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The mind map below will be repeated at the beginning of each learning unit. The aim of 

this mind map is to give you an indication of where you are in the process of working through the study 

material. 
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1 LEARNING OUTCOMES 
 

 

LEARNING OUTCOMES 
 
After completing this workbook you should be able to: 

 Explain the importance of onboarding and orientation  

 Design an orientation programme for a new employee, paying attention to what it should contain, 
how it should be implemented, by whom and on what timescale 

 Explain why the evaluation of the onboarding and orientation is important 

 Discuss how motivation is linked to individual performance 

 Discuss various motivational theories 

 Discuss the practical implications of the various motivation theories 

 Identify the changing nature of the psychological contract 

 List a number of retention determinants in four broad areas within the work context  
 
 

2 KEY CONCEPTS 
 

You will come across numerous subject-related concepts in each learning unit. These 
concepts are listed as key concepts at the beginning of each workbook. Before you begin 
studying this workbook, refer to the key terms at the end of chapter 1 in the prescribed 
book. This will assist you in familiarising yourself with the different concepts that we refer to 
within this workbook.  
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Some of the important key concepts in this workbook are 
 

 

ACTIVITY 6.1: Feelings and experiences surrounding a new job 
 
Why do you think that orientation play an important role in every organisation? Watch the following video 
and then answer the questions that follow. 

 
Google interns’ first week (available at: https://www.youtube.com/watch?v=9No-FiEInLA) 
 
After watching the video, compare the interns first week at work with your experience. 
 

a. List the emotions that might affect your first day at work as a new employee. 
b. Do you think it is normal to feel uncertain and overwhelmed on your first day at work? Why do 

you think this is the case? 
c. Make a list of things you would like to know on your first day at work. 
d. Do you think proper onboarding and orientation could make a difference to your feelings of 

uncertainty? What about general satisfaction and motivation? 
 
 

FEEDBACK 
 
Any employee starting his or her career at a new organisation is usually very excited, apprehensive, 

nervous and motivated  all at the same time! Also remember that it is first impressions that last. The 
orientation process plays a crucial role in contributing to positive first impressions. Sadly, though, the 
orientation process is often neglected, resulting in new employees feeling overwhelmed and 
discouraged. Onboarding is a process that starts before the employee joins the organisation and aims to 

https://www.youtube.com/watch?v=9No-FiEInLA
https://www.youtube.com/watch?v=9No-FiEInLA
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develop employee behaviours that will ensure the long-term commitment of an employee with the 
organisation. The main objective of orientation is the integration of the new employee into the 
organisation without delay, so that they can become an effective worker as soon as possible.  
 
You are now invited to share your thoughts and understanding on onboarding and orientation and you 
are provided with the opportunity to do so online. Refer to the “Discussion Forums” tool on the HRM2601 
myUnisa module site and select “Forum 7: Workbook 06 Activities”. Here you will find all the 
discussion activities for learning unit 6, where you are expected to share your views on specific issues 
with your fellow students. You can post your views online and also see the views of your fellow students. 
This is an ideal opportunity to interact. Let’s start talking! 
 
 

3 INTRODUCTION 
 
In study unit 5 we learned about recruitment and selection as the HR functions in an organisation.  We 
learned that an organisation’s recruitment and selection functions start a process where a prospective 
applicant could become an employee of the organisation.  Once an individual has been appointed as an 
employee, a relationship is established between the employer and the employee.  It is extremely 
important that both parties understand and manage this relationship as it impacts on the success of the 
organisation and the effectiveness of the new employee in his/her role in the organisation.   
 
The HR manager and his/her team is responsible to facilitate a process where the right person is 
appointed in the right position at the right time.  Thereafter both the HR team and the line manager 
needs to make a concerted effort to successfully integrate the new employee into the new 
team/department and work environment in general.  The sooner employees are familiar with their job 
and job environment, the sooner they can function optimally. Organisations are encouraged to make use 
of onboarding and orientation to ensure both short and long-term commitment and success of an 
employee. 
 
The key focus of this section is to address the following question: 
How can employees be successfully integrated into the organisation, motivated and retained? 
 
In the next sections we will look at the processes of onboarding and orientation as a management 
function as well as the role of orientation and motivation in retaining employees in the organisation. 
 
 

4 ONBOARDING AND ORIENTATION: CONCEPTS, OBJECTIVES AND 
BENEFITS 

STUDY 
 
Study the sections “Purposes of onboarding and orientation”, “Benefits of orientation”, “Reasons for the 
lack of effective onboarding and orientation” in chapter 7 of the prescribed book. 
 
After working through this section you should also be able to discuss the following aspects: 

 The concepts of onboarding and orientation. 

 The objectives of an orientation programme. 

 Benefits of an effective orientation programme. 

 Reasons for the lack of effective onboarding and orientation programmes in organisations. 
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We have now seen that it is necessary for the new employee to be introduced to his/her new job and 
organisation.  In an attempt to ensure that you understand the abovementioned aspects we will now 
complete Activity 6.2. 
 

ACTIVITY 6.2: The orientation process in your workplace 
 

1. Explain the concept of orientation in your own words. 
2. Explain the purpose of an orientation programme in your organisation. 
3. List five (5) objectives of the orientation programme in your organisation. 
4. You are the HR Manager of a toy manufacturing company.  No orientation programme for new 

employees is in place.  The CEO is very conservative and feels that orientation is a waste of 
time, money and energy.  You are aware of the damages that lack of orientation can possibly do 
to the organisation and of the benefits of a proper orientation programme.  You have scheduled a 
meeting with the CEO to discuss your concerns regarding this issue.  Prepare notes on the 
benefits of orientation.  Focus on the benefits of orientation for the organisation, the benefits of 
orientation for the employee, as well as aspects that benefits both the employee and the 
organisation. Structure your answer as follows: 

 

Benefits of orientation for the 
organisation 

Benefits of orientation for the 
employee 

Benefits of orientation for the 
organisation and the 

employee 

Lower employee absenteeism Higher job satisfaction Improved safety 

   

   

   

 
5. Assess the effectiveness of your organisation’s orientation programmes based on the reasons for 

ineffective programmes as discussed in the prescribed book.  
 
 

FEEDBACK 
 

1. Orientation can be explained as the process of integrating the new employee into the 
organisation and familiarising them with the job requirements. 
 

2. The orientation process thus aims to acquaint new employees with all aspects of the organisation 
which will affect them in the execution of their tasks. It should be obvious to you by now that 
orientation plays a crucial role. To succeed, however, the orientation process needs to be 
planned and implemented carefully, keeping its main objectives in mind. 
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3. The main objective of orientation is to effectively integrate the new employee into the 
organisation, ensuring an effective employee in the shortest time possible. Orientation is 
therefore a very important (even critical) HR tool. Other objectives of the orientation programme 
include: 

 Acquainting the new employee with job procedures and goals of the organisation 

 Establishing relationships with co-workers, including subordinates and supervisors 

 Creating a sense of belonging amongst employees 

 Indicating to the employees the preferred method of achieving the organisation goals 

 Identifying the basic responsibilities of the job 

 Indicating the required behaviour patterns for effective job performance  
 

4. As you have probably realised by now, orientation benefits both the organisation and the new 
employee in many different ways. If new employees are integrated successfully into the 
organisation, not only will they become productive soon after joining the organisation (thus 
benefitting the organisation financially), but this will also help to achieve the goals of the 
organisation! However, one should also note the reasons for the lack of effective orientation in 
organisations. 
 

5. You should realise that there is a correct and incorrect way of introducing new employees to the 
organisation and their jobs. Let us now identify some of  the causes of ineffective orientation: 

 The supervisors responsible for the task lack the time and ability to complete it 

 Organisations regard effective recruitment, selection, training and development as substitutes 
for orientation 

 Lack of key concepts in the orientation programme (if present) 

 Limited attention is given to instilling loyalty and commitment to the organisation 

 Employees who are transferred or promoted within the organisation are not subjected to 
orientation programmes 

 

5 A MODEL FOR ORIENTATION 

STUDY 
 
Study the section “A model of orientation” in chapter 7 of the prescribed book. 
 
After working through this section you should also be able to describe the phases of an orientation 
model. 
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Figure 6.1: The orientation process 
Source: Adapted from Wärnich et al (2015) 
 

6 ROLES AND RESPONSIBILITIES FOR ONBOARDING AND 
ORIENTATION 

STUDY 
 
Study the sections “Responsibility for onboarding and orientation” and “Who should be exposed to 
onboarding and orientation?” in chapter 7 of the prescribed book. 

In Section 6.1 we mentioned that the HR team is responsible to facilitate the orientation process to 
ensure that employees are effectively integrated into the organisation.  However it is important to 
understand that the HR manager and his/her team need to work with a number of stakeholders in the 
organisation.  In this section we learn about the roles and responsibilities of the different stakeholders in 
implementing an effective orientation programme.   
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Figure 6.1: Stakeholders in the onboarding and orientation process 
Source: Adapted from Wärnich et al, 2015. 
 

 

7 ELEMENTS SURROUNDING THE ONBOARDING AND ORIENATION 
PROCESS 

 

STUDY 
 
Study the sections “The scope of orientation”, “Approaches to orientation” and “Duration of the 
orientation process” in chapter 7 of the prescribed book. 
After working through this section you should have a clear understanding of: 

 The scope of an orientation programme. 

 Different approaches in orientation. 

 Duration of the orientation programme. 
  
 
 
 
 

Orientation/ 

Onborading 

Supervisor 

Chair of 
department 

HR 
department 

Mentor or 
buddy 

Shop 
steward/staff 

representative 

New 
employee 
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8 DESIGN, DEVELOP AND IMPLEMENT AND ONBOARDING AN 
ORIENTATION PROGRAMME 

STUDY 
 
Study the sections “Planning an orientation programme”, “Designing an orientation programme”, 
“Implementing the onboarding and orientation programme”, “Evaluation of the orientation programme” 
and  “Problems with the onboarding and orientation programme” in chapter 7 of the prescribed book. 
 
Now that we understand the concept, purpose, objectives of and responsibilities related to an effective 
orientation programme.  In this section we will focus on the aspects that will need to be considered when 
designing, developing and implementing an orientation programme.  These aspects are: 

 Planning, design and implementation of an orientation programme. 

 Monitoring and evaluation of the implementation and effectiveness of the orientation programme. 

 Identifying problems in the onboarding and orientation process 
 
These aspects should guide your thinking about what should be considered when designing and 
planning an orientation programme.  Proper understanding of these important aspects and effective 
planning will ensure the design and development of an effective orientation programme.  The planning 
process will address important factors such as the size, complexity, needs and requirements of the 
organisation and therefore a one size fits all approach cannot be followed in designing and developing 
an orientation programme.   
 
After working through the abovementioned sections in the prescribed book you can complete Activity 
6.3.  Completing this activity will assist you in thinking about the practical application of the different 
aspects that can impact on the effectiveness of the orientation programme in the workplace. 
 

ACTIVITY 6.3: The effectiveness of orientation in the workplace 
 
During exit interviews some employees mentioned that they did not think your organisation’s orientation 
programme is effective.   
 

1. You have been tasked by the HR Director in your organisation to draft a framework for an 
effective orientation programme for your organisation.  In the framework you need to address all 
the above mentioned aspects.  You can use the table below to guide your thinking and planning 
process. 

 

Name of organisation  
 

Industry  
 

Size 
(Number of employees) 

 
 

Complexity  
(E.g. Head office with 
regional offices) 

 

Other aspects:  
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Proposed framework for an orientation programme for __________________________________ 
[insert the name of your organisation] 
 
 

# Item Description 

1. Objective of the 
orientation 
programme 

 
 

2. Benefits of the 
orientation 
programme 

 
 

3. Stakeholders  
[Who should attend?] 

 
 
 

4. Role-players 
[Who will do what?] 

 
 
 

5. Scope of the 
orientation 

 
 
 

6. Approach(es)  
 
 

7. Duration  
 
 

8. Requirements for 
effective design, 
development and 
implementation 
[Policy, budget and 
resources] 

 

9. Categories that will 
cover the content 

 
 
 

10. Steps that will be 
followed to implement 
the orientation 
programme 

 
 
 
 
 

2. List and describe the steps that should be followed to evaluate the effectiveness of the 
onboarding and orientation programme. 

 
3. Identify and list five (5) risks for your organisation if it does not implement an effective onboarding 

and orientation programme. 
 

FEEDBACK 
 
Without a well-planned orientation programme, new employees may misinterpret the organisation's 
mission and reporting relationships, and also receive an inaccurate picture of how things work and why. 
To be successful, a systematic approach to orientation is required. You probably agree that introducing a 
new employee into the organisation should be preceded by careful design and planning before 
commencing with the actual orientation process. 
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You should now realise that a number of things should take place on an employee’s first day. The 
company should at least introduced the new employee to his/her supervisor and provide brief information 
about the organisation on the first day 
 

REFLECTION 
 
Reflect on what you have learned about an onboarding and orientation programme and answer the 
following questions. 
 

a. Have you been part of an onboarding and orientation programme when you started at your 
current organisation? If so, indicate the duration and the scope of the programme. 

b. Do you think your organisation’s orientation programme is effective?  Give reasons for your 
answer. 

c. What could be done to improve the existing orientation programme 
 
 

FEEDBACK 
 
You would probably have responded yes to the question above. Most organisations offer onboarding and 
orientation for new employees in order to familiarise the employee with the job requirements. You will 
notice that some organisations only offer orientation for permanent employees, while contract or 
temporary employees are given a basic induction. The scope of the orientation programme will vary from 
general organisation orientation that will affect all employees within the organisation to specific 
departmental orientation that is tailored to the new employee’s department and job. The duration of the 
orientation programme should not be too long, however the period of orientation should be linked to the 
length of time it takes to become effective on the job. 
 
You should take into consideration what you have learned from you orientation programme and how this 
has equipped you to perform your job better and thereafter make recommendations in areas that can be 
improved. 
 
The discussion above emphasises the important role orientation plays in creating a favourable image of 
the organisation, familiarising new employees with their jobs and job environments, and ensuring that the 
new employee is able to function optimally in the shortest time possible. If an organisation has an 
effective onboarding and orientation programme in place, new employees will become part of the 
organisation in the shortest possible time, and ultimately become loyal and productive employees. This 

again contributes to greater organisational goal achievement  the primary goal of the HR team in 
partnership with the line management. 
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9 THE ROLE OF MOTIVATION IN THE WORKPLACE 
 
Before we start looking at the role of motivation in the workplace, let us reflect on our experiences and 
expectations of motivation in the workplace. 
 

ACTIVITY 6.4: What motivates you? 

Reflect on your understanding of motivation and answer the following questions: 
 

a. What makes you get up and go to work every day? 
b. Who do you think is responsible to ensure that you are motivated at work? 
c. Do you think your organisation is currently creating an environment where the employees feel 

motivated?  Give reasons for your viewpoint. 
d. What will be the benefits of a motivated workforce for your organisation? 

 

FEEDBACK 
 
Motivation is the engine for driving the human resource. Motivation is the reason that you get up and go 
to work everyday. Employees can be motivated by money, status, grades, etc. (extrinsic motivation) or 
by personal growth, recognition, work itself, etc. (intrinsic motivation). Usually employees are motivated 
by a combination of these two factors. The HR department/manager is responsible for developing HR 
activities that fulfil employees’ important needs, or basic requirements for working productively. 
Organisations strive to create an environment where employees feel motivated as people are the 
organisations most valuable asset and therefore they should be looked after and their needs must be 
taken into consideration. A well-motivated workforce can provide several advantages including: 

 Better levels of productivity. 

 Lower levels of absenteeism. 

 Lower levels of turnover. 

 Improved industrial relations with trade unions. 

 Better customer service as employees will be motivated to perform at their optimum level. 
 
 

STUDY 
 
Study the section “Motivation” in chapter 7 of the prescribed book. 
 
Firstly let us look at the concept of motivation.  According to Wärnich, et al. (2015) motivation is the 
engine for driving human resources, i.e. it energises behaviour, gives direction to behaviour and 
underlies the tendency to persist, even in the face of one or more obstacles. 
 
It is important to take into consideration the history and background of job design in order to understand 
this concept correctly. Motivation is a key element of job design and the different motivation theories 
form the foundation of job design. By understanding what motivates people, the HR manager can design 
jobs accordingly. 
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10 MOTIVATIONAL THEORIES 

STUDY 

Study all the subsections of “Motivation” in chapter 7 of the prescribed book. 

In these sections you have learned about a number of different motivational theories.  The theories are 
divided in different categories.  These categories are summarised in Figure 6.5 below. 
 
 

 
 
Figure 6.5: Motivational theories 
Source: Adapted from Wärnich et al (2015) 
 
You would have noticed that the motivation theories all have different beliefs, each emphasising a 
different motivational aspect.  Furthermore it is clear that not all people are motivated by the same 
things, both in the workplace and personally.  This implies that not all employees will be motivated by 
more money, salary increases or bonuses and therefore organisations should be able to accommodate 
these employees by motivating them in different ways, such as challenging job opportunities, growth and 
development, teamwork, etc.   
 
This information can be very valuable to both HR and line managers in their quest to create an 
environment where employees feel motivated.  The HR and line manager should use this information 
when jobs are designed to cater for employees' personal needs and, most importantly, to ensure optimal 
organisational goal achievement. 
 
Let us now complete Activity 6.5 to ensure that we understand the key elements of each of the 
motivational theories. 
 
 
 

Motivational 
Theories 

Maslow's 
hierarchy of 

needs 

Alderfer's ERG 
theory 

Achievement  
motivation 

Goal-setting  

Positive 
reinforcement 

Herzberg's two-
factor theory of 

motivation 



   

14 
 

ACTIVITY 6.5: Application of motivational theories 
1. Complete the table below. 

 
# Theory Researchers  Key elements Practical examples to apply 

this theory 

1. Maslow’s 
hierarchy of 
needs 

 
 
 
 

 
 
 

 

2. Alderfer’s 
ERG theory 

  
 
 
 

 

3. McClelland’s 
achievement 
theory 
 

 
 
 
 
 

 
 
 
 

 

4. Management 
by objectives 
(MBO) 
 

  
 
 
 

 

5. Positive 
reinforcement 
 

  
 
 
 

 

6. Herzberg’s 
two-factor 
theory 
 

  
 
 
 

 

 
2. Critically discuss the relation between motivation and money. 
 

FEEDBACK 
 

1. You can compare your response to the information in the table below. 
 
 

Theory Researchers  Key elements Practical examples to apply this 
theory 

Maslow’s 
hierarchy of 
needs 

Abraham 
Maslow 

Motivational tension 
develops when a need 
occurs and is directed 
towards satisfaction of that 
need. Comprises of five (5) 
needs namely: physical 
needs, security needs, 
social needs, self-esteem 
needs and self actualisation 
needs. 

Play on-site games, such as in-door 
mini golf. 
 
 
This displays an employee’s social 
need. 
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Alderfer’s ERG 
theory 
 

C.P. Alderfer’s  Similar to Maslow’s 
hierarchy of needs, 
however suggested that 
when one need is frustrated 
we simply concentrate on 
others. 
ERG = existence, 
relatedness and growth. 

Provide additional education above 
and beyond work-related learning 
interventions. 
 
 
 
This displays an employee’s need 
for growth. 

McClelland’s 
achievement 
theory 
(also known as 
the 
achievement 
motivation 
theory) 

David 
McClelland 

Three (3) needs are 
emphasised = achievement, 
affiliation and power. 
 

Set up a book reading club or book 
exchange. 
 
 
Displays employees need for 
affiliation. 

Management 
by objectives 
(MBO) 
(also known as 
the goal-setting 
theory) 

Edwin Locke Job performance can be 
increased by setting goals. 
MBO involve a systemic 
process where the manager 
and subordinate discuss 
and agree on a set of jointly 
determined goals. 

Write down recognition in the 
employee newsletter and emails, 
post achievements on bulletin 
boards. 
 
 
Emphasis on what was achieved 
rather than how it was achieved. 

Positive 
reinforcement 
 

 Behaviour that leads to a 
pleasant response will be 
repeated, whereas 
behaviour that results in an 
unpleasant response tends 
not to be repeated. 
Managers must reward 
employees to positively 
affect future behaviour of 
employees. 

Have employee recognition events 
such as an employee recognition 
day or lunch with the manager. 
 
 
Managers are rewarding employees 
to encourage positive future 
actions. 

Herzberg’s 
two-factor 
theory 
 

Frederick 
Herzberg 

Hygiene needs 
(dissatisfaction)- negative 
environment creates 
demands for more money, 
better supervision, good 
working conditions, etc. 
Motivator needs 
(satisfaction) - positive job 
opportunities allow worker 
to achieve responsibility, 
growth, recognition, etc. 

Give away free car detailing. 
 
 
Hygiene factor will not increase 
motivation, however, it will not lead 
to dissatisfaction either. 

 
2. A number of behaviourists have been debating this topic for a period of time and no agreements 

and conclusions have been drawn. Most HR professionals agree that a salary increase will not 
solve motivations problems. Managers should strive to use a balance of both extrinsic and 
intrinsic rewards to motivate their employees. They should analyse employee’s efforts, abilities 
and expectations. 
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11 THE RELATIONSHIP BETWEEN THE INDIVIDUAL AND THE 
ORGANISATION 

 
You should now realise that individuals can only perform well in an organisation if they are working in an 
environment where they feel motivated.  This requires that both the employee and the employer should 
be aware or the personal and organisational goals that need to be integrated and achieved. 
 

STUDY 

Study the section “Individual/organisational relationships” in chapter 7 of the prescribed book. 
 
In an attempt to find ways to integrate the individual and organisational goals we need to understand the 
concept of and impact of the psychological contract between the individual employee and the 
organisation. 
 
After studying this section you should be able to: 

 Explain the concept of a psychological contact 

 Describe violations that can have a negative effect on the psychological contract 

 Differentiate between the old and new psychological contract 

 Explain the practical implications of the psychological contract on an organization 
 

ACTIVITY 6.6: Psychological contracts in the workplace 
 

1. Define a psychological contract 
2. Discuss the purpose of a psychological contract 
3. Explain if a psychological contract can be violated? Substantiate your answer. 
4. Explain if psychological contracts can change? Substantiate your answer. 
5. Briefly summarise the differences between the old and new psychological contracts in the table 

below: 
6.  

 

Old contract New contract 

The organisation is the parent and 
the employee is the child. 

The organisation and employee enter 
into adult contracts focused on 
mutual benefits. 
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FEEDBACK 
1. A psychological contract is an unwritten agreement between the employee and the organisation 

where the mutual expectations of the employee and the organisation are spelt out. 
 

2. Psychological contracts lay the foundation of the employment relationship and include 
employees' expectations regarding remuneration and benefits on the one hand, and on the other 
hand also create a perceived obligation. These types of contracts also manage expectations. You 
should realise that these contracts are ever changing depending on changes in the work 
environment, organisation, society and also the employee. These contracts are based on 

perceptions and perceptions can differ  there could thus be conflict in terms of mutual 

expectations. Think back on your first job or ask a family member or a friend. When you started 
you expected certain things and your employer also expected certain outputs in return. If the 
psychological contract was unfulfilled you would probably have resigned. 

 
3. Psychological contracts can be violated in one of two ways, namely by reneging and through 

incongruence. What does this mean? Reneging occurs when one of the parties breaks a promise 
knowingly, if one of the parties does not want to fulfil the terms of the agreement or if one party is 
unable to fulfil these terms. If the employee and the organisation have different understandings 
about the obligations of the agreement, this is called incongruence. The opposite is also true. If 
the promises are kept by the employer they gain the employee's trust which may lead to 
enhanced motivation and job satisfaction. This, in turn, can influence the employee's commitment 
to the organisation. 

 
4. Yes, the psychological contract can change. For example, when an organisation relocates or 

when they are retrenching staff the contract will change. This implies that the relationships will 
change and consequently also behaviours. Changes can also take place as a result of employee 
demands and demographics. A new type of psychological contract could thus emerge based on 
the fact that there is no job security and that people will be employed as long as they are needed 
and can add value. 

 
5.  

Old contract New contract 

The organisation is the parent and 
the employee is the child. 

The organisation and employee enter 
into adult contracts focused on mutual 
benefits. 
 

The organisation defines the 
employee’s identity and worth. 

The employee self identifies his/her 
identity and worth. 
 

Those employees who stay with the 
company are good and loyal, while 
others are seen as bad and disloyal. 

The regular flow of people in and out 
the organisation is healthy and should 
be celebrated.  
 

Employees who do what they are told 
will have a secure job until 
retirement. 

Long-term employment is unlikely 
multiple relationships should be 
expected and prepared for. 
 

Promotion is the primary route for 
growth. 

A sense of personal accomplishment 
is the primary route for growth.  
 

 
 



   

18 
 

In summary we learned that: 

 A sound psychological contract can lead to motivate create an environment where employees 
can function optimally.   

 The contract could sometimes be violated.  

 One could say that a contract can be used to predict individuals' behaviour.  
 
The question that will probably come to mind is: 

 Why does an organisation need to ensure that an employee is orientated into an organisation 
and team; and 

 The organisation creates an environment where employees feel motivated. 
 
In an attempt to answer this question we will explore the concept and purpose of retentions of 
employees in an organisation. 
 

12 RETENTION OF HUMAN RESOURCES 

STUDY 
 
Study the section “Retention of human resources” in chapter 7 of the prescribed book. 
 
Retention can be explained as encouraging favourable conditions to motivate employees to be 
productive and stay within the organisation. In order for employees to remain productive to the 
organisation, the organisation expects certain obligations from employees. Employees in turn expect 
certain obligations from employers. 
 
A number of variables impact favourably on the retention of talent identified below: 

 Compensation and benefits. 

 Organisational environment. 

 Work/development environment. 

 Work-life balance. 
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Figure 6.6: The link between recruitment, selection, onboarding and orientation 
Source: Adapted from Wärnich et al, 2015. 
 
 
You will probably agree that the recruitment and selection process is expensive and very time-
consuming. Once employees are appointed and participated in the orientation programme, it is important 
to ensure that they retain these people to avoid duplicating the time and money already spent on these 
processes. Thus the organisation should attempt to keep the right people in the right positions as it leads 
to consistency, saves costs and subsequently leads to achievement of long-term organisational goals. 
The onboarding process will ensure that the employee is successful in the long-term. 
 
 

13 SUMMARY 
 
We have now reached the end of workbook 6 and at this stage we need to pull all the pieces together.  
Firstly you need to make sure that you know and understand the following aspects: 

 Concept, objectives, benefits and reasons for onboarding and orientation 

 A model for orientation 

 Roles and responsibilities in the onboarding and orientation process 

 Design, develop and implement an orientation programme 

 The role of motivation in the workplace 

 Motivational theories 

 What is the relationship between the individual and the organisation? 

 Retention of human resources 
 

Recruitment: Attract qualified 
people for positions that are 
available within the organisation 

Selection: Screen and select the 
most suitable person for the job 
while adhering to Employment  
Equity principles 

Onboarding: The process that 
starts before an employee joins 
the orgnaistion and continues to 
ensure long term success of the 
organisation 

Orientation: Integrate the new 
employee into the organisation 
and equip him/her with the 
necessary skills and 
competencies 
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Now that you are familiar with some of the steps the HR team in partnership with the line management 
have to take to attract new employees to the organisation, you will no doubt agree that the onboarding 
and orientation of new employees plays a critical role.  Many organisations have lost excellent 
employees by neglecting this important phase in the resourcing process.  Special care should be given 
to familiarising new employees with their new jobs and the organisation. This promotes a favourable 
relationship between the new employee and the organisation which can only benefit the organisation. 
 
Regardless of the total learning and development time employees will be exposed to in their jobs, it is 
still the responsibility of each line manager to make sure that his or her employees are initially properly 
introduced to their workplace and co-workers. Normally the weakest part of most orientation 
programmes is at the supervisory level. Even when the HR department has designed an effective 
orientation programme and build the capacity of line managers to play their part, onboarding and 
orientation may still fail.  The same applies to the issue of motivation in the workplace.  The HR team can 
facilitate processes and support line management to create a conducive work environment, but if the line 
manager and employee respectively are not committed to the process it will impact negatively on the 
organisation and the retention of its human resources.   
 
In this last section of the unit we should ensure you can recognise, relate and apply the new knowledge 
and skills in and at your workplace.  In an attempt to assist you in this let us work through the final 
activity below. 
 

ACTIVITY 6.7: Application of knowledge learnt in workbook 6 
 
The purpose of this activity is to summarise the key points and to assist you in applying the knowledge 
and skills practically.   
 
Read the case study below and then answer the questions that follow: 
 

Mathew’s first day at work 
 
The recruitment and selection process has been finalised and Mathew is reporting for work at a large 
food manufacturing organisation in Johannesburg.  
 
Mathew West has just graduated from university with a BCom degree in marketing and this is his first 
full-time job. He is the only new employee in the marketing department. The other ten people have been 
there for between five and twenty years and have developed a good working relationship and a high 
degree of group cohesion. The daily pressures of work are high, and on this day, like most others, the 
employees in the marketing department are absorbed in their own job activities. As Mathew enters the 
building, he is aware of many feelings: "I hope my manager will like me. I wonder what the people in the 
marketing department will be like. Will they be difficult to get to know? I wish the pay was a little higher. I 
wonder what I'll be doing today?" 
 
As Sarah sits in her office, she is aware of several feelings too. "I have got to get the media report about 
our new product out today. But today we've got the Public Relations Director from the Cape Town branch 
coming in. What will I do with Mathew West? He will probably keep me busy the whole morning. Maybe I 
can have Jessica Smith take care of him. She's good at breaking in new people". 

 
Questions: 
 

1. Write a paragraph to summarise the challenges related to the onboarding and orientation of 
newly appointed employees. 

2. Explain the possible impact of emotions on the employee in Mathew’s situation. 
3. Explain how you think Mathew's first day will influence his desire to remain with the organisation? 

Substantiate your answer. 
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4. Discuss how you think the food manufacturing organisation's orientation system is effective? Give 
reasons for your answer. 

5. Identify how many of the listed reasons for the lack of effective orientation applies to Sarah’s food 
manufacturing organisation? 

6. Provide Sarah with suggestions about how these can be prevented. 
 

 

FEEDBACK 
 

1. When employees are not sufficiently onboarded and orientated, they might display lower levels 
job satisfaction, higher turnover, be more absent from work, have lower performance and lack a 
clear understanding of a company’s policies, goals and procedures. However, as we see in the 
case study, onboarding and orientating an employee will take time, careful planning and an 
effective orientation policy should be in place.  

 
2. Mathew is very excited and nervous on his first day. When he realise that his manager, Sarah, 

does not have time for him, he might interpret it as Sarah not caring for him. He might feel very 
anxious, uncertain and disappointed on his first day of work.  

 
3. In many instances a bad experience such as no orientation programme contributes to low 

motivation and high labour turnover. Mathew may leave especially because he is not very 
satisfied with his pay. Sarah should not assume that Mathew will immediately learn what is 
expected of him to do, therefore she must give him proper orientation training. Since Mathew is a 
new employee he should be given general organisation orientation that affect all the employees 
within the organisation as well as specific departmental orientation that will be tailored his specific 
department and job. 

 
4. The food manufacturing organisation does not even appear to have a formal orientation 

programme! Either this is the problem or the marketing department was never notified about what 
the orientation process entails and who should be responsible for it. The new employee’s 
manager and/or HR need to take the responsibility to orientate new employees. A formal and 
planned programme should be established before Mathew starts. Merely giving the responsibility 
to Jessica (who also do not have a planned programme for the day) is not sufficient. Sarah 
should also be aware to arrange an orientation programme that is unbiased, fair and affirming 
and that this process must comply with all the requirements stipulated in the Employment Equity 
Act. The orientation programme should be designed to include all information that the newcomer 
will need to do their job efficiently and effectively. 

 
5. Many reasons for the lack of effective orientation apply to Sarah’s food manufacturing 

organisation. The most important reasons include the lack of time from Sarah’s part to orientate 
Mathew and the fact that there is no orientation programme within the company. 

 
6. Sarah should compile an orientation policy and develop an effective orientation programme. The 

responsibility to orientate employees should be allocated to specified people and they should be 
informed well in advance of a new employee starting in order for them to prepare adequately for 
the new employee. A checklist can be used as a measure to determine whether the orientation 
programme has contained all the important elements required for orientation as well as determine 
if the orientation was conducted accurately.  
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14 SELF-ASSESSMENT 
 
 After you have completed each learning unit, it is necessary for you to determine 
whether you have achieved the relevant learning outcomes stated at the beginning of the 
learning unit. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  
 

To ensure that you have achieved the learning outcomes, answer the questions that follow and then 
study the feedback on the questions. Remember, the feedback is provided only to ensure that you are 
on the right track – it does not provide model answers. You are still required to consult sources of your 
choice to answer the questions and achieve the learning outcomes 
 
The self-assessment questions consist of multiple choice questions and written questions. To access the 
multiple choice questions visit the self-assessment tab on myUnisa and begin with your assessment. 
 
Question 1 
 
Read the scenario below and answer the question that follows: 
 

You are the newly appointed HR manager of a large law firm in Cape Town. When new employees are 
appointed at the firm, they are not put through any orientation programme. The directors of the firm pay 
no attention to new employees and they are just expected to start working immediately and to produce 
outputs. You feel that this is not the right way to treat new employees and you are also aware of the 
benefits that an orientation programme can have on new employees and on your firm.  

 
Identify the possible reasons for the lack of effective orientation in the law firm that you work for?  
 
Question 2 
 
Read the scenario below and answer the questions that follow: 
 

Mary and Paul are arguing about the orientation of a new employee in the production department. Paul 
believes that the orientation of staff is the responsibility of the HR department, while Mary (the secretary) 
believes that Paul, the departmental manager, should see to it that the new employee has an office, 
introduce the new employee to his/her colleagues and familiarise him/her with the rules and regulations 
of the organisation. Mary can still remember her own first day at the office three years ago, when there 
was no office available, no one knew she was coming and no one even told her where she could get a 
cup of coffee or even where the toilets were. She was very unhappy and almost resigned on her first 
day. 

 
Questions: 

 Who is right?  

 Who should be responsible for the orientation of new employees?  

 Explain who is involved in the orientation process and what each party's responsibilities are.  

 Why is it important to give orientation training?  

 Must the orientation be formal or can it also be informal? 
 
Question 3 
 
If Mary and Paul were to agree on giving orientation to the new employee, how should they implement 
the programme? 
 
Question 4 
 
Explain how psychological contracts define employment relationships and manage expectations, and 
also how the violation of such a contract can influence employee behaviour. 
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Question 5 
 
Read the scenario below and answer the question that follows: 
 

Andrew is 45 years old. He has been employed by the same bank for the past 20 years and has worked 
himself up through the ranks until he became manager of a branch in a suburb. He describes himself as 
being "of the old school", as one who respects authority and is loyal to the employer. He is happily 
married and has four children who need an education.  

 
Describe the kind of psychological contract he most probably has with his employer. 
 
Question 6 
 
The bank has recently started a retrenchment programme which includes offering early retirement 
packages to staff from 50 years of age and older. Discuss how this will change the bank's relationship 
with its employees? 
 

FEEDBACK 
 
Question 1 
 
The answer to this question can be found in "Reasons for the lack of effective onboarding and 
orientation" in the prescribed book. There are several possible reasons for the absence of an orientation 
programme in an organisation such as the law firm in the question. Discuss these reasons in your 
answer. 
 
Question 2 
 
Use the introduction to chapter 7 and "Responsibility for onboarding and orientation", "Scope of 
orientation training" and "Approaches to orientation" in the prescribed book to answer this question. 
 
Use a definition of the concepts of onboarding and orientation as a point of departure and describe what 
is meant by acculturation. Explain how orientation influences retention and productivity. Orientation can 

be formal or informal or a combination of both  discuss this. 
 
Describe the responsibility of the supervisor, head of department, HR management department, shop 
steward, mentor and the new employee in the orientation process. Explain the two levels at which 
orientation training should take place. 
 
Question 3 
 
The answer to this question can be found in "Implementing the onboarding process and orientation 
programme" in the prescribed book. 
 
Explain that onboarding begins before a new employee starts work. Advertisements about the 
organisation, news items and contact with employees all influence the new employee and send out 
messages about the organisation. It is of vital importance to provide the employee with realistic 
information about the organisation to ensure realistic expectations. Many newcomers resign because of 
unrealistic expectations. Orientation then helps to acquaint the new employee with his/her job. 
 
Name and briefly explain the steps that can be taken to implement an orientation programme. Highlight 
the fact that not all orientation programmes necessarily contain all the described steps. 
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Question 4 
 
Use "Individual/organisational relationships" in the prescribed book to answer this question. 
 
Discuss motivated employee behaviour, personal and organisational goals, and expectations of 
employees and employers. Explain that a psychological contract is an unwritten agreement between 
employers and employees about their expectations. 
 
Describe the term "psychological contract" and explain that psychological contracts are perceptual and 
therefore prone to misunderstandings and misinterpretation. They bind employees to organisations and if 
the perception exist that they have been violated this may lead to behaviours such as theft, aggression 
and even resignation. 
 
Discuss the two ways in which a psychological contract can be violated (reneging and incongruence). 
How does this influence employee performance and behaviour? Does a psychological contract have a 
positive influence on employee behaviour? 
 
Question 5 
 
Base the answer to this question on the section entitled "Individual/organisational relationships" (Old 
contracts) of the prescribed book. 
 
Name and briefly describe the characteristics of old-style contracts. Refer specifically to the description 
given in the question to illustrate some of the points, for example, the primary route for growth is through 
promotion (Andrew has been with the bank for 20 years and has worked himself up through the ranks). 
 
Question 6 
 
The answer to this question can be found in the section "Individual/organisational relationships" (New 
contracts) of the prescribed book. 
 
Do not make the mistake of thinking that Andrew's relationship with his employers (in other words, his 
psychological contract) will not change because he is too young to be offered a retirement package. 
Retrenchments are part of the new world of business and this implies that the psychological contract of 
all employees will change. Discuss the characteristics of new psychological contracts and relate them to 
the example by explaining how Andrew's behaviour could change. 
 

RECAP 
 
Now that you have successfully completed Workbook 06 and all the activities you can proceed with 
Workbook 07. 
 

 
 
 
 


