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1 LEARNING OUTCOMES 
 

 
 
After completing this workbook, you should be able to 

 discuss the reasons for designing a proper internal staffing programme 

 identify the factors that influence internal staffing decisions 

 explain the advantages of internal staffing 

 identify the various types of internal staffing strategies 

 apply the guidelines for selecting the best type of internal staffing strategy 
 

2 KEY CONCEPTS 
 

Before you begin studying this workbook, refer to the key terms at the end of chapter 8 in 
the prescribed book. This will assist you in becoming familiar with the different concepts 
that we refer to in this workbook.  
 
Some of the important key concepts in this workbook are 
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3 INTRODUCTION 
 
Remember that we are still focusing on the first major HRM activity, namely attracting human resources. 
In this workbook we explore the different approaches organisations can use to ensure that they place the 
right people in the right positions throughout the organisation. These approaches are called internal 
staffing approaches.  
 
So that you understand where internal staffing approaches fit in, here is a brief summary of the different 
strategies that organisations use to attract the right people at the right time: 

 analysing the different jobs to be done (Workbook 04) 

 designing these jobs (Workbook 04) 

 starting a recruitment process to attract the best possible candidates – mainly outside candidates 
for these positions (Workbook 05)  

 selecting and appointing the right people in the right positions (Workbook 05)  

 successfully integrating these employees into their positions, teams and organisation (Workbook 
06) 

 
These steps refer mainly to attracting prospective people externally. Internal staffing approaches will 
help the HR team and the organisation to recruit employees who are already in the organisation. These 
approaches offer the employees opportunities to move between jobs within the organisation.  
 
The key question we will attempt to answer in this workbook is: 
How can existing employees be managed and utilised to the advantage of the organisation and 
the individual employee? 
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During their careers people join and leave an organisation for many different reasons. Some of these 
reasons are as follows: 

 People are promoted and might move to a different level and/or department and/or division within 
the organisation.  

 People move to other departments and/or divisions for developmental purposes, i.e. transfer. 

 People retire owing to age or for medical reasons. 
 
When an employee leaves an organisation a vacancy arises and the line manager and the HR team 
need to make decisions on different ways to deal with the vacancy. They could pose the following 
questions: 
 

 Should the position be filled? 

 Will this position be a promotional opportunity? 

 Do we have employees who have demonstrated that they have the required skills, experience 
and potential? 

 What will the costs, benefits and risks be if we do select and appoint an employee internally? 
 
The movement of individual employees can happen any time after orientation and the organisation 
should have a strategy and plan in place. This will help the organisation to meet the career and 
development needs and requirements of these individual employees and at the same time achieve 
organisational goals. Effective internal staffing practices therefore to some extent help to attract or find 
high-quality employees to the organisation. They help to a large extent to retain them by satisfying both 
their short- and long-term career and developmental needs. 
 
Before we start exploring different internal staffing approaches, reflect on your experiences of internal 
staffing opportunities in the workplace. 
 

ACTIVITY 7.1: Your understanding and experiences of internal staffing 
 
Reflect on your own experiences in your current and previous positions, or ask a family member or 
friend, and answer the following questions: 

1. Do employees get opportunities to apply for internal positions? 
2. What is the purpose of these opportunities? 
3. What are the general observations and perceptions of yourself and your colleagues in terms of 

developmental and career opportunities in your organisation? 
4. How do these observations and perceptions influence the morale of the employees? Give 

examples to explain your viewpoint. 
5. What are the benefits of internal staffing opportunities for your organisation and its employees? 
6. What are the risks if your organisation doesn’t implement internal staffing opportunities 

effectively? 
 

FEEDBACK 
 
Imagine how demotivated you would feel if all vacant positions higher than yours were continuously filled 
by people from outside the organisation. If existing employees know that they will also be considered for 
vacant positions, greater effectiveness, productivity and job satisfaction will be achieved. 
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However, if certain positions become vacant at different managerial levels within the organisation, the 
HR manager can either recruit and select employees from outside the organisation or consider using 
existing employees (internal staffing).  
 
How do you think positions are filled in organisations? Take into consideration that people seldom stay in 
the same position and do the same job for their whole working life. In certain industries such as the IT 
industry, employees tend to make more career moves than in other industries. Do companies always 
recruit from outside or can existing employees move into vacancies? Is this where internal staffing fits 
in? 
 
Continue this discussion in more detail online. Refer to the “Discussion Forums” tool on the HRM2601 
myUnisa module site and select “Forum 8: Workbook 07 Activities”. Here you will find all the 
discussion activities for Workbook 07, where you are expected to share your views on specific issues 
with your fellow students. Post your views online and also see what your fellow students are saying. 
 

4 THE RELEVANCE AND IMPORTANCE OF AN EFFECTIVE INTERNAL 
STAFFING PROGRAMME 

STUDY 
 
Study the sections "Reasons underlying the design of a proper internal staffing programme", 
"Advantages of internal staffing" and "Requirements for an effective internal staffing programme" in 
chapter 8 of the prescribed book. 
 
Organisations have to continuously manage their existing workforce to ensure that the employees are 
satisfied and have opportunities to achieve their potential. This implies that the HR team and line 

managers cannot place the right people in the right positions and leave it at that  existing employees 
have to be managed continuously. An effective internal staffing programme is an excellent HR tool that 
can assist the HR team and line management with this. 
 
You should now begin to realise that existing employees need to have opportunities to move between 
jobs, departments or even divisions of the organisation, nationally and internationally, where relevant. 
According to Wärnich et al (2015), HR teams should design and implement internal staffing programmes 
that will assign employees to available jobs in order to maximise organisational effectiveness.  
 
After working through these sections you should be able to discuss the following aspects of an internal 
staffing programme: 

 the concept of internal staffing 

 reasons for designing proper internal staffing programmes 

 the factors that influence internal staffing decisions 

 the advantages of internal staffing 

 the requirements for effective internal staffing 

 
4.1 WHAT IS INTERNAL STAFFING? 
 
You will notice that many people won’t be satisfied with doing the same type of job year in and year 

out  we all want to grow, progress and move upward in the corporate world where opportunities for 
promotion and development are available. Employees want to take on more roles and responsibilities 
as well as receive recognition for their performance. Even though an employee might want to pursue 
the same career/role their whole working life, for example remain a recruitment specialist, they will 
want to be seen as responsible and receive recognition for their efforts as well as opportunities to 
further develop themselves. This presents a great challenge to the HR manager. 
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The HR team and line manager should work closely together to ensure that the right people are placed 
in the right positions and that these employees are utilised optimally and remain satisfied with their jobs. 
The HR team should design an internal staffing programme which will ensure organisational flexibility 
and competitiveness. They should also assist and advise the line manager on the effective 
implementation of the programme. 
 
In general employees want to be satisfied with their job because they spend so much time at the 
workplace. Proper internal staffing programmes not only contribute to the satisfaction of employees, but 
can also provide the HR manager with a control mechanism. All internal movements, be they transfers, 
resignations, layoffs or retirements, can therefore be coordinated and properly managed when a plan is 
available. 
 
Internal staffing has many advantages for the organisation and the employee. Placing the right person in 
the right job will contribute not only to organisational effectiveness, but also to the survival of the 
organisation. Utilising the employee's abilities to the maximum will, in turn, contribute to greater 
employee satisfaction and commitment. 
 
Figure 7.1 summarises the following aspects of an effective internal staffing programme: 

 reasons for implementing an effective internal staffing programme 

 factors influencing staffing decisions 

 advantages of an internal staffing programme 

 requirements for an effective internal staffing programme 
 

 
Figure 7.1: Relevance and importance of an effective internal staffing programme 
Source: Adapted from Wärnich et al (2015) 

• Employee dissatisfaction 

• Increasing concerns about job security 

• Changing employee attitudes and concerns 

• Employment equity issues 

• Labour union pressure 

Core reasons for designing a 
proper internal staffing 

programme 

• Organisational growth 

• Reorganisation 

• General economic trends and other issues 

Factors influencing staffing 
decisions 

• Employers can control work habits of existing 
employees 

• Less time spent on orientation 

• Increased employee satisfaction and commitment 

• Complies with employment equity stipulations 

• Benefits the organisation and individual 
 

Advantages of internal 
staffing 

• Pay close attention to current employee skill 
levels and development needs 

• Ensure internal equity in matters such as 
compensation, promotion and access to training 

• Ensure that an HRIS exists within the 
organisation 

• Involvement of top-level management and line 
managers 

Requirements for effective 
internal staffing 
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These aspects are further explained in detail in chapter 8 of your prescribed textbook. 
 

ACTIVITY 7.2: Implementation of internal staffing 
 
The newly appointed HR director in your organisation realised that there is no internal staffing 
programme and promotions and transfers happen randomly. He has tasked you to write an essay on the 
issue of internal staffing. You need to include the following aspects in the essay: 
 

1. Explain the concept of internal staffing in your own words. 
2. Critically discuss, with examples, the importance of and reasons for designing proper internal 

staffing programmes in your organisation. 
3. Describe the factors that could influence staffing decisions in your organisation. 
4. List five advantages of an effective internal staffing programme for the employees and for your 

organisation. 
5. List three risks for your organisation if it doesn’t design and implement an effective internal 

staffing programme. 
6. Describe the requirements for an effective internal staffing programme in your organisation. 
7. List the relevant legislation that your organisation should comply with when designing and 

implementing an internal staffing programme. 
 

FEEDBACK 
 
In this activity you were expected to write an essay. This implies you needed to start the discussion with 
an introduction explaining internal staffing.  
 
Use specific subheadings to discuss the required aspects. In this case you could have used the following 
subheadings: 

 Introduction 

 Concept of internal staffing 

 Importance of an internal staffing programme in ABC Computers [insert your organisation's 
name] 

 Influencing factors 
 
It should be clear to you by now that different employees move around the organisation in different ways. 
These movements need to be coordinated so that they benefit both the employee and the organisation. 
It is the task of the HR manager to coordinate employee movement by establishing proper internal 
staffing procedures and programmes. 
 

5 APPROACHES TO INTERNAL STAFFING 

STUDY 
 
Study the section "Various approaches to internal staffing" in chapter 8 of the prescribed book. 
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You have now learnt that internal staffing basically refers to the movement of employees within the 
organisation. Its main objective is to increase employee satisfaction and commitment and to contribute to 
organisational effectiveness. The following eight (8) internal moves in organisations should be 
considered when designing an internal staffing programme: 

1. Promotion (moving up) 
2. Demotion (moving down) 
3. Transfers (moving sideways)  
4. Layoffs 
5. Downsizing/retrenchments 
6. Resignations, quits and dismissals (moving out) 
7. Retirement  
8. Cost of employee separations 

 
After studying this section, you should be able to 

 list and describe the different approaches to internal staffing 

 identify, design and apply the relevant and appropriate approaches for and in your organisation 
 

ACTIVITY 7.3: Different approaches to internal staffing 
 

1. List the different internal staffing approaches that could be considered in your organisation. 
 

2. Complete this table: 
 

Internal staffing 
approach 

Description of the approach 

1. Promotion  
 
 

2. Demotion  
 
 

3. Transfer  
 
 
 

4. Layoffs  
 
 
 

5. Downsizing/ 
retrenchments 

 
 
 
 

6. Resignations, 
quits and dismissals 

 
 
 
 

7. Retirement  
 
 
 

8. Cost of 
employee separations 
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3. Write a paragraph to explain which internal staffing approaches should be offered in your 

organisation. 
 
4. Work through the exit interview questions in table 8.1 in chapter 8 of the prescribed book and 

answer the following questions: 
 4.1  Explain the purpose of an exit interview. 

4.2 Conduct an interview with the HR manager of your organisation to evaluate the 
effectiveness of exit interviews in your organisation.  Write down five to eight interview 
questions that you will use. 

 
 

FEEDBACK 
 

1. Approaches to internal staffing 
 

 
Source: Adapted from Wärnich et al (2015) 
 

2.  

Internal staffing 
approach 

Description of the approach 

1. Promotion Upward internal moves in an organisation which usually involve great 
responsibility and authority along with increased pay, benefits and privileges.  

2. Demotion Moving a worker to a lower level of duties and responsibilities; typically 
involves a pay cut. 

3. Transfer Lateral movement of a worker in an organisation.  

4. Layoffs Temporary termination of employees, or the elimination of jobs, during 
periods of economic downturn or organisational restructuring.  

Approaches to 
internal 
staffing 

Promotion 

Retirement 

Downsizing Layoffs 

Transfer 

Demotion 
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5. Downsizing/ 
retrenchments 

Reduction in the number of people employed by a firm.  

6. Resignations, 
quits and 
dismissals 

Resignations: Employees voluntarily leave the organisation. 
Quits: Employees choose to leave the organisation without giving the normal 
notice period. 
Dismissals: The employer initiates the separation of an employee.  

7. Retirement Similar to quits (as it is initiated by the employee) but usually occurs at a 
certain age or after a number of years' service.  

8. Cost of 
employee 
separations 

The cost of employee separation depends on whether the organisation 
chooses to eliminate a position or to replace a departing employee.  

 
 
Source: Adapted from Wärnich et al (2015) 
 

3. To enhance job security and keep the organisation competitive within an environment of 
mergers, acquisitions, restructuring and downsizing, most employers seek ways of avoiding 
layoffs by using some alternative form of internal staffing. This process can be implemented 
successfully in most companies. Each company's individual needs should, however, be 
considered when choosing the appropriate internal staffing approach.  

 
4. Exit interviews are used by organisations to determine the real reason for the employee leaving 

the company. This information can be used by the HR department to improve working 
conditions and retain employees.  

 

6 SUMMARY 
 
In this workbook you learnt that effective management of employee movement is very important because 
of continuous change in and outside the organisation. Fortunately, HR managers have numerous 
internal staffing approaches and strategies at their disposal. The HR manager should, however, always 
ensure that these movements are beneficial to both the organisation and the employee and that no 
sinister motives are behind these actions (e.g. getting rid of unpopular people). It is the role of the HR 
team to ensure that the internal staffing programme exists and is implemented effectively by the line 
managers. 
 
In this last section, make sure you can recognise, relate and apply your new knowledge and skills in and 
at your workplace. This final activity will help you in this. 
 

ACTIVITY 7.4: Application of knowledge gained in Workbook 07 
 
You were recently appointed as a human resource officer at Prime Properties. Even though Tanya 
Geyer has welcomed you with open arms, you will still have to convince her that a proper internal 
staffing programme is needed. Tanya has, however, made it clear that she is not interested in 
developing any "programme". The only thing she is interested in is solving their current problems. 
 
Answer the following questions: 
 

Prepare a presentation and include the following: 
1. Explain the reasons for a proper internal staffing programme for Prime Properties. Remember 

that you need to convince Tanya of the positive contribution such a programme could make to 
solving her problems. 

2. Describe the factors that can influence internal staffing decisions in Prime Properties. Give 
examples of the different factors. 
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3. Indicate the advantages and disadvantages of a proper internal staffing programme for Prime 
Properties. 

4. List the most important requirements for effective internal staffing in Prime Properties. 
5. Select the most appropriate internal staffing strategy to use in Prime Properties. 

 

FEEDBACK 
 
Tanya is actually facing a problem which occurs regularly in most organisations. If you ask around, most 
of your family members and friends will be able to identify certain people in their organisations who are 
average performers and "block" the occupational ladder for other employees wishing to move up, and 
others who cannot perform because of their circumstances. What can be done in situations like this? 
 
It should be obvious to you at this stage that proper internal staffing programmes play an important role 
in maintaining a stable workforce. Employees who know how and where they can move around within 
the company are less likely to become dissatisfied with their jobs or be concerned about job security. 
However, employees don’t always have a free hand in making internal staffing decisions. They are 
sometimes either helped or hindered by a number of factors. 
 
You should now realise that once employees have been placed in jobs, the HR manager's task is far 
from over. There are continuous changes both inside and outside the organisation. Employees 
themselves change, develop, grow older, misbehave, don’t perform satisfactorily or resign, to name but a 
few. It therefore makes sense that the HR manager should be prepared for all these changes by having 
a proper internal staffing programme ready. 
 
The success of any internal staffing programme depends largely on employees' skill levels and the 
availability of relevant information on these employees. In large organisations, for example, this 
information needs to be computerised if it is to serve any purpose. The HR manager should also realise 
that proper internal staffing not only has various advantages for the organisation and its employees, but 
that certain requirements also need to be met for it to be implemented effectively. Once this has 
happened, a decision can be made about what type of internal staffing strategy to use. 
 
You should have listed the main elements of the pure selection strategy, the vocational guidance 
strategy and the compromise staffing strategy, and then selected the most appropriate one for Prime 
Properties and also explained your choice. 
 
You are now familiar with the various options available when doing internal staffing. What about the 
actual approaches available to execute the movement of employees within the organisation? 
 

7 SELF-ASSESSMENT 
 
 Now that you have completed this workbook, you need to determine whether you have 
achieved the relevant learning outcomes stated at the beginning of the workbook. 
Therefore, read through the 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 doesn’t provide model answers. You are still required to consult sources of your 
choice to answer the questions and achieve the learning outcomes. 
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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 your assessment. 
 
Question 1 
 
Read this scenario and then answer the questions that follow: 
 

You are the new HR manager of a retail store. Staff turnover in the store has been high during the last 
five years. After investigating the causes, you have found that 60% of staff left because they didn’t see a 
future for themselves in the store. When vacancies arose at supervisory and management level, these 
were always filled by candidates recruited from outside the store, because the owner felt that the new 
blood introduced in this way contributed to creativity and the ability to adapt to changes in the 
environment. You want to introduce an internal staffing strategy and have to convince the owner that this 
may be beneficial. You must also come up with the content for this internal staffing strategy and get her 
buy-in to ensure its success.  

 
Develop a presentation in which you 

 discuss the reasons for having an internal staffing programme 

 explain the advantages of an internal staffing strategy 

 identify the requirements for an effective internal staffing strategy 

 discuss the different types of internal staffing strategies 

 recommend one internal staffing strategy that will be effective in your organisation and explain 
why you recommend this strategy 

 
Question 2 
 
Promotions will form part of your internal staffing programme.  

2.1. Explain what promotions are and why they will be a part of your internal staffing strategy. 
2.2 Discuss what criteria can be used to make decisions about promotions. 
2.3 Explain which criteria you would recommend. Substantiate your answer. 

 
Question 3 
 
Transfers are the second most popular approach to internal staffing.  
Why would the store transfer an employee? Would it be to its advantage to lose a person at the original 
store? 
 
Question 4 
 
List the differences between layoffs, retrenchments/downsizing, resignations, quits and dismissals, and 
explain the situations in which each would be appropriate for the store. 
 

FEEDBACK 
 
Question 1 
 
You can find the answer to this question in "Reasons underlying the design of a proper internal staffing 
programme", "Factors influencing staffing decisions", "Advantages of internal staffing", "Requirements for 
effective internal staffing", "Types of internal staffing strategies" and "Guidelines for the selection of the 
most effective internal staffing strategies" in the prescribed book. It is an easy question to answer 
because all the information is in the prescribed book. Remember to give reasons for recommending a 
strategy. 
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Question 2 
 
You can find the answer to this question in "Various approaches to internal staffing" in the prescribed 
book. 
 
Explain that a promotion is the reassignment of an employee to a higher level job. This means that 
increased demands will be made on the employee's skills and abilities and that they will be given more 
responsibilities. The employee receives better pay and benefits, higher status and more authority in 
return. Explain why promotions should form part of an internal staffing strategy for the store and then 
name and discuss the four kinds of criteria that can be used to decide about promotions. Recommend 
one criterion and give reasons for your recommendation. 
 
Question 3 
 
Find the answer to this question in "Various approaches to internal staffing" in the prescribed book. 
 
This is another easy question: simply explain the different reasons why an organisation would transfer an 
employee and relate your answer to the scenario. Although the store would be "losing" an employee at 
one store, this person could make a very valuable contribution at the next store they are employed at. 
 
Question 4 
 
You will find the answer to this question in "Various approaches to internal staffing" in the prescribed 
book. 
 
Students often confuse these concepts, so make sure you understand the differences. Use a table to 
describe each approach to internal staffing and also state when each approach would be appropriate for 
the store. 
 

THE END 
 
You have now successfully completed the final workbook - Workbook 07 and all the activities. 
 

 
 
 
 


