest. play or rest. 

--  External control and the threat of punishment are not the only means External control and the threat of punishment are not the only means
for bringing about effort toward organizational objectives. for bringing about effort toward organizational objectives. 

-- Under normal conditions the average human being learns not only toUnder normal conditions the average human being learns not only to
accept but also to seek responsibility. accept but also to seek responsibility. 

-- Human capacity of  imagination,  originality and creativity is  widelyHuman capacity of  imagination,  originality and creativity is  widely
distributed among individuals. distributed among individuals. 

-- In modern organizations, the intellectual potentialities of the averageIn modern organizations, the intellectual potentialities of the average
human being are only partially utilized. human being are only partially utilized. 

5.8 MOTIVATION AT WORK 5.8 MOTIVATION AT WORK 

Motivation  and  performance  are  not  perfectly  related,  because  otherMotivation  and  performance  are  not  perfectly  related,  because  other
factors  like  ability  and  temperament  contribute  to  outcomes  offactors  like  ability  and  temperament  contribute  to  outcomes  of
performance. Job performance is a function of a combined influence ofperformance. Job performance is a function of a combined influence of
ability and motivation. ability and motivation. 

Job Motivation and Job DesignJob Motivation and Job Design: There are some characteristics of jobs: There are some characteristics of jobs
that satisfy higher needs. Nonetheless, they are poorly defined and theythat satisfy higher needs. Nonetheless, they are poorly defined and they
lack an underlying theory by which they are related to such dependentlack an underlying theory by which they are related to such dependent
variables as performance and satisfaction. There are four conceptuallyvariables as performance and satisfaction. There are four conceptually
distinct  job  dimensions:  variety,  discretion,  contributions  and  goaldistinct  job  dimensions:  variety,  discretion,  contributions  and  goal
characteristics. characteristics. 
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VarietyVariety refers to the amount o physical differentiation in the job and its refers to the amount o physical differentiation in the job and its
immediate  surroundings:  work  place,  physical  location  of  work,  workimmediate  surroundings:  work  place,  physical  location  of  work,  work
operations and number of people for interaction in the work area. Peopleoperations and number of people for interaction in the work area. People
working  in  limited  variety  are  reportedly  bored  and  experienceworking  in  limited  variety  are  reportedly  bored  and  experience
dissatisfaction.  The  need  to  introduce  relatively  more  variation  fromdissatisfaction.  The  need  to  introduce  relatively  more  variation  from
external sources leads to reduced performance. More variety makes theexternal sources leads to reduced performance. More variety makes the
job tolerable but may not necessary make it attractive. More varied workjob tolerable but may not necessary make it attractive. More varied work
leads to greater contribution. Highly repetitive jobs are said to be mostleads to greater contribution. Highly repetitive jobs are said to be most
disliked. This is seen in situations where a grade nine teacher teaches thedisliked. This is seen in situations where a grade nine teacher teaches the
same subject to many different sections daily. same subject to many different sections daily. 

DiscretionDiscretion is freedom to exercise choice. There are two forms to it:  is freedom to exercise choice. There are two forms to it: 
-- choice in organizing the means and tools of individual's tasks; choice in organizing the means and tools of individual's tasks; 
-- choice of relevant knowledge in solving problems. choice of relevant knowledge in solving problems. 

The former, Copper labels it as "means discretion" and the latter as "skillThe former, Copper labels it as "means discretion" and the latter as "skill
discretion". Means discretion refers to deciding the speed of work anddiscretion". Means discretion refers to deciding the speed of work and
methods  to  be  used.  It  may  imply  accepting  or  rejecting  quality  ofmethods  to  be  used.  It  may  imply  accepting  or  rejecting  quality  of
incoming raw materials and obtaining external services. Such discretionincoming raw materials and obtaining external services. Such discretion
is referred to as autonomy or responsibility. is referred to as autonomy or responsibility. 

The motivational value of such discretion rests upon the understandingThe motivational value of such discretion rests upon the understanding
that one is responsible for his/her job and the feeling of being free fromthat one is responsible for his/her job and the feeling of being free from
external pressure. Such perception of one's status is likely to intensify jobexternal pressure. Such perception of one's status is likely to intensify job
commitment and satisfaction.  commitment and satisfaction.  

Skill  discretion  is  characterized  by  skill  work.  When  faced  with  aSkill  discretion  is  characterized  by  skill  work.  When  faced  with  a
problem, the individual supposedly refers to his appropriate knowledge toproblem, the individual supposedly refers to his appropriate knowledge to
select a set of responses which leads to a solution. A high degree of skillselect a set of responses which leads to a solution. A high degree of skill
discretion in one's job is likely to produce successful enthusiastic sense ofdiscretion in one's job is likely to produce successful enthusiastic sense of
challenge  which,  after  successful  accomplishment,  leads  to  senses  ofchallenge  which,  after  successful  accomplishment,  leads  to  senses  of
achievement. achievement. 
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If and when one is given discretion for one's work, one is likely to checkIf and when one is given discretion for one's work, one is likely to check
for quality of work rather than quantity especially when a goal settingfor quality of work rather than quantity especially when a goal setting
mechanism  is  in  the  making.  Level  of  performance  is  subject  to  anmechanism  is  in  the  making.  Level  of  performance  is  subject  to  an
individual's  response to the job.  Hence, perceived pressure for qualityindividual's  response to the job.  Hence, perceived pressure for quality
work is significantly and positively related to performance. work is significantly and positively related to performance. 

Goal CharacteristicsGoal Characteristics: An individual pursues a goal because there is a: An individual pursues a goal because there is a
value in the content of the goal: food, money, prestige and the like. Suchvalue in the content of the goal: food, money, prestige and the like. Such
motivation as goal setting is referred to as external. If one enjoys workingmotivation as goal setting is referred to as external. If one enjoys working
at a task for its own sake, the content could be referred to as internalat a task for its own sake, the content could be referred to as internal
motivation. Furthermore, the clarity of a goal and the level of its difficultymotivation. Furthermore, the clarity of a goal and the level of its difficulty
affects task behavior. affects task behavior. 

Goal ClarityGoal Clarity: A description of the degree of clarity and specificity of goal: A description of the degree of clarity and specificity of goal
is said to affect performance. For example, if one simply asks a student tois said to affect performance. For example, if one simply asks a student to
write  a  term paper,  the  student  would  not  know how long the  paperwrite  a  term paper,  the  student  would  not  know how long the  paper
would  be  and  when  he  is  due  to  submit  it  unless  the  assignment  iswould  be  and  when  he  is  due  to  submit  it  unless  the  assignment  is
clarified. clarified. 

Goal DifficultyGoal Difficulty: A goal which is of medium difficulty is motivating while: A goal which is of medium difficulty is motivating while
that which is  that which is  too easytoo easy or   or  too difficulttoo difficult is  less motivating. On the other is less motivating. On the other
hand,  the  attainment  of  a  difficult  goal  is  internally  satisfying.  It  ishand,  the  attainment  of  a  difficult  goal  is  internally  satisfying.  It  is
assumed that absenteeism and tardiness of staff is negatively related toassumed that absenteeism and tardiness of staff is negatively related to
the attainment of difficult goals as perceived by those concerned. the attainment of difficult goals as perceived by those concerned. 

ContributionContribution:  If  a  task positively contributes to a product  or service,:  If  a  task positively contributes to a product  or service,
then,  it  is  said  to  result  in  constructive  change  in  the  attitude  andthen,  it  is  said  to  result  in  constructive  change  in  the  attitude  and
behavior of  the incumbent.  The greater  the contribution of  a  task forbehavior of  the incumbent.  The greater  the contribution of  a  task for
effecting  change,  the  greater  the  power  to  motivate  the  incumbent.effecting  change,  the  greater  the  power  to  motivate  the  incumbent.
Furthermore, the more contributions are perceived by the incumbent asFurthermore, the more contributions are perceived by the incumbent as
efficacious,  the  greater  their  motivational  value.  Contributions  are,efficacious,  the  greater  their  motivational  value.  Contributions  are,
consequently, viewed in terms of their effectiveness to the total task or inconsequently, viewed in terms of their effectiveness to the total task or in
terms of perceived effectiveness. terms of perceived effectiveness. 
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Whole  task,  as  opposed  to  part  tasks,  is  more  motivating  and  moreWhole  task,  as  opposed  to  part  tasks,  is  more  motivating  and  more
satisfying to perform. All things being equal, however, the significance ofsatisfying to perform. All things being equal, however, the significance of
contribution within the overall structure of the product or service is morecontribution within the overall structure of the product or service is more
important than the wholeness. important than the wholeness. 

Job  Characteristics  CombinedJob  Characteristics  Combined:  It  is  suggested  that  combined  jobs:  It  is  suggested  that  combined  jobs
motivate employees. Job characteristics like control over means and jobmotivate employees. Job characteristics like control over means and job
difficulty have an influence on job behavior. This implies that increase indifficulty have an influence on job behavior. This implies that increase in
one job characteristics may result in the increase of employee motivationone job characteristics may result in the increase of employee motivation
even when other characteristics may result in the increase of employeeeven when other characteristics may result in the increase of employee
motivation even when other characteristics remain the same. motivation even when other characteristics remain the same. 

Variety benefits performance and satisfaction for it reduces the inhibitingVariety benefits performance and satisfaction for it reduces the inhibiting
factor  of  boredom.  Skill  discretion  is  the  characteristic  most  likely  tofactor  of  boredom.  Skill  discretion  is  the  characteristic  most  likely  to
produce achievement feelings, while the influence of means discretion isproduce achievement feelings, while the influence of means discretion is
especially marked in job commitment. Goal clarity and difficulty are theespecially marked in job commitment. Goal clarity and difficulty are the
characteristics  most  directly  related  to  performance.  Contribution  adscharacteristics  most  directly  related  to  performance.  Contribution  ads
meaning to one's job activities and there by widens feelings of worthwhilemeaning to one's job activities and there by widens feelings of worthwhile
accomplishment. accomplishment. 

Maximum motivation is said to be secured when all four of the above:Maximum motivation is said to be secured when all four of the above:
Skill discretion, means discretion, goal clarity and contribution are amplySkill discretion, means discretion, goal clarity and contribution are amply
represented in the job.represented in the job.

8.6 THE ORGANIZATION AND MOTIVATION OF GROUP TASKS 8.6 THE ORGANIZATION AND MOTIVATION OF GROUP TASKS 

It is possible and a usual practice in organizations like that of educationIt is possible and a usual practice in organizations like that of education
to assign tasks to groups. This is often done when the task is too complexto assign tasks to groups. This is often done when the task is too complex
for one individual – a manager, for example. In this manner, the complexfor one individual – a manager, for example. In this manner, the complex
task is broken down into smaller parts to be shared among individuals.task is broken down into smaller parts to be shared among individuals.
Such group task is supposed to be interdependent with a common goalSuch group task is supposed to be interdependent with a common goal
within the group, for example, a group of students writing on differentwithin the group, for example, a group of students writing on different
aspects of a topic. aspects of a topic. 
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In  highly  complex  tasks,  interdependence  is  likely  to  be  reciprocal;In  highly  complex  tasks,  interdependence  is  likely  to  be  reciprocal;
members contribute to each other's activity, and coordination is possiblemembers contribute to each other's activity, and coordination is possible
by mutual adjustments. In less complex tasks, interdependence seems toby mutual adjustments. In less complex tasks, interdependence seems to
be sequential; coordination is often done by plan having rules to governbe sequential; coordination is often done by plan having rules to govern
members' interdependence actions. members' interdependence actions. 

In  highly  complex  tasks,  moreover,  members  should  be  capable  ofIn  highly  complex  tasks,  moreover,  members  should  be  capable  of
carrying out a variety of tasks. It is important that these organizationalcarrying out a variety of tasks. It is important that these organizational
requirements are satisfied wile one thinks of group tasks are said to berequirements are satisfied wile one thinks of group tasks are said to be
more motivating than individual-based tasks. more motivating than individual-based tasks. 

Discretion  is  relatively  suitable  to  group  tasks  where  most  task  isDiscretion  is  relatively  suitable  to  group  tasks  where  most  task  is
expressed  in  terms  of  group  authority  or  responsibility  as  meansexpressed  in  terms  of  group  authority  or  responsibility  as  means
discretion. The group influences the formulation of goals both of qualitydiscretion. The group influences the formulation of goals both of quality
and quantity. and quantity. 
Behavior, as has been referred to earlier, is causal. Individual's optimalBehavior, as has been referred to earlier, is causal. Individual's optimal
performance results from developing a body of practical and theoreticalperformance results from developing a body of practical and theoretical
bodies  of  knowledge about  people at  work.  People direct  their  effortsbodies  of  knowledge about  people at  work.  People direct  their  efforts
conscientiously  towards  the  goals  they  value.  Behavior  is  manifestedconscientiously  towards  the  goals  they  value.  Behavior  is  manifested
either in terms of the energy expended in goal seeking or in elation toeither in terms of the energy expended in goal seeking or in elation to
factors,  both  internal  and  external,  to  help  initiate  and  maintain  thefactors,  both  internal  and  external,  to  help  initiate  and  maintain  the
interest of people at work in organizational goal achievement. interest of people at work in organizational goal achievement. 

Organizational  effectiveness  results  from  the  interaction  of  resourcesOrganizational  effectiveness  results  from  the  interaction  of  resources
translated into productivity when the human element is introduced. Stafftranslated into productivity when the human element is introduced. Staff
productivity increases and improves where there is, among other things,productivity increases and improves where there is, among other things,
a motivated attitude in the work group. Motivation has, as its purpose, toa motivated attitude in the work group. Motivation has, as its purpose, to
create conditions in people to work, vigor, zeal, interest and enthusiasm. create conditions in people to work, vigor, zeal, interest and enthusiasm. 

There are, then, many factors that motivate people to work; money; goodThere are, then, many factors that motivate people to work; money; good
work  environment,  result  seen  in  one's  labor,  challenging  work  (notwork  environment,  result  seen  in  one's  labor,  challenging  work  (not
extreme)  and  responsibility.  Personal  accomplishments,  praise  orextreme)  and  responsibility.  Personal  accomplishments,  praise  or
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recognition for growth and advancement include other interest inducingrecognition for growth and advancement include other interest inducing
factors to work. factors to work. 

Techniques in MotivationTechniques in Motivation
Before one attempts to motivate others, one must get interested in one'sBefore one attempts to motivate others, one must get interested in one's
work.  work.  WWHOSEVERHOSEVER  WOULDWOULD  LIKELIKE  TOTO  KINDLEKINDLE  OTHERSOTHERS  MUSTMUST  FIRSTFIRST  HIMSELFHIMSELF

GLOWGLOW. . 

Further, as was proposed by Maslow, it is generally held that a satisfiedFurther, as was proposed by Maslow, it is generally held that a satisfied
need is no more a motivator. It does not induce people to action. Whenneed is no more a motivator. It does not induce people to action. When
the need is  satisfied,  the  gap is  closed.  Action is  the  result  of  a  gapthe need is  satisfied,  the  gap is  closed.  Action is  the  result  of  a  gap
between need and goal. It stops when this gap is closed. between need and goal. It stops when this gap is closed. 

Hence, people direct their efforts towards the goals they value. Yet, theHence, people direct their efforts towards the goals they value. Yet, the
existence of a valued goal is not sufficient enough to condition people forexistence of a valued goal is not sufficient enough to condition people for
action.  In  addition,  people  act  towards  a  goal  when  they  have  aaction.  In  addition,  people  act  towards  a  goal  when  they  have  a
reasonable  expectation  that  their  action  would  lead  them  to  desiredreasonable  expectation  that  their  action  would  lead  them  to  desired
goals. As Cooper put it:goals. As Cooper put it:

Motivation (M) is a function of the expectancy (E) of attaining a certainMotivation (M) is a function of the expectancy (E) of attaining a certain
outcome in performing a certain act multiplied by the value (V) of theoutcome in performing a certain act multiplied by the value (V) of the
outcome for the performance. outcome for the performance. 

Hence, some people value work for the possibilities it offers for realizingHence, some people value work for the possibilities it offers for realizing
external goals such as financial  remuneration or prestige while othersexternal goals such as financial  remuneration or prestige while others
value work for is self actualization possibilities. value work for is self actualization possibilities. 

Personality  characteristics  related  to  work  include  intelligence,Personality  characteristics  related  to  work  include  intelligence,
achievement and self-esteem. In this instance, it could be maintained thatachievement and self-esteem. In this instance, it could be maintained that
more intelligent individuals get more dissatisfied with and more inclinedmore intelligent individuals get more dissatisfied with and more inclined
to restart jobs having little variety and satisfaction for the outcomes. to restart jobs having little variety and satisfaction for the outcomes. 

In  such  situations,  the  reduction  of  anxiety  and  conflict  helps  reduceIn  such  situations,  the  reduction  of  anxiety  and  conflict  helps  reduce
undesired tension. Following are some possible strategies for any goodundesired tension. Following are some possible strategies for any good
manager in motivating workers: manager in motivating workers: 
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-- Make  the  job  more  interesting  with  a  view  of  urging  them  toMake  the  job  more  interesting  with  a  view  of  urging  them  to
develop self-motivation. develop self-motivation. 

-- Be as constructive and rational as possible in proposing criticism: Be as constructive and rational as possible in proposing criticism: 
-- Make the best possible use of one's strong points; don't dwell andMake the best possible use of one's strong points; don't dwell and

capitalize on weaknesses. capitalize on weaknesses. 
-- Motivate ourselves in the kind of task to be performed before tryingMotivate ourselves in the kind of task to be performed before trying

to motivate others. to motivate others. 
-- Identify  salient  drives  and apply  varieties of  motivational  factorsIdentify  salient  drives  and apply  varieties of  motivational  factors

and  techniques  to  individuals  in  different  circumstances  andand  techniques  to  individuals  in  different  circumstances  and
situations over a period of time. People are by nature selfish. Whensituations over a period of time. People are by nature selfish. When
a  subordinate  realizes  that  his  own  interests  are  best  serveda  subordinate  realizes  that  his  own  interests  are  best  served
through attaining organizational goals, he is likely to be motivated. through attaining organizational goals, he is likely to be motivated. 

-- Establish  goals  which  are  reasonably  attainable.  When  suchEstablish  goals  which  are  reasonably  attainable.  When  such
established goals are attained, employees motivation is said to beestablished goals are attained, employees motivation is said to be
achieved. achieved. 

-- Motivating devices ought to be applied in proportion to the effortsMotivating devices ought to be applied in proportion to the efforts
made. made. 

-- Apply motivation techniques to groups as well as individuals, butApply motivation techniques to groups as well as individuals, but
when group interests dominate individual drives, apply the formerwhen group interests dominate individual drives, apply the former
in order to achieve the systems approach or the holistic model. in order to achieve the systems approach or the holistic model. 

It is palatable to note here that form of motivation varies with the type ofIt is palatable to note here that form of motivation varies with the type of
organization  and  the  type  of  work.  Some form of  motivation may  notorganization  and  the  type  of  work.  Some form of  motivation may  not
necessarily appeal to individual workers engaged on the same job. necessarily appeal to individual workers engaged on the same job. 
In principle, people are induced to work more and better when they feelIn principle, people are induced to work more and better when they feel
that:that:

 they associate their own goals with the goals of the organizationthey associate their own goals with the goals of the organization
 they do tasks that they have set for themselvesthey do tasks that they have set for themselves
 they are sure and confident of what they are doingthey are sure and confident of what they are doing
 their job is important and that they are doing something usefultheir job is important and that they are doing something useful
 they are not unduly worried or threatened in what they do. they are not unduly worried or threatened in what they do. 
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With regard to the positive  and negative  motivations,  the  former is  aWith regard to the positive  and negative  motivations,  the  former is  a
process  of  influencing  employees  to  do  the  will  of  the  organizationprocess  of  influencing  employees  to  do  the  will  of  the  organization
through possible gains or rewards. Due recognition and praise for workthrough possible gains or rewards. Due recognition and praise for work
well done leads to good team spirit in an organization setting. well done leads to good team spirit in an organization setting. 

Negative motivation,  on the other hand,  is  based on force or fear.  AsNegative motivation,  on the other hand,  is  based on force or fear.  As
opposed to positive motivation, this is a push or pressure mechanism. Theopposed to positive motivation, this is a push or pressure mechanism. The
imposition  of  punishment  often  results  in  frustration  among  thoseimposition  of  punishment  often  results  in  frustration  among  those
punished;  thus,  leading  to  the  development  of  maladaptive  behavior.punished;  thus,  leading  to  the  development  of  maladaptive  behavior.
Negative motivation, while necessary to apply occasionally, is said to lowNegative motivation, while necessary to apply occasionally, is said to low
level of task performance. level of task performance. 

There  are  also  intrinsic  and  extrinsic  motivational  factors,  IntrinsicThere  are  also  intrinsic  and  extrinsic  motivational  factors,  Intrinsic
motivation  is  concerned  with  a  feeling  of  accomplishing  somethingmotivation  is  concerned  with  a  feeling  of  accomplishing  something
worthwhile. For example, the satisfaction one gets after accomplishingworthwhile. For example, the satisfaction one gets after accomplishing
one's  job  well.  Extrinsic  motivation  is  concerned  with  an  externalone's  job  well.  Extrinsic  motivation  is  concerned  with  an  external
motivational factor which workers enjoy. motivational factor which workers enjoy. 

8.7 COMPETITION AS A MOTIVATOR8.7 COMPETITION AS A MOTIVATOR

There are two approaches to competition: There are two approaches to competition: 
 There may be competition in rivalry which invites animosity among theThere may be competition in rivalry which invites animosity among the

competitors. This kind of competition is used merely for personal gainscompetitors. This kind of competition is used merely for personal gains
and benefits. and benefits. 

 Competition in cooperation is facilitated through interdependence andCompetition in cooperation is facilitated through interdependence and
benefiting the organization. In this type of competition, every one triesbenefiting the organization. In this type of competition, every one tries
to his utmost to produce more and better. to his utmost to produce more and better. 

8.8 INCENTIVES AS EXTERNAL MOTIVATORS 8.8 INCENTIVES AS EXTERNAL MOTIVATORS 

158158



Incentives Incentives as the product of an externally applied stimulus provide theas the product of an externally applied stimulus provide the
promise of some records which is regarded by the individual as havingpromise of some records which is regarded by the individual as having
value for him. Incentives generally fall into categories of financial versusvalue for him. Incentives generally fall into categories of financial versus
non financial or of positive versus negative motivation.non financial or of positive versus negative motivation.

In every instance, the needs, interests and desires of individuals decideIn every instance, the needs, interests and desires of individuals decide
whether  the  incentive  provided  will  be  effective  and  to  what  extent.whether  the  incentive  provided  will  be  effective  and  to  what  extent.
Having  ascertained  the  needs,  interests  and  desires  of  workers,  theHaving  ascertained  the  needs,  interests  and  desires  of  workers,  the
administrator may select from a long list of tried incentives those whichadministrator may select from a long list of tried incentives those which
may be expected to be most effective under the circumstances. may be expected to be most effective under the circumstances. 

Positive  incentives  tend  to  fulfill  the  desires  of  the  worker.  They  cutPositive  incentives  tend  to  fulfill  the  desires  of  the  worker.  They  cut
across the lines of financial and non-financial classifications. They operateacross the lines of financial and non-financial classifications. They operate
in  terms  of  records  which  may  be  monetary,  status  with  peers  orin  terms  of  records  which  may  be  monetary,  status  with  peers  or
superiors,  or  personal  sense  of  achievement  or  justice.  These  aresuperiors,  or  personal  sense  of  achievement  or  justice.  These  are
regarded as positive and also constructive. regarded as positive and also constructive. 

Ordinarily, an incentive playing upon fears would be considered negative.Ordinarily, an incentive playing upon fears would be considered negative.
However, there is one possible exception; the constructive incentive of aHowever, there is one possible exception; the constructive incentive of a
fear of the consequences of wrong-doing, a fear which reinforces otherfear of the consequences of wrong-doing, a fear which reinforces other
positive  incentives  to  do what  is  defined as  right,  may be  consideredpositive  incentives  to  do what  is  defined as  right,  may be  considered
positive. positive. 

Negative IncentivesNegative Incentives operate on the basis of fear and destructive in as operate on the basis of fear and destructive in as
much as they prey upon the worker, causing him so anxious, fearful andmuch as they prey upon the worker, causing him so anxious, fearful and
worried that his/her efficiency on the job is decreased. worried that his/her efficiency on the job is decreased. 

Financial IncentivesFinancial Incentives: The pay received for work is a common financial: The pay received for work is a common financial
incentive. In addition to this are awards for outstanding achievements. incentive. In addition to this are awards for outstanding achievements. 

Non-financial incentivesNon-financial incentives – Among possible non-financial incentives, the – Among possible non-financial incentives, the
following are given as examples: following are given as examples: 

Acceptance – by fellow workers, superiors, society Acceptance – by fellow workers, superiors, society 
Affection – the liking of self and of others Affection – the liking of self and of others 
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Contests – a form of competition Contests – a form of competition 
In-group spirit – often spoken of as a belonging, identifying with theIn-group spirit – often spoken of as a belonging, identifying with the
organization in its objectives and operations. organization in its objectives and operations. 

Job satisfaction – finding in the work itself the incentive for doing one'sJob satisfaction – finding in the work itself the incentive for doing one's
bestbest

Placement – assignment to work in terms of competencePlacement – assignment to work in terms of competence
Praise – commendation given when deservedPraise – commendation given when deserved
Recognition – having notice taken of oneself and one's achievementsRecognition – having notice taken of oneself and one's achievements
Security – absence of destructive fearsSecurity – absence of destructive fears
Status – among one's fellow workers, superiors, and in the community. Status – among one's fellow workers, superiors, and in the community. 

8.9 PAY AS A MOTIVATOR8.9 PAY AS A MOTIVATOR

It goes without saying that pay is one of the motivators to work. Yet, itIt goes without saying that pay is one of the motivators to work. Yet, it
may not in itself be an important determinant of the volume of work to bemay not in itself be an important determinant of the volume of work to be
done. In relation to the importance, however, there is evidence on howdone. In relation to the importance, however, there is evidence on how
pay operates as an incentive. The entire world predominantly uses pay aspay operates as an incentive. The entire world predominantly uses pay as
a  reward  in  order  to  increase  employee  effort.  Satisfaction  does  nota  reward  in  order  to  increase  employee  effort.  Satisfaction  does  not
necessarily  mean pride  in  one's  job,  a  feeling of  having accomplishednecessarily  mean pride  in  one's  job,  a  feeling of  having accomplished
something,  it  also refers to money.  Because factors other than moneysomething,  it  also refers to money.  Because factors other than money
influence an individual's task performance in his organization. influence an individual's task performance in his organization. 

Despite Maslow's theory of Hierarchy of needs to imply that pay satisfiesDespite Maslow's theory of Hierarchy of needs to imply that pay satisfies
mainly lower order needs, some studies indicate that pay is an incentivemainly lower order needs, some studies indicate that pay is an incentive
that could satisfy both lower order (Physiological) as well as higher orderthat could satisfy both lower order (Physiological) as well as higher order
(esteem) needs. (esteem) needs. 

In brief, pay is important in most instances to be a significant motivator ofIn brief, pay is important in most instances to be a significant motivator of
behavior. Yet, the staff must see a positive correlation between pay andbehavior. Yet, the staff must see a positive correlation between pay and
the attempt to perform well. If either of these two is lacking or wronglythe attempt to perform well. If either of these two is lacking or wrongly
perceived,  then  pay  will  not  be  an  effective  incentive  in  motivatingperceived,  then  pay  will  not  be  an  effective  incentive  in  motivating
behavior. behavior. 
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One may fairly conclude then that people need to be motivated so thatOne may fairly conclude then that people need to be motivated so that
they are willing to work with enthusiasm and interest and with a sense ofthey are willing to work with enthusiasm and interest and with a sense of
responsibility, loyalty discipline and with pride and confidence in view ofresponsibility, loyalty discipline and with pride and confidence in view of
achieving the goals of the organization. achieving the goals of the organization. 

As was indicated earlier, while motivation is an individual matter, whatAs was indicated earlier, while motivation is an individual matter, what
motivates an individual is a combination of an infinite variety of personalmotivates an individual is a combination of an infinite variety of personal
and organizational factors. and organizational factors. 

In  sum,  motivation  is  stimulation  to  action.  Almost  all  behavior  isIn  sum,  motivation  is  stimulation  to  action.  Almost  all  behavior  is
motivated. Motivational forces are results of needs. Individuals strive tomotivated. Motivational forces are results of needs. Individuals strive to
achieve some task in order to get satisfaction from their work. If one failsachieve some task in order to get satisfaction from their work. If one fails
to achieve such desires one is not said to be motivated. to achieve such desires one is not said to be motivated. 

The techniques of motivation vary from individual to individual and fromThe techniques of motivation vary from individual to individual and from
time to time. Capable administrators use different techniques to create atime to time. Capable administrators use different techniques to create a
wholesome  tone  of  workers.  Motivation  and  ability  are  two  essentialwholesome  tone  of  workers.  Motivation  and  ability  are  two  essential
ingredients that determine an individual's task performance. ingredients that determine an individual's task performance. 

There are four job dimensions: variety, discretion, contribution and goalThere are four job dimensions: variety, discretion, contribution and goal
characteristics. In view of the above, individuals value work for either itscharacteristics. In view of the above, individuals value work for either its
external  rewards  or  for  internal  satisfaction.  In  general  people  areexternal  rewards  or  for  internal  satisfaction.  In  general  people  are
induced to work if they: induced to work if they: 

-- associate their goals with that of the organizationassociate their goals with that of the organization
-- set their own tasks set their own tasks 
-- are  confident of what they do andare  confident of what they do and
-- feel they do for resultsfeel they do for results

Incentives  are  externally  applied  stimulus.  There  are  positive  (thoseIncentives  are  externally  applied  stimulus.  There  are  positive  (those
fulfilling  the  wishes  of  workers)  and  negative  (those  working  on  fearfulfilling  the  wishes  of  workers)  and  negative  (those  working  on  fear
incentives). incentives). 
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Morale is the ability of groups of workers to pull together consistently inMorale is the ability of groups of workers to pull together consistently in
an attempt to reach a common goal. Factors affecting morale relate to thean attempt to reach a common goal. Factors affecting morale relate to the
satisfaction which groups get at their work. satisfaction which groups get at their work. 

Pay is an externally applied motivator. All those who get high pay do notPay is an externally applied motivator. All those who get high pay do not
necessarily  produce  high  quality  of  work.  Yet,  people  are  normallynecessarily  produce  high  quality  of  work.  Yet,  people  are  normally
motivated to work better when a fair and balanced pay scheme is due tomotivated to work better when a fair and balanced pay scheme is due to
them. them. 

8.10 SUMMARY 8.10 SUMMARY 

Motivation, someone’s willingness to do something and to satisfy someMotivation, someone’s willingness to do something and to satisfy some
need has different theories.  There are many authorities.  Among them:need has different theories.  There are many authorities.  Among them:
Pinder, Maslow, McGregor, McClelland and Herzberg are the well knownPinder, Maslow, McGregor, McClelland and Herzberg are the well known
ones.  Further  more  there  are  different  motivation  approaches:ones.  Further  more  there  are  different  motivation  approaches:
competition, goal clarity, goal characteristics. competition, goal clarity, goal characteristics. 

Incentives as external motivators have both negative (e.g., punishment)Incentives as external motivators have both negative (e.g., punishment)
and positive (e.g., pay) factors. and positive (e.g., pay) factors. 

8.11 CHECK YOUR PROGRESS 8.11 CHECK YOUR PROGRESS 

1.1. Motivation is Motivation is 
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

2.2. Human needs are said to be varied because Human needs are said to be varied because 
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

3.3. According  to  Maslow,  “human  basic  needs  are  in  specific  order”According  to  Maslow,  “human  basic  needs  are  in  specific  order”
meansmeans
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

4.4. Draw a chart of Maslow’s theory of “Hierarchy of Needs” and insertDraw a chart of Maslow’s theory of “Hierarchy of Needs” and insert
the needs at the different levels. the needs at the different levels. 
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5.5. What do you understand by “job clarity”? Give exampleWhat do you understand by “job clarity”? Give example
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

6.6. Incentives are said to work as external motivators. DiscussIncentives are said to work as external motivators. Discuss
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

8.12 ANSWERS TO CHECK YOUR PROGRESS 8.12 ANSWERS TO CHECK YOUR PROGRESS 

1.1. Refer to section 8.2Refer to section 8.2
2.2. Refer to section 8.3Refer to section 8.3
3.3. Refer to section 8.4Refer to section 8.4
4.4. Refer to section 8.4Refer to section 8.4
5.5. Refer to section 8.5Refer to section 8.5
6.6. Refer to section 8.8Refer to section 8.8
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UNIT 9: COMPENSATIONUNIT 9: COMPENSATION

ContentContent
9.09.0 Aims and ObjectivesAims and Objectives
9.19.1 Introduction Introduction 
9.29.2 Concepts or Points of ViewConcepts or Points of View
9.39.3 Factors Affecting Compensation Factors Affecting Compensation 
9.49.4 Pay ExpectancyPay Expectancy
9.59.5 Pay SecrecyPay Secrecy
9.69.6 Wage and Salary Administration Wage and Salary Administration 
9.79.7 The elements of Wage and Salary SystemThe elements of Wage and Salary System
9.89.8 Factors Affecting Salary LevelsFactors Affecting Salary Levels
9.99.9 Wage and Salary Administration MechanismsWage and Salary Administration Mechanisms
9.109.10 Principles of Wage and Salary Administration Principles of Wage and Salary Administration 
9.119.11 The Wage and Salary Survey ApproachThe Wage and Salary Survey Approach
9.129.12 Job Evaluation for Wage and Salary Administration Job Evaluation for Wage and Salary Administration 
9.139.13 Summary Summary 
9.149.14 Check Your ProgressCheck Your Progress
9.159.15 Answers to Check Your ProgressAnswers to Check Your Progress

9.0 AIMS AND OBJECTIVES9.0 AIMS AND OBJECTIVES

 To explain what compensation includes To explain what compensation includes 
 To  highlight  the  impact  of  job  analysis  and  motivation  on  taskTo  highlight  the  impact  of  job  analysis  and  motivation  on  task

performance performance 
 To raise and elaborate the factors and elements of wage and salaryTo raise and elaborate the factors and elements of wage and salary

systems systems 
 To hint  to  course  participants  the  approaches  to  wage and salaryTo hint  to  course  participants  the  approaches  to  wage and salary

survey.survey.
 To show the importance of the survey for proper pay. To show the importance of the survey for proper pay. 

9.1 INTRODUCTION 9.1 INTRODUCTION 

164164



On  the  basis  of  job  evaluation,  wage/salary  surveys,  compensationOn  the  basis  of  job  evaluation,  wage/salary  surveys,  compensation
administration,  which  is  a  vital  part  of  every  organization,  differentadministration,  which  is  a  vital  part  of  every  organization,  different
approaches and strategies will be raised. approaches and strategies will be raised. 

9.2 CONCEPTS AND POINTS OF VIEW 9.2 CONCEPTS AND POINTS OF VIEW 

Compensation includes salary, wages, stipend, bonuses, reward, any pay,Compensation includes salary, wages, stipend, bonuses, reward, any pay,
remuneration or return for service(s). remuneration or return for service(s). 

One  of  the  difficult  functions  in  HRM is  that  of  determining  rates  ofOne  of  the  difficult  functions  in  HRM is  that  of  determining  rates  of
monetary compensation. monetary compensation. 

Compensation is not only one of the complex duties but, it is also one ofCompensation is not only one of the complex duties but, it is also one of
the essential factor both to the organization and the people working in it. the essential factor both to the organization and the people working in it. 

An organization’s concern with regard to compensation is related to threeAn organization’s concern with regard to compensation is related to three
areas: areas: 

 to to attract capableattract capable individuals to the organization  individuals to the organization 
 to to motivatemotivate those already in the organization in order for them to those already in the organization in order for them to

perform their tasks to the maximum perform their tasks to the maximum 
 to to retainretain them in the organization for an extended period of time. them in the organization for an extended period of time.

9.3 FACTORS AFFECTING COMPENSATION 9.3 FACTORS AFFECTING COMPENSATION 

Among  factors  that  determine  compensation  base-pay  is  the  issue  ofAmong  factors  that  determine  compensation  base-pay  is  the  issue  of
determining with the systems of job evaluation determining with the systems of job evaluation 

The other factory is survey of the rates paid by competing firms. Then isThe other factory is survey of the rates paid by competing firms. Then is
the  determination  of  pay  policy  to  meet  the  desired  objectives  ofthe  determination  of  pay  policy  to  meet  the  desired  objectives  of
attracting, motivating and retaining sufficiently qualified and competentattracting, motivating and retaining sufficiently qualified and competent
works. works. 
Then is the issue of supply and demand of the skills of some employees.Then is the issue of supply and demand of the skills of some employees.
The organization’s ability to pay is another. The organization’s ability to pay is another. 
Government policy is skill another. Government policy is skill another. 
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NoteNote. The pay one receives is a measure of one’s worth to the firm. This. The pay one receives is a measure of one’s worth to the firm. This
term includes merit pay, bonus, incentives, etc. term includes merit pay, bonus, incentives, etc. 

9.4 PAY EXPECTANCY 9.4 PAY EXPECTANCY 

An employee’s level of work motivation depends on the attractiveness ofAn employee’s level of work motivation depends on the attractiveness of
the rewards received for job completion. the rewards received for job completion. 

The  work  motivation  of  workers  gets  high  when  they  have  highThe  work  motivation  of  workers  gets  high  when  they  have  high
expectations and when they receive the rewards. expectations and when they receive the rewards. 

9.5 PAY SECRECY9.5 PAY SECRECY

Many (if not all) organizations are very secretive about: Many (if not all) organizations are very secretive about: 
 their compensation policy their compensation policy 
 how salaries for employees are determined and how salaries for employees are determined and 
 what individuals earn what individuals earn 

Yet,  pay  secrecy  does  not  contribute  to  organization’s  trust  and  itsYet,  pay  secrecy  does  not  contribute  to  organization’s  trust  and  its
effectiveness, and thereby, lowering employee motivation. effectiveness, and thereby, lowering employee motivation. 

Still, pay secrecy serves to hide inequities of compensation programs. Still, pay secrecy serves to hide inequities of compensation programs. 

9.6 WAGE AND SALARY ADMINISTRATION9.6 WAGE AND SALARY ADMINISTRATION

9.6.1 Definition 9.6.1 Definition 
The term wage and salary administration usually refers to the monetaryThe term wage and salary administration usually refers to the monetary
rewards given  to  employees.  Base  wages  and salaries  are  the  hourly,rewards given  to  employees.  Base  wages  and salaries  are  the  hourly,
weekly, or monthly pay that workers receive in exchange for their work. weekly, or monthly pay that workers receive in exchange for their work. 

9.6.2 Need for Sound Salary Administration 9.6.2 Need for Sound Salary Administration 
Management has to formulate and the administer the salary policies onManagement has to formulate and the administer the salary policies on
sound lines as:  sound lines as:  

Most of the employees’ satisfaction and work performance are basedMost of the employees’ satisfaction and work performance are based
on pay. on pay. 
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Internal  inequalities  in  payment  are  more  serious  of  certainInternal  inequalities  in  payment  are  more  serious  of  certain
employees. employees. 
Employees compare their pay with that of others. Employees compare their pay with that of others. 
Employees react to gross external inequalities. Employees react to gross external inequalities. 
Employees compare the pay of  different  employees with  their  skill,Employees compare the pay of  different  employees with  their  skill,
knowledge, performance, etc…knowledge, performance, etc…

9.6.3 Objective of Wage and Salary Administration9.6.3 Objective of Wage and Salary Administration
The  objectives  of  wage  and  salary  administration  are  numerous.  TheThe  objectives  of  wage  and  salary  administration  are  numerous.  The
important ones among them are: important ones among them are: 

9.6.3.1 To acquire qualified and competent personnel9.6.3.1 To acquire qualified and competent personnel
Candidates decide upon their career in a particular organization mostlyCandidates decide upon their career in a particular organization mostly
on  the  basis  of  the  amount  of  remuneration  the  organization  offers.on  the  basis  of  the  amount  of  remuneration  the  organization  offers.
Qualified and competent people join the best-paid organizations. As such,Qualified and competent people join the best-paid organizations. As such,
the organizations should aim at payment of salaries at that level, wherethe organizations should aim at payment of salaries at that level, where
they can attract competent and qualified people. they can attract competent and qualified people. 

9.6.3.2 To retain the present employees9.6.3.2 To retain the present employees
If the salary level doesn’t compare favorably with that of other similarIf the salary level doesn’t compare favorably with that of other similar
organizations,  employees  quit  the  present  one  and  joint  otherorganizations,  employees  quit  the  present  one  and  joint  other
organizations. The organization must keep the wage at the competitiveorganizations. The organization must keep the wage at the competitive
level in order to prevent such quits. level in order to prevent such quits. 

9.6.3.3 To secure internal and external equity9.6.3.3 To secure internal and external equity
Internal  equity  does  mean  payment  of  similar  wages  for  similar  jobsInternal  equity  does  mean  payment  of  similar  wages  for  similar  jobs
within the organization. External equity implies that payment of similarwithin the organization. External equity implies that payment of similar
wages to similar jobs in comparable organizations.’wages to similar jobs in comparable organizations.’

9.6.3.4 To ensure desired behavior9.6.3.4 To ensure desired behavior
Good  rewards  reinforce  desired  behavior  like  performance,  loyalty,Good  rewards  reinforce  desired  behavior  like  performance,  loyalty,
accepting new responsibilities and changes, etc…accepting new responsibilities and changes, etc…
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9.6.3.5 To keep labor and administrative costs9.6.3.5 To keep labor and administrative costs in line with the ability in line with the ability
of the organization to pay. of the organization to pay. 
To project in public the workers as progressive employers and to complyTo project in public the workers as progressive employers and to comply
with the wage legislation. with the wage legislation. 
Pay according the content and difficulty of the job and in tune with thePay according the content and difficulty of the job and in tune with the
effort and merit of the employee: effort and merit of the employee: 
to facilitate pay roll  administration of  budgeting and wage and salaryto facilitate pay roll  administration of  budgeting and wage and salary
control. control. 
to simplify collective bargaining procedures and negotiations. to simplify collective bargaining procedures and negotiations. 
to promote organization feasibility. to promote organization feasibility. 

9.7 THE ELEMENTS OF WAGE AND SALARY SYSTEM9.7 THE ELEMENTS OF WAGE AND SALARY SYSTEM

Wage and salary system should have relationships with the performance,Wage and salary system should have relationships with the performance,
satisfaction  and attainment  of  goals  of  an  individual.  The elements  ofsatisfaction  and attainment  of  goals  of  an  individual.  The elements  of
wage and salary are listed as follows:wage and salary are listed as follows:
Identifying the available salary opportunities, their costs, estimating theIdentifying the available salary opportunities, their costs, estimating the
worth of its members of these salary opportunities and communicatingworth of its members of these salary opportunities and communicating
them to employees: them to employees: 

relating salary to needs and goals. relating salary to needs and goals. 
developing quality, quantity and time standards relating to work anddeveloping quality, quantity and time standards relating to work and
goals. goals. 
determining the effort necessary to achieve standards. determining the effort necessary to achieve standards. 
measuring the actual performance. measuring the actual performance. 
comparing the performance with the salary received. comparing the performance with the salary received. 
measuring the job satisfaction gained by the employees. measuring the job satisfaction gained by the employees. 
evaluating  the  unsatisfied  wants  and  unachieved  goals  of  theevaluating  the  unsatisfied  wants  and  unachieved  goals  of  the
employees. employees. 
finding  out  the  dissatisfaction  arising  from  unfulfilled  needs  andfinding  out  the  dissatisfaction  arising  from  unfulfilled  needs  and

unattained goals.unattained goals.
adjusting  the  salary  levels  according  with  a  view  to  enabling  theadjusting  the  salary  levels  according  with  a  view  to  enabling  the
employees to reach unattained goals and fulfill the unfulfilled needs.employees to reach unattained goals and fulfill the unfulfilled needs.
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And  this  will  certainly  motivate  the  worker  to  effectively  performAnd  this  will  certainly  motivate  the  worker  to  effectively  perform
his/her duty. his/her duty. 

9.8 FACTORS AFFECTING SALARY LEVELS9.8 FACTORS AFFECTING SALARY LEVELS

Generally  a  large  number  of  factors  influence  the  salary  levels  in  anGenerally  a  large  number  of  factors  influence  the  salary  levels  in  an
organization. Among them are the following: organization. Among them are the following: 
 Remuneration in comparable industries: Remuneration in comparable industries: This is an important factor inThis is an important factor in

determining salary levels. An organization, must pay at least equal todetermining salary levels. An organization, must pay at least equal to
the going rate for similar jobs in similar organizations. Also, the salarythe going rate for similar jobs in similar organizations. Also, the salary
for similar jobs in firms located in the same region influence the wagefor similar jobs in firms located in the same region influence the wage
rate in an organization. The organization has to pay the wages equal torate in an organization. The organization has to pay the wages equal to
the  ones  paid  for  similar  jobs  in  order  to  secure  and  retain  thethe  ones  paid  for  similar  jobs  in  order  to  secure  and  retain  the
competent employees and to satisfy the employee need. competent employees and to satisfy the employee need. 

 Cost of Living:  Cost of Living:  The employees expect that their purchasing power beThe employees expect that their purchasing power be
maintained at least at  the same level,  if  not increased by adjustingmaintained at least at  the same level,  if  not increased by adjusting
wages to changes of cost living. A good company should be able towages to changes of cost living. A good company should be able to
increases salary relating to the raise of the cost of living. increases salary relating to the raise of the cost of living. 

 Government legislations: Government legislations: Government legislation affects wage fixationGovernment legislation affects wage fixation
by: ensuring proper payment of wages and avoiding all malpracticesby: ensuring proper payment of wages and avoiding all malpractices
like non-payment, under payment, delayed and irregular payment andlike non-payment, under payment, delayed and irregular payment and
payment in under measurement of work. payment in under measurement of work. 

9.9 WAGE AND SALARY ADMINISTRATION MECHANISMS9.9 WAGE AND SALARY ADMINISTRATION MECHANISMS

The previously listed objectives of  wage and salary administration areThe previously listed objectives of  wage and salary administration are
affected by this administration’s mechanisms. These are wage and salaryaffected by this administration’s mechanisms. These are wage and salary
administration principles, approaches, and job evaluation for wage/salaryadministration principles, approaches, and job evaluation for wage/salary
administration and wage survey.administration and wage survey.

9.10 PRINCIPLES OF WAGE AND SALARY ADMINISTRATION9.10 PRINCIPLES OF WAGE AND SALARY ADMINISTRATION
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The most  important  principles  of  wage  and salary  plans,  policies  andThe  most  important  principles  of  wage  and salary  plans,  policies  and
practices are: practices are: 
 Wage and salary plans and policies should be sufficiently flexible. Wage and salary plans and policies should be sufficiently flexible. 
That is to say, the wage and salary plans and policies should be capableThat is to say, the wage and salary plans and policies should be capable
of  being influenced  or  being capable  of  changing in  response to  newof  being influenced  or  being capable  of  changing in  response to  new
conditions. conditions. 

 Job evaluation must be done scientifically. All jobs should be evaluatedJob evaluation must be done scientifically. All jobs should be evaluated
or analyzed and graded scientifically by testing them through scientificor analyzed and graded scientifically by testing them through scientific
methods in order to establish the pattern of internal relationship. methods in order to establish the pattern of internal relationship. 

 Wage and salary administration plans must always be consistent withWage and salary administration plans must always be consistent with
overall organizational plans and programs. overall organizational plans and programs. 

The  plans  of  wage  and  salary  administration  and  the  overallThe  plans  of  wage  and  salary  administration  and  the  overall
organizational plan must always be marked by harmonious regularity ororganizational plan must always be marked by harmonious regularity or
steady  continuity,  which  means  they  must  be  free  from  irregularity,steady  continuity,  which  means  they  must  be  free  from  irregularity,
variation or contradiction. variation or contradiction. 
 Wages and salary administrations plans and the social and economicWages and salary administrations plans and the social and economic

objective  of  the  country  must  correspondence  in  form.  Wage  andobjective  of  the  country  must  correspondence  in  form.  Wage  and
salary administration plans and programs should be in conformity withsalary administration plans and programs should be in conformity with
the social and economic objectives of the country like attainment ofthe social and economic objectives of the country like attainment of
equality in income distribution and controlling inflationary trends. equality in income distribution and controlling inflationary trends. 

 Wages  and  salary  administration  plans  and  programs  should  beWages  and  salary  administration  plans  and  programs  should  be
responsive to the changing local and national conditions. responsive to the changing local and national conditions. 

Wages and salary administration must be able to react for some changesWages and salary administration must be able to react for some changes
that can occur in the local and national conditions. that can occur in the local and national conditions. 
 Wages  and  salary  plans  should  simplify  and  expedite  otherWages  and  salary  plans  should  simplify  and  expedite  other

administrative process. These plans must be made simple and mustadministrative process. These plans must be made simple and must
facilitate other administrative processes. facilitate other administrative processes. 

The generally accepted principles governing the fixation of wages andThe generally accepted principles governing the fixation of wages and
salary are: salary are: 
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There should be a definite plan to ensure that differences in pay for jobsThere should be a definite plan to ensure that differences in pay for jobs
based upon variation in requirements. based upon variation in requirements. 
This is to say, skill, effort, responsibility of job or working conditions, andThis is to say, skill, effort, responsibility of job or working conditions, and
mental  and  physical  requirements  must  be  the  requirements  formental  and  physical  requirements  must  be  the  requirements  for
differences in pay for jobs. differences in pay for jobs. 

The general level of wages and salaries should be reasonably in line withThe general level of wages and salaries should be reasonably in line with
that prevailing in the labor market. that prevailing in the labor market. 
The plan should carefully distinguish between jobs and employees. A jobThe plan should carefully distinguish between jobs and employees. A job
is the work that  carries a certain wage rate whereas employee is  theis  the work that  carries a certain wage rate whereas employee is  the
person assigned to fill it at that rate. person assigned to fill it at that rate. 
Equal  pay  for  equal  work  means,  if  two  jobs  have  equal  difficultyEqual  pay  for  equal  work  means,  if  two  jobs  have  equal  difficulty
requirements, the pay should be the same, regardless of who fills them. requirements, the pay should be the same, regardless of who fills them. 
An equitable practice should be adopted for the recognition of individualAn equitable practice should be adopted for the recognition of individual
differences in ability and  contribution. In fixation of wages and salarydifferences in ability and  contribution. In fixation of wages and salary
individual differences in ability and contribution must be recognized andindividual differences in ability and contribution must be recognized and
taken into account.taken into account.
  
There should be a clearly established procedure for hearing and adjustingThere should be a clearly established procedure for hearing and adjusting
wage complaints. There should be a procedure for wage grievances andwage complaints. There should be a procedure for wage grievances and
complaints. complaints. 
The  employees  and  the  trade  union  should  be  informed  about  theThe  employees  and  the  trade  union  should  be  informed  about  the
procedure used to establish wage rates. Employees must be informed ofprocedure used to establish wage rates. Employees must be informed of
their own position and of the wage and salary structure. their own position and of the wage and salary structure. 
The  wage  should  be  sufficient  to  ensure  for  the  worker  and  his/herThe  wage  should  be  sufficient  to  ensure  for  the  worker  and  his/her
family’s  reasonable  standard  of  living.  Workers  should  receive  afamily’s  reasonable  standard  of  living.  Workers  should  receive  a
guaranteed minimum wage to  protect  them against  conditions beyondguaranteed minimum wage to  protect  them against  conditions beyond
their control. their control. 
The  wage  and  salary  structure  should  be  flexible  so  that  changingThe  wage  and  salary  structure  should  be  flexible  so  that  changing
conditions can be easily met. conditions can be easily met. 
Prompt  and  correct  payments  of  the  dues  of  the  employees  must  bePrompt  and  correct  payments  of  the  dues  of  the  employees  must  be
ensured and arrears of payment should not accumulate. ensured and arrears of payment should not accumulate. 
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For  revision  of  wages,  a  wage  committee  may  be  preferred  to  theFor  revision  of  wages,  a  wage  committee  may  be  preferred  to  the
individual judgment, however unbiased, is a manager. individual judgment, however unbiased, is a manager. 
The wage and salary payments must fulfill a wide variety of human needs,The wage and salary payments must fulfill a wide variety of human needs,
including the need for self-actualization. including the need for self-actualization. 

9.11 THE WAGE AND SALARY SURVEY APPROACH9.11 THE WAGE AND SALARY SURVEY APPROACH

-- Survey is an investigation of current position. Salary survey is one ofSurvey is an investigation of current position. Salary survey is one of
the techniques useful in salary administration. The purpose of thisthe techniques useful in salary administration. The purpose of this
survey is to collect current competitive salary data regarding varioussurvey is to collect current competitive salary data regarding various
jobs  in  the  labor  market  and  provide  the  same  for  salaryjobs  in  the  labor  market  and  provide  the  same  for  salary
administration. administration. 

-- A  salary  survey  enables  an  organization  to  find  out  what  otherA  salary  survey  enables  an  organization  to  find  out  what  other
organizations pay for specific jobs and the basis for payment of theorganizations pay for specific jobs and the basis for payment of the
existing salary level. existing salary level. 

-- The market rate in a particular region influences the wage rate ofThe market rate in a particular region influences the wage rate of
the  organization.  Mostly  the  organizations  are  forced  to  pay  thethe  organization.  Mostly  the  organizations  are  forced  to  pay  the
wage equivalent to the market rate. wage equivalent to the market rate. 

9.11.1 Need for conducting the survey9.11.1 Need for conducting the survey
The salary survey is conducted for the following reasons:The salary survey is conducted for the following reasons:
To employ and retain competent people, the organization has to pay fairTo employ and retain competent people, the organization has to pay fair
and equitable remuneration to satisfy the employees. But this wage rateand equitable remuneration to satisfy the employees. But this wage rate
may not be helpful in employing and keeping the competent employees asmay not be helpful in employing and keeping the competent employees as
these employees may be attracted by similar organizations offering highthese employees may be attracted by similar organizations offering high
salary.  Hence  the  organization  has  to  obtain  the  wage  levels  insalary.  Hence  the  organization  has  to  obtain  the  wage  levels  in
comparable  industries  in  order  to  fix  their  salary  at  the  competitivecomparable  industries  in  order  to  fix  their  salary  at  the  competitive
levels. levels. 
To promote workers  productivity  by maintaining salary  credibility  andTo promote workers  productivity  by maintaining salary  credibility  and
promoting a feeling of  fairness and equity among it’s  employees,  it  ispromoting a feeling of  fairness and equity among it’s  employees,  it  is
possible  through  the  use  of  surveys  and  implementing  the  necessarypossible  through  the  use  of  surveys  and  implementing  the  necessary
changes in salary structure and levels. changes in salary structure and levels. 
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To develop an adequate and acceptable salary structure, an organizationTo develop an adequate and acceptable salary structure, an organization
has  to  take  into  consideration  the  adequacy  of  the  salary  and  it’shas  to  take  into  consideration  the  adequacy  of  the  salary  and  it’s
acceptability by the employee. Equal salary for equal work and salaryacceptability by the employee. Equal salary for equal work and salary
that promotes maximum individual contribution to organization should bethat promotes maximum individual contribution to organization should be
the basis for acceptable salary structure; survey data guide the managerthe basis for acceptable salary structure; survey data guide the manager
in developing a pay structure, which is adequate and acceptable to thein developing a pay structure, which is adequate and acceptable to the
employees. employees. 

9.11.2 Scope of the survey9.11.2 Scope of the survey
The  scope  of  the  survey  is  to  be  determined  before  the  survey  isThe  scope  of  the  survey  is  to  be  determined  before  the  survey  is
conducted. This depends upon the purpose of the data, the type of level ofconducted. This depends upon the purpose of the data, the type of level of
the jobs for which salary is to be fixed. the jobs for which salary is to be fixed. 

9.11.3 The source of information 9.11.3 The source of information 
The  salary  data  and  confirmation  can  be  collected  from  the  reports,The  salary  data  and  confirmation  can  be  collected  from  the  reports,
records, pay register of the organization, management, employees, traderecords, pay register of the organization, management, employees, trade
union leaders, ministry of labor, reports of various labor commissions,union leaders, ministry of labor, reports of various labor commissions,
pay commissions, wage boards and surveys conducted earlier.pay commissions, wage boards and surveys conducted earlier.
  
9.11.4 Willingness to participate9.11.4 Willingness to participate
Many  organizations  and  people  generally  cooperate  with  surveyor  inMany  organizations  and  people  generally  cooperate  with  surveyor  in
providing  necessary  data  and  information  if  they  are  approachedproviding  necessary  data  and  information  if  they  are  approached
properly. But the minority of them may reject due to obvious reasons.properly. But the minority of them may reject due to obvious reasons.
However, personnel approach rather than mail or telephonic approachHowever, personnel approach rather than mail or telephonic approach
produces  better  results.  Generally  salary  administrators,  personnelproduces  better  results.  Generally  salary  administrators,  personnel
research managers conduct the salary survey. research managers conduct the salary survey. 

9.11.5 The Survey approach9.11.5 The Survey approach
The survey will be launched by a series of telephone calls and personalThe survey will be launched by a series of telephone calls and personal
contact.  Depending  up  on  the  scope  of  the  survey,  any  one  or  thecontact.  Depending  up  on  the  scope  of  the  survey,  any  one  or  the
combination of the following approaches may be followed: combination of the following approaches may be followed: 

telephone approachtelephone approach
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mail approachmail approach
advertisement approach advertisement approach 

9.11.6 Survey methods9.11.6 Survey methods
The following survey methods are generally used in collecting the salaryThe following survey methods are generally used in collecting the salary
data and information. data and information. 

Key job matchingKey job matching:  Under this method, similar key jobs are identified:  Under this method, similar key jobs are identified
between the organizations and the  relevant  wage particulars  aboutbetween the organizations and the  relevant  wage particulars  about
those comparable jobs are collected. those comparable jobs are collected. 
Key class matchingKey class matching:  Similar classes of jobs are identified and the:  Similar classes of jobs are identified and the
necessary data about those classes are collected. necessary data about those classes are collected. 
Occupational methodOccupational method:  Certain basic occupational group like clerks,:  Certain basic occupational group like clerks,
officers,  managers  are  identified  and  then  the  necessary  data  isofficers,  managers  are  identified  and  then  the  necessary  data  is
collected. collected. 
Job evaluation methodJob evaluation method:   All  the  parties  participate  in  the  survey:   All  the  parties  participate  in  the  survey
method, use the same method and the same mechanism for evaluatingmethod, use the same method and the same mechanism for evaluating
similar jobs. similar jobs. 
Broad classification methodBroad classification method:  Under this method, broad groups of:  Under this method, broad groups of
relatively  homogenous  jobs  i.e.,  by  industry,  by  profession  or  byrelatively  homogenous  jobs  i.e.,  by  industry,  by  profession  or  by
geographical  area  are  grouped  and  the  relevant  information  aboutgeographical  area  are  grouped  and  the  relevant  information  about
these jobs are collected. these jobs are collected. 

9.11.7 Wage theories 9.11.7 Wage theories 
There are a number of theories on wages.  The important ones amongThere are a number of theories on wages.  The important ones among
them are discussed hereunder. them are discussed hereunder. 
The  just  wage  theoryThe  just  wage  theory.  This  was  the  first  theory  on  wages  advocated.  This  was  the  first  theory  on  wages  advocated
during  medieval  period  the  essence  of  this  theory  is  that  the  workerduring  medieval  period  the  essence  of  this  theory  is  that  the  worker
should  be  paid  to  the  level  of  maintaining himself/herself  and  his/hershould  be  paid  to  the  level  of  maintaining himself/herself  and  his/her
family. family. 
Subsistence theories areSubsistence theories are paid to enable them to subsist and perpetuate paid to enable them to subsist and perpetuate
the race without increase or reduction. the race without increase or reduction. 

174174



Standard of living theoryStandard of living theory. “Wage of labor is determined by a traditional. “Wage of labor is determined by a traditional
standard or living, which in turn is determined by the mode of productionstandard or living, which in turn is determined by the mode of production
of the country concerned.”of the country concerned.”
The wage fund theoryThe wage fund theory. Wage of labor is determined on the basis of the. Wage of labor is determined on the basis of the
relationship between the  amount  of  fund allocated for  the  purpose ofrelationship between the  amount  of  fund allocated for  the  purpose of
wage payment and number of workers in a country. wage payment and number of workers in a country. 

Wage   =   Wage   =   Amount of fund allocated for wage paymentAmount of fund allocated for wage payment
                                  Number of workers                                  Number of workers

Residual  claimant  theoryResidual  claimant  theory.  Determined on the  basis  of  the  amount  left.  Determined on the  basis  of  the  amount  left
after the payment of rent, profits and interest to land, entrepreneur andafter the payment of rent, profits and interest to land, entrepreneur and
capital respectively out of the production value. capital respectively out of the production value. 

The amount of wages = Production value – (Rent + ProfitsThe amount of wages = Production value – (Rent + Profits
+ Interest)+ Interest)

Marginal  Productivity  theoryMarginal  Productivity  theory.  Wages  are  determined  on  the  basis  of.  Wages  are  determined  on  the  basis  of
marginal  contributions  of  the  worker  to  the  production,  the  employermarginal  contributions  of  the  worker  to  the  production,  the  employer
stops  employing  further  workers  where  the  contributions  of  the  moststops  employing  further  workers  where  the  contributions  of  the  most
recently employed worker and equal to his wages. recently employed worker and equal to his wages. 
The bargaining theory of wagesThe bargaining theory of wages. According to this theory the wages and. According to this theory the wages and
other terms of employment are determined on the basis of the relativeother terms of employment are determined on the basis of the relative
bargaining strength of the two parties which are: the employer and thebargaining strength of the two parties which are: the employer and the
employees. Haggling (bargaining) of the market which under a system ofemployees. Haggling (bargaining) of the market which under a system of
free competition and individual bargaining determines the conditions offree competition and individual bargaining determines the conditions of
employment…”employment…”
Contribution of behavioral scientists to the wage theoriesContribution of behavioral scientists to the wage theories . According to. According to
behavioral  scientists,  wages  are  determined  on  the  basis  of  severalbehavioral  scientists,  wages  are  determined  on  the  basis  of  several
factors  like  the  size,  nature,  prestige  of  the  organization,  financialfactors  like  the  size,  nature,  prestige  of  the  organization,  financial
soundness  of  the  organization  strength  of  the  union,  social  normssoundness  of  the  organization  strength  of  the  union,  social  norms
traditions,  customs,  prestige  of  certain  jobs  in  terms  of  authority,traditions,  customs,  prestige  of  certain  jobs  in  terms  of  authority,
responsibility and status, level of job satisfaction, morale desired lines ofresponsibility and status, level of job satisfaction, morale desired lines of
employee  behaviors  and  level  of  performance.  Influence  must  be  theemployee  behaviors  and  level  of  performance.  Influence  must  be  the
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determination  during the  present  century.  The  modern  and  importantdetermination  during the  present  century.  The  modern  and  important
system of salary administration is job evaluation. system of salary administration is job evaluation. 

9.12 JOB EVALUATION FOR WAGE AND SALARY 9.12 JOB EVALUATION FOR WAGE AND SALARY 
ADMINISTRATION ADMINISTRATION 

The objective of job evaluation is to formulate making of jobs based on aThe objective of job evaluation is to formulate making of jobs based on a
detailed analysis and content of the job rather than on market forces. Thisdetailed analysis and content of the job rather than on market forces. This
ranking can then be used to establish agreed rates of pay for the differentranking can then be used to establish agreed rates of pay for the different
jobs. Like any other form of evaluation job evaluation is supposed to bejobs. Like any other form of evaluation job evaluation is supposed to be
rational and dispassionate but objective judgments are always involved. rational and dispassionate but objective judgments are always involved. 

In  any  method  of  evaluation,  some  time  must  be  spent  on  preparingIn  any  method  of  evaluation,  some  time  must  be  spent  on  preparing
accurate job descriptions of the jobs to be compared. accurate job descriptions of the jobs to be compared. 

There are many ways of job evaluation but there are three major systems:There are many ways of job evaluation but there are three major systems:
the ranking, classification and point-rating methods. the ranking, classification and point-rating methods. 

9.12.1 The Ranking Method9.12.1 The Ranking Method
This  ranking  method  is  probably  the  simplest  of  all  methods.  In  thisThis  ranking  method  is  probably  the  simplest  of  all  methods.  In  this
method,  the  content  of  each  job  is  compared  with  that  of  variousmethod,  the  content  of  each  job  is  compared  with  that  of  various
benchmark  jobs,  and  the  jobs  are  given  a  ranking  based  on  the  jobbenchmark  jobs,  and  the  jobs  are  given  a  ranking  based  on  the  job
descriptions. descriptions. 

The advantage of this method is that it is simple and inexpensive; and theThe advantage of this method is that it is simple and inexpensive; and the
ranking can be done quickly. The disadvantage is that jobs may be rankedranking can be done quickly. The disadvantage is that jobs may be ranked
on  the  basis  of  incomplete  information  and  without  the  use  of  clearon  the  basis  of  incomplete  information  and  without  the  use  of  clear
standards. This method also relies heavily on the subjective judgment ofstandards. This method also relies heavily on the subjective judgment of
the evaluators. the evaluators. 

9.12.2 The Classification Method9.12.2 The Classification Method
The classification method begins by establishing a logical structure forThe classification method begins by establishing a logical structure for
grades. The number of grades and their functions are described. Differentgrades. The number of grades and their functions are described. Different
grades are classified so that they cover discernible differences in factorsgrades are classified so that they cover discernible differences in factors

176176



such as  level  of  shills,  responsibilities  and other  job  retirements.  Thesuch as  level  of  shills,  responsibilities  and other  job  retirements.  The
characteristics of the jobs in consideration are then compared with thosecharacteristics of the jobs in consideration are then compared with those
for the different grades, and each job is allocated to the grade it matchesfor the different grades, and each job is allocated to the grade it matches
most closely. most closely. 

The  main  advantage  of  this  method  is  that  it  is  based  on  an  explicitThe  main  advantage  of  this  method  is  that  it  is  based  on  an  explicit
grading structure, which is open to scrutiny. It is also relatively simple,grading structure, which is open to scrutiny. It is also relatively simple,
inexpensive and easy to apply. Its disadvantages include the fact hat theinexpensive and easy to apply. Its disadvantages include the fact hat the
assignment  of  monetary  values  to  grades  is  inevitably  influenced  byassignment  of  monetary  values  to  grades  is  inevitably  influenced  by
existing pay rates, and that specifying the different grades can be difficultexisting pay rates, and that specifying the different grades can be difficult
(particularly in organizations involving many jobs). (particularly in organizations involving many jobs). 

9.12.3 The Point-Rating Method9.12.3 The Point-Rating Method
This  method  is  based  on  the  assumption  that  there  are  clearlyThis  method  is  based  on  the  assumption  that  there  are  clearly
distinguishable factors such as skill, effort and responsibility, which aredistinguishable factors such as skill, effort and responsibility, which are
common to  all  jobs.  Unlike  the  other  two  methods,  this  is  a  form ofcommon to  all  jobs.  Unlike  the  other  two  methods,  this  is  a  form of
analytical job evaluation. It compares jobs on various factors rather thananalytical job evaluation. It compares jobs on various factors rather than
comparing all jobs. comparing all jobs. 

Factors and such factors are those listed down which can be used toFactors and such factors are those listed down which can be used to
analyze each job. The maximum number of factors for a job is 40 and theanalyze each job. The maximum number of factors for a job is 40 and the
minimum  is  3.  Factors  can  include,  educational  attainment  required,minimum  is  3.  Factors  can  include,  educational  attainment  required,
experience,  level  of  hazards encountered and so on.  A common scale,experience,  level  of  hazards encountered and so on.  A common scale,
which denotes the degree in which each factor is required in the job, iswhich denotes the degree in which each factor is required in the job, is
associated with each factor. associated with each factor. 

The main advantages of the point rating system are that it focuses onThe main advantages of the point rating system are that it focuses on
points, which mean that it is less likely to be influenced by existing ratespoints, which mean that it is less likely to be influenced by existing rates
of pay. In addition, it is more objective since each job is assessed on aof pay. In addition, it is more objective since each job is assessed on a
range of explicit, quantitative, scales. range of explicit, quantitative, scales. 

The main disadvantages are that it is complex and expensive to installThe main disadvantages are that it is complex and expensive to install
because it requires considerable technical skill. On top of that, it involvesbecause it requires considerable technical skill. On top of that, it involves
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many subjective judgments, for example judgments concerning the choicemany subjective judgments, for example judgments concerning the choice
of  factors  and  the  assessment  of  jobs,  and  that  these  judgmentsof  factors  and  the  assessment  of  jobs,  and  that  these  judgments
concerning the choice of  factors and the assessment of jobs,  and thatconcerning the choice of  factors and the assessment of jobs,  and that
these judgments can lead to bias,  however objective and scientific thethese judgments can lead to bias,  however objective and scientific the
procedure may appear to be. procedure may appear to be. 

9.12.4 Wage and Salary Survey Approaches9.12.4 Wage and Salary Survey Approaches
Survey of selected organization within a geographical area or industrySurvey of selected organization within a geographical area or industry
designed  provide  a  comparison  of  reliable  information  on  policies,designed  provide  a  comparison  of  reliable  information  on  policies,
practices, and method of payment. practices, and method of payment. 

To design a wage survey, the jobs, organizations, the area to be studiedTo design a wage survey, the jobs, organizations, the area to be studied
and the method for gathering data must first be determined. Data forand the method for gathering data must first be determined. Data for
wage survey can be gathered from sources like the Bureau of Statistics,wage survey can be gathered from sources like the Bureau of Statistics,
Civil service commission, economic journals, etc…Civil service commission, economic journals, etc…

Wage and salary survey provides knowledge of the market and ensuresWage and salary survey provides knowledge of the market and ensures
external equity. It also corrects employee misconceptions about certainexternal equity. It also corrects employee misconceptions about certain
jobs of which the job descriptions are very similar. jobs of which the job descriptions are very similar. 

9.12.4.1 Wage Structure9.12.4.1 Wage Structure
The wage structure’s decision is the choice of how to price different jobsThe wage structure’s decision is the choice of how to price different jobs
within  the  organization.  Jobs  that  are  similar  in  worth  usually  arewithin  the  organization.  Jobs  that  are  similar  in  worth  usually  are
grouped together into job families. Then, a wage grade, with a floor andgrouped together into job families. Then, a wage grade, with a floor and
ceiling, is established for each job family. ceiling, is established for each job family. 

Individual wage decisions concern different wage rates for jobs of similarIndividual wage decisions concern different wage rates for jobs of similar
worth within the same family. Differences in pay within job families areworth within the same family. Differences in pay within job families are
decided in two ways: decided in two ways: 

 Some jobs  are  occupied by  individuals  with  more seniority  thanSome jobs  are  occupied by  individuals  with  more seniority  than
others, others, 

 Some people may be better performers, therefore deserving of aSome people may be better performers, therefore deserving of a
higher level of wage. higher level of wage. 
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Ideally, a base wage structure should be both internally and externallyIdeally, a base wage structure should be both internally and externally
equitable. The job evaluation process may ensure internal equity, whileequitable. The job evaluation process may ensure internal equity, while
wage survey is to ensure external equity. wage survey is to ensure external equity. 

9.12.4.2 Wage Determination Process9.12.4.2 Wage Determination Process
There is no single basis for determining the wages or salaries paid toThere is no single basis for determining the wages or salaries paid to
employees; they are based on several interrelated influences. While mostemployees; they are based on several interrelated influences. While most
of these influences are at work in most organizations, they vary in degreeof these influences are at work in most organizations, they vary in degree
of importance, depending on the organization’s objectives and the roleof importance, depending on the organization’s objectives and the role
the firm wants, wages and salaries to play in strategy. Among the basicthe firm wants, wages and salaries to play in strategy. Among the basic
and important influences we can find: and important influences we can find: 

 the organization’s desired competitive pay position, the organization’s desired competitive pay position, 
 the organization’s financial capabilitythe organization’s financial capability
 comparable wages and labor market forces, comparable wages and labor market forces, 
 cost of living, cost of living, 
 pay equity, pay equity, 
 range of job knowledge, range of job knowledge, 
 productivity and performance of the employee, productivity and performance of the employee, 
 collective bargaining, collective bargaining, 
 legal influences, legal influences, 
 etc…etc…

9.12.4.3 Employee Earnings Record9.12.4.3 Employee Earnings Record is a summary of each employee’s is a summary of each employee’s
earnings,  deductions,  and  net  pay  for  each  payroll  period  and  ofearnings,  deductions,  and  net  pay  for  each  payroll  period  and  of
cumulative gross earnings during the month (multiplied by 12 if  for acumulative gross earnings during the month (multiplied by 12 if  for a
year).  It  is  a  separate  record  kept  for  each  employee.  The  individualyear).  It  is  a  separate  record  kept  for  each  employee.  The  individual
employees earnings record helps the employing organization to properlyemployees earnings record helps the employing organization to properly
summarize and file tax returns. summarize and file tax returns. 

Pay checkPay check is an instrument for paying salary if the firm makes payment is an instrument for paying salary if the firm makes payment
via writing a check in the name of each employee for the net pay or avia writing a check in the name of each employee for the net pay or a
check for the total net pay. check for the total net pay. 
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Gross EarningsGross Earnings is the total pay to an employee before deductions for the is the total pay to an employee before deductions for the
pay period. pay period. 

Payroll TaxesPayroll Taxes are taxes levied against the employer on the payroll of a are taxes levied against the employer on the payroll of a
firm.firm.

Withholding TaxesWithholding Taxes are taxes levied against the earnings of employees are taxes levied against the earnings of employees
of an organizations and withheld by the employer per the regulations ofof an organizations and withheld by the employer per the regulations of
the government. the government. 

Payroll DeductionsPayroll Deductions are all the reductions from the gross earnings of an are all the reductions from the gross earnings of an
employee such as withholding taxes, fines, credit association pays, etc. employee such as withholding taxes, fines, credit association pays, etc. 

Net PayNet Pay is the gross earnings after subtracting all the deductions. It is is the gross earnings after subtracting all the deductions. It is
sometimes known as take home pay. This is the amount collected by ansometimes known as take home pay. This is the amount collected by an
employee on the pay day. employee on the pay day. 

9.12.4.4 Possible Components of a Payroll Register9.12.4.4 Possible Components of a Payroll Register
Employee numberEmployee number are numbers assigned to employees for identification are numbers assigned to employees for identification
purpose when a relatively large number of employees are included in thepurpose when a relatively large number of employees are included in the
payroll register. payroll register. 
Transportation (fuel) allowanceTransportation (fuel) allowance is a monthly allowance to an employee is a monthly allowance to an employee
to cover cost of transportation up to the work place if the employer hasto cover cost of transportation up to the work place if the employer has
committed itself to provide transportation service. committed itself to provide transportation service. 

 Overtime EarningOvertime Earning – If overtime work is performed by an employee – If overtime work is performed by an employee
beyond the regular working hours or days, then overtime earning isbeyond the regular working hours or days, then overtime earning is
the amount payable to the employee for overtime work done. Hence,the amount payable to the employee for overtime work done. Hence,
the  gross  earnings  of  an  employee  may  include  the  basic  salary,the  gross  earnings  of  an  employee  may  include  the  basic  salary,
allowances  and  overtime  earnings.  One  may  find  sometimes  otherallowances  and  overtime  earnings.  One  may  find  sometimes  other
forms  of  earnings  such  as  bonus  that  is  paid  to  employees  forforms  of  earnings  such  as  bonus  that  is  paid  to  employees  for
achieving results better than usual. achieving results better than usual. 

 DeductionsDeductions are subtractions made from the earnings of employees are subtractions made from the earnings of employees
because it is required by government or permitted by the employeebecause it is required by government or permitted by the employee
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himself/herself.  In  Ethiopia,  some  of  the  deductions  against  thehimself/herself.  In  Ethiopia,  some  of  the  deductions  against  the
earnings of employees are: earnings of employees are: 

Employee  Income  TaxEmployee  Income  Tax –  Every  employed  citizen  is  required  to  pay –  Every  employed  citizen  is  required  to  pay
something in the form of income tax from his/her earning of employment.something in the form of income tax from his/her earning of employment.
In  this  case,  a  progressive  income  tax  system that  charges  rates  forIn  this  case,  a  progressive  income  tax  system that  charges  rates  for
higher earnings is applied on the gross earnings of each employee afterhigher earnings is applied on the gross earnings of each employee after
the first 150 Birr. the first 150 Birr. 
Generally,  taxable  income  from  employment  includes  salaries,  wages,Generally,  taxable  income  from  employment  includes  salaries,  wages,
allowances, and other personal earnings in cash and/or benefits in kind. allowances, and other personal earnings in cash and/or benefits in kind. 

The following categories  of  payments  in cash or  benefits in  kind areThe following categories  of  payments  in cash or  benefits in  kind are
exempted from taxation: exempted from taxation: 

medical costs incurred by employer for treatment of employees medical costs incurred by employer for treatment of employees 
transportation allowances paid by employer to its employees. transportation allowances paid by employer to its employees. 
reimbursement by employer if traveling expenses incurred on duty byreimbursement by employer if traveling expenses incurred on duty by
employees. employees. 
traveling  expenses  paid  to  transport  employees  from  his/hertraveling  expenses  paid  to  transport  employees  from  his/her
permanent  place  of  employment  to  distant  places  and  return  uponpermanent  place  of  employment  to  distant  places  and  return  upon
completion of his/her business trip. completion of his/her business trip. 

Pension  ContributionsPension  Contributions –  Permanent  employees  of  an  organization,  the –  Permanent  employees  of  an  organization,  the
employees  of  which  are  governed  by  the  existing  regulations  of  theemployees  of  which  are  governed  by  the  existing  regulations  of  the
Ethiopian Public Servants are expected to pay or contribute 4% of theirEthiopian Public Servants are expected to pay or contribute 4% of their
basic  (monthly)  salary  to  the  Government  Pension  Trust  Fund.  Thisbasic  (monthly)  salary  to  the  Government  Pension  Trust  Fund.  This
amount should be withheld by the employer from the basic salary of eachamount should be withheld by the employer from the basic salary of each
employee on every regular gross earnings payroll and later be paid to theemployee on every regular gross earnings payroll and later be paid to the
respective government body. respective government body. 
On the other hand, the government is also expected to contribute towardsOn the other hand, the government is also expected to contribute towards
the same fund 6% of the basic salary of every permanent employee. It isthe same fund 6% of the basic salary of every permanent employee. It is
this amount that was referred to earlier as payroll taxes expense (i.e. 6%this amount that was referred to earlier as payroll taxes expense (i.e. 6%
of the total basic salary of all permanent employees). of the total basic salary of all permanent employees). 
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Consequently,  the total  contribution to  the  pension Trust  Fund of  theConsequently,  the total  contribution to  the  pension Trust  Fund of  the
Ethiopian Government  is  equal  to  10% of  the total  basic  salary  of  allEthiopian Government  is  equal  to  10% of  the total  basic  salary  of  all
permanent  employees  of  an  organization.  This  enables  a  permanentpermanent  employees  of  an  organization.  This  enables  a  permanent
employee of an organization to be entitled to the pension pay given thatemployee of an organization to be entitled to the pension pay given that
the employee to enjoy this benefit during retirement. the employee to enjoy this benefit during retirement. 

Non-government  organizations  are  also  using  this  kind  of  scheme  toNon-government  organizations  are  also  using  this  kind  of  scheme  to
benefit their employees with some modifications. This is made in somebenefit their employees with some modifications. This is made in some
NGO’s and some private firms by keeping a fund known as  NGO’s and some private firms by keeping a fund known as  ProvidentProvident
FundFund. . 

In this scheme, both the employees and the employer contribute towardsIn this scheme, both the employees and the employer contribute towards
this  fund  monthly.  Ultimately,  when  an  employee  is  retired  or  isthis  fund  monthly.  Ultimately,  when  an  employee  is  retired  or  is
separated from work, a lump sum amount is given at once. separated from work, a lump sum amount is given at once. 

Other DeductionsOther Deductions – Apart from the above two kinds of deductions from – Apart from the above two kinds of deductions from
employee’s  earnings,  employees  may  individually  authorize  additionalemployee’s  earnings,  employees  may  individually  authorize  additional
deductions such as deductions to pay health or life insurance premiums;deductions such as deductions to pay health or life insurance premiums;
to  repay  loans  from  the  employer  or  credit  association;  to  pay  forto  repay  loans  from  the  employer  or  credit  association;  to  pay  for
donations to charitable organizations; etc. donations to charitable organizations; etc. 

Each of the other deductions may be put in special column in the payrollEach of the other deductions may be put in special column in the payroll
register. register. 
Ultimately, the sum of the employees income tax, pension contributionsUltimately, the sum of the employees income tax, pension contributions
and other deductions give the total deductions from the gross earnings ofand other deductions give the total deductions from the gross earnings of
an employee. an employee. 
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 The net  pay  –  The  net  pay  –  This  amount  is  held  in  one  column  of  the  payrollThis  amount  is  held  in  one  column  of  the  payroll
register  representing  the  excess  of  gross  earnings  over  the  totalregister  representing  the  excess  of  gross  earnings  over  the  total
deductions of an employee. The column ‘Net Pay’ total tells the granddeductions of an employee. The column ‘Net Pay’ total tells the grand
total  earnings  minus  the  grand  total  deductions  made  from  thetotal  earnings  minus  the  grand  total  deductions  made  from  the
earnings of the employees. It is the grand total “take-home” pay.earnings of the employees. It is the grand total “take-home” pay.

 Signature –  Signature –  Unless some other document is used, the payroll sheetUnless some other document is used, the payroll sheet
may allow a column for signature of the employee during collection ofmay allow a column for signature of the employee during collection of
the net pay.the net pay.  

In  general,  a  payroll  register  should  at  least  show  the  earnings,In  general,  a  payroll  register  should  at  least  show  the  earnings,
deductions and the net pays along with the names of employees. deductions and the net pays along with the names of employees. 

9.12.5 Major Activities in Accounting for Payroll9.12.5 Major Activities in Accounting for Payroll
Gathering the Necessary Data. All the relevant information about everyGathering the Necessary Data. All the relevant information about every
employee should be gathered.  This activity  requires reviewing variousemployee should be gathered.  This activity  requires reviewing various
documents and to do some arithmetic. documents and to do some arithmetic. 
Including the names of employees along with the gathering data such asIncluding the names of employees along with the gathering data such as
earnings,  deductions  and  net  pays  in  the  appropriate  columns  of  theearnings,  deductions  and  net  pays  in  the  appropriate  columns  of  the
payroll register. payroll register. 
Totaling  and  proving  the  payroll  register.  It  must  be  proved  that  theTotaling  and  proving  the  payroll  register.  It  must  be  proved  that  the
grand total earnings equal to the sum of the grand total of deductions andgrand total earnings equal to the sum of the grand total of deductions and
net pays in the register. net pays in the register. 
The  accuracy  and  authenticity  of  the  information  summarized  in  theThe  accuracy  and  authenticity  of  the  information  summarized  in  the
payroll should be verified by a different person (often referred to as thepayroll should be verified by a different person (often referred to as the
internal auditor) from the one who compiles it. internal auditor) from the one who compiles it. 
The payroll is to be approved by authorized personnel. The payroll is to be approved by authorized personnel. 
The  net  payment  is  done  either  in  cash  or  issuing a  check  for  everyThe  net  payment  is  done  either  in  cash  or  issuing a  check  for  every
individual employee for the net amount payable to each employee. individual employee for the net amount payable to each employee. 
The total payment on the payroll and recognition of the tax liabilities isThe total payment on the payroll and recognition of the tax liabilities is
recorded. recorded. 
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Paying and recording withholding and payroll tax liabilities are reportedPaying and recording withholding and payroll tax liabilities are reported
to the concerned authority, in our case to the Ministry of Inland Revenueto the concerned authority, in our case to the Ministry of Inland Revenue
on time. on time. 

9.13 SUMMARY 9.13 SUMMARY 

Compensation  administration  intends  to  deal  with  fair  approach  toCompensation  administration  intends  to  deal  with  fair  approach  to
workers’ benefits. That is, job evaluation, to decide on the value of eachworkers’ benefits. That is, job evaluation, to decide on the value of each
job in relation to all other jobs in the organization is to be conducted first.job in relation to all other jobs in the organization is to be conducted first.

Then comes wage structure of each job on the basis of job survey and theThen comes wage structure of each job on the basis of job survey and the
evaluation  of  each  job,  wage  grades  is  structured.  Finally,  the  wageevaluation  of  each  job,  wage  grades  is  structured.  Finally,  the  wage
determination process is conducted together with details in the payrolldetermination process is conducted together with details in the payroll
and the activities of the accounting department.and the activities of the accounting department.

9.14 CHECK YOUR PROGRESS 9.14 CHECK YOUR PROGRESS 

MatchingMatching
Match the correct answer from column B in the space providedMatch the correct answer from column B in the space provided
under column Aunder column A
               Column A               Column A Column BColumn B
_____1. A factor that determines _____1. A factor that determines a)  to  develop  an  adequate  anda)  to  develop  an  adequate  and
acceptable salaryacceptable salary
               pension pay base                pension pay base     structure    structure
_____2. The pay one receives _____2. The pay one receives b)  done  in  cash  or  a  check  forb)  done  in  cash  or  a  check  for
individual individual 
_____3.  Wage and salary administration _____3.  Wage and salary administration      employee     employee
_____4. Good rewards _____4. Good rewards c)  an  organization’s  concern  toc)  an  organization’s  concern  to
compensation compensation 
_____5. Government legislation _____5. Government legislation d) determining job evaluation d) determining job evaluation 
_____6. A salary survey is conducted_____6. A salary survey is conducted e) candidates decide upon theire) candidates decide upon their
careercareer
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_____7. Wages are determined on the _____7. Wages are determined on the f)  marginal  contribution  of  thef)  marginal  contribution  of  the
worker toworker to
               basis of                                                 production                basis of                                                 production 
_____8. Point rating is based on _____8. Point rating is based on g)  ranking  method  is  probablyg)  ranking  method  is  probably
the simplest the simplest 
_____9. Deductions _____9. Deductions      method     method
_____10. Net payment _____10. Net payment h) subtraction made from the earningsh) subtraction made from the earnings
of of 
                                                                             employees because of                                                                             employees because of
government government 
                                                                              requirements                                                                              requirements

i) reinforce desired behavior i) reinforce desired behavior 
j) a measure of one’s worth to the firmj) a measure of one’s worth to the firm

                                                                                                                                        k)  distinguishable  factork)  distinguishable  factor
like ability and like ability and 
                                                                             contribution                                                                              contribution 

l) affects wage fixation l) affects wage fixation 
m)  monetary  rewards  given  tom)  monetary  rewards  given  to

employees on employees on 
                                                                             hourly basis                                                                             hourly basis

n)  employees  must  be  informed  ofn)  employees  must  be  informed  of
their own  their own  
                                                                            position                                                                            position

9.15 ANSWERS TO CHECK YOUR PROGRESS 9.15 ANSWERS TO CHECK YOUR PROGRESS 

1.1. Determining job evaluation Determining job evaluation 
2.2. A measure of one’s worth to the firm (organization)A measure of one’s worth to the firm (organization)
3.3. Monetary rewards given to employees on hourly basisMonetary rewards given to employees on hourly basis
4.4. Reinforce desired behaviorReinforce desired behavior
5.5. Affects wage fixationAffects wage fixation
6.6. To develop an adequate and acceptable salary structureTo develop an adequate and acceptable salary structure
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7.7. Marginal contribution of the worker to production Marginal contribution of the worker to production 
8.8. Distinguishable factor like ability and contribution Distinguishable factor like ability and contribution 
9.9. Subtractions made from the earnings of employees because of Subtractions made from the earnings of employees because of 

government requirement.government requirement.
10.10. Done in cash or a check for individual employee.Done in cash or a check for individual employee.
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UNIT 10: WORKERS UNIONS AND GROUP DYNAMISMUNIT 10: WORKERS UNIONS AND GROUP DYNAMISM

ContentContent
10.010.0 Aims and ObjectivesAims and Objectives
10.110.1 Introduction Introduction 
10.210.2 Definition Definition 
10.310.3 Perception of UnionsPerception of Unions
10.410.4 Reasons for Workers to Join UnionsReasons for Workers to Join Unions
10.510.5 Types of Labor Unions Types of Labor Unions 
10.610.6 The State of White-Collar Organizations The State of White-Collar Organizations 
10.710.7 General Observations General Observations 
10.810.8 Characteristics of Work Groups Characteristics of Work Groups 
10.910.9 Group NormsGroup Norms
10.1010.10 Organizational (Group) ConflictOrganizational (Group) Conflict
10.1110.11 Summary Summary 
10.1210.12 Check Your Progress Check Your Progress 
10.1310.13 Answers to Check Your Progress Answers to Check Your Progress 

10.0 AIMS AND OBJECTIVES10.0 AIMS AND OBJECTIVES

 To define and explain the term “Union” or “Labor-union”To define and explain the term “Union” or “Labor-union”
 To indicate  some characteristics  of  workers  in  groups  and  theirTo  indicate  some characteristics  of  workers  in  groups  and  their

potential to form unionspotential to form unions
 To give a clue of what workers as groups influence performance To give a clue of what workers as groups influence performance 
 To show the what and how group conflicts arise and how to manageTo show the what and how group conflicts arise and how to manage

them.them.
 To  raise  a  word  or  two  on  the  importance  of  good  labor-To  raise  a  word  or  two  on  the  importance  of  good  labor-

management relations.management relations.

10.1 INTRODUCTION 10.1 INTRODUCTION 

The question of groups without any normal organization may not properlyThe question of groups without any normal organization may not properly
function and the influence of formal and/or informal groups affecting thefunction and the influence of formal and/or informal groups affecting the
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task performance of organizational activities will be argued and debated.task performance of organizational activities will be argued and debated.
Union’s  establishment,  constraints  on  management,  and the  causes  ofUnion’s  establishment,  constraints  on  management,  and the  causes  of
conflicts and how to manage them will be the major concern of this unit. conflicts and how to manage them will be the major concern of this unit. 

10.2 DEFINITION10.2 DEFINITION

A  union  is  a  group  of  workers  acting  collectively  to  protect  and/orA  union  is  a  group  of  workers  acting  collectively  to  protect  and/or
promote their mutual interests through collective bargaining. In modernpromote their mutual interests through collective bargaining. In modern
organizations, it is highly important to note how unions or occupationalorganizations, it is highly important to note how unions or occupational
associations  in  groups  pursue  their  goals  and  that  whether  one  is  aassociations  in  groups  pursue  their  goals  and  that  whether  one  is  a
member  of  the  workers  unions  or  that  of  the  management,  somemember  of  the  workers  unions  or  that  of  the  management,  some
knowledge of group activity imposes significant influence in the successknowledge of group activity imposes significant influence in the success
or failure of the organization. or failure of the organization. 

Among bargains of unions as groups include:Among bargains of unions as groups include:
 wage and/or salary bargain wage and/or salary bargain 
 security system for employees security system for employees 
 influencing rules and influencing rules and 
 organizational politicsorganizational politics

10.3 PERCEPTION OF UNIONS10.3 PERCEPTION OF UNIONS

In  general,  public  perception  of  unions  is  very  dim  in  Ethiopia.  WeIn  general,  public  perception  of  unions  is  very  dim  in  Ethiopia.  We
Ethiopians are very aliens and individualistic. Ethiopians are very aliens and individualistic. 
In principle, number is power. Yet the number of groups rise in size, theirIn principle, number is power. Yet the number of groups rise in size, their
cohesiveness is reduces. Another factor is that if and when groups arecohesiveness is reduces. Another factor is that if and when groups are
formed, there is supposed to be some contribution in finance, activities toformed, there is supposed to be some contribution in finance, activities to
the group, or fear of the government, etc. Yet, unions are still the greatthe group, or fear of the government, etc. Yet, unions are still the great
influence, particularly in private organizations.influence, particularly in private organizations.

10.4 REASONS FOR WORKERS TO JOIN UNIONS 10.4 REASONS FOR WORKERS TO JOIN UNIONS 

Workers join unions for: Workers join unions for: 
 economiceconomic
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 sociological and sociological and 
 psychological reasonspsychological reasons

Following are some practical and theoretical explanations for workers toFollowing are some practical and theoretical explanations for workers to
join unions join unions 

 economic comforteconomic comfort
 security of employmentsecurity of employment
 fair treatment by superiors on subordinatesfair treatment by superiors on subordinates
 companionship and respect among individualscompanionship and respect among individuals
 mutual respect between management and labormutual respect between management and labor

More often than not, it is observed and noted that one major contributionMore often than not, it is observed and noted that one major contribution
to  unionization  is  workers’  dissatisfaction  with  the  leadership  andto  unionization  is  workers’  dissatisfaction  with  the  leadership  and
supervision  of  superiors.  In  some  organizations,  as  in  some  politicalsupervision  of  superiors.  In  some  organizations,  as  in  some  political
parties and/or in some religious groups, it is observed, that there existsparties and/or in some religious groups, it is observed, that there exists
campaign to increase membership of individuals, so that once they arecampaign to increase membership of individuals, so that once they are
members,  they  cannot,  but  have  to  remain  members  or  they  joinmembers,  they  cannot,  but  have  to  remain  members  or  they  join
membership as a requirement for employment. membership as a requirement for employment. 

10.5 TYPES OF LABOR UNIONS10.5 TYPES OF LABOR UNIONS

As was mentioned earlier, workers’ groupings for personal benefits do notAs was mentioned earlier, workers’ groupings for personal benefits do not
operate only through unions. operate only through unions. 

There are professional  associations,  originally created or permitted byThere are professional  associations,  originally created or permitted by
law/ policy to advance professional interests of their members. law/ policy to advance professional interests of their members. 

Despite  that  workers’  organizations  are  advancing  better  with  “whiteDespite  that  workers’  organizations  are  advancing  better  with  “white
collar” employees, the establishment of labor unions has its origin withcollar” employees, the establishment of labor unions has its origin with
the blue collar workers. the blue collar workers. 

10.6 THE STATE OF WHITE – COLLAR ORGANIZATIONS 10.6 THE STATE OF WHITE – COLLAR ORGANIZATIONS 
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Together with satisfactory benefits in the reasoning to promote or benefitTogether with satisfactory benefits in the reasoning to promote or benefit
unions  and  their  improvements  in  the  day-to-day  practices,  there  areunions  and  their  improvements  in  the  day-to-day  practices,  there  are
more and more organizations today with more “white-collar” workers. more and more organizations today with more “white-collar” workers. 

Despite that many white collar workers, particularly in the government-Despite that many white collar workers, particularly in the government-
run  organizations,  have  the  tendency  and  the  interest  to  bargainrun  organizations,  have  the  tendency  and  the  interest  to  bargain
collectively, many branches of government employees are not allowed tocollectively, many branches of government employees are not allowed to
go on strike. go on strike. 

10.7 GENERAL OBSERVATIONS10.7 GENERAL OBSERVATIONS

 The process of unionization in Ethiopia is more regulated by theThe process of unionization in Ethiopia is more regulated by the
government and the employing organizations.government and the employing organizations.

 The Ethiopian labor law is one of the major reference points. The Ethiopian labor law is one of the major reference points. 
 Many managers view “collective bargaining” as an infringement ofMany managers view “collective bargaining” as an infringement of

their established and relatively comfortable process. their established and relatively comfortable process. 
 By choice and/or by force, unionization both for the unions and theBy choice and/or by force, unionization both for the unions and the

employing organizations are restricted in their dealings with unionemploying organizations are restricted in their dealings with union
activities. activities. 

 More  often  than  not,  workers  in  both  government  –  runMore  often  than  not,  workers  in  both  government  –  run
organizations or the private ones are more reluctant  to unionizeorganizations or the private ones are more reluctant  to unionize
officially or unofficially. officially or unofficially. 

 A large number of the Ethiopian work-force are not aware of theA large number of the Ethiopian work-force are not aware of the
rights to unionize as stipulated in the Negarit Gazeta.rights to unionize as stipulated in the Negarit Gazeta.

 Unionization and group tasks are not established practices of manyUnionization and group tasks are not established practices of many
Ethiopian workers. Ethiopian workers. 

10.8 CHARACTERISTICS OF WORK GROUPS10.8 CHARACTERISTICS OF WORK GROUPS

Definition Definition 
-- A group is a collection of two or more individualsA group is a collection of two or more individuals
-- Interacting and interdependent Interacting and interdependent 
-- Who have come togetherWho have come together
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-- To achieve certain goalsTo achieve certain goals

Groups may be – formal or informal Groups may be – formal or informal 
The  formal  groups  are  those  defined  by  the  organization’s  structuralThe  formal  groups  are  those  defined  by  the  organization’s  structural
authority authority 

-- with designated work assignments of established tasks. with designated work assignments of established tasks. 
Informal  groups  are  affiliates  that  are  not  formally  structured  or  notInformal  groups  are  affiliates  that  are  not  formally  structured  or  not
organizationally determined. organizationally determined. 
Groups may also be classified into: Groups may also be classified into: 

-- command group orcommand group or
-- task group task group 

A command group is decided/agreed by the organization chart. i.e., theA command group is decided/agreed by the organization chart. i.e., the
manager  of  a  given  unit  and  the  subordinates  (e.g.  a  departmentmanager  of  a  given  unit  and  the  subordinates  (e.g.  a  department
chairman and the staff put together)chairman and the staff put together)
A task group is  also  grouped by the organization.  It  represents  thoseA task group is  also  grouped by the organization.  It  represents  those
working together to accomplish a task. working together to accomplish a task. 

Note -Note  - A  “task  groups”  boundaries  are  not  limited  to  the  immediate A  “task  groups”  boundaries  are  not  limited  to  the  immediate
hierarchical  superior  alone.  It  may  cross  command relations  e.g.,  thehierarchical  superior  alone.  It  may  cross  command relations  e.g.,  the
college student accused of some kind of misbehavior: college student accused of some kind of misbehavior: 

-- may involve the department head,may involve the department head,
-- the dean of students, the dean of students, 
-- the dean of facultythe dean of faculty
-- etc. etc. 

Groups may also be addressed as “work teams”. Again, teams may beGroups may also be addressed as “work teams”. Again, teams may be
defined as two or more persons who interact and influence each otherdefined as two or more persons who interact and influence each other
toward a common goal. toward a common goal. 

Teams (groups) exist that have both formal and informal characteristics. Teams (groups) exist that have both formal and informal characteristics. 

There  are  also  HIGH  PERFORMANCE  teams  referred  to  asThere  are  also  HIGH  PERFORMANCE  teams  referred  to  as
SUPERTEAMS.  Super  teams  perform  over  time  works  on  their  ownSUPERTEAMS.  Super  teams  perform  over  time  works  on  their  own
initiative and without the involvement of management. initiative and without the involvement of management. 
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Super teams are different from other formal teams (groups) in that theySuper teams are different from other formal teams (groups) in that they
ignore  the  “strict  up-and-down  arrangement”  with  subordinatesignore  the  “strict  up-and-down  arrangement”  with  subordinates
(workers), at the bottom and managers at the top. (workers), at the bottom and managers at the top. 

In addition, it is noted that:In addition, it is noted that:
-- well-run super teams manage themselves,well-run super teams manage themselves,
-- they arrange their work schedulesthey arrange their work schedules
-- set their productivity good as and set their productivity good as and 
-- they improve their product quotas.they improve their product quotas.

Some authorities worn that super teams are not “all roses and rainbows”.Some authorities worn that super teams are not “all roses and rainbows”.
Middle managers in particular, are threatened by super teams becauseMiddle managers in particular, are threatened by super teams because
they have little control on them. they have little control on them. 

If  super teams manage themselves without much also from the formalIf  super teams manage themselves without much also from the formal
supervisor, then they are referred to as self-managed teams or/groupssupervisor, then they are referred to as self-managed teams or/groups

10.8.1 Importance of Groups10.8.1 Importance of Groups
Groups are important because they influence (have an effect on or causeGroups are important because they influence (have an effect on or cause
to do) the performance of their members: to do) the performance of their members: 
Under  normal  condition,  workers  in  organizations  do  not  function  asUnder  normal  condition,  workers  in  organizations  do  not  function  as
individuals. Instead, they work as group members. Hence the need for theindividuals. Instead, they work as group members. Hence the need for the
study of groups. study of groups. 

10.8.2 Principles of Group Dynamics10.8.2 Principles of Group Dynamics
In  the  formal  work  groups,  membership  is  not  by  choice.  Instead,In  the  formal  work  groups,  membership  is  not  by  choice.  Instead,
membership is dictated. An individual’s workmates (fellow-workers) andmembership is dictated. An individual’s workmates (fellow-workers) and
supervisors are simply assigned her/him.supervisors are simply assigned her/him.

 Group CohesivenessGroup Cohesiveness
The  degree  to  which  a  group  may  influence  the  performance  of  itsThe  degree  to  which  a  group  may  influence  the  performance  of  its
members is largely affected by the attraction of the group. members is largely affected by the attraction of the group. 

 CohesivenessCohesiveness
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The cohesiveness of group members is partly affected by the factors thatThe cohesiveness of group members is partly affected by the factors that
caused the members to join the group at the beginning. caused the members to join the group at the beginning. 

There are also other factors that influence group cohesiveness. AmongThere are also other factors that influence group cohesiveness. Among
them are the following.them are the following.

 Group SizeGroup Size
The size of the group is an important factor for its cohesiveness someThe size of the group is an important factor for its cohesiveness some
studies indicate that group cohesiveness declined as the size of the groupstudies indicate that group cohesiveness declined as the size of the group
increased up to 20/30 members and it leveled beyond this number. increased up to 20/30 members and it leveled beyond this number. 

In general, however, group size is more of an influence of cohesivenessIn general, however, group size is more of an influence of cohesiveness
than parameters like education, age or sex. An explanation for this is thatthan parameters like education, age or sex. An explanation for this is that
communication and interaction are essential for group cohesion. communication and interaction are essential for group cohesion. 

 GoalsGoals
A reason for an individual to join a group is his/her desire to accomplish aA reason for an individual to join a group is his/her desire to accomplish a
goal with and/or through the group. goal with and/or through the group. 
Thus, agreement over goals increase cohesiveness. Thus, agreement over goals increase cohesiveness. 

(iv) Intragorup and Intergroup Competition (iv) Intragorup and Intergroup Competition 
Group cohesiveness diminishes with intragroup competition. On the otherGroup cohesiveness diminishes with intragroup competition. On the other
hand, intergroup competition does often increase cohesiveness. hand, intergroup competition does often increase cohesiveness. 

10.9 GROUP NORMS10.9 GROUP NORMS

Groups are said to control. Their members through the use of NORMS.Groups are said to control. Their members through the use of NORMS.
These norms are referred to as RULES OF BEHAVIOR i.e., proper ways ofThese norms are referred to as RULES OF BEHAVIOR i.e., proper ways of
acting – accepted as legitimate by members. acting – accepted as legitimate by members. 

10.9.1 Norms have some characteristics 10.9.1 Norms have some characteristics 
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 Norms summarize and simplify group influence process – those thingsNorms summarize and simplify group influence process – those things
that the group feels essential to control. that the group feels essential to control. 

 Group norms apply only to behavior i.e. not to private thoughts andGroup norms apply only to behavior i.e. not to private thoughts and
feelings. feelings. 
Note.  Behavioral  compliance  does  not  necessarily  reflect  the  trueNote.  Behavioral  compliance  does  not  necessarily  reflect  the  true
private attitudes and beliefs of members. A member of a group mayprivate attitudes and beliefs of members. A member of a group may
simply  be  forced  to  agree  with  the  group  as  a  whole.  Yet,  her/hissimply  be  forced  to  agree  with  the  group  as  a  whole.  Yet,  her/his
attitudes and beliefs may conflict with those of the group. attitudes and beliefs may conflict with those of the group. 

 Usually, norms develop gradually. Usually, norms develop gradually. 
 In general, norms are developed only for behaviors that are consideredIn general, norms are developed only for behaviors that are considered

important by the majority of group members. important by the majority of group members. 
  
10.9.2 The Effect of Groups on PERFORMANCE10.9.2 The Effect of Groups on PERFORMANCE
A person’s work –group determine her/his performance. There are threeA person’s work –group determine her/his performance. There are three
ways through which groups influence the performance of their members. ways through which groups influence the performance of their members. 

 by providing or withholding assistance by providing or withholding assistance 
 through material or moral rewards through material or moral rewards 
 through targets they set. through targets they set. 

Groups provide or withhold assistance. Groups provide or withhold assistance. 
An individual’s workgroup can also influence her/his ability to do the jobAn individual’s workgroup can also influence her/his ability to do the job
well  by  giving  or  holding  back  assistance.  This  state  could  happenwell  by  giving  or  holding  back  assistance.  This  state  could  happen
especially where jobs are interdependent. Groups reward their members.especially where jobs are interdependent. Groups reward their members.
Groups are considered an important resource of rewards or punishment.Groups are considered an important resource of rewards or punishment.
Individuals who violate group norms often face group guidance and thenIndividuals who violate group norms often face group guidance and then
reprimand and finally to the extent of ostracism. reprimand and finally to the extent of ostracism. 

On the other hand, an individual’s work group could be a source of greatOn the other hand, an individual’s work group could be a source of great
satisfaction as well as a protection satisfaction as well as a protection 

Groups set their own targets. One approach in which a cohesive groupGroups set their own targets. One approach in which a cohesive group
influences its members is by substituting its own standards in place of theinfluences its members is by substituting its own standards in place of the
manager. manager. 
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These norms (standards), referred to as rules of conduct, proper ways ofThese norms (standards), referred to as rules of conduct, proper ways of
acting, are accepted by the member as legitimate. acting, are accepted by the member as legitimate. 

Group members are motivated by such standards because: Group members are motivated by such standards because: 
 as members of the groups, they consider that these standards areas members of the groups, they consider that these standards are

their own and their own and 
 they fear of the consequences of not conforming. they fear of the consequences of not conforming. 

10.9.3 Improving Group Performance10.9.3 Improving Group Performance
A  close-knit,  cohesive  work  group  that  supports  the  aspirations  ofA  close-knit,  cohesive  work  group  that  supports  the  aspirations  of
management can induce its members to perform better. management can induce its members to perform better. 
Yet, the reverse does also hold true. i.e., A cohesive group that disagreesYet, the reverse does also hold true. i.e., A cohesive group that disagrees
with  the  approach  of  management  may  induce  members  to  bewith  the  approach  of  management  may  induce  members  to  be
unproductive.unproductive.

10.9.4 Group size and Member Participation 10.9.4 Group size and Member Participation 
Group size is an important factor to stimulate or to weaken performanceGroup size is an important factor to stimulate or to weaken performance
of members. of members. 
Group members tend to be inhibited as the group grows large. Group members tend to be inhibited as the group grows large. 
Furthermore, with an increase in the group size, there is a decrease inFurthermore, with an increase in the group size, there is a decrease in
the overall amount of participation. There is less talking and discussionthe overall amount of participation. There is less talking and discussion
and more sub grouping (clique). With an increase of the size, there is alsoand more sub grouping (clique). With an increase of the size, there is also
a tendency for most members to participate less and for a few membersa tendency for most members to participate less and for a few members
to dominate the discussion. to dominate the discussion. 
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Figure 8: A Model Representing the Cooperation ofFigure 8: A Model Representing the Cooperation of
the Two Donkeys in Consuming their Hey the Two Donkeys in Consuming their Hey 
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10.10 ORGANIZATIONAL (GROUP) CONFLICT10.10 ORGANIZATIONAL (GROUP) CONFLICT

Conflict is a familiar characteristics of an organization.  One functionalConflict is a familiar characteristics of an organization.  One functional
cause is self interest of individuals in the organization due to: cause is self interest of individuals in the organization due to: 

 competing objective and /or competing objective and /or 
 struggle between and among one or more departments or groups tostruggle between and among one or more departments or groups to

dominate others. dominate others. 
 Conflict may be impersonal in natureConflict may be impersonal in nature
 It  could  arise  out  of  irrational  and  selfish  desires  of  someIt  could  arise  out  of  irrational  and  selfish  desires  of  some

individuals or groups to get things done their way.individuals or groups to get things done their way.

10.10.1 Types of Conflict10.10.1 Types of Conflict
There are There are 

-- Functional andFunctional and
-- Dysfunctional conflictsDysfunctional conflicts
-- Despite that conflict, if improperly used may have negative effects,Despite that conflict, if improperly used may have negative effects,

if  it  is  properly  used,  it  could  be  a  channel  for  innovation  andif  it  is  properly  used,  it  could  be  a  channel  for  innovation  and
desired change. desired change. 

If an organization is to avoid stagnation, an element of conflict is desiredIf an organization is to avoid stagnation, an element of conflict is desired
in it. in it. 

-- Hence, conflict, if constructive, is both necessary and useful.Hence, conflict, if constructive, is both necessary and useful.
-- There  will  be  few  new  inputs  (changes)  without  an  element  ofThere  will  be  few  new  inputs  (changes)  without  an  element  of

conflict. conflict. 
-- There are and there should be stimulation to think through ideasThere are and there should be stimulation to think through ideas

when there is positive picture of conflict. when there is positive picture of conflict. 
There are individual, interpersonal and group conflicts.There are individual, interpersonal and group conflicts.
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The first one – role conflict occurs if a person is faced with conflictingThe first one – role conflict occurs if a person is faced with conflicting
orders or conflicting obligations. e.g. order from a Dept Head or orderorders or conflicting obligations. e.g. order from a Dept Head or order
from a Division Head or if one is both a student and a worker. from a Division Head or if one is both a student and a worker. 

Conflict  in  an  organization  could  happen  between  individuals  and/orConflict  in  an  organization  could  happen  between  individuals  and/or
groups.groups.

Interpersonal  conflicts  may  occur  between  individuals  or  betweenInterpersonal  conflicts  may  occur  between  individuals  or  between
individuals  and  groups.  Such  conflicts  could  sometimes  occur  fromindividuals  and  groups.  Such  conflicts  could  sometimes  occur  from
legitimate sources. This is so because some people are just conflict pronelegitimate sources. This is so because some people are just conflict prone
– some others are hypersensitive that they view every comment as an– some others are hypersensitive that they view every comment as an
insult. insult. 

The third type of  conflict  is  intergroup conflict.   This  may be conflictThe third type of  conflict  is  intergroup conflict.   This  may be conflict
between line and staff. There are many factors contributing to intergroupbetween line and staff. There are many factors contributing to intergroup
conflict. conflict. 

 Competition for limited resourcesCompetition for limited resources
 Authority issuesAuthority issues
 Lack of cooperation Lack of cooperation 
 Responsibility issuesResponsibility issues
 Misunderstanding (communication failure). Misunderstanding (communication failure). 
 Substandard performance Substandard performance 
 etc … … …etc … … …

10.10.2  Techniques  for  Managing  Organizational  (Group)10.10.2  Techniques  for  Managing  Organizational  (Group)
ConflictConflict
There are many of them. There are many of them. 

 Among them, one is setting superior goals. Among them, one is setting superior goals. 
 Another  is  setting clear cut  structural  approaches i.e.,  introduceAnother  is  setting clear cut  structural  approaches i.e.,  introduce

interdependence  among  competing  bodies  or  refer  the  issue  ofinterdependence  among  competing  bodies  or  refer  the  issue  of
disagreement to a common superiordisagreement to a common superior

 Use different conflict resolution approaches: Use different conflict resolution approaches: 
-- avoid a problem, live-let live.avoid a problem, live-let live.
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-- face (confront) the problem i.e., try to solve itface (confront) the problem i.e., try to solve it
-- negotiate a solution negotiate a solution 

Note the diagram of the donkeys (Figure 8)Note the diagram of the donkeys (Figure 8)
 Despite that conflict, if improperly used, may have negative effects,Despite that conflict, if improperly used, may have negative effects,

it could be a channel for change and development when properlyit could be a channel for change and development when properly
used. used. 

 If  an  organization  is  to  do  away with  stagnation,  an element  ofIf  an  organization  is  to  do  away with  stagnation,  an element  of
conflict is desired in it. conflict is desired in it. 

-- Accordingly,  FUNCTIONAL  (constructive)  conflict  is  bothAccordingly,  FUNCTIONAL  (constructive)  conflict  is  both
necessary and useful.necessary and useful.

-- There  are  only  few  new  inputs  in  an  organization  whereThere  are  only  few  new  inputs  in  an  organization  where
there is an absence of conflict. there is an absence of conflict. 

-- Where  there  is  a  positive  picture  of  conflict,  there  is  aWhere  there  is  a  positive  picture  of  conflict,  there  is  a
likelihood of having stimulation to think through ideas. likelihood of having stimulation to think through ideas. 

 In nearly all organizations, there are – individual In nearly all organizations, there are – individual 
-- interpersonal and interpersonal and 
-- group conflictsgroup conflicts

10.10.3 Management – Union Relations10.10.3 Management – Union Relations
The approval of the establishment of unions in an organization influencesThe approval of the establishment of unions in an organization influences
the  way  management  deals  with  workers  in  the  firm.  One  of  thethe  way  management  deals  with  workers  in  the  firm.  One  of  the
influences  is  the  impact  of  the  union  restricting  the  freedom  /of  theinfluences  is  the  impact  of  the  union  restricting  the  freedom  /of  the
management. Such restrictions refer to the application of policy in viewmanagement. Such restrictions refer to the application of policy in view
of  reducing  nepotism/.  Unilateral  action  and  individual  dealings  withof  reducing  nepotism/.  Unilateral  action  and  individual  dealings  with
workers over adjustment of pay, hours of work and conditions of work areworkers over adjustment of pay, hours of work and conditions of work are
said to be adjusted with the establishment of unions. Management is alsosaid to be adjusted with the establishment of unions. Management is also
bound  to  go  by  policy  with  regard  to  reduce  restrictions  on  workersbound  to  go  by  policy  with  regard  to  reduce  restrictions  on  workers
freedom. Yet, the establishment of a union may impair plant efficiency. freedom. Yet, the establishment of a union may impair plant efficiency. 
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A still  another impact of  a union on management is  that it  influencesA still  another impact of  a union on management is  that it  influences
management to be conscious of employee needs and wants. To this end,management to be conscious of employee needs and wants. To this end,
unions help management to share the responsibility or to work overtimeunions help management to share the responsibility or to work overtime
in situations where business is slackin situations where business is slack

10.11 SUMMARY 10.11 SUMMARY 

A union is an organized group of workers, legally established to protectA union is an organized group of workers, legally established to protect
and promote their common interests through collective bargaining. At theand promote their common interests through collective bargaining. At the
beginning of the establishment of unions, there existed lots of conflictsbeginning of the establishment of unions, there existed lots of conflicts
and opposition on the part of both the governments and the managementand opposition on the part of both the governments and the management
of firms. of firms. 

During different  group processes,  through both the  labor  loaders  andDuring different  group processes,  through both the  labor  loaders  and
owners and managers of  firms reached a relatively cohesive approachowners and managers of  firms reached a relatively cohesive approach
that the antagonism of both sides was amicably reduced. that the antagonism of both sides was amicably reduced. 

Be  that  as  it  may  though,  there  are  other  group  interactions  andBe  that  as  it  may  though,  there  are  other  group  interactions  and
professional associations which perform the function of unions indirectly.professional associations which perform the function of unions indirectly.

10.12 CHECK YOUR PROGRESS 10.12 CHECK YOUR PROGRESS 

1.1. Define a unionDefine a union
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

2.2. Define a groupDefine a group
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

3.3. What is the difference between a command group and a task group?What is the difference between a command group and a task group?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

 decline, decrease, goes low decline, decrease, goes low
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4.4. What is meant by group cohesiveness?What is meant by group cohesiveness?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

5.5. What is the importance of groups?What is the importance of groups?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

6.6. What is the effect of groups on performance? Argue the issue bothWhat is the effect of groups on performance? Argue the issue both
from positive and negative anglesfrom positive and negative angles
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

7.7. Assume  you  are  a  manager  of  group  activities.  What  approachesAssume  you  are  a  manager  of  group  activities.  What  approaches
would you use to improve group performance?would you use to improve group performance?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

8.8. What are the two types of conflict? What is the difference betweenWhat are the two types of conflict? What is the difference between
the two?the two?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

9.9. Suppose you are to manage the conflicts that arose among your staff.Suppose you are to manage the conflicts that arose among your staff.
What methods would you apply to solve these conflicts?What methods would you apply to solve these conflicts?
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

10.10. Discuss  the  contribution  between  management-unionDiscuss  the  contribution  between  management-union
relationsrelations
…………………………………………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………………………………………

  
10.13 ANSWERS TO CHECK YOUR PROGRESS 10.13 ANSWERS TO CHECK YOUR PROGRESS 
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1.1. Refer to section 10.2Refer to section 10.2 6. Refer to section 10.9.26. Refer to section 10.9.2
2.2. Refer to section 10.8Refer to section 10.8 7. Refer to section 10.9.37. Refer to section 10.9.3
3.3. Refer to section 10.8Refer to section 10.8 8. Refer to section 10.10.18. Refer to section 10.10.1
4.4. Refer to section 10.8.2Refer to section 10.8.2 9. Refer to section 10.10.29. Refer to section 10.10.2
5.5. Refer to section 10.8.1Refer to section 10.8.1 10. Refer to section 10.10.310. Refer to section 10.10.3
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