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Please note  

Read this study guide (SG001) in conjunction with the Study @ Unisa brochure and Tutorial Letters 
HRMALL6/301/4 and HRM2605/101/3. 

I strongly recommend that you register for and use myUnisa regularly (see Study @ Unisa brochure for 
details). This will give you direct access to important information and allow you to perform tasks such 
as updating your personal information, submitting assignments, confirming receipt of assignments, 
obtaining assignment marks, obtaining examination timetables and results, joining online discussion 
forums and many more.  
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Assisted by:   Surette Wärnich  
DUTLD:    Michelé van Wyk and Riana Rheeder  
Language editor:  Sharonne van der Merwe  
Artist:    David Kahts  
 
Dear HRM2605 student  

Welcome to the exciting world of Human Resource Management for Line Managers (HRM2605). Please 
note that this module is offered online. This means that the study material for this module will be available 
on myUnisa. It is thus very important that you register and use myUnisa and access the HRM2605 
myUnisa site regularly. Study material and other content on myUnisa can only be accessed if you have 
registered your myLife e-mail account. Keep your login and password details in a safe place, as you will 
have to access the site regularly. By accessing the HRM2605 module site, you will gain access to the 
study material, discussion forums where you can engage with fellow students and your lecturer, other 
additional resources, frequently asked questions, and relevant module-related information.  

By now you should have received the Study @ Unisa brochure, which contains important information 
regarding your studies. This brochure is also available on myUnisa. The Directorate of Despatch should 
supply you with the following printed tutorial matter for this module when you register:  

• two general tutorial letters: HRMALL6/301/4 and HRMONLI/301/4  
• Tutorial Letter HRM2605/101/3 (which contains contact details for the lecturer, your assignment 

tasks and due dates, and other module-related information)  
• this study guide: HRM2605/SG001/4  
 
It is important that you read this study guide thoroughly and then log on to the HRM2605 myUnisa module 
site and familiarise yourself with the site. Start by reading the home screen for further instructions on how 
to proceed with this module.  

Please do not hesitate to contact me if you have any module-related queries. I hope that you enjoy this 
dynamic and stimulating module.  

Kind regards, 

Lecturer: HRM2605 
Department of Human Resource Management  
Unisa 
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Preface  
 

1.1 Welcome  
We wish to welcome you as a student in Human Resource Management for Line Managers (HRM2605). 
As you progress in your journey through this dynamic module, you will soon realise how interesting human 
resource management (HRM) is. We believe that you will congratulate yourself on having chosen this 
module because of its relevance in everyday life and, of course, in the organisational context. If you take 
a second to ponder the following, you may begin to grasp the undeniable importance of human resources 
in most organisations: without the people to do the work, nothing can happen! Therefore, we know that 
you will find this module stimulating and of much practical value.  

We urge you to start your studies as soon as possible because this module is not only intensive, 
but also comprehensive in terms of its content.  

How much you learn and gain from the HRM2605 journey will depend a lot on how actively you engage 
with the study material. If you are going to be a more or less passenger in the HRM2605 journey, the 
chances are that you will miss out on a wonderful opportunity to develop a sound platform for improving 
your skills in HRM. However, if you actively engage with the study material, we are confident that you will 
grow and become increasingly competent in dealing with the challenges facing HRM in South Africa. We 
strongly encourage you to use this study guide as the basic “infrastructure” to help you along this part of 
your learning journey.  

1.2 Introduction and purpose of the module  
The management of people is one of the primary keys to organisational success. Yet, ironically, in the 
past, little or no attention has been paid to this important resource. Finance, general management, 
marketing, production, and research and development have tended to be the focus of attention. If we 
compare our success in HRM with that of organisations in other countries, we realise that South African 
organisations have much room for improvement. In prosperous countries, human resources are 
considered to be critical to success. Hence there is no doubt that proper HRM is essential in all 
organisations, be it in South Africa or any other country. This brings us to the aim of HRM, which can be 
summarised as follows: 

Human resource management (HRM) is a specific organisational practice to help human 
resource (HR) managers and line managers to optimally apply and utilise the human resources 
of the organisation (or institution) to achieve the goals of the organisation (or institution). In 
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other words, management can "use" or direct the people employed by the organisation to 
contribute to the organisation's goals and objectives.  

 
The purpose of this module is therefore to equip line manager and/or potential line managers with the 
skills, knowledge, and abilities to manage human resources under their control constructively in order to 
contribute to organisational goal achievement and the HR effort as a whole.  

1.3 Link to other modules 
This module does not stand alone. It forms part of the whole qualification that you registered for and 
provides basic information related to HRM.  

It is important that you master the learning outcomes for this module and that you keep the study material 
and prescribed book as you will probably have to refer back to it in your further studies and working life.  

1.4 Learning outcomes for the module  
To be declared competent in this module, you should be able to 

• apply basic knowledge of HRM principles to HR activities related to line management duties 
• indicate how line managers can contribute to organisational success through the implementation of 

HR policies and procedures 
• illustrate the legislative framework for managing employees in the workplace 
 
We will now discuss the framework for this module.  

1.5 Framework for this module 
1.5.1  Explanation of terms  

Any teaching and learning method requires the use of certain terms. In order to find your way through this 
study guide it is therefore essential that you take note of the terms used and these are explained below.  

Topic Workbook Learning outcomes 

A topic represents a major 
component of the subject and 
tutorial matter. A topic has a 
number of learning outcomes 
which indicate the standard or 
level of competence you should 
achieve in the specific topic.  

A workbook is an identifiable 
section of a topic. Each topic 
consists of one or more 
workbooks.  

In your studies you will be 
concentrating mainly on learning 
outcomes. In each topic, specific 
learning outcomes are 
formulated which you must be 
able to demonstrate in respect of 
that topic. These specific 
learning outcomes are also 
linked to the activities in the 
study guide, the assignments 
and the examination, and are 
therefore a means whereby we 
can evaluate or assess your 
mastery of a specific topic.  

 
Ensure that you understand the terminology used in this module.  
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1.5.2  Framework  

The study material for this module is presented in the form of workbooks, a prescribed book and additional 
support material on the myUnisa module site. If you look closely at the table of contents in your prescribed 
book you will see that the book is divided into several parts (or topics) that are closely related to the main 
tasks of an HR professional. These include HR planning, recruitment and selection, job analysis and job 
design, orientation and onboarding, training and development, performance appraisal, motivation, 
remuneration, health and safety, and labour relations. You will learn about these HR functions, and your 
role as line manager in these functions, as you progress through the study material.  

The aspects that we will be addressing in this module can be briefly summarised as follow:  

TOPIC 1  The environment for human resources 

Workbook 01: The environment for human resources   

TOPIC 2  Finding and placing qualified employees  

Workbook 02: Strategic HR planning and research  

Workbook 03: Job design and job analysis  

Workbook 04: Employee recruitment and selection  

Workbook 05: Orientation, motivation and retention  

Workbook 06: Internal staffing and career management  

TOPIC 3  Assessing, keeping and developing qualified employees  

Workbook 07: Performance management and appraisal  

Workbook 08: Training and development  

Workbook 09: Managing compensation and benefits  

Workbook 10: Health and safety    

TOPIC 4  Labour relations  

Workbook 11: The union-management relationship, employee discipline and dismissal  

TOPIC 5  Emerging HR practices  

Workbook 12: Emerging HR practices  

You have probably noticed that the topics and titles of the workbooks are structured according to the table 
of contents in the prescribed book. You will thus have a comprehensive overview of the HRM functions 
after you have completed this module.  

However, it is important to note that the numbering of the workbooks does not correspond with the 
numbering of the chapters in the prescribed book. When you work through Workbook 02, for example, 
your prescribed book will be open at chapter 4, and we will guide you through the study material. The mind 
map also provides a clear indication of which chapter you should study.  
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1.6 Composition of the learning material for the module  
The study material for this module consists of this study guide, a prescribed book (which you must 
purchase) and several tutorial letters, which is available on myUnisa. The prescribed book is vitally 
important because you will not be able to complete this module successfully without studying it. Please 
ensure that you purchase the correct edition of the prescribed book as the previous editions cannot be 
used. The prescribed book has been written in a straightforward and conventional style which will help you 
understand the numerous HR concepts. These are also highlighted in the book.  

Always read the study guide first and then study the relevant section in the prescribed book as indicated 
in the study guide. When reference is made to the prescribed book, we refer to headings of sections and 
not page numbers or section numbers in the prescribed book.  

In addition to the prescribed book, you are encouraged to consult other sources, such as subject journals, 
newspapers and additional textbooks on this subject. You can also visit the course page for this module 
on myUnisa to find additional information.     

1.6.1  The purpose of this study guide  

The purpose of this study guide is to serve as a tool that you can use to master the learning outcomes of 
this module. If you look at the table of contents of this study guide, you will see that it is divided into five 
main topics. Each topic consists of workbooks. Remember that each workbook represents a chapter in the 
prescribed book. As you will soon realise, this guide was written in order to take you on a journey through 
the prescribed book. You will see that the prescribed book consists of more or less 600 pages. However, 

Workbook 01: 
The environment for 

human resources 
(Chapters 1, 2 and 3)

Workbook 02: 
Strategic HR Planning 

and research
(Chapter 4) 

Workbook 03: 
Job design and job 

analysis
(Chapter 5)

Workbook 04: 
Employee recruitment 

and selection
(Chapter 6)

Workbook 05:
Orientation, motivation 

and retention
(Chapter 7)

Workbook 06:
Internal staffing and 
career management 

(Chapter 8)

Workbook 07: 
Performance 

management and 
appraisal 
(Chapter 9)

Workbook 08: 
Training and 
development 

(Chapter 10)

Workbook 09: 
Managing compensation 

and benefits 
(Chapter 11)

Workbook 10: 
Health and safety 

(Chapter 12)

Workbook 11: 
The union-management 
relationship, employee 
discipline & dismissal 

(Chapter 13)

Workbook 12: 
Emerging HR practices

(Chapter 14,  15, 16 & 17) 
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even though it is such a thick book, this study guide will make the number of pages seem irrelevant, 
because you will find that mastering the contents of the prescribed book with the help of this study guide 
will make learning easy, understandable and fun!  

How can learning ever be fun, you may well ask? This is made possible by the main character of this study 
guide – activities. The activities are included to demonstrate real-life situations – sometimes very 
humorous. By doing the activities, you will find that you understand the theory in the prescribed book 
better, and this will enable you to apply the knowledge in the book in practice. You will also see that the 
activities will give you an indication of the sections in the prescribed book that you need to study for the 
examination as well as the sections that you only need to read for the examination. We also make use of 
situations that you can relate to in your personal life.  

Two approaches are followed in this study guide. A macro approach where we do not investigate all the 
aspects in the study guide in detail (Workbooks 01 and 12); and a micro approach (detailed) for some of 
the other workbooks where each workbook will be investigated in detail (chapters 4 to 13 in the prescribed 
book). The workbooks that we explore in detail (Workbooks 02 to 11) are the ones that you will be 
examined on. More details about our approach appear in the section below.  

1.7 The recommended learning process  
Tutorial letter 101 and this study guide will guide you through the study material for this module. Work 
through the various topics in the study guide and the corresponding chapters in the prescribed book and 
develop an understanding of the content. Apply the content in different contexts by doing the activities and 
assignments and self-assessment questions and look at it again when preparing for the examination. Once 
again we would like to emphasise that you have to demonstrate that you have mastered the learning 
outcomes for the module. Some of the assignments will assess your ability to integrate a number of 
learning outcomes, and it is therefore imperative for you to fully understand all the study material. This will 
enable you to apply and integrate the various learning outcomes.    

This study guide will help you to understand the theory in each chapter of the prescribed book if you do 
the activities in each topic and workbook. Remember that you can only memorise something once you 
understand it. We therefore suggest that you keep this study guide on hand when working through the 
prescribed book. As mentioned earlier, we follow two approaches in this study guide. The first and last 
workbook is dealt with briefly as you will not be examined on these workbooks. The other workbooks are 
discussed in detail and you will find study icons in these workbooks. If a section in the prescribed book is 
not mentioned in this study guide you should read through that particular section but you do not have to 
study it for the examination. One of the best ways to make sure that you understand the material is to 
make a summary of the theory in the prescribed book, in your own words, one chapter at a time. Ensure 
that these notes or summaries are detailed and that you cover all the important aspects. Also, make sure 
that you use the appropriate subject terminology and that you understand all the basic concepts. In 
addition, to help you understand and remember the theory, you should also complete the self-assessment 
questions at the end of each workbook in this study guide and all of the assignments set for this module 
in Tutorial Letter 101. We have provided guidelines for answering the self-assessment questions at the 
end of each workbook. Remember that the notes or summaries that you compile for each workbook should 
be detailed and complete as you will use these when preparing for your HRM2605 examination. Once you 
have done all of this, you should know the work, understand it and be able to apply it in practice.  

You will need to spend at least 120 hours on this module. This includes approximately 40 hours of reading 
and studying the learning material, 40 hours doing the activities and assignments and 40 hours preparing 
for the examination.  



Preface                HRM2605/1 

xi 

You may wish to read more widely than only this study guide and prescribed book. Remember that when 
you read information in the prescribed book or in other sources you should not simply accept it blindly. 
You should question the ideas and information you encounter, using what you have learnt in this module 
as a guideline.  

To test your understanding of the ideas that you learn about in this module, you should try to apply them 
to real situations. 

1.7.1  The importance of completing activities, assignment and self-assessment 
questions     

1.7.1.1 Activities  

As mentioned earlier, you will come across various types of activities in this study guide:  
 

• reflection on the work covered  
• application of the work covered  
• self-assessment questions.  
 
We believe that the completion of the activities in this study guide and assignments is crucial if you want 
to complete this module successfully. The activities will help you to: 
  

• develop an understanding of the topic at hand and master the study material and learning outcomes 
in a meaningful way  

• improve your insight into the study material by discovering things for yourself and assessing yourself 
by using the feedback provided on all the activities.  

 
1.7.1.2 Assignments  

The assignments for this module are provided in Tutorial Letter HRM2605/101. The completion of 
assignments is crucial to help you achieve the learning outcomes. By completing the essay assignments 
you can apply the knowledge that you have learnt and obtain first-hand feedback from the lecturer. The 
assignment questions also afford you an opportunity to apply the theory to a case study or a practical 
situation relating to your own workplace. In each assignment you will be informed of the outcomes to be 
assessed. You will also be provided with the assessment criteria so that you know what is expected of you 
and can prepare an assignment that will serve as a learning opportunity.  

Details of the assignments with their associated assessment criteria and the format of and requirements 
for the examination are provided in Tutorial Letter HRM2605/101. A few weeks after the due date for each 
assignment has lapsed, a tutorial letter containing the answers to and guidelines on each assignment will 
be uploaded on myUnisa. 

1.7.1.3 Self-assessment questions  

At the end of each workbook you will find a list of self-assessment questions based on the work covered 
in that workbook. We advise you to answer these questions diligently since they afford you a perfect 
opportunity to prepare for the examination. Self-assessment plays a vital role in mastering learning 
outcomes and you should therefore make an effort to complete all the self-assessment activities in this 
study guide. You will find most of the answers to these questions in the study material covered in this study 
guide and the prescribed book. According to the principles of outcomes-based education, you should not 
be faced with any nasty surprises in the examination. It is in your own interest to work through these self-
assessment questions as well and the review questions in the prescribed book.  
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1.7.1.4 Assessment of the module  

You will be assessed during the semester on your assignments and in the examination at the end of the 
semester against transparent assessment criteria that relate directly to the learning outcomes. The 
assignment marks (year mark) together with your examination mark will make up your final mark. Further 
details of the assignments and examination requirements for this module are provided in Tutorial Letter 
HRM2605/101. 

1.8 Icons  
As you work through the study guide you will see that we use a number of icons. We have provided a list 
of these icons and a brief explanation of each – keep this in mind when working through the workbooks. 
We have listed these in alphabetical order.  

Icon Description 

 

Activity  
This icon refers to activities that you must do to develop a deeper understanding of 
the learning material.  

 

Additional resources  
Here we suggest possible additional resources that may be used to achieve the 
outcomes relating to a specific topic.  

 

Discussion forum  
This icon indicates that you are required to engage in communication with your fellow 
students on a particular topic.  

 

Feedback  
This icon indicates that you will receive feedback on your answers to the self-
assessment activities and questions.  

 

Internet search/source  
This icon indicates that you are required to obtain information by accessing a 
suggested website.  

 

Key concepts  
The key concepts indicate which terms or key words are important for a particular 
topic or workbook.  

 

Learning outcomes  
The learning outcomes indicate which aspects of the particular topic you have to 
master and be able to demonstrate.  
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Icon Description 

 

Mind map  
Mind maps are provided to help you see the relationship between various parts of 
the learning material.  

 

Read  
If we suggest that you read a certain section, it means that you should take note of 
the content because it contains useful background information or offers another 
perspective or further examples. You will not be examined on this material.  

 

Reflection  
The reflection icon requires you to reflect on the important issues or problems dealt 
within the study material.  

 

Schedule  
The schedule is a guideline on week-by-week activities that should be completed 
with studying the module.  

 

Self-assessment  
When you see this icon, you will be required to test your knowledge, understanding 
and application of the material you have just studied.  

 

Study  
This icon indicates which aspects of the study material you need to study and 
internalise.  

 

1.9 Critical success factors  
To ensure that you deliver the quality of work required to successfully pass this module, we suggest that 
you do the following:  

• study the prescribed tutorial matter conscientiously according to the guidelines provided  
• relate what you are learning to your work situation if applicable  
• plan your studies according to the time available and develop your own study plan  
• use the workbooks and the prescribed book according to the guidelines provided  
• accept responsibility for asking for assistance if you struggle with certain concepts, principles or 

processes  
• submit the assignments on or before the due dates and study the feedback on assignments 

carefully to ensure that you understand the work properly  
• complete the activities and assessment questions in the workbooks  
• develop more than a superficial understanding of the concepts and principles in this module  
• assess your own progress continuously by completing the activities and assessment questions and 

carefully study the feedback and guidelines on them  
• apply your knowledge in practice  
• make sure that you master each of the learning outcomes for this module 
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You can expect us to do the following: 

• provide you with updated and relevant learning material that is regularly compared with and 
benchmarked against similar local and international modules 

• ensure that the learning material is in line with the needs of industry and commerce by consulting 
regularly with the profession, industry leaders, and government officials  

• provide you with opportunities to develop competencies and skills at a certain level. The outcomes 
correspond to the National Qualifications Framework (NQF) level 6, and you will be assessed on the 
basis of level descriptors of the NQF.  

• support you whenever you require assistance. You may contact your lecturers by making personal 
appointments, telephoning them, or sending them e-mails. 

• provide inputs on the discussion forums where applicable – we understand that studying through 
distance education is more challenging than attending a residential university. Remember to use 
myUnisa (http://my.unisa.ac.za).  

• provide you with clear indications of what we expect from you in terms of your assessment  
• give you timeous feedback on assignments. We will return an assignment to you within three weeks 

after the due date if you submitted the assignment on or before the due date. If at all possible, we 
would like to encourage you to use myUnisa (http://my.unisa.ac.za) to submit your assignments and 
gain access to the study material.  

As lecturers, we expect you to do the following:  

• read all the tutorial letters and correspondence that we send you and act upon these where required  
• purchase and use the correct edition of the prescribed book  
• submit assignments on/before the due dates as communicated in Tutorial Letter 101  
• spend enough time on this module  
• use myUnisa regularly  
• prepare detailed notes/summaries/mind maps for each workbook/chapter that you will be examined 

on well in advance  
• prepare well in advance for the examination  
• master the learning outcomes for this module and understand the content of the module well so that 

you can apply the knowledge that you have learnt  
• contact your lecturers if you need academic assistance  

1.10 New language policy  
Refer to Tutorial Letter HRM2605/101/3 for information about the Unisa Language policy.  

1.11 References to links and the worldwide web 
Remember that references are sometimes made to information that you will find on the worldwide web. As 
this is an ever-changing environment some of these links can change. On the module site on myUnisa you 
will find under Additional Resources a document in the Links and Worldwide Web folder. The name of 
the document is Links and Worldwide Web. This document will contain information about links or websites 
that we refer to in this study guide that have changed and how you should deal with it. You can use the 
Discussion Forum or Course Contact tool to alert the lecturer to problems with links referred to in the 
study material. We thus strongly advise that you consult this document first when you stumble upon links 
that may no longer be available, before alerting the lecturer to it.   

http://my.unisa.ac.za/
http://my.unisa.ac.za/
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1.12 Concluding remarks 
In this module, you are responsible for your own success, that is, you will have to work regularly and 
consistently through the study material. We will give you all the support that we possibly can, but, 
ultimately, it is up to you to decide how you will master the required skills. This module is about mastering 
outcomes, not about memorising the prescribed book. 

Spend quality time on each activity, reflect on the issues raised, ask questions, find answers, query the 
questions, question the answers and participate in the discussion forums on myUnisa. We are sure it will 
be worth your while in the end. 

Remember that you are welcome to contact the lecturers if you need assistance. Contact details for the 
lecturers are available in tutorial letter HRM2605/101/3 or you can use the course contact tool on the 
myUnisa modules site. 

We hope that you will enjoy your studies and we look forward in being your partners in this exciting 
endeavour!   

Best wishes  

Your lecturers in Human Resource Management for Line Managers (HRM2605) 
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Topic 1 
  
The environment for human resources   
 
In the preface we indicated that the module is composed of five topics. We will thus start with the first topic 
as indicated below where we will introduce you to the environment in which human resource (HR) and 
line managers function. It is important to understand this environment because HR and line managers are 
to a large extent responsible for managing people which poses a great challenge for them. 
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Many South African organisations, with a historically bureaucratic and authoritarian culture and structure, 
are struggling to survive and be competitive in the global economy, where an ability to adapt quickly to 
changes often determines whether a profit is made or not. The South African business environment is also 
very complex, which makes it hard for some organisations to cope with an ever-changing global 
environment. It has thus become vitally important for business leaders to embrace the dynamics of change 
and diversity and steer their organisations away from low productivity, the inability to become competitive 
and an adversarial relationship between employers and employees. Many factors have an influence, but 
the people in the organisation are key and this is where the management of human resources plays an 
important role.  
 
Topic aim 
The aim of this topic is to orientate learners to the environment within which HR managers have to work. 
Organisational decisions, policies and changes have an impact on the HR policies and practices of an 
organisation and therefore an HR manager should always be aware of the environment of the organisation.  
 
You will not be examined on this topic and you thus only have to skim-read these chapters in the 
prescribed book.  
 
To facilitate your learning we have provided a schematic representation of this topic below: 

 
We will now look at Workbook 01 in more detail. 
 
 
 
 
 
 
  
 
 
 
 
 
 
 
 
 

Topic 1
The environment for 

human resources

Workbook 01:
The environment for 

human resources

Chapters in prescribed 
book: 

Chapter 1
Chapter 2
Chapter 3



Workbook 01                              HRM2605/1 

3 

 

Workbook 01 
  
The environment for human resources   
 
Contents Page 

1.1 Introduction  5 

1.2 The foundations and challenges of HRM 6 

1.3 Human resources, human resource information systems (HRIs) and technology 8 

1.4 Managing diversity and regulatory challenges 10 

1.5 Summary of Topic 1 12 
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The mind map below will be repeated at the beginning of each workbook. 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. As indicated below, you are now busy with Workbook 01.  

 
 
Let us begin with Workbook 01. In this workbook our focus will be on the environment for human 
resources, which includes   
 
 
 
 
 
 

The foundation 
and challenges of 

HRM 
Chapter 1 

Human resources 
and technology  

Chapter 2 

Managing 
diversity and 

regulatory 
challenges 

Chapter 3 
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It is important to note that you will not be examined on this workbook and the corresponding chapters 
in the prescribed book. We have therefore not provided you with learning outcomes for this workbook. 
However, it is important to skim-read these chapters in the prescribed book as they provide a foundation 
and background for the workbooks to follow.  
 
Key concepts  
  

 

Read through the list of key concepts that appear at the end of chapters 1, 2 and 3 in 
the prescribed book before you continue. 

 

1.1 Introduction  
For any organisation, making the right decisions about its employees is crucial to its success. The 
decisions it makes will have a huge impact on a large number of people given the diversity of the 
organisation's workforce and ever-changing environment in which it exists and operates. The decisions it 
makes is furthermore influenced by factors such as the availability of talented employees (or high 
performers) and the organisation's ability to attract and retain talented employees, the creation of a culture 
of collaboration, rewarding emotional intelligence and investing in leadership development.  
 

 
 

The aim of human resource management, (abbreviated as HRM) is 
therefore to ensure that the organisation is able to achieve its objectives 
through people. If you look closely at the table of contents of the 
prescribed book you will see that the book is divided into several parts 
that are closely linked to the main tasks of the HR manager. These 
include HR planning, recruitment, selection, orientation and onboarding, 
training and development, performance appraisal, motivation, 
remuneration and labour relations. You will learn about these HRM 
functions as you progress through the workbooks. You have probably 
noticed that the workbooks are structured according to the table of 
contents in the prescribed book. You will thus have a comprehensive 
overview of the HRM functions after you have completed this module. 

Source: http://zaintechs.com/offering/enterprise-solution/human-resource-management-system  
 
You have probably noticed in your work environment that the management of people is not an easy task. 
It is influenced and regulated by elements such as labour legislation, policies and procedures, and rules 
and regulations. The employer, employees, human resource (abbreviated as HR) manager and line 
manager are required to function within these regulations. After you have studied this module you will be 
able to manage human resources efficiently and effectively.  
 
We start by looking at the environment in which an HR and line manager has to operate. In this workbook 
you will be introduced to the foundations and challenges of HRM, HRM and technology, and managing 
diversity and regulatory challenges. It is important for HR and line managers to be aware of the 
environment in which they operate to ensure that the organisation remains competitive and that the 
organisational goals are achieved.  
 
Let us begin with the foundations and challenges of HRM.  
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1.2 The foundations and challenges of HRM 
You will agree that most of the changes taking place in South Africa are related to human resources. 
Organisations have a huge challenge to ensure that they hire and employ people that are high performers 
to ensure that the organisations can improve their performance. These people are scarce and HRM 
therefore plays an important role in sourcing such people. Effective HRM is in fact one of the most powerful 
tools which can be used to ensure that the necessary changes take place in South Africa. How exactly 
can HRM contribute in this regard? Let us look at a practical example.  
 

 

Read chapter 1 in the prescribed book.  

   

 

Activity 1.1 
 
Read the scenario below and then answer the questions that follow.  
 

Faizel Naidoo is the HR manager of a medium-sized organisation which manufactures and sells various 
health products. Faizel has been in the HR business for more than 20 years, and has been the HR 
manager at this particular organisation for 20 years. It is therefore understandable for Faizel to feel that 
she is an expert in handling all possible HR-related issues. In fact, she claims that she is able to ensure 
that the people employed by her organisation remain happy, productive and loyal and are always 
utilised to their full potential.  
 
Up to now, the organisation has operated in a relatively stable environment and has also not grown 
substantially. Consequently, there was never a need for Faizel to plan ahead to manage the 
organisation's HR effectively. Most employees in the past stayed with the organisation and some even 
stayed until their retirement age. In the past, whenever a problem cropped up, Faizel made sure that 
she dealt with it immediately.  
 
However, this scenario has changed dramatically. With the current worldwide trend to live a healthier 
lifestyle, the demand for health products and foods has increased substantially. What is interesting is 
that the products Faizel's organisation manufactures are the most sought after. Suddenly the 
organisation cannot cope with the increased demand – not enough products are being produced and 
most employees are putting in 12 to 15 hour shifts. As a result they are feeling exhausted and frustrated. 
This situation cannot continue for much longer because the current staff compliment can only do so 
much. In addition, she has to take the legislation into account. For the first time in her career, Faizel 
does not know what to do.  

 
Questions  

1. Do you think Faizel is doing anything wrong? If so, what?  
2. Do you think Faizel has neglected to do something? If so, what?  
3. How do you think Faizel can solve her current problems? (Think about short-term, reactive solutions 

versus long-term, proactive solutions.)  
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Activity feedback  
 
You probably now agree that most of Faizel's problems could have been avoided if 
she had not become so set in her (reactive) ways, but instead had planned ahead 
(proactive). She would then have been prepared for most of the HR-related changes 

that have taken place in her organisation. If you look at Faizel's way of doing things and read "Human 
resources: past and present" and "Strategic human resource management" in chapter 1 in the prescribed 
book, you will probably agree that Faizel is still living in the past. She has not yet realised that the HR 
function and the organisation's strategies are compatible and that the HR and line manager can help to 
put these strategies into action. Faizel has to realise that the organisation's employees cannot simply be 
kept happy, satisfied and productive (reactive) without taking external trends into account and realigning 
all HR activities with the organisation's mission and strategies (proactive). This is called strategic human 
resource management (SHRM) and is implemented by executing various HR activities (see “Human 
resource functions” in the prescribed book). In addition, Faizel should realise that good HR managers will 
also be aware of and keep themselves informed about current HR issues and challenges, both locally and 
internationally. See "Current issues and challenges" in the prescribed book for examples.  
 
In a nutshell, by managing her HR strategically someone in Faizel's position should be able to ensure that 
the right people are in the right positions at the right time with the right skills and the right attitudes. This 
sounds simple enough, doesn't it? But what about the situation in a country such as South Africa with a 
mixture of people in terms of, for example, race, ability/disability, gender, religion, sexual orientation and 
culture? This diverse population will have to be managed in some or other way within the organisational 
context – once again, this is the responsibility of the HR manager and line manager.     
 
Before we continue with the next section of this workbook, watch the YouTube video at the web link below 
which illustrates the typical day of a HR professional.  

 

A day in the life of HR:  
https://www.youtube.com/watch?v=UKqpSngoK7E   

 
Have you noticed the number of different roles (or functions) that the HR professional in this video plays 
to ensure effective HR management? These roles include creating HR policies, offering advice to line 
managers, providing services (e.g. recruiting, performance appraisal, training and research) and 
controlling activities to ensure that employment legislation and HR policies are being followed. In addition, 
it is usually HRM's responsibility to design and maintain effective communication flows. These roles are 
also summarised in figure 1.3 in the prescribed book.    
 
As a line manager (who is mainly responsible for managing employees or teams) you will soon realise that 
you play a central role in HRM. Some of the roles mentioned above are joint roles. Line managers take full 
responsibility for some of these roles such as managing the performance of their employees. Refer to the 
links below which explain the line manager's role in HRM.  
 

 

HR discretion: Understanding line managers' role in HRM:  
http://www2.warwick.ac.uk/fac/soc/wbs/research/irru/publications/recentconf/juan_-_edw_-_lest.pdf 

Responsibilities of the line managers in HR:  
http://smallbusiness.chron.com/responsibilities-line-managers-hr-35205.html  
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According to these articles, the relationship between line managers and the HR function has been subject 
to a number of changes in recent years. Line managers are now, for example, responsible for HR-related 
tasks such as conducting performance appraisals, interviewing candidates for employment and making 
salary increase recommendations. As this module is for line managers, emphasis in the workbooks will 
also be placed on the roles that line managers play in HRM. We will therefore discuss the roles and 
functions of HRM and how line managers interact with it.       
 
Once you have worked through this section you may continue with section 1.3 where we will briefly discuss 
the role of human resource information systems (HRISs) and technology in human resources. HRISs and 
technology can support HR and line managers with their tasks. We will discuss this in section 1.3.  
 

1.3 Human resources, human resource information systems (HRISs) and 
technology  

The rapid development of science and technology, especially the use of the internet and computer 
technology, has brought incredible changes to our economy, society and culture (Fan 2009). However, 
one of the most significant issues faced by modern organisations is the use of technology to streamline 
activities, cut costs, improve connectivity and efficiency, and increase business effectiveness, thus moving 
from labour-intensive to technology-intensive activities (Wärnich, Carrell, Elbert & Hatfield 2015).  
 

 

Read chapter 2 in the prescribed book.  

 
The use of technology in HRM has led to human resource management systems (HRMSs), also known 
as human resource information systems (HRISs), which are electronic integrated systems providing 
information that is used by HR managers to make decisions. These systems are also used by a number 
of other end-users in the organisation, including line managers and employees. This concept (HRIS) is 
further explained in the web links below:  
 

 

HRIS:  
https://www.youtube.com/watch?v=f_QtfEpqGv4      
 
Introduction to HRIS:  
https://www.youtube.com/watch?v=elScq2Hi0Mo&list=PL0O9LHX_4f8mxlklgFrElxNU3i5paOXwq&index=5 

 
After watching these videos you should have realised that HRISs are used to keep track of employee 
information, such as who is doing what job and where, what they are paid and what training they have 
already had. The delivery of some HR services online is also known as e-HR (or e-HRM). 
 
Electronic HRM (or e-HRM) uses web-based technology (i.e. the web) to carry out the HR functions. The 
difference between an HRIS and e-HRM is that the HRIS is directed towards the HR department itself, 
whereas with e-HRM, the target group is not only the HR staff but people outside the department, namely 
the line managers and employees (Shilpa & Gopal 2011). Organisations embracing e-HRM do not simply 
use technology to support human resources, but rather see technology as an enabler of things to be done 
differently in the HR function by changing the manner in which information flows and how social interaction 
and communication take place (Wärnich et al 2015).     
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For more information on how e-HRM is applied in organisations, read the article at the link below:  
 

 

The implications of implementing e-HRM systems in companies: 
http://www.bioinfopublication.org/files/articles/2_1_1_JISC.pdf       

 
Have you noticed the various HR functions in which e-HRM is used? What about the challenges that these 
authors identified? Do you think they could be overcome?    
 
Read the following article at the link below before we continue with an activity.  
 

 

E-HRM, virtual HR, web-based HR, HR intranet, HRIS and CHRIS; any difference?  
http://danialarj.wordpress.com/2013/04/27/e-hrm-virtual-hrm-web-based-hr-hr-
intranet-chris-and-hris-any-difference/  

 
The article at the link above clearly explains the difference between technology-based concepts that are 
used in organisations today.  
 
You may now complete activity 1.2.  
 

 

Activity 1.2 
 
Read the scenario below and then answer the questions that follow.  
 

Remember Faizel Naidoo from activity 1.1 in section 1.2? If not, read the scenario again before you 
continue.  

Faizel Naidoo has always created the impression that she knows everything there is to know about all 
her organisation's employees. However, in the last few years the organisation has expanded very 
rapidly. Several new employees have been appointed while others were promoted and/or transferred. 
Luckily, Faizel has two HR officers to assist her so she is sure that all the personnel files are frequently 
updated.  

Faizel is therefore most surprised when top management calls her in and suggests that she should find 
a more effective way to manage the organisation's HR information and also improve on its accessibility. 
She cannot understand what the problem is – all the personnel files are up to date and easily accessible 
to her and her two HR officers. Top management also asks Faizel to give some indication of how the 
HR function contributes to the organisation's bottom line. Faizel is feeling extremely uncomfortable 
about the whole situation – she does not know where to start and is seriously considering early 
retirement.  

 
Questions  

1. Do you think Faizel is managing her organisation's HR information effectively? Give reasons for your 
answer.  

2. What do you think Faizel should do to improve her current HRIS? Can it be improved at all? What 
are your suggestions?  

3. How can Faizel use the internet in her HRIS?  
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4. Do you have any suggestions on how Faizel can indicate the contribution that HRM makes to 
organisational success?  

 

 

Activity feedback  
 
You would probably agree that Faizel's current HRIS is not very effective, especially 
since Faizel's organisation is expanding – more employees mean more information to 
manage. If Faizel really wants to effectively and efficiently utilise the HR information, 
she should use the best technology – in this case computers.  

 
If you look at the benefits of a proper HRIS, it would seem that all Faizel's current problems can be solved, 
even though she seems to think there are no problems. It would also be advisable for Faizel to be aware 
of the different components of HRISs, the HRISs that are available in South Africa and the modules that 
can be included in an HRIS database. Faizel's organisation can choose to access the HRIS in different 
ways. It can use an intranet (an organisational network that operates over the internet) or the internet. 
(See the section "HR and the Internet".)  
 
Faizel can, for example, purchase an off-the-shelf product to save costs (see "Types of HRISs"), and she 
can decide on the type of HRIS that she wants to use. An HRIS database must be flexible and can 
comprise various modules, such as application-tracking, training and development, wage and salary 
administration, and skills inventories (see "Applications of the HRIS database modules"). To determine 
which modules would be most useful in her organisation, Faizel would have to follow the phases in the 
development and implementation of an HRIS process (see "The development, implementation and 
maintenance of an HRIS database"). She and the developers would also have to ensure the integrity of 
the data – records must be safe and unauthorised, people may not be allowed to access and/or alter the 
data (see "Securing the integrity of HR data"). 
 
In this section we have looked at the way in which technology is transforming HRM. We can thus conclude 
that information technology is becoming an integral part of the HR department; and as a tool, it has moved 
beyond producing simple reports to helping HR managers make complex decisions. HRISs are making 
this possible. As a whole, HRISs create more opportunities for the HR profession to influence the 
organisation.  
 
Before we continue with the next section, consult "www internet resources" at the end of chapter 2 in the 
prescribed book. There are examples of typical HRIS software which is currently available in the market 
and examples of open source HRIS software that you can download onto your computer to explore its 
functions. 
 
Not all organisations may be using HRISs. However, you have to keep record of the employee information 
and the use of an HRIS can ensure that the required information is at your fingertips. As a line manager 
you have to be able to use the available information to make decisions. We will now move onto the next 
section where you will learn more about managing diversity and regulatory challenges in the organisation.  
 

1.4 Managing diversity and regulatory challenges   
Due to new labour market demographics, globalisation and competitive pressures, the management of 
diversity has become important to organisations (Marchington & Wilkinson 2008). Furthermore, due to 
South Africa's past, there are certain imbalances that have influenced the workforce population. The most 
urgent challenge, therefore, is for all South African organisations to correct these imbalances by creating 
a diverse workforce and providing opportunities to all individuals. As you can see, these issues are all 



Workbook 01                              HRM2605/1 

11 

related to human resources and have a direct impact on the HR function in every South African 
organisation. Let us now take a look at exactly how the HR function can contribute to correcting these 
imbalances.   
 

 

Read chapter 3 in the prescribed book.  

 
After you have skim-read through chapter 3 you can complete activity 1.3. 
 

 

Activity 1.3 
 
Read the scenario below and then answer the questions that follow.  
 

Faizel Naidoo has been feeling much better lately and definitely more in control of the people employed 
in her organisation. She is now busy bringing all HR activities in line with strategic changes inside and 
outside the organisation. Faizel has even persuaded top management to include her in all strategic 
planning sessions. She is also very proud of the way she has solved the problems associated with the 
increased demand for the organisation's health products. She has hired and trained several new 
employees; including many from the different race and gender groups and people living with disabilities 
(Faizel feels that this is an exceptional achievement, because in the past she never felt that these 
employees could be hired as they would not fit in with the organisation's unique culture). In the past, 
more than 90% of the employees were white males.  

Today, however, Faizel is feeling very confused. Early this morning, the new Indian employee issued a 
formal complaint stating that he is constantly ostracised, that he is never told about important matters 
that affect him and generally that he has very little say in organisational matters. He feels that something 
drastic must be done to improve the white (and especially male) employees' way of doing things. To 
add to Faizel's problems, the female employees have just told her that they are experiencing exactly 
the same problems and that, if she does not do something soon, they will have to take more drastic 
action. 

 
Questions  

1. Do you think it is important to be aware of the differences between employees? Give reasons for 
your answer.  

2. What do you think the term "diversity" means?  
3. Do you think there is a solution to Faizel's problems? What about the management of diversity? Do 

you think this is the answer? Give reasons for your answer.  

 

 

Activity feedback  
 
As you can see, Faizel Naidoo has once more failed to see the bigger picture. Her 
organisation is in the new South Africa, which obviously has a very diverse population 
in terms of, for example, age, gender, disability, race, ethnicity, political and religious 
beliefs, and sexual orientation (see "South Africa's diverse population" in the 
prescribed book for a more detailed discussion). 
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Faizel therefore has to make sure she knows exactly what this "diversity" means. Competent HR managers 
and line managers will be aware of these differences as well as exactly what "diversity" in the South African 
context entails. They will also agree that it does not make sense to ignore diversity; they should rather 
value the unique contributions a diverse workforce has to offer (see "Valuing diversity" in the prescribed 
book). 
 
Faizel should also realise that if she really wants to contribute to the organisation's goal achievement, she 
should find out very quickly what the management of diversity entails as her organisation's work force has 
definitely become more diverse. This is discussed in more detail in "The multicultural organisation" in the 
prescribed book. Another important factor that Faizel and all other HR and line managers in South Africa 
will have to consider is the impact of the labour legislation (see "Response to diversity: government 
legislation" in the prescribed book). 
 
For more information on diversity management, consult the article at the link below:  
 

 

Managing workplace diversity:  
http://sgo.sagepub.com/content/2/2/2158244012444615   

 
In summary, the rapid diversification of the South African workforce is changing the way in which managers 
succeed in administrating organisations. They must be able to harness the energies, talents and 
differences of a more diversified workforce. This requires an ability to recognise value and to manage 
individuals from diverse cultures and perspectives.  
 

Summary of Topic 1  
In this topic we have briefly introduced you to HRM and more specifically the environment in which human 
resources function.  
 
Firstly, a number of critical issues affect HR managers and line managers in South Africa today, for 
example improving worker productivity through HR programmes, policies and techniques remains a 
challenge. Increasing the quality of work life is the goal of many organisations, and programmes such as 
the redesign of jobs have been implemented to enhance the quality of work life. Hiring and motivating 
today's workforce is another HR challenge. Innovative HR programmes must meet the needs of a diverse 
workforce while enabling the organisation to compete successfully in the global economy and realise its 
overall goals. HR and line managers must also keep up with the different needs and the different 
generations in the workplace and how they communicate.  
 
Although the HR programmes of different organisations will vary, the HR department of most organisations 
have these common responsibilities: job design and analysis, recruitment and selection, orientation and 
onboarding, internal staffing, performance appraisal, training and development, compensation and labour 
relations. They provide support to line managers who have to manage their employees.  
 
Secondly, HR and line managers must also be aware of the major developments in technology. The 
computer and systems are becoming an integral part of the HR department. As a tool, it has moved beyond 
producing simple reports to helping HR managers make complex decisions. Human resource information 
systems (HRISs) are making this possible. As a whole, the HRIS creates more opportunities for the HR 
profession to influence the organisation and provide better support and information.       
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Lastly, the management of diversity needs to be systematic with a widespread and deep-rooted 
commitment to maximising the potential of the workforce, regardless of its age, gender, ability/disability, 
race, religion, political views or sexual orientation (Marchington & Wilkinson 2008:25). 
 
You should now be aware of the role the HR and line managers play in the organisational context and the 
implications of diversity on the HRM function. What this basically involves is that HR managers should 
plan ahead by aligning the HR strategy with the organisation's overall strategy. In conjunction with this 
they should then manage the diverse workforce in such a way that all employees' unique contributions are 
utilised for the optimal achievement of the organisation's goals. HRISs can effectively be utilised for this. 
The tools that HR managers have at their disposal to achieve this will be discussed in more detail in the 
next few topics and workbooks. 
 
We have now concluded Workbook 01. In the next topic we will discuss finding and placing 
qualified employees and more specifically strategic HR planning and research in Workbook 02.    
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Topic 2 
  
Finding and placing qualified employees  
 
Remember the diagram we included in Topic 1? We will now be moving to Topic 2 (look at the diagram 
below to keep track of your progress). We will now investigate the second topic, namely finding and 
placing qualified employees (as highlighted below):  
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The long-term success of an organisation depends on having the right people in the right job at the right 
time, and then knowing exactly what those employees have to do to steer the organisation towards 
success. The calibre of employees that the organisation employs is critical; the process of finding and 
placing qualified employees must therefore be managed carefully. To ensure a high level of commitment 
from employees, their goals and aspirations need to be taken into consideration.  
 
Topic aim 
The aim of this topic is to familiarise you with the activities and complexities involved in the attraction, 
selection, placement and retention of the right kinds of employees in the organisation.  
 
Learning outcomes for Topic 2  
After completing this topic, you should be able to  
 

 

1. apply basic knowledge of HRM principles to human resource activities 
related to line management duties  

1.1  explain essential HRM concepts and theoretical aspects  
1.2 identify the business challenges created by a lack of HR-focused line 

management   

1.3  differentiate between the roles of the line manager and the roles of HR in the management of 
human resources in the organisation  

1.4  suggest possible solutions from a line management perspective to solve HR-related challenges in 
the organisation  

1.5  illustrate/indicate how the challenges faced by HRM in South Africa creates challenges for the line 
manager  
 

2. indicate how line managers can contribute to organisational success through the 
implementation of HR policies and procedures 

2.1  apply HR policies and procedures to make informed managerial decisions in order to enhance the 
effectiveness of human resources, and empowering and retaining human resources   

2.2  illustrate how line manager’s implementation of HR policies and procedures contributes to the 
achievement of the strategic goals of the organisation  

2.3  discuss the mutually supportive role between organisational HRM and line managers in the 
implementation of organisational HR strategies 

2.4 illustrate the relationship between recruitment and selection, orientation and onboarding and 
employee retention  

2.5 explain how the design of a job can affect the motivation and performance of an employee 
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You will be examined on this topic.  
 
To facilitate your learning we have provided a schematic representation of this topic below:   
 
 

 
 
We will now look at each of these workbooks in more detail – starting with Workbook 02 below.  
  

Topic 2
Finding and placing qualified 

employees 

Workbook 02
Strategic HR planning and 

research
Chapter 4

Workbook 03
Job design and job analysis

Chapter 5

Workbook 04 
Employee recruitment and 

selection
Chapter 6

Workbook 05 
Orientation, motivation and 

retention  
Chapter 7

Workbook 06
Internal staffing and career 

management 
Chapter 8
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Workbook 02 
  
Strategic HR planning and research  
 

Contents Page 

2.1 Introduction   20 

2.1 SHRP defined  22 

2.3 Who is responsible for SHRP and why is it so important?  23 

2.4 Steps in the SHRP process 23 

2.5 HR research  25 

2.6 Cost-benefit analysis  27 

2.7 Summary  28 

2.8 Self-assessment  29 
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As indicated below, you are now busy with Workbook 02.  

 
 
In Workbook 01 we introduced you to the environment within which human resource (HR) managers have 
to work. If you cannot recall this, refer back to Workbook 01. Although you will not be examined on the first 
workbook, it is important to have a basic understanding of these chapters as they form the foundation of 
human resource management (HRM). In Workbook 01 we also discussed the importance of how 
organisational decisions, policies and changes impact the HR policies and practices of an organisation, 
and we concluded that an HR manager should always be aware of the environment of the organisation.  
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Let us now begin with Workbook 02. Please ensure that your prescribed book is open at chapter 4. In this 
workbook our focus will be on strategic human resource planning and research.  
 
It is important to note that you will be examined on this workbook and chapter 4 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 4), and complete the activities and self-assessment questions in your own time. In the end 
you will pick the fruits of your labour. 
 
Key concepts  

  

The key concepts for this workbook are as follows:  

 

HR capital measures HR research HR metrics HR planning SHRP 
 

2.1 Introduction  
For organisations to be successful they need to employ the right people in the right jobs at the right time. 
This can, however, only be achieved if they do proper planning to ensure that these people are employed 
as and when required.  
 
Any organisation needs people and it is crucial to employ the right people with the right skills, qualifications 
and experience at the right time. It will be very difficult for an organisation to achieve its objectives if it has 
not employed the right people. You may ask how this is possible – the simple answer is that the 
organisation needs to do proper planning. It may also happen that the organisation experiences HR-related 
problems such as frequent absences from staff members or high staff turnover. These aspects and other 
HR-related matters can be investigated by doing research. The results of this research could then be used 
to address the causes of these problems in an attempt to prevent or eliminate them. You may wonder 
whether it is important for every organisation to do HR planning and whether all companies do research.  
 
The key question is, therefore,  
 
How does the HR manager ensure that the right number of people with the right skills, 
qualifications and experience are available in the organisation at the right time?  

 
Let us first look at a few basic concepts. HR planning is a process whereby the HR manager anticipates 
and provides for the movement of people into, within and even out of the organisation. On the other hand, 
strategic HR planning (SHRP) implies that the organisation’s goals are reflected in the organisation’s 
mission which will then be translated into appropriate HR objectives that will ensure that these goals are 
achieved. This can only be achieved if these objectives ensure that the organisation employs the right 
people with the right skills and talents when they are needed in the correct jobs. Taking all of this into 
account, you should begin to realise what a complicated task the organisation faces in determining the 
right number of people with the right skills and talents to employ at the right time. The other complex task 
is to determine why certain HR-related problems occur in the workplace such as absenteeism or staff 
turnover. Although the HR planning and research efforts in smaller companies might be less formalised it 
does not mean that they do not have to pay attention to these important aspects. Now complete activity 
2.1 where you will learn more about how this works in practice.  
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Activity 2.1 
 
Imagine that you are a building contractor who has been contracted by a family to 
build their new home in a security complex. The developers have provided you with 
a plan of the house and have asked that you manage the whole project, including 
purchasing and ordering the materials. 

 
It seems very daunting, but you realise that you firstly need to establish whether the plans have been 
approved by the city council and by when the project needs to be completed. Secondly, you need to look 
at the plans and calculate how long the project will take to complete; how much and what kinds of material 
and skills you will need to finish the project and also whether there are water and electricity at the premises. 
Once this has been completed, you need to draw up a schedule for obtaining quotations from different 
suppliers to ensure that you do not exceed the allocated budget. You will also have to provide for unseen 
delays, labour problems and bad weather conditions that might affect operations. You also need to 
remember that the organisation you worked for before you started your own organisation struggled to stick 
to due dates on its building projects because large numbers of employees resigned and were absent at 
crucial times.  
 
Now think about the following:  
 
1. Do you have enough employees who will be available at the different times that their skills will be 

needed? Think about bricklayers, roof specialists, tilers, plumbers, electricians, painters, and so on. 
2. How are you going to establish when they will be needed and for how long?  
3. Will you have to make use of subcontractors? Why? When? How many? 
  

 

Activity feedback  
 
To do proper planning you firstly have to gather all the relevant facts and assess the 
current situation. You then need to consider what you require to complete the project 
successfully (materials and people). 
 

Another aspect that you will have to consider is the fact that you need certain materials and people with 
certain skills at a specific time.  
 
These thought processes also hold true for any other organisation. Most organisations employ a number 
of people, occupying different positions. As conditions change, the need often arises to employ more 
people. As the organisation's goals change, the organisation also needs to make provision for its changed 
needs to ensure that it can continue to function successfully in future. It thus boils down to comparing the 
present workforce capabilities with future demands, and this is what we call HR planning. If, for example, 
your building contracting organisation started off very small with only a few employees, you will now have 
to consider how many people you will need in future if the developer approaches you to build 10 of the 20 
units in the complex. This means that your organisation will have to grow and you will need to forecast the 
number and types of people needed in future.  
 
If you ever had to coordinate or manage a project such as the one described above, you will know that 
ensuring that you have all the people you need at the right time is a complex task. HR planning is a 
complex process used in organisations not only to draw up an HR budget, but also to ensure that a supply 
of the right kind of employees is available when needed. In the light of South Africa’s current skills shortage 
and labour legislation such as the Employment Equity Act and the Skills Development Act, this is becoming 
an increasingly important HR management function. In this workbook, we will explore the activities involved 
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in the HR planning process; SHRP and its link with the organisation’s strategic plans; how and why HR 
functionaries should conduct research; and how to identify and solve HR problems. If you want to learn 
more about HR planning and SHRP, click on the links below:     

 

HR planning:  
http://www.investopedia.com/terms/h/human-resource-planning.asp  
 
HR planning:  
http://hrcouncil.ca/hr-toolkit/planning-strategic.cfm 

What is strategic human resource management?  
http://www.wisegeek.com/what-is-strategic-human-resource-management.htm  
 
Workforce planning:  
http://vimeo.com/14232391  
 
You should now start to realise what an excellent tool HR planning is and how important research can be 
for organisations. By answering the following questions you will understand what HR planning is and what 
research in HR involves. Once you have worked through this workbook you should be able to answer 
these questions.  

• What is strategic HR planning (SHRP)?  
• Who is responsible for SHRP? 
• What are the steps in the HR process?  
• What is HR research and what does it involve?  

 
In the next section we will discuss HR planning, its importance and the elements of SHRP. If you feel 
comfortable with what we have dealt with thus far proceed to section 2.2 below.  
 

2.2 SHRP defined   

 

Key concept/definition  
 
Strategic HR planning is defined as the process by which company goals, as put 
forth in the mission statement and company plans, are translated into HR objectives 
to ensure that the company is neither over- nor understaffed, that employees with the 
appropriate talents, skills and desire are available to carry out their tasks in the right 
jobs at the right times.   

 
 

 

Study the introduction to chapter 4, and “Strategy-linked HRP" in chapter 4 of 
the prescribed book.    
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2.3 Who is responsible for SHRP and why is it so important?  

 

Study "Who is responsible for SHRP?" and "Why is SHRP so important?" in 
chapter 4 of the prescribed book.    

 
As discussed in the prescribed book, SHRP is the main responsibility of HR managers at all levels within 
the organisation. They cannot, however, function in isolation and must liaise with line management. Table 
4.1 in the prescribed book shows the division of responsibilities for HR planning between the HR unit and 
line managers. Ensure that you are able to discuss the responsibilities of the HR department and line 
managers in the SHRP process. 

SHRP is also important for a number of reasons, as outlined in section 4.5 in the prescribed book: 

• a competitive advantages is established, because the organisation will be able to pursue a number 
of strategic objectives and initiatives  

• the immediate and long-term goals of the organisation will be achieved, because the HR policies 
and procedures are integrated into the strategic plans of the organisation 

• SHRP assists with the selection of strategic alternatives 
• SHRP can improve the profitability of the organisation because the employees are better utilised  

After you have studied the above-mentioned sections you can complete activity 2.2.  
 

 

Activity 2.2 
 
1. Make a mindmap of what you have learned in the above-mentioned sections. 

Ensure that you include enough information that will assist you with your exam 
preparation.     

 
In the next section we will briefly look at the steps in the SHRP process.  
 

2.4 Steps in the SHRP process  
There are a number of phases in the strategic human resource planning (SHRP) process.  
 

 

Study "Steps in the SHRP process" and "Common pitfalls in SHRP" in the 
prescribed book and then complete the activity below.     

 
Did you notice that there are six phases in the SHRP process when you studied these sections? Now 
complete activity 2.3.  
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Activity 2.3 

1.  Fill in the missing detail in the figure below:  

Steps in the SHRP process 

 

 

An electronic copy of the figure can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 02. The name of the document is 
Activity 2.3. You can download the MS Word document and complete it in your own 
time. 

 
2. SHRP is not always successful. Can you discuss the stumbling blocks or pitfalls in this process?  
 

 

Activity feedback  

There are six phases in the SHRP process, namely  

(1)  establishing the mission, vision and values for the organisation,  

(2)  analysing the environment, 

(3)  internal analysis,  

(4)  formulating the strategy,  

(5)  implementing the strategy, and  

(6)  evaluation and assessment.  

Step 1: 

Step 2:

Step 3: 

Step 4:

Step 5:

Step 6:
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Think about the building contract again in activity 2.1. Do you think that the developers scanned the 
environment? If you plan to expand your business to be able to also complete the six additional units, you 
will have to look at the labour demand and supply, and incorporate this when developing your strategy. 
What about other factors such as the current labour legislation? You will have to ensure that you hire 
enough people because, among other things, you are forced by law not to exceed certain hours of work 
per day. You will also have to be careful that you create an environment that will not cause high staff 
turnover or a high rate of absenteeism.  
 
After you have completed activity 2.3 you should be able to identify and discuss the phases in the SHRP 
process and critically discuss the common pitfalls in SHRP. If you feel comfortable that you have mastered 
these sections proceed to activity 2.4, where you will learn how the SHRP process is applied in practice.  
 

 

Activity 2.4 
 
Look again at our organisation (as discussed in activity 2.1). If the organisation 
expands and the developer asks you to also build additional units in the complex and 
you agree to it, will you have enough staff to complete the project by the due date?  

 

You will probably agree that you need more people. But how many will be enough and where are you 
going to find them? Think about this and write down a few ideas that can assist you when planning for the 
future of your organisation and for this project specifically.  
 

 

Activity feedback  
 
You will have realised that it will not be possible to complete the project by the due 
date with the current staff numbers. Here you can use the steps in the SHRP process 
to assist you. Also remember that this will require some research, which is what we 
will discuss next.  

 

You should now be ready to proceed to section 2.5 where we will discuss HR research in more detail.  
 

2.5 HR research  
When embarking on HR research, it is important to remember that we have to look at the current situation 
and also at possible future scenarios which will enable the organisation to make certain decisions that will 
be to its advantage in future.  
 

 

Study "HR research and metrics" and "Research techniques" in chapter 4 in the 
prescribed book.  

 

After you have worked through these sections in the prescribed book you should have noticed that  

1. research can be classified into different types 
2. various individuals and organisations are involved in conducting HR research 
3. the results of HR research are found in a wide variety of printed media  
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4. HR metrics can be used to calculate success or failure of workforce-related HR projects or initiatives 
in terms of cost and impact  

5. there are many different research techniques that may be used to conduct HR research  
 
After you have studied the above-mentioned sections and feel that you have mastered its contents you 
may complete activity 2.5.  
 

 

Activity 2.5 
 
1.   Read the following scenario and answer the questions that follow.  

A university professor and her doctoral student have started studying the career patterns of educators 
to determine whether educators will need career guidance in mid-career or later on. The purpose of the 
study is not to solve an immediate problem, but to contribute to the body of knowledge on career 
psychology. This should enable career psychologists to give valuable advice to students and educators 
who are faced with the choice of continuing as educators or becoming managers.  

 
1.1 What kind of research are the university professor and her student conducting? Substantiate your 

answer.  
1.2 What research techniques can they use and how can they ensure the success of the study? 

Substantiate your answer.  
 
2. In the table below the research techniques that HR managers can use to conduct research are 

depicted. Use the table to briefly describe each technique, explain when it can be used and explain 
how the HR manager can ensure the successes of the research.  

 
Surveys  Exit interviews  
• Job satisfaction  
• Specific-use questionnaires  
• Survey administration  

•  
•  
•  

Controlled experiments  Historical study  
•  
• c 
• c 

•   
•  
•  

 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 02. The name of the document is 
Activity 2.5. You can download the MS Word document and complete it in your own 
time. 

 

Activity feedback  
 
Basic research aims to gather knowledge or information about a certain subject 
whereas applied research is undertaken to solve particular problems.  

Various techniques can be used to conduct HR research. The most appropriate technique should be 
selected for each project to ensure optimal results and cost effectiveness and also to ensure that the goals 
of the research are achieved. HR research should be timely, accurate and relevant to be of value to the 
field of study and to the organisation.  
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Look at the YouTube video where an example of a job satisfaction survey is explained.  
  

Employee satisfaction survey: 
https://www.youtube.com/watch?v=FeHHKUTPWd8  

 
Once you have completed this section you can move on to section 2.6 where we will 
discuss the importance of conducting a cost-benefit-analysis.  

 

2.6 Cost-benefit analysis  
Cost-benefit analysis involves evaluating (measuring) HR activities and attracting a monetary value to 
them. It can be used to evaluate a proposed programme, for example, whether it would be to the 
organisation’s advantage to spend huge amounts of money on a popular training programme, and to 
identify HR problems that must be solved immediately. In the case study in activity 2.1, a cost-benefit 
analysis could have been used at the previous organisation you worked for to determine if getting advice 
from a consultant (if they decided to do this) would be beneficial.  
 
One of the tasks of an HR professional is to identify and solve employee-related problems that are difficult 
to manage. These employee-related problems are summarised in the figure below. 

 
 

 

Study "Cost-benefit analysis" in the prescribed book and then complete 
activity 2.6.  

 
Did you notice the importance of conducting a cost-benefit-analysis and how costly certain personnel 
problems could be? You can now complete activity 2.6.  
  

 

Activity 2.6 
 
Whose responsibility is it to control employee absenteeism? The line manager’s or the 
HR manager’s? Explain how responsibility for control of this problem might be divided.  

 

 

Activity feedback  
 
Both line manager and HR manager is responsible for managing absenteeism in 
the workplace. Ultimately the control of absenteeism is the responsibility of the line 
manager, but HR management assumes an important staff function in providing 
assistance in combating and analysing the problem.  
 

Employee-related 
problems

Turnover Absenteeism Smoking Employee attitude Labour contracts
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Some specific responsibilities that HR manager and line managers may assume are summarised in the 
table below. 
 

HR manager Line manager 
1. formulate reasonable goals  

2. create policies  

3. create information systems to tract 
attendance  

4. conduct research to uncover possible 
causes of absenteeism 

1. collecting and reporting absence date, 
including categorising reasons for absences  

2. counselling and discipline of employees  

3. creating a satisfying work environment to 
minimise dissatisfaction as a cause of 
absenteeism  

 

2.7 Summary  
Go back to activity 2.1. Now that you have mastered this chapter in the prescribed book, do you think that 
if you were confronted with this situation again you would find it easier to plan for the number of employees 
you will need to build the houses that are required? Do you know the factors that you should consider 
when you do HR planning? Do you realise why calculating figures such as employee turnover and 
absenteeism are important and how high absenteeism and employee turnover rates can indicate job 
dissatisfaction? If you answered "yes" to all these questions, you have understood the theory we have 
discussed in this workbook and you may proceed to Workbook 03. Understanding the principles of HR 
planning and the reason for HR research will form the cornerstone of the discussion of the theory that 
follows. Always keep in mind that HR planning is an ongoing process and must be flexible enough to allow 
the organisation to adapt easily to any changes in the environment.    

 

Reflection 
 
Let us reflect on what you have learnt in this workbook. 

 

Strategic human resource management:  

• SHRP is the process of getting the right number of qualified people into the right job at the right 
time. 

• Strategy-linked HRP is based on a close working relationship between HR staff and line managers.  
• The main responsibility of SHRP rests with HR managers at all levels within the organisation. They 

cannot, however, function in isolation but must liaise with line management.    
• SHRP is as important as any other HR or managerial function in the organisation.  
• The SHRP process can be split into various phases: (1) establish the mission, vision and values 

for the organisation, (2) analyse the environment, (3) internal analysis which includes forecasting 
demand and forecasting supply, (4) developing, formulating and implementing a strategy, and 
evaluation and assessment.  

• The SHRP process is not always successful – there thus are various stumbling blocks or pitfalls 
in the process.  
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HR Research:  

• Sound HR research can significantly strengthen an organisation’s HR programme.  
• Research is generally classified as basic or applied. Most HR research is applied research to solve 

a particular problem or evaluate a proposed HR programme or activity.  
• Techniques that are frequently used in HR research include surveys, specific-use questionnaires, 

interviews and historical studies.  
• Whenever possible, HR professionals should analyse HR problems and evaluate their 

programmes using a cost-benefit analysis.   
 
To test your understanding of this chapter and workbook you can complete the self-assessment questions 
in section 2.8.  
 

2.8 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  

 
Question 1  
 
Read the scenario in activity 2.1 again to answer the following questions:  

 
1.1 Describe the steps you will take to do HR planning for your building contracting business. Also 

describe the purpose of each step. Can you leave out some of these steps? Substantiate your 
answer.  
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1.2 How will your HR plan be affected if the building contracting business expands to enable it to build 
six more houses? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
1.3 Imagine that you are experiencing a high rate of absenteeism in your building contracting firm. You 

do not know what is causing this and have decided to call in a consultant to do a survey.   

1.3.1  Before you call in the consultant, you want to find out if it will benefit your company. What 
can you do to determine this?  

1.3.2  The consultant will do a job satisfaction survey. Why?  
1.3.3  What kind of research will the consultant be conducting?  
1.3.4   Some of your employees have complained that your foreman does not apply rules 

consistently. What can you do to reduce this perceived unfairness among the employees?  
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Question 2 

Discuss the impact of the external environment in SHRP.  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 3 

Alida is the HR manager of a manufacturing company in Gauteng. She has called a meeting with all the 
managers and the entire HR section of the company to discuss the division of responsibilities of the 
strategic HR planning process that she plans to implement in the next month. Discuss the responsibilities 
of line and HR managers in the SHRP process briefly.   
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Question 4  

You have been employed at ABC Bank for five years now and realised that the bank is not achieving its 
goals, and are of the opinion that the right people are not in the right jobs. You feel that SHRP is the answer 
to this problem. You have scheduled a meeting with management to convince them why SHRP may be 
beneficial. Discuss the importance of SHRP. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Question 5  

Many different research techniques exist, and the choice of a particular one depends on the purpose of 
the research and the type of problem under study. Discuss four (4) research techniques which are often 
used to conduct HR-related research or studies.  
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Feedback  

 
Question 1  
 
Question 1.1  

The answer to this question can be found in "Steps in the SHRP process" in the prescribed book and 
section 2.4 in this workbook.  

The steps of the SHRP process are:  
 

  
Describe what each step entails and the purpose of each step briefly. Then decide whether or not you can 
leave out any of the steps, and state why you can or cannot.  
 
Question 1.2 

The answer to this question can be found in "Strategy-linked HRP", "Why is SHRP so important?", 
"Elements of SHRP" and "Steps in the SHRP process" in the prescribed book.  

To answer this question you must consider how expansion will influence the company's business strategy 
and how the HR strategy will then be influenced. Give a short description of SHRP. Then explain why it is 
important to link HR planning to company planning. Also explain how a big step such as expansion will 
influence the plans you have already made.  
 
Question 1.3 

The answers to these questions can be found in "HR research" and "Cost-benefit analysis" in the 
prescribed book, and in section 2.5 and activity 2.6 in this workbook.  

The answers are easy; all the theory is discussed in the prescribed book. Link the theory to the example 
given in your answer.  
 
Question 2 

Refer to “Steps in the SHRP process” in the prescribed book.  

Explain why it is necessary to conduct an environmental analysis and describe the factors or elements 
that one needs to take into consideration.  
 
Question 3  

Refer to “Who is responsible for SHRP?” in your prescribed book.  

Although the main responsibility of SHRP rests with HR managers at all levels in the company, they cannot 
function without the assistance of line managers. Table 4.1 shows the division of HR responsibilities for 
HR planning between the HR unit and line manager. You should be able to discuss these responsibilities 
for 8 marks.  
 

Mission, vission 
and values 

Conduct an 
environmental 

analysis 
Internal 
analysis

Formulate the 
strategy 

Strategy 
implementation 

Evaluation and 
assessment  
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Question 4  

Refer to “Why is SHRP so important?” in the prescribed book.  

The purpose of workforce planning is to identify future HR requirements and to develop action plans to 
eliminate any discrepancies between the demand and supply of labour that may be foreseen. Excessive 
turnover and absenteeism, low labour productivity and ineffective training programmes can be reduced 
and expenses lowered if SHRP is executed properly. The importance (or benefits) is further discussed in 
the prescribed book. Ensure that you can provide enough information which is worth 10 marks.  
 
Question 5 

Refer to “Research techniques” in the prescribed book.  

The research techniques often used to conduct HR-related research include the survey, interview, 
historical study and controlled experiment.  
 
If you were able to answer the questions easily, you may continue with Workbook 03. However, 
if you experienced difficulty in answering the questions, you should first do some revision before 
you continue with the next workbook where we will address job design and job analysis.  
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Workbook 03 
   
Job design and job analysis  
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As indicated below, you are now busy with Workbook 03.  

 
 
In Workbook 02 we introduced you to strategic human resource management (SHRM) and HR research. 
If you cannot recall this, refer back to Workbook 02. It is important to understand this workbook because 
not only will you be examined on this workbook, but all the other HR functions that you will come across 
in this module starts with HR planning. In Workbook 02 we have discussed the importance of HR planning 
and strategic HR planning, the steps that you would typically follow in the SHRP process and the common 
pitfalls in SHRP. We have recognised the importance of HR research and the methods that can be used 
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to conduct HR research. Lastly, we have identified the importance of conducting a cost-benefit analysis of 
HR activities.  
 
Let us now begin with Workbook 03. Please ensure that your prescribed book is open at chapter 5. In this 
workbook our focus will be on job design and job analysis.  
 
It is important to note that you will be examined on this workbook and chapter 5 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 5), and complete the activities and self-assessment questions in your own time.  
 
Key concepts  
 

  The key concepts for this workbook are as follows:  
 

Ergonomics  Job enrichment  Productivity 

Job description  Job evaluation  Self-managed work teams  

Job design  Job rotation  Total quality management 

Job enlargement  Job specification  Virtual teams  

 

3.1 Introduction  
Once the HR manager knows what tasks must be done and by whom, he or she has to decide what the 
different jobs should look like, for example (1) Does the job consist of a variety of tasks or is one specific 
task repeated daily? (2) Would a robot be able to do some of the tasks? (3) What does the work 
environment look like? and (4) Would it be possible to do this job at home?  
 
These are some of the important aspects of job design that HR managers and line managers must 
consider when designing jobs. You should recognise that jobs do not simply consist of tasks and duties to 
be executed, but that many other factors can have an impact on how a job is designed. These factors will 
be discussed in this workbook.  
 
You will also learn to determine the tasks, duties and responsibilities of a job, and also how to identify the 
abilities and qualifications the job incumbent should have. Before employees can do their jobs effectively, 
the job has to be designed to satisfy employee and organisational needs. Employees therefore have to 
feel that the job is satisfying and meaningful to them. The organisation will reap the benefits of increased 
productivity at lower costs.  
 
The question is thus:  
 
How can the tasks and duties of a job be organised to achieve the organisation's goals?  

 
Let us look at an example which illustrates how job design affects the employee.  
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Activity 3.1 
 
Walk through any large supermarket/store close to your home or office and take a look 
at the employees.  

1. Are they all the same age, gender and race?  
2. Do they all seem satisfied with their jobs? Why do you think this is the case?  
 

 

Activity feedback  
 
You should now realise that most companies have to deal with a diverse workforce 
in terms of age, gender, race, lifestyle and capability. Organisations therefore have to 
design jobs to accommodate all these differences. 

Thus, if job design is done properly, the end result should be satisfied and productive employees. 
Furthermore legislation in South Africa requires employers to have a diverse workforce and apart from 
having different cultures, race, and lifestyles in the workplace they also need to accommodate people living 
with disabilities. Although we do not deal with this extensively in this module, it is important to take note of 
this (read more in chapter 3 of the prescribed book).  
 
The design of any job should reflect both technological and human considerations. This means that the 
latest technological innovations should be utilised where possible. This, however, should never be done 
at the expense of employees. Employees’ capabilities and needs should also be recognised and taken 
into account. Remember that the job should always be designed in a way that ensures organisational goal 
achievement – this is, after all, the main objective of the HR function. Job design is therefore a very useful 
"tool" that the HR manager can use. When employing people living with disabilities they also have to be 
reasonably accommodated. The question now comes to mind – how is job design performed in the working 
environment? Complete activity 3.2 where you will learn more about how this works in practice.  
 

 

Activity 3.2 
 
Read the following case study and then answer the questions that follow.  

PGT Motor Company – the place to work at … 
 
PGT Motor Company manufactures passenger vehicles in East-London, South Africa. They 
manufacture various models of light passenger vehicles of which the Coru model is the most popular. 
The office hours for admin and managerial staff are from 08:00−17:00 Mondays to Fridays, and the 
manufacturing staff work three eight-hour shifts on weekdays. 
 
The motor manufacturing plant mainly consists of three assembly lines of which some have sub-cells.  
 
The three assembly lines are: the bodyshop, the paint-shop and the trim line. Michael and Peter are 
both an assembly line workers on one of the trimline sub-cells responsible for fitting the dashboards 
and doing the wiring of the Coru passenger vehicles. Michael has been working at PGT for three days, 
he is still learning and Peter has been working at the company for nearly seven years and he is 
extremely talented. 
 
The organisational structure of the Production division appears on the next page. 
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The company has a Plant Manager, Charles, and the Production Manager, Bernard reports to him. As 
mentioned earlier three main assembly lines can be distinguished and each assembly line is managed 
by a team leader. The team leader reports directly to Bernard. 
 
The team leader on the Trimline assembly line, Thomas, will become a father in the next week or two 
and according to company policy he is entitled to five working days paternity leave. The Manager has 
called Thomas to his office to enquire how he plans to deal with ensuring that the operations are not 
disrupted during his absence and also how he plans to reach the production targets and standards.  
 
Thomas informs the Manager that he already has a contingency plan in place and he tells the Manager 
the following: 
 
Peter is a very capable assembly line worker on the trim line. He has more than seven years' experience 
in the dashboard and wiring sub-cell and he also has extensive experience on the trim, engine bay, 
drivetrain, seats and wheels. Peter is very responsible and has excellent communication skills. His 
colleagues respect him and he has shown potential to manage people, would like to give Peter the 
opportunity to act as team leader during my absence. We need a person that will be able to do this 
whenever I am on leave and I think he will be the perfect person. I am afraid that if we do not give him 
an opportunity like this, he might get frustrated and become demotivated. We cannot afford to lose him. 
Michael has recently joined the company and he needs training to be able to work efficiently but we 
cannot afford to not have him work on the assembly line to go for training. 
 
The Plant Manager is very impressed with what he has read about Thomas. He wishes him well with 
the birth of his daughter. After speaking to the Plant Manager, Thomas calls Peter and discusses the 
plans with him. Peter is very excited and promises not to disappoint Thomas. 
 
Source: Human Resource Management in South Africa, Wärnich, Carrell, Elbert and Hatfield, © 2015, Cengage Learning  
               EMEA. Reproduced by permission of Cengage Learning EMEA. 

 
1. What are Peter's main tasks?  
2. What is his work environment like? 
3. Do you think job design could improve the job satisfaction and motivation of Peter and his 

colleagues?  
 

Plant Manager:
Charles

Production 
Manager:
Bernard

Body Shop 
Team Leader:

Kevin

Panel Prep Jigging 
Assembly Welding

Paint Shop 
Team Leader:

Themba

Primer Colour Final line

Trim Line Team 
Leader:
Thomas

Trim Dash & Wiring 
assembly

Peter Frans Kagiso

Engine Bay Drivetrain Seats & Wheels
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Activity feedback  
 
Although Peter is not unhappy in this work, the work situation could be better. You 
should have, among others, noted the following when answering the questions 
included in activity 3.2:  

1. Peter is an assembly line worker who works three eight-hour shifts on weekdays. His work is 
repetitive and the same tasks are performed on a daily basis. Refer to the prescribed book for more 
information about the problem of overspecialisation. Do you think these problems could be applicable 
to Peter’s situation? Why?   

2. Assembly line workers work in a manufacturing environment, grouped together in an "open-plan 
environment". There is thus no privacy. They probably do not have their own telephones of desks to 
sit at. The work area is therefore not very comfortable or private. Employers will have to 
accommodate this.   

3. Peter's job could definitely be improved by redesigning it. Some of the major changes could include 
a better work environment (e.g. having his own locker) and incentives for increased production. All 
these changes could improve the present situation and enhance job satisfaction and motivation (refer 
to chapter 7 of the prescribed book).  

 
You should now begin to realise what an excellent tool job design really is. By simple altering a few 
elements of Peter's job and work environment, an enormous contribution can be made to improve job 
satisfaction, motivation, productivity and (most importantly) organisational goal achievement. By 
answering the following questions, you will understand exactly what job design entails:  

• What is workflow analysis and business process re-engineering?  
• What is job design?  
• What are the major approaches to job design?  
• What other approaches to job design exist?  
• What other important issues should be taken into account when designing jobs?  
• What alternative job design arrangements can be implemented?  
 
Before we begin to look at other aspects associated with job design, click on the link below to view a video 
that demonstrates the importance of job design.  
 

 

Charlie Chaplin:  
https://www.youtube.com/watch?v=ZEuFcg79-q0  

 
When you looked at the video you should have seen that Charlie's job is not properly designed. Can you 
see why job design is such an important HR function?  
 
You can now move on to section 3.2 of this workbook where you will learn more about how work is divided 
into jobs.  
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3.2 Dividing work into jobs  
It is very important to realise that the work that is completed in any organisation and the way in which it is 
done matter to both the employees and the employer. All these tasks and duties are fulfilled to ultimately 
achieve the goals of the organisation.  
 

 

Study the introductory part of chapter 5 as well as "Dividing work into jobs" in 
chapter 5 in the prescribed book. 

 
Have you noticed that work needs to be divided so that it can be coordinated in some logical way? You 
can also make use of workflow analysis to determine how work moves through the organisation; and re-
engineering to make changes in the business processes, for example, training the employees to do more 
than one job and reorganising offices. Secondly, employees need to feel motivated and satisfied in their 
jobs. Lastly, external and internal organisational factors should be taken into consideration when designing 
jobs.  
 
After you have studied the above-mentioned sections in your prescribed book and feel that you have 
mastered the contents you may continue to complete activity 3.3.  
 

 

Activity 3.3 
 
In order to prepare for the examination summarise what you have learnt in section 3.2 
of this workbook in the table below:  

 
Work is defined as  
 
 
A job is defined as 
 
 
 
 

Re-engineering is defined as  
 
 
The purpose of re-engineering is to  
 
 
 
 
 
Examples of re-engineering are  
•  
•  
•  

Workflow analysis is defined as 
 
 
 
 
Workflow analysis is important because 
 
 
 

Examples of external organisation factors are 
•  
•  
•  
 
Examples of internal organisation factors are  
•  
•  
•  
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An electronic version of the table can also be found under Additional Resources on 
the myUnisa module site. Go to Additional Resources. Select Workbook 03. The 
name of the document is Activity 3.3. You can download the MS Word document and 
complete it in your own time.  

 

 

Activity feedback   
 
You should realise after completing the table in activity 3.3 that the work to be 
completed in an organisation should be grouped together and that this will form jobs.  

To improve products and services, it becomes vital to re-engineer business processes to ensure that the 
company reaches its goals and produces products and services of the required standard and quality. It is 
important to consider external and internal organisational factors when designing jobs. External factors 
such as the regulatory environment in which the company operates can have a huge impact on job design.  
 
Once you have completed this section you can move on to section 3.3 in the workbook where we will 
discuss job design.  
 

3.3 What is job design?  
You should now be familiar with the concept "job". If you consult a dictionary, you will note that the concept 
"design" is defined as a plan or scheme. Job design can therefore be defined as a plan or scheme of 
a job. Job design can be seen as the organisation of activities to create the optimum level of performance.  
 

 

Key concept/definition 
 
Job design is defined as the manipulation of the content, functions and relationships 
of jobs in a way that both accomplishes organisational goals and satisfies the personal 
needs of individual job holders. 

 
 

 

Study the introductory part of "Designing jobs" in chapter 5 in the prescribed 
book. 

 
Have you noticed the important role of job design in an organisation? It affects how employees feel about 
their jobs, how much authority employees have over their work, how many tasks the employees are 
required to complete, and the working relationship among employees and their relationship with the 
employer. If not managed correctly it might affect the employees' productivity and satisfaction with their 
jobs. You may now complete activity 3.4 to understand what job design is and what aspects of the job it 
affects.  
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Activity 3.4 
 
Match the construct in column A with the definition in column B.  

Construct Definition 
a) Job design  a) encompass(es) the variety of tasks performed, the autonomy 

of the job holder, the routineness of tasks performed, the 
difficulty of the tasks performed and the identity of the job 
holder.  

b) The content of a job  b) encompass(es) the work activities shared by the job holder and 
other individuals in the organisation.  

c) The functions of a job  c) is/are the manipulation of the content, functions and 
relationships of jobs in a way that both accomplishes 
organisational goals and satisfies the personal needs of 
individual job holders.  

d) The relationships of a job  d) encompass(es) the work methods used, as well as the 
coordination of the work, responsibility, information flow and 
authority of the job.  

 
1  
 

Column A Column B 
(a) = (c) 
(b) = (d) 
(c) =  (b)  
(d) =  (a)  

3  
Column A Column B 

(a) = (d) 
(b) = (a) 
(c) =  (c)  
(d) =  (b)  

 

 
2  

Column A Column B 
(a) = (b) 
(b) = (d) 
(c) =  (a)  
(d) =  (c)  

 

 
4  

Column A Column B 
(a) = (c) 
(b) = (a) 
(c) =  (d)  
(d) =  (b)  

 

 

 

Activity feedback  
 
The correct answer is option 4. The answer to this question can be found in the 
introductory part of “Designing jobs” in chapter 5 in the prescribed book.  
 

You should now understand what job design is and what aspects of the job it affects. When you look at 
the different relationships affected by job design, you will realise the importance of designing jobs properly. 
The way in which a person's job tasks are organised can have a direct impact on his or her mental and 
physical health, as well as job performance. The tasks and the manner in which a job is organised can 
either complement good physical work station design or detract from it. Job design can thus:  

• help your organisation find the most effective way to operate  
• improve the quality of work-life and satisfaction for your employees  
• lead to a smooth-running, more profitable business  
• enhance teamwork and interpersonal relationships   
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Think about your own job or the job of a family member or friend. Will job design be able to assist?  
 
If you feel comfortable that you have mastered sections 3.1, 3.2 and 3.3 proceed to the next section where 
we will discuss the major approaches to job design.  
 

3.4 What are the major approaches to job design?  
A variety of traditional job design methods or approaches are available. These methods can be divided 
into three groups, namely: 
 

 
The type of job design approach that an organisation will follow is determined by factors such as 
technology, the educational level of employees and management's decision. It is important to note that 
this activity is not performed solely by the HR manager but in conjunction with the employees and line 
managers.  
 

 

Study "Specialisation-intensive jobs", "Motivation-intensive jobs" and "The 
sociotechnical approach" in chapter 5 in the prescribed book.  

 
While you are studying the above sections, summarise the essence of each job design method by 
completing the table in activity 3.5.  
 
 
 
 
 
  

motivation-
intensive 
approach

sociotechnical 
approach

specialisation-
intensive 
approach
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Activity 3.5 

1.  Complete the table below.  
 

APPROACH 1 
Specialisation-intensive What does it entail? 

Job specialisation  
 
 
 
 
 
 
 
 
 
 
 
 

 

Overspecialisation  
 
 
 

• Repetition: 
 
• Mechanical pacing: 
 
• No end product:  
 
• Little social interaction:  
 
• No input:  
 
• Job dimensions: 

 
− Job scope:  

 
− Job depth:  

 

APPROACH 2 
Motivation-intensive  What does it entail? 

Job rotation  
 
 
 
 

 

Job enlargement  
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Job enrichment  
 
 
 
 

 

APPROACH 3  
Sociotechnical approach  What does it entail? 

Self-managed work teams  
 
 
 
 

 

Virtual teams  
 
 
 
 

 

 

 

An electronic version of the table can be found under Additional Resources on the 
myUnisa module site. Go to Additional Resources. Select Workbook 03. The name 
of the document is Activity 3.5. You can download the MS Word document and 
complete it in your own time.  

 
2. After you have completed the table in question 1, refer back to the case study in activity 3.2 and 

answer the following questions:  
 

2.1 What job design approach do you think was followed in Peter's present job? Why?  
2.2 Would any of the approaches discussed in section 5.2.2 of the prescribed book improve Peter's 

present job? Why?   
2.3 Which method, as discussed in section 5.2.2 in the prescribed book, would you implement if you 

were the HR manager? Give a reason for your answer.  
 

 

Activity feedback  
 
You should now be able to distinguish between specialisation-intensive and 
motivation-intensive methods of job design. Specialisation-intensive jobs are 
those with few tasks which are repeated regularly during a work day and which 
often require little mental ability and skills.  

 
Motivation-intensive jobs, on the other hand, refer to the rearrangement of work in such a way that it 
creates enough interest to motivate employees. You should have used this to analyse Peter’s situation in 
the case study. Besides the design and redesign of jobs, other techniques to motivate employees are also 
available for use by management. These approaches will be discussed in the next section.  

3.5 What other approaches to job design exist?  
The three broad approaches to job design discussed above have been available for some time. Since 
employees, the job and the workplace have changed over time, several new approaches to job design 
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have been developed. It is important for the HR and line manager to be aware of these new developments 
as they can be used to breathe new life and competitive fire into organisations. These new techniques 
include total quality management (TQM) and re-engineering as discussed earlier in the workbook.  
 

 

Study "Newer organisational approaches", "The office environment”, Robotics", 
"Ergonomics" and "Productivity measures" in chapter 5 in the prescribed book.  

 
When designing a job, it is important not only to focus on tasks, but also to consider several other issues, 
for example, the office environment, robotics, ergonomics (e.g. noise, machines used and lighting) and 
productivity. Unfortunately, ergonomics is often one of the most neglected areas – here consideration is 
given to an employee's physical characteristics (e.g. height, strength, capabilities, motion and working 
posture). Ergonomics specialises in matching human beings and their abilities and constraints to the 
machine (technology).  
 
After you have studied the above-mentioned sections in the prescribed book you can complete activity 
3.6.  
   

 

Activity 3.6 
 
1.  Read the following scenario and then answer the questions that follow:  

Tracy Abdool and her colleagues are in a meeting with their supervisors. All of them agree that things 
cannot continue as they are. Management have turned down all suggestions associated with improving 
the telemarketers' jobs. They now realise that not much can be done to change a telemarketer's job. 
Tension is building as there seems to be no way to improve the situation. Tracy is starting to feel quite 
miserable about the whole setup.  

 
1.1 You are the HR manager of the telemarketing company for which Tracy works. Discuss the options 

available to improve the situation of Tracy and her co-workers. 
1.2 Choose one or two options that could really work.  
1.3 Advise the company on the successful implementation of these solutions.  
 

2. Watch the Charlie Chaplin video again at the beginning of this workbook and then answer the 
following questions: 

 

2.1 Analyse the work environment in this video and briefly discuss its impact on employee morale and 
productivity.  

2.2 What impact would robotics have on the organisation in this video?  
2.3 Analyse the ergonomics in this video. Do you think that Charlie is comfortable in his work 

environment? Motivate your answer.  
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Activity feedback  
 
1. Telemarketers, unlike many administrative employees, professionals and 

managers who enjoy some variety in their work, are limited to doing repetitive 
tasks. However, TQM and re-engineering are job design methods which could 
work very well in most work environments and could even be of value to the 
telemarketing industry.  

2. Even in the case of specialisation-intensive jobs like that of Charlie, alternative issues of job design 
can be utilised successfully to improve motivation and productivity. You have probably realised that 
these aspects mentioned in the prescribed book have such an enormous influence on job design 
that the HR manager cannot afford to overlook or ignore them.  

 
If you want to learn more about these approaches in the workplace, click on the links below:  
 

 

What is ergonomics?  
https://www.youtube.com/watch?v=rGq7TVOwA60  
 
Office ergonomics:  
https://www.youtube.com/watch?v=8cbuO5-9jnM  

Total quality management (TQM):  
http://asq.org/learn-about-quality/total-quality-management/overview/overview.html 
 
Human resource management and total quality management linkage: 
http://www.emeraldinsight.com/journals.htm?articleid=17053078 
 
You should now be ready to proceed to section 3.6 of this workbook where we will discuss alternative job 
design arrangements such as work schedules and work locations.  
 

3.6 Other job design issues  
An alternative job design arrangement that is gaining popularity is workplace flexibility. Organisations 
are moving away from the traditional work hours (i.e. from 08:00 to 16:00) and are becoming more aware 
of employees’ special needs. Flexible working hours enable organisations to increase their attractiveness 
to a more diverse pool of applicants. Think about the situation of a working mother for example. If you are 
perhaps a working mother you will agree that it is difficult to drop off the children at school, perhaps travel 
far to work and be in time if you make use of busy freeways and the like. If your job requires that you have 
to travel often, this may also pose a challenge. Think how flexible working hours can help you.  
 
An interesting innovation in the work design area is telecommuting. Here employees, who normally do 
most of their work by computer, are permitted to perform their duties at home. However, as indicated in 
the prescribed book, careful screening of these employees is essential to avoid problems. An issue that is 
closely related to telecommuting is the use of nonstandard employment.  
 
Other alternative work arrangements which can be followed include various scheduling techniques – these 
can be built into jobs to give employees increased freedom to plan their own work. Alternative options in 
this regard include compressed work weeks, flexitime and telecommuting.  
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As workplace flexibility is a new trend, it is important to also note some of its disadvantages.  
 

 

Activity 3.7 
 
Access Forum 4: Workbook 03 in the Discussion forum in your myUnisa module 
site and discuss the questions below with your fellow classmates.  
 

1. You are given an opportunity to plan your own work or that of a family member or friend. Which of 
the methods in section 2.8 ("Other job design issues") in the prescribed book would you use? Why?  

2. How would you use these methods in the motor manufacturing industry?  
3.  How do companies benefit from having employees telecommute? What are the drawbacks?  
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect.  

  
When embarking on a job design exercise, it is important for the HR manager to note certain guidelines 
which will enhance the success of the process.  
 

 

Reflection  
 
You have probably noticed that there are many different alternatives to job design. 
To use these alternatives effectively, the HR manager should carefully consider the 
specific conditions within the organisation before making a final decision. 

 
As indicated earlier, a proper design effort will result in increased motivation and productivity among 
employees, which will ultimately lead to organisational success.  
 
Now that you have completed the part on job design, you should be able to  

• explain what job design is  
• identify the major approaches to job design  
• be aware of and make use of new non-traditional approaches to job design  
• incorporate other issues into the job-design process 
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Mindmap 
 
You can use the mindmap below in your examination preparation. 
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If you feel confident that you have mastered the contents of sections 3.1 to 3.6 in this workbook, you may 
continue with the next section where we will focus on job analysis. It is also advisable that you summarise 
sections 3.1 to 3.6 in a mind map for the examination. 

3.7 Job analysis  
When a new job needs to be filled, the HR manager cannot simply place a person in the job without 
knowing what the tasks, duties and responsibilities are. Closely associated with this are the qualifications 
and abilities the person should possess to be able to successfully function in the job. Job analysis helps 
to understand the qualities needed by employees, defined by means of behavioural descriptors, to provide 
optimum work performance. These qualities range from personality characteristics and abilities to specific 
skills and knowledge.  
 

 

Activity 3.8 
 
Read the scenario below and then answer the questions that follow.  

Damian is the HR manager of a sport supplies distribution company. He and his team of HR officers 
are systematically investigating the tasks, duties and responsibilities associated with all the jobs in the 
company. They are looking at the different levels of decision-making by employees, the skills 
employees need to do the job adequately, the autonomy of each job, and the mental effort required to 
perform each job. First, identify the process in which Damian and his team are involved in. Secondly 
identify and discuss the two most common end products of this process.  

 

 

Activity feedback  
 
The process that Damian and his team are involved in is a job analysis.   

A job analysis is defined as the process of collecting information about a job which is then used to compile 
a job description and job specification. A job description is the most common end product of the job 
analysis process and provides information about the scope of the job activities, major responsibilities and 
positioning of the job in the organisation. Job descriptions are therefore used in various HR functions as 
you will learn later in this workbook. Use your own job, if you are currently employed, to draft a job 
description based on the information provided in the article.  
 
A job specification, on the other hand, is a written statement of qualifications, traits, physical and mental 
characteristics that an individual must have to perform the duties and responsibilities as outlined in the job 
description. Job specifications, like job descriptions, are used in various functions in the organisation.  
 
Job analysis is thus a very useful tool at the HR manager's disposal. By doing a job analysis, the HR 
manager can determine what should be done in each position in the organisation and by whom. Job 
analysis will now be examined in more detail by addressing the following questions:  

• What is job analysis? 
• Why is job analysis important?  
• What components will make up a job?  
• How is job analysis implemented?  
• What data-gathering methods can be used?  
• What are the end products?  
• What are the problems of job analysis?  
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3.8 What is job analysis?  

 

Key concept/Definition 
 
Job analysis is a systematic process of gathering, documenting and analysing data 
about the work required for a job. 

 
The data collected in a job analysis and reflected in a job description includes a description of the context 
and principal duties of the job, and information about the skills, responsibilities, mental models and 
techniques for job analysis; job analysis is thus an essential first step for many HRM functions. Job analysis 
produces information for writing job descriptions and job specifications. Refer to the figure below for a 
graphical representation of the end products of a job analysis.  
 

  
 

 

Study "The nature of job analysis" in chapter 5 in the prescribed book. 

 
Have you noticed that job analysis is a process of collecting information about a job?  
 
Not only does the process involve collecting information about the tasks, duties and responsibilities of a 
job, but also the level of decision making by the employee, the skills required to perform the job, the 
machines operated and the working conditions of the job.  
 
Once you have worked through this section in the prescribed book, and understand what job analysis 
entails you may complete the activity below.  
 

 

Activity 3.9 
 
Define the process of job analysis and identify the most important issues that need to 
be investigated during this process.  
 

Job analysis 

Job description Job specification 
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Activity feedback  
 
Job analysis is defined as a systematic way to gather and analyse information about 
the content, context and the human requirements of a job.  

 
The most important issues investigated during the job analysis process are summarised in the figure 
below.  
 

 

Have you noticed that various facets are under investigation in a job analysis?  
 
When examining the definition of job analysis and the most important issues investigated during this 
process, a distinction can clearly be made between so-called people issues and job issues. It is necessary 
to make this distinction to enable the HR manager to determine what qualities the person in a specific job 
should have as well as the duties and responsibilities of the job.  

 
It is also important to understand where the job description and job specification fit in. After completing the 
job analysis, the HR manager will have all the necessary information regarding the activities that need to 
be performed and the type of person needed to do the job. Thus, the qualifications and experience needed 
(people issues) and the tasks, duties and responsibilities associated with the job (job issues) will be 
available. The job specification and job description are thus the end products of the job analysis process. 
Table 3.1 below outlines the most important information contained in a job description and job specification.  
 
 
 
 
 

Job 
analysis 

Level of 
decision 
making 

The skills 
an 

employee 
needs 

The 
autonomy of 

the job

The mental 
effort 

required 
Machines 
operated 

Reports 
completed 

The working 
conditions 
of the job 
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Table 3.1 
Information found in a job description and a job specification  

Job analysis  
Obtaining all relevant information  

Job description 
 

A statement containing items such as 
 
• job title  
• place (where the tasks must be performed) 
• job summary  
• machinery, tools and equipment  
• material and forms used  
• supervision provided or received  
• working conditions  
• risk  
 
(Tells us more about the job)  
  

Job specification 
 

A statement that spells out the human capacities 
necessary for the task. This contains items such 
as 
 
• training  
• experience  
• judgement  
• initiative  
• physical input  
• physical skills  
• responsibilities  
• communication skills  
• emotional characteristics  
• extraordinary demands on sensory 

perceptions (sight, smell and hearing)  
 
(Tells us more about the person in the job)  
 

 
Do's 

• Write about the job, not the person.  
• Describe only what is required of the job 

incumbent.  
• Describe the what and the how of each 

task.  
• Begin each sentence with a verb in the 

present tense, for example "performs", 
"maintains", "types". 

• Be concise (maximum 2–3 pages).  
• Use concrete examples to explain 

unfamiliar, complex or broad 
responsibilities.  

• Present the tasks in a logical, numbered 
sequence.  

 
Don'ts 

• Don't pad the job description with irrelevant 
details.  

• Don't make subjective statements full of 
your own opinions.  

• Don't use vague terms such as "assist", 
unless they are properly defined.  

• Don't use adjectives unless absolutely 
necessary.  

• Don't use abbreviations.  
• Don't begin sentences with qualifications, for 

example "in the event of", "upon receiving".  

 

As can be clearly seen in this illustration, a job description is a detailed summary of the tasks, duties and 
responsibilities of the job concerned. A job specification, on the other hand, indicates the type of person 
to be appointed (qualifications and experience). Information on both the job description and job 
specification is generally used in the recruitment advertisement. These are, however, a few do's and don’ts 
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that need to be considered in compiling a job description. For more information regarding the do's and 
don’ts in compiling a job description click on the web links below. 
 

 

Job description writings do's and don'ts:  
http://www.hr.pitt.edu/node/426  

Job descriptions that attract candidates:  
http://resources.dice.com/2014/02/28/job-descriptions-attract-candidates-
technologists-perspective/  

If you are responsible for drafting job descriptions and job specifications in your organisation then you 
would find these links very useful.  

You should now understand what job analysis is. In the next section we will discuss the importance of job 
analysis.  

 

3.9 Why is job analysis so important?  
Job analysis forms the cornerstone of all other HR functions and the information obtained is the basis for 
several interrelated HR management activities.  

New jobs are created and old ones are redesigned almost daily. This can create major challenges for the 
HR manager when attracting employees to the organisation. To address these challenges, it is vital to 
have a sound job analysis process in place.  
 

 

Study "The importance of job analysis" in chapter 5 in the prescribed book. 

 
Job analysis provides an objective picture of the job, not the person. Performing the job, and as such, 
providing fundamental information to support all subsequent and related HR activities.  
 
It is thus clear that if companies are to remain competitive, an ongoing reappraisal of their products, 
structures, people and technology is required. This frequently necessitates adjustments in job content 
which will ultimately lead to either attracting new employees or retaining existing staff. This brings us to 
the next important question.  
 

3.10 What components make up a job?  
If you think of your own job or that of a family member or friend, a job never consists of only one activity. 
Jobs can be broken down into several smaller activities. These activities are called job components.  
 

 

Study "Components of a job" and table 5.1 in chapter 5 in the prescribed book. 
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Have you noticed that a job is broken down into several components and are arranged in a hierarchy of 
activities? Refer to table 5.1 in the prescribed book. Are you able to define each component?  
  
Complete activity 3.10 to see how this theory is applied in practice.  
 

 

Activity 3.10 
 
Read the following quotation from the prescribed book and then answer the question 
that follows.  
 

"To understand a specific job and to be able to make comparisons among or between jobs, it is important 
that anyone analysing a job should know that it can be broken down into several components and arranged 
into a hierarchy of work activities".  
 
Question  
 
Critically evaluate the quotation.  
 

 

Activity feedback  
 
You will probably have noticed that the lowest-level job component is used as a 
stepping stone for the next level, although a clear distinction is made between each 
level.  

 
Take for instance the next step in the hierarchy of work activities, namely a duty, which can be defined as 
several distinct tasks performed by an individual to complete a work activity for which he or she is 
responsible. One of the duties of, say, a payroll manager is to process the payroll for each pay period. 
This involves performing all the elements (for example signing the cheques) and tasks (for example 
ordering the cheques to be printed) required in fulfilling this responsibility. The combination of all these 
duties required of one person in performing a job is referred to as a position.  
 
Now that you know what job analysis is, why it is important and what the job components are, it is time to 
move on to a discussion on how the job analysis process itself is implemented in practice.  
 

3.11 How is job analysis implemented?  
Before we start with the theory in the prescribed book read the article at the link below. It will give you 
some background information on how to implement a job analysis in the organisation. 
 

 

How to implement a job analysis in the workplace: 
http://www.ehow.com/how_12112079_implement-job-analysis-workplace.html  

Have you noticed that the implementation of a job analysis consists of evaluating a particular position to 
determine the content, context and requirements of the job? Job analysis therefore examines the position 
and not the individual who holds the position.   
  
  



Workbook 03                            HRM2605/1 

57 

A job analysis is usually done when there is a need to determine what is being done and by whom. This 
need generally arises on three occasions, namely 

1. when the organisation is founded 
2. when new jobs are created   
3. when existing jobs are changed significantly 
 
Organisations that lack the technical expertise to do proper job analysis usually make use of the services 
of external consultants. A number of steps are normally followed when implementing the job analysis 
process within the organisation. To understand this process, watch the video in the link below and study 
“Programme implementation” in your prescribed book.  

 

How to do a job analysis: https://www.youtube.com/watch?v=G1-FJpPnSFY  

 

 

Study "Programme implementation" in chapter 5 in the prescribed book.  

 
The steps followed in a job analysis process generally vary from organisation to organisation. However, in 
South Africa organisations tend to follow a standardised process which includes the steps summarised in 
the figure below. 

 

 
 
From the above-mentioned diagram it should be clear that the job analysis process comprises five steps. 
These steps can be divided into two groups. The first group includes the first four steps and the second 
group includes step 5. The first four steps refer to the actual job analysis process. Step 5 should be seen 
separately because of its ongoing nature. The HR manager should remember that job analysis information 
tends to become obsolete as continuous changes take place within the organisation. Job analysis 
information should therefore always be updated and reviewed for future use (step 5).  
 
 
 
 

Step 1: Committee review 
Step 2: 

Information collection 

Step 3: 
Choosing a job analysis 

method

Step 4: 
Product completion 

Step 5: 
Updating 
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Complete activity 3.11 before you continue with the next section.  
 

 
Activity 3.11 
 
1.  When should an organisation consider job analysis?  

2. Identify and describe the steps that are generally followed by South African organisations in the job 
analysis process? 

3. What is the most efficient method of gathering job information? Why?  
4. What other information collection methods can you use to collect job information? Identify and briefly 

discuss these methods.  
 

 

Activity feedback  
 
Job analysis is usually conducted when there is a need to determine what is being 
done and by whom. The process is comprised of five steps as discussed in section 
5.12 in the prescribed book. 
 

However, it is interesting to note that the process that is undertaken can vary depending on the complexity 
of the job. A new position, for example, will require a more detailed analysis whereas an established 
position may only need a review of the duties and activities.  
 
You should also note that when collecting information (step 2 in the prescribed book) various job analysis 
methods can be used. These methods will be examined in more detail in section 3.13.  
  

3.12 What data-gathering methods can be used?  
Several different data-gathering methods are available to the HR manager. It is the HR manager's task to 
determine the most suitable method for his or her organisation. The data-gathering method to be used 
depends on the organisation’s unique needs and circumstances. The various data-gathering methods can 
be divided into two groups, namely general and specific methods.  
 

 

Read "Information collection" (section 5.12.2) in the prescribed book. 

 
Have you noticed that there are a variety of methods available to collect information about a job? The most 
general methods include a site observation, interviews, questionnaires and diaries. Do you understand 
what each method entails? If so, continue with activity 3.12. If you are unsure why these methods are used 
in job analysis refer back to section 5.12.2 in the prescribed book. It is important that you understand each 
method, because as an HR manager and line manager you need to apply these methods to collect 
information about the different jobs in your organisation.  
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Activity 3.12 

1.  Complete the following table by identifying the different job analysis methods:  

 

 

An electronic version of the table can also be found under Additional Resources on 
the myUnisa module site. Go to Additional Resources. Select Workbook 03. The 
name of the document is Activity 3.12. You can download the MS Word document 
and complete it in your own time. 

 
General job analysis methods Specific job analysis methods  

1. 1. 

2. 2. 

3. 3. 

4. 4. 

5.  
 
2. Assume that you are employed as the HR manager at a large financial institution in South Africa. 

You and your team of HR experts are in the process of conducting a job analysis of the following 
positions:  

• cleaning lady 
• receptionist 
• accountant 
• financial manager  

 
Which of the above-mentioned job analysis methods would you use to collect information about the jobs? 
Motivate your answer.  

 

Activity feedback  
 
There are definite advantages and disadvantages associated with each job analysis 
method. You should use the method that is best suited to the different jobs in the 
organisation.  

 
You can also consult the sources at the links below to understand why some methods are more suitable 
for some positions than others.  

 

Job analysis methods:  
http://www.whatishumanresource.com/job-analysis-methods  
 
Job analysis:  
http://www.explorehr.org/articles/HR_Planning/Job_Analysis.html  

 
Due to the complexity of the job analysis process and the time and effort involved, a number of problems 
may occur. The general problems which might occur during the job analysis process should therefore 
always be taken into consideration. So what do you do with this information after you have gathered it? 
We will learn more about this in section 3.14 of this workbook.  
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3.13 What are the end products of job analysis?  
You will remember that after we answered the question on what job analysis is, we provided an illustration 
indicating the relationship between job analysis, the job description and the job specification (refer back to 
section 3.9 in this workbook). The job description and the job specification are thus two end products of 
the job analysis process. Click on the links below to see what a job description and job specification looks 
like. 
 

 

 
Job description: Receptionist: 
http://www.maca.gov.nt.ca/school/tools/JD_docs/Receptionist%20JD.pdf  
 

Job description: Accountant:  
http://hiring.monster.com/hr/hr-best-practices/recruiting-hiring-advice/job-descriptions/accountant-
general-job-description-sample.aspx  
 
What is a job specification:  
http://todaycut.com/job-specification/ 
 
Sample job specification: http://www.peninsulapersonnel.com.au/sample-job-specification/  
 
A well-written job description can be considered a snapshot of a job. It therefore needs to communicate 
as specifically but concisely as possible what responsibilities and tasks the job entails and what the key 
qualifications of the job are – the basic requirements (specific credentials or skills) – and, if possible, the 
attributes that underlie superior performance.  
 

 

Study "Product completion" in chapter 5 in the prescribed book. 

 
After you have studied this section in the prescribed book, you should have noticed that 

• the most common end products of job analysis is a job description and job specification  
• a job description is a summary of the tasks required for a particular job; and a job specification states 

the minimum qualifications a job applicant must have 
• the format of these two end products differ   
• these documents are used in various HR functions, for example recruitment and selection, 

orientation and onboarding, job design, performance management, and outplacement, just to name 
a few.   

 
After you have studied the above-mentioned sections and feel that you have mastered its contents you 
can complete activity 3.13. 
 

 

Activity 3.13 
 
1.  Job analysis information serves as the foundation for basically all other HR 

activities. One of the most common end products of a job analysis is a job 
description. Explain how job descriptions are used in the following human 
resource functions. 
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1.1 Recruitment  
1.2 Selection  
1.3 Orientation and onboarding  
1.4 Training  
1.5 Job evaluation  
1.6 Job design  
1.7 Salary surveys   
1.8 Performance appraisal  
1.9 Health and safety  
1.10 Outplacement   

 
2. Do a job analysis of any job category by using the questionnaire provided below. (You can collect 

the information from any appropriate company – we are sure they will gladly assist you.)  
 

1. Employee's name: 
        

 Date completed:         

 Position title:          
 Department:          
 Title of immediate supervisor:        
   
   

2. List the names and job titles of persons whom you supervise, and the amount of time spent on 
supervision.  

 

 Name Title Hours of supervision per day/week  

     

     
     

           
3. What is the minimum school or university qualification that a person needs to start in your position?   

   

   
  

 
         

4. What special type of training, skill or experience should a person possess before starting in your 
position?  

 

   

   
           

5. What training and experience have you received in your position, and how long would it take the 
average person to perform this work satisfactorily without close supervision?  
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6. What machines or equipment do you operate in your work, and for what percentage of your time per 
day, week or month?  

 

 Machine % Period  
     

     

     
           

7. What do you consider to be the most important decisions that you make alone in the course of your 
work, and what percentage of time is devoted to making such decisions?  

 

   
   

   

           
8. What responsibility do you have for handling money, inventory or other valuable and what is your 

estimate of their worth?  
 

 Responsibility   R worth per week   

     
     

     

           
9. What responsibility do you have in dealing with customers or other persons outside the company?   
 Person contacted Position Nature of contact Frequency of contact  
      

      

      

10. What unusual aspects about your work and your work surroundings (working conditions, hours, 
out-of-town travel, physical requirement, etc.) should be included in a description of your job? 

 

   

   
   

   

   
          

 
 

11. What activities do you perform only at stated periods (weekly or monthly) or at regular intervals?   
 Activity  Purpose  Interval   
     

     

     
           

12. List the specific duties you perform in the usual course of your daily work, and approximately what 
percentage of your workday you spend on each activity. (Please try to use active verbs such as type, 
file, interview, etc.)  
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An electronic version of the table can also be found under Additional Resources on 
the myUnisa module site. Go to Additional Resources. Select Workbook 03. The 
name of the document is Activity 3.13.  

 
3. Use the information gathered in question 2 to draw up a job description and job specification for this 

job.  
 

 

Activity feedback  
 
You will note that the job analysis process provides a rich source of valuable 
information. This information serves as the foundation of many other HR activities.  

 
You will remember that the main activities of the HR manager (as discussed previously) range from job 
analysis to research and problem solving. Once the job analysis has been completed, providing the HR 
manager with information on that jobs are done and the type of employees needed to do these jobs, all 
the other HR activities (for example recruitment, selection, orientation, internal staffing, performance 
appraisal, training and development) can be done. Surely this will not all be smooth sailing; some problems 
may occur. This is what we will be looking at in the next section.  
 

3.14 What job analysis problems may occur?  
Although job analysis is generally seen as one of the best tools at the HR manager's disposal, it does have 
certain drawbacks. Some of the most common of these are the employees' perceptions of the process; 
the question of how often to undertake the process. While doing a job analysis, the continuous changes in 
the organisation and its environment may subsequently lead to changes in jobs, thus making the collected 
information obsolete (outdated).  
 

 

Study "Job analysis problems" in chapter 5 in the prescribed book. 

 
Job analysts or HR managers are likely to run into problems, regardless of the size of the organisation, 
the status of employee relations and the abilities of those performing the analysis. No process can be 
entirely accurate and fully serve its purpose – job analysis is no exception.  
 
For more information about the problems with job analysis click on the link below.  

 

Problems with job analysis: http://managementstudyguide.com/job-analysis-
problems.htm  
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You may now complete activity 3.14. 
 

 

Activity 3.14 
 
Identify and discuss the various job analysis problems. How would you go about 
solving these problems?  
 

 

Activity feedback  
 
Although organisations always aim to choose the most suitable job analysis method 
in line with their unique needs, problems constantly arise.  

 
The HR manager can simplify these problems by categorising them into two groups, namely short-term 
problems (to be addressed and solved immediately) and long-term problems (to be approached 
strategically).  
 
It is always important for the HR manager to use the job analysis method most suited to his or her 
organisation. What is even more important (even vital) is what is actually done with the information 
gathered during the job analysis. This information is incorporated into its end products.  
 

3.15 Summary  
You should now realise to what extent job design can contribute to improving the employee’s work and 
productivity. You should also realise how important job analysis is and it should become clear that by 
simply conducting a proper job analysis, many of the company’s main HR problems can be solved. Job 
analysis is considered one of the most important tools of HR professionals. The data collected is used as 
a starting point in the design of most HR systems, including restructuring, HR planning, recruitment 
strategies, selection processes, training and career development programmes, performance appraisal 
systems, job design/restructuring efforts, compensation plans and health and safety requirements. A job 
analysis helps to ensure that HR systems will be professionally sound and will meet legal requirements. 

 

Reflection  

Now that we have completed the sections on job analysis, you should be able to  

• explain what job analysis is  
• explain the importance of job analysis  
• identify the components of a job 
• do a job analysis 
• plan proactively to overcome major job analysis problems   
• compile a workable job description and job specification from the job analysis process 
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Mindmap 
 
You can use the mindmap at the end of Workbook 03 in your examination preparation. 
You can also use Figure 5.6 in the prescribed book as a study aid.  

 
You have now studied job design and job analysis thoroughly; ensure that you have detailed notes on 
these before you continue. Then test your understanding of this chapter and workbook by completing the 
self-assessment questions in the next section.  
 

3.16 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  

 
Question 1  
 
Explain how a well-designed job contributes to the incumbent’s job satisfaction by  

1.1 describing the concept "job design"; and   
1.2 differentiating between the content, functions and relationships of a job. 
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Question 2 

Tshepo works part-time in a fast-food outlet. His job is to take orders from the customers, communicate 
the orders to the kitchen staff, pack the orders, record the transaction on the cash register, accept payment 
and return any change. The kitchen staff have very specific jobs – they either cook the food, prepare the 
side dishes such as salads, or do the cleaning.  
 
2.1 Would you say these jobs are motivation-intensive or specialisation-intensive? Substantiate your 

answer by describing the job scope and job depth of each job using specific examples from the 
scenario described above.  

2.2 How can these jobs be redesigned?  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 

  
Question 3  

"Before recruitment and selection can commence, a job analysis must be done for a job." Critically evaluate 
this statement by explaining the term job analysis and describing the end results of a job analysis 
exercise. How can these be used in recruitment and selection?   
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Question 4  

If Tshepo's manager wants to do a job analysis in his fast-food outlet, which steps should be followed? 
Which general methods of data collection can be used? Substantiate your answer.  
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Question 5 
 
Discuss some of the problems that Tshepo's manager may encounter during the job analysis. How can 
these problems be managed proactively?  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 6 
 
Describe the advantages and disadvantages of using interviews, observation and questionnaires for 
collecting job analysis data.  
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Question 7 
 
What is the difference between a job analysis and job description? 
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Question 8 
 
Job specialisation was the primary component of the scientific management approach developed by 
Frederick Taylor, who described management’s role in job design as a three-step process. Discuss the 
role of management in job design.  
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 

 
Question 9  
 
There are three major components of productivity: effectiveness, efficiency and utilisation. Define the 
concept productivity and briefly explain the three components. 
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Feedback  

 
Question 1  
 
The answer to this question can be found in "Designing jobs" and figure 5.1 in the prescribed book.  
 
Explain that job analysis determines how a task is performed, and that it describes the tasks, authority and 
decision-making responsibilities of the job incumbent. It also identifies working relationships with managers 
and colleagues and social relationships between the employee and work. Discuss these concepts.  
 
 
Question 2  
 
Consult the sections "Specialisation-intensive jobs" and "Motivation-intensive jobs" in the prescribed book 
to answer this question.  
 
Define the concepts "motivation-intensive jobs" and "specialisation-intensive jobs", and describe the terms 
“job scope” and “job depth”. Use this information to determine if the jobs in the fast-food outlet are 
motivation-intensive or specialisation-intensive. Illustrate your discussion with examples from the scenario.  
 
When discussing how the jobs can be redesigned, explain job rotation, enlargement and enrichment, and 
work teams. Decide which, if any, of these methods can be used in the fast-food outlet.  
 
 
Question 3 
 
This question can be answered by using the information in "The nature of job analysis" and "Product 
completion" in the prescribed book.  
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Describe the term "job analysis" and describe the documents that are the end result of a job analysis, 
namely a job description and job specification.  
 
 
Question 4 
 
See "Programme implementation" in the prescribed book to answer this question.  
 
Identify and briefly describe the steps involved in the job analysis process. Remember that the general 
and specific methods discussed in the book are data gathering methods, which represent one of the steps 
in the job analysis process. Decide which general methods of data gathering can be used in the fast-food 
outlet and substantiate your answer by describing the method and discussing its advantages and 
disadvantages.  
 
 
Question 5 
 
The answer to this question can be found in "Job analysis problems" in the prescribed book.  
 
The book discusses four difficulties that the job analyst and/or manager may encounter in the job analysis 
process. Identify and discuss these difficulties and also explain how these problems can be prevented.  
 
 
Question 6 
 
The answer to this question can be found in "Information collection" in the prescribed book.  
 
The book discusses various ways to collect information for collecting data. Discuss the different methods 
and indicate what their advantages and disadvantages are.  
 
 
Question 7 
 
The answer to this question can be found in "The nature of data analysis" and "Product completion" in the 
prescribed book.  
 
Watch the YouTube video at the link below which clearly explains the difference between job analysis and 
a job description.  
 

 

 
What is the difference between a job analysis and job description?  
https://www.youtube.com/watch?v=uULVOWjfJPQ  

 
 
Question 8 
 
Refer to “Specialisation-intensive jobs” in the prescribed book.  

You had to discuss the role of line managers in the job design process for approximately 6 marks.   
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Question 9  
 
Refer to “Productive measures” in the prescribed book. First you had to define the concept “productivity”.  
 
Secondly, you had to explain the three major components of productivity in your own words.  
 

If you were able to answer the questions easily, you can continue with Workbook 04.  
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Workbook 04  
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Contents Page 

4.1 Introduction  76 

4.2 What is recruitment?  79 

4.3 What does the recruitment process entail?  79 

4.4 Why is knowledge of the labour market important?  80 

4.5 Where can employees be obtained?  82 

4.6 How can employees be obtained?  83 

4.7 What other hiring alternatives are available?  85 

4.8 Why are recruitment and the law important?  85 

4.9 What is selection?    89 

4.10 Who makes selection decisions?  90 

4.11 Why are selection and the law important?  91 

4.12 What does the selection process entail?  92 

4.13 Summary 94 

4.14 Self-assessment  94 
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As indicated below, you are now busy with Workbook 04. 

 
 
In Workbook 03 we introduced you to job design and job analysis. If you cannot recall this, refer back to 
Workbook 03. In Workbook 03 we discussed the concepts job design, job description, job specification 
and job analysis and how these concepts fit into the human resource management (HRM) spectrum. We 
have shown you how to conduct a job analysis and how to design jobs so that employees are more 
motivated and productive at work. Lastly, you have learnt that a job description and job specification are 
important tools to have in an organisation and that they are used in many HR functions, including 
recruitment and selection. You will now see why.   
 
Let us now begin with Workbook 04. Ensure that your prescribed book is open at chapter 6. In this 
workbook our focus will be on recruitment and selection.  
 
It is important to note that you will be examined on this workbook and chapter 6 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 6), and complete the activities and self-assessment questions in your own time.  
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Key concepts  
  

 

The key concepts for this workbook are as follows:  

Application form  Interviews  Recruitment methods  

External recruitment  Medical examination  Recruitment sources  

Initial screening  Pre-employment testing  Reference checks 

Internal recruitment  Recruitment  Selection  

 

4.1 Introduction  
In Workbook 03 you were introduced to the concepts of job analysis and job design. Remember that these 
HR tools are used to determine the tasks, duties and responsibilities to be performed, the qualifications 
and abilities of the people who should perform these jobs and the way in which these jobs should be 
designed to ensure that employees are motivated and perform optimally. Once this is known, the HR 
manager can attract the necessary employees by means of recruitment. 
 
The key question therefore is:  
 
How will the necessary people (who are needed) be obtained?  

 
To grow and prosper, organisations must continuously maintain an adequate supply of people to perform 
the functions needed for the organisation to reach its goals. Recruitment involves searching for and 
obtaining qualified candidates in such numbers that the organisation can select the most suitable 
people to fulfil its job needs. A successful recruitment effort requires careful planning and coordination. 
In most organisations HR professionals do the recruiting, but recruitment can also be a joint effort with line 
management. 
 
Whether or not good quality applicants apply for vacant positions depends on many factors, for example:  

• Does the job look interesting and satisfying?  
• Do the conditions of service and salary offered look attractive?  
• Does the company have a good reputation as an employer?  
 
Before we start with the content of this workbook watch the video at the YouTube link below to understand 
how important recruitment and selection is in an organisation, and then complete activity 4.1.  
 

 

HR basics: recruitment and selection: 
https://www.youtube.com/watch?v=7TNxZclJPr4  
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Activity 4.1 
 
Read the following case study and then answer the questions that follow.   

The generation divide at Batho-Pele Air …. 

Tebogo Mashego has successfully placed an advertisement in the newspaper for vacant flight 
attendant positions. She is employed by Batho-Pele Air a local airline. The advertisement that they 
have placed in the newspaper appears below: 

Flight Attendant 

Batho-Pele Air is a local airline based in Gauteng. The company is looking for flight attendants to 
man flights between Johannesburg, Cape Town and Durban. 

You may qualify if you meet the following criteria: 

• You have work experience in a customer service environment. 

• You are between 163 cm and 183 cm in height. 

• You are able to attend a 6–7-week full-time training programme. 

• You are willing to travel. 

• You are in possession of a level 2 first-aid certificate from a recognised service provider. 

• You have your own reliable transport. 

For more information, contact May Grant on 011 456 7890 or at may.grant@batho-peleair.co.za 

Kindly submit your CV, copies of your ID and qualifications before 30 June 2015 to the e-mail 
address above or fax a copy to 086 345 6789. 

 
Tebogo has decided to make use of a panel when interviewing the possible candidates. Mary has 
been working for Batho-Pele Air and she has actually already retired. Batho-Pele Air decided to 
appoint her on a contract basis to train new flight attendants as she has vast experience, she was 
born in 1944. Sarah will also be part of the panel, she was born in 1960 and will soon retire but she 
has been part of the HR Department of Batho-Pele Air since its inception in 1979.  Three candidates 
have been shortlisted, the first is John who was born in 1990, the second candidate is Portia who was 
born in 1979 and the third is Annetjie who was born in 1983. The work of a flight attendant is very 
interesting and these people can often travel and see the world, but in today’s world and the increase 
in technology we are dealing with a variety of people who might apply for this job who comes from 
different generations.  

Source:  Human Resource Management in South Africa, Wärnich, Carrell, Elbert and Hatfield, © 2015, Cengage  
 Learning EMEA. Reproduced by permission of Cengage Learning EMEA.   

 
1. What HR process is Batho-Pele Air applying by placing such an advertisement?  

2. What is your opinion regarding the fairness of the job requirements/criteria in the advertisement? 

3. Do you think there are any problems regarding the content of the advertisement? Provide reasons 
for your answer.  

mailto:may.grant@batho-peleair.co.za
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4. If you were the HR manager of Batho-Pele Air, what are the steps you would follow after placing this 
advertisement?   

 

 

Activity feedback  
 
1. The HR manager of Batho-Pele Air is planning to place a job advertisement in a 

local newspaper to advertise the position of a flight attendant.  

This obviously means that Batho-Pele Air is looking for a new employee to fill this position. This 
process is called recruitment. It is important to take note that there are different types of recruitment 
methods (internal and external) which will be discussed later in this workbook.  
 

2. Batho-Pele Air is allowed to specify certain physical requirements such as height, due to the limited 
space in an aircraft, which makes it an inherent requirement of this particular job. The other 
requirements such as work experience, willingness to travel and so forth are directly related to the 
job’s requirements. When the mentioned factors are taken into account, the requirements/criteria in 
the advertisement are fair. 

 

3. Possible problems that might arise include the following:  
 

• There is no information in the advertisement regarding the remuneration package and/or 
benefits that the position of flight attendant offers to the successful candidate. Candidates need 
to know what the organisation offers before they can apply for the position. The current trend 
is to include a statement such as "The organisation offers market-related remuneration and 
excellent benefits".  

• In light of the labour legislation in South Africa, especially the Employment Equity Act 55 of 
1998, it might occur to you that the word "man" used in the advertisement (looking for flight 
attendants to man flights), may be regarded as sexist and chauvinistic. Recruitment is strongly 
influenced by labour legislation which needs to be taken into account when compiling an 
advertisement.  

 

4. Once the advertisement has been placed, the recruitment process is completed. The HR manager 
and her assistant will probably work through the applications to establish who they want to invite for 
pre-employment tests. They will then probably conduct interviews with the most suitable candidates 
for the flight attendant position. They may even arrange second interviews with some of the 
candidates. In some cases line management may also be involved. Lastly, they will make a job offer 
to the most suitable candidate. The candidate will then respond to the offer. The selection process 
will be discussed in detail later in this workbook.  

 
You will now begin to realise that, although the recruitment of people sounds easy, many factors influence 
the process. The HR manager has to consider issues such as legislative implications, what recruitment 
process to follow, how to do forecasting, what recruitment sources to use, what recruitment methods to 
use and also what other hiring alternatives are available to the company. These issues will become clearer 
once we have answered the questions below:  

• What is recruitment?  
• What does the recruitment process entail?  
• Why is knowledge of the labour market important?  
• Why is HR planning important?  
• Where can employees be found?  
• How can employees be found?  
• What other hiring alternatives are available?  
• Why are recruitment and the law important?  
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4.2 What is recruitment?  
The HR manager uses the recruitment function to attract people to the organisation who will be able to 
perform specific kinds of jobs effectively. Through the recruitment effort, the HR manager is able to obtain 
a pool of potential employees from which to choose the best candidates. Let us now take a look at what 
recruitment is.  
 

 

Study the introductory part of chapter 6 in the prescribed book.  

 
This section in the prescribed book introduces us to the recruitment process and its importance in the 
organisation.  
 

 

Key concept/definition 
 
Recruitment is defined as the process of acquiring applicants who are available and 
qualified to fill positions in the organisation. 

 
The applicants must satisfy the requirements of the job to be filled. The recruitment effort therefore needs 
to be based on the job analysis and job design (discussed in Workbook 03). If the HR manager does not 
have this information, the recruitment effort will be a waste of time and money. Recruitment is also not a 
simple activity carried out by the HR manager on a daily basis, but rather a complex process consisting of 
several clearly identifiable steps. Line management is also often involved in this process.  
 
In the next section we will discuss the recruitment process in more detail.  
 

4.3 What does the recruitment process entail?  
The main objective of any recruitment effort is to attract the best possible candidate. This is normally 
accomplished by following several steps, as indicated in figure 6.2 in the prescribed book. According to 
this figure, the recruitment process can be broken down as follows:  

1) Identify job openings. This is done through HR planning or by adhering to specific requests from 
managers. The recruiter also has to consider environmental influences. These environmental 
influences can be divided into factors outside the HR department but within the organisation (e.g. 
company strategy, vision and values) and factors outside the organisation but related to the labour 
market (e.g. the economy, competitors, technology and legal influences).  

2) Compile job requirements. Once the job openings have been identified, the recruiter establishes 
what each job requires in terms of the type of person needed. This is done by reviewing the job 
analysis information (particularly the job description and job specifications).  

3) Decide what recruitment sources and methods to use. A wide variety of internal and external 
sources and methods are available from which to choose.  

4) Obtain a satisfactory pool of applicants. Should the recruitment process be followed correctly by 
always taking the organisation’s unique needs into account, the result will be a successful 
recruitment effort that attracts the best possible applicants.  
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Study the "The recruitment process" in the prescribed book. 

 
For more information regarding the recruitment process consult the following web link:  
 

 

Recruitment process: http://www.sevensteprpo.com/recruitment-process 

 
By now you should be familiar with the basic steps to be followed in the recruitment process. The HR 
manager should, however, also be aware of the issues which have an impact on the recruitment process. 
These come from three main areas, namely the organisation, the recruiter and the external environment. 
Although the influence of these issues may vary from organisation to organisation, recruiters need to take 
note of the most common constraints and challenges which may include organisational policies, HR plans, 
affirmative action plans, recruiter habits, environmental conditions, job requirements, costs and incentives.  
 
As you have probably noted, the HR manager has to consider a number of important issues relating 
specifically to the labour market before the commencement of the recruitment process. These include legal 
developments (e.g. the Labour Relations Act and the Employment Equity Act), the economy, technological 
developments and their competitors.  
 

4.4 Why is knowledge of the labour market important?  
Organisations do not function in isolation. A good HR manager will always be aware of major developments 
in the labour market. All HR strategies, including those pertaining to recruitment, need to be constantly 
updated or even altered according to labour market developments.  
 
Competing organisations have to attract the best possible applicants from the labour market. The market 
is characterised by a great diversity of wage rates for the same occupation – which makes it even more 
important for the HR manager to remain in touch with labour market trends. Unfortunately, the labour 
market sometimes lacks mobility, tends to be unstructured and is mostly disorganised. The labour market 
can be divided into different segments such as managerial, clerical, professional, technical and blue-collar 
segments. These can be further subdivided into local, national and international markets.  
 

 

Study "Recruitment strategies in a diverse workforce" in the prescribed book. 

 
After you have studied this section in the prescribed book you should be able to identify and discuss the 
recruitment strategies available to HR managers to source diverse workers in South Africa.  
 
You may now complete activity 4.2.  
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Activity 4.2 
 
1. Do you think the non-traditional recruitment strategies mentioned in section 6.2 

in the prescribed book can be applied to Batho-Pele Air? Which of these 
strategies would you recommend to it?   

2. Will Batho-Pele Air really have to take into account the major trends affecting 
South Africa's diverse workforce when recruiting? Why or why not?   

 

 

Activity feedback  
 
After the election of the democratic government in South Africa in 1994, most 
organisations started to realise that the diverse workforce in South Africa would have 
to be accommodated within their organisations and also be managed properly. 

It therefore makes perfect sense in this case to utilise the non-traditional recruitment strategies mentioned 
in "Recruitment strategies in a diverse workforce" in the prescribed book when recruiting. Batho-Pele Air 
would probably not use disadvantaged training programmes, because an airline’s personnel have to be in 
excellent mental and physical condition and have to adhere to certain essential requirements due to the 
nature of their job. Batho-Pele Air could, for example, use telerecruiting for flight attendants and 
apprenticeships for mechanics that work on the aircraft’s engines.   
 
It is, however, important to first study the labour market before choosing a specific recruitment strategy. 
Trends in the labour market (e.g. high unemployment) will always influence the recruitment effort. Labour 
legislation, fluctuations in the economy, technological advancements and HR strategies of competitors are 
some of the labour market issues that may affect the recruitment process. Some of these issues may even 
render existing recruitment strategies obsolete.   
 

 

Study "Labour market information" in chapter 6 in the prescribed book. 

People most available for recruitment are  

• the unemployed 
• part-time employees, and   
• underemployed individuals  
 
Can you see the important role the labour market plays in an organisation's recruitment process?  
 
Complete activity 4.3 before you move onto the next section.  
 

 

Activity 4.3 
 
Advise Batho-Pele Air on some of the sources available within the labour market which 
it could use.  
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Activity feedback  
 
By now you should be familiar with all the labour market issues that need to be taken 
into account before the recruitment effort can actually commence.    

 
When answering the questions in this activity you should be able to advise Batho-Pele Air on some of the 
sources that they can use. When doing this you should take into account where it operates from, its specific 
operational needs, and so forth.  
 
Knowledge of these issues can play a vital role when planning for the future as we have seen in Workbook 
02. You should also now be aware of the labour market sources that are available for recruitment 
purposes, for example, part-time employees.  
 
Once management has determined the staffing requirements and taken the market issues into 
consideration, the recruitment process begins. Management first has to determine from where candidates 
will be sourced. We will discuss recruitment sources in the next section.  
 

4.5 Where can employees be obtained?  
Now that the HR manager has addressed all the relevant issues pertaining to the organisation’s staffing 
requirements, a decision has to be made about where to find employees. A convenient way of classifying 
the recruitment sources is to divide them into two categories, namely internal and external sources. Let 
us now take a closer look at these.  
 

 

Study "Recruitment sources" in chapter 6 in the prescribed book. 

 
After you have studied this section you will notice that there are a number of recruitment sources that an 
organisation can use to recruit internally and externally, and that each source has a number of advantages 
and disadvantages.  
Once you are confident that you have mastered this section, you may complete activity 4.4.  
 

 

Activity 4.4 
 
Complete the following table by identifying the advantages and disadvantages of 
internal and external recruitment. Secondly, provide examples of each recruitment 
source.    

   

 

An electronic version of the table can be found under Additional Resources. Go to 
Additional Resources and then Workbook 04. The name of the document is 
Activity 4.4. You can download this MS Word document and complete it in your own 
time. 
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Internal recruitment  Examples  

Advantages Disadvantages Examples of internal 
recruitment methods 

• Increases the morale of 
current employees 

• Unhealthy competition 
among existing employees 

• Bulletin boards   

External recruitment  Examples 

Advantages Disadvantages Examples of internal 
recruitment methods 

• Application pool is bigger  • Destroys incentive of current 
employees to strive for 
promotion 

• Direct applications  

 

 

Activity feedback  
 
Most organisations do not use only internal or only external recruitment sources but a 
combination of both to satisfy their needs.     

 
In light of the legislation and most organisations' policies Batho-Pele Air should start with internal 
recruitment efforts to provide current employees with opportunities for career advancement. Batho-Pele 
Air should also use both recruitment sources. The recruitment sources are determined by the 
organisation’s needs and goals at a particular time. For example, if Batho-Pele Air needs to recruit an 
experienced pilot for a new Boeing that it acquires, it should probably give existing staff members the 
opportunity to apply for this position prior to advertising externally. Batho-Pele Air can also advertise 
internally and externally simultaneously. In the case of a flight attendant, it should probably advertise 
internally first before embarking on external recruitment (as in the case study) to increase the pool of 
applicants and acquire new, enthusiastic employees to join the organisation. Once the sources have been 
identified, a decision has to be made about the recruitment method to be used.  
 

4.6 How can employees be obtained?  
HR managers have a number of recruitment methods at their disposal. These can be divided into internal 
and external recruitment methods. The most common method for internal recruiting is job posting, while 
those for external recruiting include campus recruiting, advertising and temporary help.  
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Study "Methods of recruitment" in chapter 6 in the prescribed book. 

 
Have you noticed the various methods that HR managers can use to source candidates? Refer to the 
figure below.  
 

 

It is advisable to use the figure to summarise the various recruitment methods for 
examination preparation. Use the figure as a point of departure and add more 
information when you compile your own summary. 

 
Once you have worked through this section you may complete activity 4.5. 

 

Activity 4.5 
 
Refer back to the case study in activity 4.1 and then answer the following questions:  

1. You are the recruitment consultant for Batho-Pele Air and have to explain to the HR manager what 
types of recruitment methods Batho-Pele Air should consider. Provide reasons why you recommend 
these methods.  

2. Which of these methods (internal and external) do you as Batho-Pele's recruitment consultant think 
are the most effective? Provide reasons for your answer.  

3.  Taking the Employment Equity Act into consideration, what type of advertising media should Batho-
Pele Air use when recruiting externally (use table 6.3 in the prescribed book)?  

 
 
 

Recruitment methods 

Internal - Job posting 

External 

- Direct applications 
- Employee referrals
- University/school campus 
recruiting 

- Recruitment agencies 
- Advertising 
- Direct mail 
- Rerecruiting 
- Radio, TV and e-recruiting
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Activity feedback  
 
You should realise that, although there are various recruitment sources and methods, 
the HR manager has to be very careful to use the appropriate source and method for       

a particular job to maximise the recruitment effort. There are also certain advantages and disadvantages 
of each type of advertising media which need to be taken into account. Although most organisations recruit 
to increase their permanent body of employees, some prefer to make use of other hiring alternatives.  
 

4.7 What other hiring alternatives are available?  
Apart from the traditional approaches with which you are now familiar, organisations can also incorporate 
a number of creative recruitment approaches such as using temporary help or leasing employees.  
 

 

Read "Hiring alternatives" in chapter 6 in the prescribed book. 

 
Have you noticed that there are various hiring alternatives to the recruitment and selection of permanent 
employees? Some of these alternatives include assigning overtime to permanent employees, using 
temporary employees or leasing employees.  
 
Complete activity 4.6 where you will learn more about how this works in practice.  
 

 

Activity 4.6 
 
Choose the best hiring alternative for Batho-Pele Air. List the reasons why this 
alternative can be used to the advantage of the organisation (remember the shortage 
of recruitment funds). 
 

 

Activity feedback  
 
You should now realise that numerous sources and methods are available to 
successfully carry out the recruitment effort within the organisation. 
          

The alternative chosen by the HR manager should always be in line with the organisational goals, financial 
constraints and labour market conditions as well as the level of the job. It is advisable to undertake a cost-
benefit analysis of the process to determine whether the recruitment effort has been beneficial to the 
organisation. Remember that we discussed this in Workbook 02. It is also important to ensure that we 
adhere to the legislation.  
 
 

4.8 Why are recruitment and the law important?  
You probably noted in the case study that Batho-Pele Air has to consider the legal implications of the 
Employment Equity Act when undertaking recruitment. This is the way to recruit the right candidates. The 
Employment Equity Act and other labour legislation play a vital role in the whole process.  
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Study "Recruitment and the law" in chapter 6 in the prescribed book. 

 
For more information regarding recruitment and the law, read the articles at the links below.  
 

 

Avoid discrimination during recruitment and selection: 
http://www.skillsportal.co.za/page/human-resource/recruitment-selection/1173340-
Avoid-discrimination-during-recruitment-and-selection#.U3M1B_mSx8E   

 
From the above you should realise how important legislation is in the recruitment and selection process.  
 
You may now complete activity 4.7. 
 

 

Activity 4.7 
 
1. Refer to the article entitled "Avoid discrimination during recruitment and 

selection" again and summarise the important aspects that relate to recruitment 
and selection.   

 

 

Activity feedback  
 
As you have probably realised by now, the Employment Equity Act is composed of 
different sections (sections 5 to 9 and section 57) which relate to recruitment and 
selection. Chapter 2 of the Act deals with unfair discrimination and has a significant  

impact on the nature and extent of recruitment and selection from a statutory point of view. It is therefore 
important that an organisation should stay in touch with the latest legislative developments and their impact 
on HR practices. The legislation would, for example, have an impact on the way in which you structure 
your questions during an interview. Would you for example discriminate against an employee if she is 
married and thinking about having children in the near future? Or if the employee’s religious preference is 
not the same as yours?  
 

 

Reflection  
 
Now that you have completed the first part of the workbook on employee 
recruitment, you should be able to   

• explain what recruitment is  
• follow specific steps, and adapt them when necessary, while recruiting  
• make use of the different recruitment strategies for a diverse workforce, and make use of the various 

labour market sources when recruiting  
• choose and implement the most effective recruitment source and method that will support the 

organisation’s special needs and goals  
• be aware of and use the different hiring alternatives when necessary  
• address the legal implications relating to the recruitment process  
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Mindmap 
 
You can use the mindmap on the next page in your examination preparation. 

 
After recruiting properly, the HR manager will have a pool of suitable candidates available. He or she 
should then choose the most suitable person for the position which needs to be filled. When the HR 
manager embarks on this he or she will be using the next tool available, namely selection.  
 
Complete activity 4.8 before you start with the next section in the workbook.  
 

 

Activity 4.8 
 
Look at your job or that of a family member or friend and answer the following 
questions:    

1. Why do you think you, your family member or friend was chosen for the job?  
2. Did you, your family member or friend have to do any of the following?  

• complete an application form  
• do certain tests  
• prepare for an interview  
• undergo a medical examination  
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3. Do you think the selection process was fair and free of discrimination?  
4. Why do you think you, your family member or friend was not successful when previously applying 

for a job?  
 

 

Activity feedback  
 
Employee selection seems simple but, as you can see from activity 4.8, the HR 
manager faces enormous challenges in choosing the right person for a specific job. 
People have different personalities, qualifications, experiences and motivation levels 
− in other words, each person is unique. Very often, it is up to the HR manager to 
choose between two or more excellent candidates for one position, keeping in mind 
that the wrong choice can often be detrimental to the organisation. 

 
Remember that you are still learning about the first main HR activity, namely that of finding human 
resources. Are you starting to see the logical sequence of the HR activities followed thus far? Let us recap. 
In order to attract the best possible employees to the organisation, the HR manager first has to analyse all 
jobs. As soon as this is done, the jobs must be designed in the most effective manner. The next step is to 
recruit as many suitable candidates as possible for these jobs. What does the HR manager now do with 
this big pool of applicants? In order to ensure that only the best qualified and suitable people are eventually 
employed, the HR manager has to choose or select the right candidate from this pool.  
 
The key question therefore is  
 
How will the right people be chosen?  

 
Because of its importance, the selection process is often regarded as the heart of an organisation’s HR 
activities. Just imagine the wasted time and money (measureable and immeasurable) when choosing the 
wrong person! There is also no doubt that the selection process can be just as expensive as recruitment 
in terms of possible legal action against the organisation if it is not undertaken correctly. The selection tool 
should be used with care.  
 
By answering the following questions the above will become clear:  

• What is selection? 
• Who makes the selection decisions?  
• Why are selection and the law important?  
• What does the selection process entail?  
 

4.9 What is selection?  
Given the large pool of candidates regularly responding to the recruitment effort, the HR manager often in 
conjunction with the line manager has to select the best candidates for the different positions. The HR 
manager therefore has a huge responsibility in predicting which people are likely to be the best performers. 
Let us take a closer look at what selection is.  
 
 
 



Workbook 04                              HRM2605/1 

90 

 

Study "Selection" in chapter 6 in the prescribed book. 

 
After a position is advertised, the HR manager reviews the applications of available, qualified individuals 
and then selects or chooses the best candidate to fill the position. 
 

 

Key concept/definition 
 
Selection is therefore defined as the process of choosing from a group of applicants 
the individual best suited for a particular position. 

 
Now that you understand exactly what selection is, you may realise that this is not an easy task. In fact, 
there is no method available which guarantees that only the best candidates will always be selected. In an 
effort to ensure that the main purpose of selection is adhered to, various people are usually involved in the 
selection decision. 
 

4.10 Who makes selection decisions?  
The HR manager, being the HR specialist, is mainly responsible for selection decisions. As a rule, 
however, the higher the position within the organisation, the greater the likelihood that the ultimate 
selection decision will be made by line mangers rather than by HR specialists. Most organisations 
centralise selection duties into a specialised organisational unit that is part of the HR department. This 
often depends on the size of the organisation. Generally, more effective selection decisions are made 
when many people are involved in the decision and when adequate information is available to those 
selecting the candidates.  
 

 

Read "An HR responsibility" in chapter 6 in the prescribed book. 

 
After you have read this section in the prescribed book you may complete activity 4.9. 
 

 

Activity 4.9 
 
Answer the following questions: 

1. Who should be involved in making the selection decisions for an organisation? 
2. Should the head of the department or line manager have a final say in who to select? Motivate your 

answer.  
 

 

Activity feedback  
 
You should have noticed that the HR department plays a vital role in the selection 
process, but they are not the only people involved. Other people such as line 
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managers might be able to give very valuable inputs and information that can also help the HR manager 
in the selection process. Selection is not always an easy task. It is further complicated by current legislation 
in South Africa.  
 

4.11 Why are selection and the law important?  
With the acceptance of the Employment Equity legislation, the Constitution and the Labour Relations Act 
the selection process has become a bit of a nightmare for most South African organisations and is not 
applied correctly in many cases. The labour legislation, especially the Employment Equity Act and the 
Labour Relations Act, have a direct impact on the selection process (interviews and tests). Take, for 
instance, the selection interview – although there is no standard list of taboo questions, the HR manager 
now has to be very careful not to ask any so-called "discriminatory questions" (e.g. pertaining to race, age 
marital status, religion, and sexual preferences). When deciding what selection tests to use or selection 
decision to make relating to a specific position, it is important not to be biased.  
  

 

Activity 4.10 
 
Read the following scenario and then discuss the answers to the questions below with 
your fellow classmates in Forum 5: Workbook 04 activities in the Discussion forum 
on the module's myUnisa site.   

 
You are the newly appointed HR manager of a large car manufacturing company in South Africa. After 
two months of finding your feet in your new position, you realise that the selection process in the 
organisation is not compliant with South African labour legislation and that discriminatory practices take 
place. You observe that people are selected based on, for example, their race, gender, culture or sexual 
orientation. Another problem is that interviews are not conducted according to labour legislation. 
Interviewees are asked irrelevant questions with regard to their marital status, whether they plan to 
have children, and so forth.  
 
For example, a very qualified and experienced mechanic applied for a position in the company’s 
workshop, but after the interview with the workshop manager she was not shortlisted because she was 
a female. You are aware that discrimination can be regarded as fair, but only in certain situations (as 
specified in the Employment Equity Act); however, the discrimination in this example does not seem 
fair. Or is it?  

 
Study the relevant section in the prescribed book before you attempt to answer the questions.  
 

 

Study "Selection and the law" in chapter 6 in the prescribed book. 

 
1. After discussing your concerns with senior management and getting their approval, you arrange a 

meeting with all the line managers as well as the HR staff in the organisation. Provide them with 
information regarding labour legislation and how it influences the selection process. Supply them 
with information regarding the do's and don’ts with regard to selection, according to labour legislation. 
The company’s policies and procedures should also be changed accordingly.   

2. Guide the HR department in preparing standard interview questions to be asked when interviewing 
job applicants for the jobs of mechanic and secretary in the organisation. By doing this they can 
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ensure that all the candidates are asked the same questions and can thus be evaluated against the 
same criteria.  

 

 

Although no formal marks will be allocated for our participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect. We will 
provide feedback to this activity in the Discussion forum once this activity has been 
completed.  

 

 

Activity feedback  
 
The Employment Equity Act states that all discrimination, both direct and indirect, is 
forbidden during the employment process. However, there are two instances where 
fair discrimination can take place, namely to take affirmative action measures   

(consistent with certain requirements) and to distinguish, exclude or prefer any person on the basis of an 
inherent requirement of a job. According to labour legislation, there are certain topics that you cannot 
explore with job applicants when interviewing them. If you do this, you are contravening the law because 
you could possibly be discriminating against the person. The bottom line is that selection criteria should 
be based on job-related issues only. 
 

4.12 What does the selection process entail?  
Now that you are aware of some of the important issues in selection, it is time to look at what the selection 
process entails. Normally, most selection processes follow a standard pattern (refer to figure 6.4 in the 
prescribed book). These steps may be altered or followed in a different sequence according to the 
organisation’s unique needs.  
 

 

Study "The selection process", "Steps in the selection process", "The selection 
decision", "Record keeping" and "Selection and technology" in chapter 6 in the 
prescribed book. 

 
After studying these sections you should have noticed the number of elements (e.g. job description and 
job specification, labour legislation and the organisation's objectives) that play a role in the selection 
process and the number of steps in the selection process. The selection process is summarised in the 
figure below.  
 

 
 

Review applicants Initial screening Application blank Psychometric 
testing 

Interview(s) Reference checks Job offer Placement 
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The selection process is one of the most critical functions in human resources because an organisation's 
effectiveness depends on its employees. It is important to note that an applicant may be rejected at any 
stage in the process. Remember to keep the labour legislation in mind when selecting a candidate. 
 
Before you continue, look at the YouTube video of a fascinating technique which this company uses to 
select its potential employees.  
 

 

Recruitment and selection process: 
https://www.youtube.com/watch?v=9Gj8QFxNOss  

 
What do you think of this approach of selecting candidates? Do you think it will work in South Africa? What 
are the potential advantages and disadvantages of such an approach?  
 
Technology is increasingly being used in the recruitment and selection of employees. For example, 
organisations are using human research information systems or HRIS (discussed in Workbook 01 and 
chapter 2) to keep record of applications, and to store résumés and the scores allocated to candidates 
during interviews. HR personnel or recruiters also make use of search engines and the internet to search 
for suitable candidates. Examples of search engines are PNet (http://www.pnet.co.za/), Best Jobs 
(www.bestjobs.co.za/) and Careerjet (www.careerjet.co.za). HR personnel and recruiters can also 
subscribe to these search engines and place their advertisements online. Remember we have discussed 
e-recruitment in section 4.6 of this workbook.   
 
Once you have thoroughly worked through these sections in the prescribed book and feel comfortable that 
you have mastered the content, you may complete activity 4.11. 
 

 

Activity 4.11 
 
1.  Use the figure in section 4.12 above to make your own detailed summary of the 

selection process and the steps in the selection process. 
2. Find examples of advertisements that have been placed on search engines like PNet and Best Jobs 

and critically analyse them. Do they adhere to the requirements of a well-designed advertisement? 
Motivate your answer. (Tip: refer to page 196 in the prescribed book).   

3. Briefly discuss the interview and pre-employment testing as a means of selecting the best candidate. 
Do you think they are reliable sources for selecting candidates? Motivate your answer.  

 

Activity feedback  
 
Remember that when an advertisement is designed it needs to adhere to certain 
requirements as set out in your prescribed book. You should have considered the 
following elements when you analysed the advertisements:  

• the attractiveness of the advertisement: Is the advertisement attractive enough to encourage suitable 
and qualified candidates to respond?    

• the information contained in the advertisement: Does the advertisement contain information about 
the company, a job title, the duties and responsibilities of the job, an indication of the salary and 
benefits that are on offer, and where the applicant must send his or her documentation and contact 
details?  
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Once potential candidates respond to the advertisement they are normally invited to attend an interview 
and undergo pre-employment testing or psychometric testing. When tests are used to determine whether 
a candidate is suitable for a job or not, they should be valid and reliable, fair and unbiased towards the 
candidate. These requirements are also stipulated in section 8 of the Employment Equity Act. The 
interview, on the other hand, is used to determine whether the applicant has the ability to perform the job, 
is motivated to be successful and whether the applicant will match the needs of the organisation. Interviews 
are sometimes subjective and all interviews are different. It is therefore the responsibility of the interviewer 
to create a good interview setting before the applicant arrives and ensure that the interview format is 
standardised.  
 

 

Reflection  
 
Now that you have completed the section on employee selection, you should be 
able to:    

• explain what selection is  
• identify all the relevant people involved in the selection decision  
• address all the legal issues throughout the selection process, follow specific steps and adapt them 

when necessary, while selecting the best candidates for various positions 

 

4.13 Summary   
You should now realise how important recruitment is. Should recruitment be neglected or handled 
incorrectly, the organisation will suffer. This point is very well illustrated in the following link:  
 

 

Recruitment and selection: https://www.youtube.com/watch?v=SYwUfCCMHvk  

Remember that the recruitment effort should aim to attract the best possible candidates to ensure a 
competent, able and effective workforce which, in turn, ensures optimal organisational goal achievement.  
 
The selection process is the heart of an organisation's HR programme. After all, the main objective of 
selection is to ensure that the best possible candidate is appointed. Once this had been done, the 
organisation can concentrate on achieving its goals. The selection process must be acceptable to all 
interested parties, including the applicants, selectors and managers, and the final decisions should be 
made in an objective manner. This will lead to a more cohesive workforce.  

4.14 Self-assessment 
 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  
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Question 1  

Differentiate between HR planning, employee recruitment and employee selection by defining each 
concept and explaining how they are used together to ensure that an organisation has sufficient staff with 
the required skills, knowledge and experience to do the work. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  
Question 2 

You are the manager of a large mining company struggling to reach its employment equity targets. The 
organisation is suffering due to the shortage of skilled labour. The HR manager holds a meeting with you, 
asking you which of the non-traditional recruitment strategies you would recommend the HR department 
implement in the organisation to address this problem.  
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Question 3  

As the HR manager of a car manufacturing company you have determined that the organisation has certain 
staffing requirements. Where will you start to fill these vacancies? In your answer refer to the recruitment 
sources that you will consider.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Question 4  

You have been working as an HR officer for a small publishing firm for three years. The owner and manager 
of the firm are young and want the organisation to be part of the information age. The owner has decided 
that instead of advertising vacancies in the printed media, the organisation will now only advertise on the 
internet. You disagree with this decision and decide to draw up a short report defending your case. Write 
a one-page report, comparing the different methods of recruitment and listing all the advantages and 
disadvantages. Also keep in mind the requirements of the Employment Equity Act in this regard. What 
would you recommend?     
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Question 5 

Your organisation has advertised a position for a sales assistant. The position requires someone with 
grade 12 and two years’ experience in an engineering environment, as well as a sound ability to speak 
English and at least one other language (the person will have to deal with customers from abroad). There 
are also employment equity targets that must be met at the end of the year. You have received more than 
300 applications, mostly from young, inexperienced school leavers. You have screened all the applications 
and assisted the sales manager in drawing up a shortlist consisting of six applicants, of whom four are not 
white. Of these four, two do not have grade 12, but have been working in sales in and engineering 
environment for more than five years. The sales manager is reluctant to include the two candidates who 
do not have grade 12, saying that you want to saddle her with someone who will not be able to do the job. 
You believe the two candidates are both suitably qualified, even though they do not have grade 12. Explain 
the concept of "suitably qualified" to her and discuss whether this would be unfair discrimination.  
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Question 6 

List the steps you would follow in the selection process for the position described above and explain the 
purpose of each step. Would you leave out any of the steps in the prescribed book? Substantiate your 
answer.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 

 
Question 7 

The interview is the most popular selection device used in companies. However, research has shown that 
the interview is low in both reliability and validity. How can you ensure the objectivity of the interviews for 
the position described above?  
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Feedback  

 
Question 1  
 
You will find the answer to this question in the introduction to chapter 6, in figures 6.1 and 6.2 in the 
prescribed book. 
 
Make sure you understand that although HR planning, recruitment and selection are all concerned with 
finding qualified workers, they are distinctly different HR activities. Make sure that you do not become 
confused. Use a table to enable you to clearly distinguish between these concepts. You will see that HR 
planning indicates whether the organisation will need to find additional employees. Recruitment is the start 
of the process of finding qualified workers. Recruitment ensures that there is a large pool of candidates for 
the company to choose from, while selection is the actual choosing of the most appropriate candidate. The 
processes complement each other; you cannot select without recruiting first and you cannot recruit without 
first determining whether you need to.  
 
 
Question 2  
 
The answer to this question can be found in “Recruitment strategies in a diverse workforce” in the 
prescribed book.  
 
While answering this question, keep in mind that most organisations using tried and trusted recruitment 
sources may struggle to meet employment equity targets. When you need to change the demographics of 
the workforce, it implies a change in the recruitment sources and strategies. Think carefully about this 
answer before you make a recommendation. As the manager, you could make recommendations like 
implementing disadvantaged training programmes in mining to help employees in designated groups meet 
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job requirements. You could also recommend learnership, apprenticeship and mentoring programmes to 
help guide employees to improve their skills and gain experience. You could also make a different 
recommendation if substantiating it sufficiently.   
 
 
Question 3 
 
You will find the answer to this question in "Recruitment sources" in the prescribed book.  
 
When answering the question you must note that as an HR manager you must decide whether a job 
opening should be filled by a person who is already employed by the organisation or by someone from 
outside the organisation. You should also discuss internal and external applicants in your answer, as well 
as provide information regarding the advantages and disadvantages of both these sources of recruitment.  
 
 
Question 4 
 
You will find the answer to this question in "Methods of recruitment" and "Recruitment and the law" and 
table 6.3 in the prescribed book.  
 
When answering this question, do not only list the advantages and disadvantages of each of the 
recruitment methods, but study them carefully and then decide which of the advantages and 
disadvantages will suit your argument best. In your answer also indicate the requirements of the law in 
terms of employment equity and advertising posts.  
 
 
Question 5 
 
You will find the answer to this question in "Selection and the law" in the prescribed book. 
 
Start this answer by clearly describing the term "suitably qualified". Then relate this to the example given, 
stating whether a person who does not have the minimum qualifications required in the job may still be 
suitably qualified. Can some of the requirements be substituted for each other? Give reasons for your 
answer. Must the company appoint someone who is not suitably qualified, simply to meet its employment 
equity targets? Will this be fair or unfair discrimination? When answering this part of the question, 
remember to distinguish between fair and unfair discrimination before you decide.  
 
 
Question 6 
 
You will find the answer to this question in "Steps in the selection process" in the prescribed book. 
 
Make sure that you answer the whole question – you must list the steps and describe the purpose of each 
step. Then decide if you would leave out any steps and why.  
 
 
Question 7 
 
The answer to this question can be found in "Interviews" in the prescribed book. 
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This question is easy to answer as all the steps to ensure the objectivity of an interview are discussed. 
When answering this question, do not only list the steps in the book, but make sure that you discuss them 
in sufficient detail to prove that you understand the process, and relate them to the example described  in 
question 4. 
 
If you were able to answer the questions easily, you can continue with Workbook 05.  
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As indicated below, you are now busy with Workbook 05.  

 
 
In Workbook 04 we introduced you to employee recruitment and selection where we have described the 
concepts recruitment and selection and discussed the recruitment and selection processes respectively. 
You should now be able to identify internal and external recruitment methods and discuss the advantages 
and disadvantages of each method. We have also discussed the importance of interviews, pre-
employment testing, medical testing and reference checks in the selection process. If you cannot recall 
this, refer back to Workbook 04.  
 
Let us now begin with Workbook 05. Please ensure that your prescribed book is open at chapter 7. In this 
workbook our focus will be on employee onboarding, motivation and retention.  
 
It is important to note that you will be examined on this workbook and chapter 7 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 7), and complete the activities and self-assessment questions.  
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Key concepts 
  

  

The key concepts for this workbook are as follows:  

Motivation   Orientation  Onboarding  Psychological contract 
 

5.1 Introduction  
Recruiting and selecting human resources are only the initial stages in building an effective workforce. 
Once the HR manager has decided who to appoint, a conscious effort has to be made to successfully 
integrate these new employees into their new work environment. The sooner employees are familiar with 
their job and job environment, the sooner they can function optimally.  
 
The key question therefore is:  
 
How can employees be successfully integrated into the organisation, motivated and retained?  

 
If an employee's potential is to be utilised to the maximum he or she will require training and continual 
development. The training of employees should in fact be viewed as a process that starts with their initial 
integration into the organisation and continues throughout their employment. 
 
Complete activity 5.1 before we start with the theory of this workbook.  
 

 

Activity 5.1 
 
Read the following scenario and then discuss the answers to the questions below with 
your fellow students in Forum 6: Workbook 05 activities in the Discussion forum 
on the module's myUnisa site. 

 
The recruitment and selection process has been finalised and Jackson Dube is reporting for work at a 
large food manufacturing company in Johannesburg. Jackson and his new manager, Lizzie Mashiane, 
have different views of what should constitute Jackson's first day on the job.  
 
Jackson Dube 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 20 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 Jackson 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 will be 
doing today".  
 
As Lizzie Mashiane 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 have got the public relations director from the Cape 
Town branch coming in. What will I do with Jackson Dube? He will probably keep me busy the whole 
morning. Maybe I can have Alison Gilbert take care of him. She is good at breaking in new people". 
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Questions:  
 
1. What is Jackson Dube's academic and occupational history?  
2. What is the atmosphere in the marketing department like?  
3. How do you think Jackson's first day will influence his desire to remain with the company? 

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

your answer.  
5.  Do you think this will influence the motivation of staff?  
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect.  

 

 

Activity feedback  
 
Jackson Dube and Lizzy Mashiane obviously have conflicting feelings about his first 
day on the job. There seems to be confusion about the integration of new employees 
into the department. You should have noted the following when answering the 
questions in activity 5.1: 

 
1. Until recently, Jackson Dube was a full-time university student. Although he apparently has some 

part-time experience, this is his first full-time job. Jackson can therefore be regarded as a BCom 
(Marketing) student reporting for his first "real" job.  

2. The marketing department consists of ten people who have been with the food manufacturing 
company for between five and 20 years. Over the years, the group has become very close and has 
established a good working relationship. The arrival of a newcomer could therefore be regarded as 
an intrusion. They all have several duties to perform and are under quite a lot of pressure. It seems 
that the members of the marketing department as well as Jackson's new manager, firstly, do not 
have time to spare for new employees and, secondly, do not really know exactly what to do with 
them. Jackson's new boss Lizzy Mashiane is even thinking of delegating the "breaking in" of Jackson 
Dube to one of his colleagues, Alison Gilbert.  

3. In many instances a bad experience such as no orientation programme contributes to low motivation 
and high labour turnover. Jackson may leave especially because he is not very satisfied with his 
pay.  

4. The food manufacturing company 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.  

5. The people will not feel very motivated and this will ultimately influence their productivity.  
 
By now it should be obvious to you that orientation plays a very important role in human resource 
management (HRM). Orientation also influences motivation and retention. Just look at the problems 
Jackson Dube has to cope with on his first day at work. His first impressions will definitely not be very 
positive – in fact the lack of proper orientation could even demotivate him. In order to understand what 
orientation entails and how it can contribute to the immediate utilisation of new employees, the following 
issues need to be addressed:  

• What is orientation and onboarding?  
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• What are the objectives of orientation and onboarding?  
• What are the benefits of orientation and onboarding?  
• What causes ineffective orientation and onboarding?  
• Who is responsible for orientation and onboarding?  
• How should the orientation and onboarding programme be planned and designed?  
• How should the orientation and onboarding process be implemented?  
• How can staff be motivated?  
• What can the company do to ensure staff retention?  

 
 

5.2 What is orientation and onboarding?  
Lizzy Mashiane (in the scenario in activity 5.1) sees orientation as the "breaking in" of new employees. 
This is actually quite an accurate description. New employees need to become familiar with various 
aspects of the organisation and their jobs. They must also be integrated into the organisational culture – 
every organisation has its own unique culture. The socialisation process ensures that new employees 
become effective and productive as soon as possible. This process is known as orientation.  
 
Onboarding on the other hand starts even before the employee joins the organisation and continues for 
several months. Onboarding is aimed at developing the employee's behaviours that will ensure long-term 
success and commitment of the employee to the organisation. Onboarding is therefore a lengthy process 
and lasts for several months, whereas orientation has a more short-term focus and a shorter time frame.  
 

 

Key concepts/definitions 
 
Onboarding is defined as the process that starts before the employee joins the 
organisation and continues for several months and it aims to develop employee 
behaviours that will ensure the long-term success and commitment of the employee 
to the organisation.  
 
Orientation is defined as the process of integrating the new employee into the 
organisation and acquainting them with the details and requirements of the job.  

 
 

 

Study the introductory part of chapter 7 in the prescribed book. 

 
Once you have studied the above-mentioned section in the prescribed book watch the YouTube video 
below which provides you with a practical example of the importance of orientation and onboarding, and 
how not to orient a new employee.  
 

 

What is onboarding?  
https://www.youtube.com/watch?v=xE15eHl1aXA&index=4&list=PLXXZRTAaPGMOtp
ozBWJVzlAkc-O0j72sX  

Employee onboarding:  
https://www.youtube.com/watch?v=OxWj7Z_2jOY 
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How not to orient a new employee:  
https://www.youtube.com/watch?v=0vAq-_R-EiI  
 
In summary, the orientation and onboarding 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. However, to succeed the orientation process needs to be planned and 
implemented carefully, keeping its main objectives in mind.  
 
 

5.3 What are the objectives of orientation and onboarding?  
You should realise now that it is necessary for the new employee to be introduced to his or her new job 
and organisation. Why is this necessary and what are the objectives of this orientation process?  
 

 

Study "Purposes of onboarding and orientation" in chapter 7 in the prescribed 
book. 

 
From the section in the prescribed book you should realise that the main objective of orientation and 
onboarding is to integrate the new employees into the organisation so that they can become an effective 
employee as soon as possible.  
 
You can now complete activity 5.2. 
 

 

Activity 5.2 
 
Read the scenario in activity 5.1 again and then answer the following questions:  

1. Concentrate on the questions Jackson Dube asks himself. Do you think proper orientation and 
onboarding would be able to address all of Jackson's questions?  

2. Do you think all the orientation objectives listed in the "Purposes of onboarding and orientation" in 
chapter 7 of the prescribed book are applicable to Jackson Dube's organisation? Give reasons for 
your answer.  

 

 

Activity feedback  
 
The main objective of orientation is thus 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) human resource tool. Organisations like the one 
Jackson Dube is working for should realise that proper orientation will ultimately benefit both the 
organisation and the new employee.  
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5.4 What are the benefits of orientation and onboarding?  
If the main objective of orientation is to effectively integrate new employees into the organisation, what are 
the benefits of this effective integration?  
 

 

Study "Benefits of orientation" in chapter 7 in the prescribed book. 

 
An effective orientation programme will not only reduce the adjustment problems of new employees, but 
will also improve the employees' job satisfaction and motivation and reduce labour turnover and 
absenteeism.  
 
Complete activity 5.3. 
 

 

Activity 5.3 
 
Assume you are the HR manager of an electrical engineering company that has no 
orientation programme for new employees. The CEO is very conservative and feels  

that orientation is a waste of time, money and energy. You are aware of the damage that this lack of 
orientation can possibly do to the company, 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 benefit 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  

   

   

   

   

  
 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 05. The name of the document is 
Activity 5.3. You can download the MS Word document and complete it in your own 
time. 
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Activity feedback  
 
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 note the reason for the lack of effective orientation in organisations.  
 

5.5 What causes ineffective orientation and onboarding?  
You would probably agree that there is a correct and incorrect way of introducing new employees to the 
organisation and their jobs. Let us know identify the causes of ineffective orientation.  
 

 

Study the "Reasons for the lack of effective onboarding and orientation" in 
chapter 7 in the prescribed book. 

 
If attention is not paid to proper onboarding it can have a huge impact on the organisation and may lead 
to resignations, staff turnover, lack of motivation and a decrease in productivity.  
 

 

Activity 5.4 
 
Remember the video that you watched in section 5.2 of this workbook that dealt with 
How not to orient a new employee? If not, we suggest that you watch it now. Click 
on the link https://www.youtube.com/watch?v=0vAq-_R-EiI again.  

 
1. What do you think is the main reasons for an ineffective orientation and onboarding programme at 

this organisation in the video?  
2. Provide suggestions to the company about how these can be prevented.  
 

 

Activity feedback  
 
A good HR manager will ensure that the orientation process remains effective by 
regularly monitoring the stakeholders involved in the implementation of the process in 
the organisation. 

  
The orientation objectives should therefore be clear, relevant and continuously updated, and certain 
people in the organisation should be given the responsibility for the effective implementation of the 
orientation process.  
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5.6 Who is responsible for orientation and onboarding?  
You have probably started to wonder who should be responsible for orientation and onboarding. Obviously, 
for orientation and onboarding to be effective, the people responsible for it should be aware of this 
responsibility and be able to execute this responsibility properly.  
 

 

Study the "Responsibility for onboarding and orientation", "Who should be 
exposed to onboarding and orientation?", "The scope of orientation" and "How 
long should the orientation training be" in chapter 7 in the prescribed book. 

 
After studying the above-mentioned sections in the prescribed book you should have realised that 

• a number of people are involved in the implementation of the orientation programme, for example 
the supervisor, the head of the department, the HR department and the new employees. The number 
of people involved in orientation will also depend on the size of the organisation.  

• there are many categories of employees who will benefit from onboarding and orientation, namely 
new employees, transferred/promoted employees and current employees.  

• orientation are offered on two distinct levels: general organisation orientation and specific 
departmental orientation.  

 
Once you have studied and understand the above-mentioned sections in the prescribed book, you may 
continue with activity 5.5 below.  
 

 

Activity 5.5 
 
1.  Complete the following table: 

Person responsible for orientation  Role or responsibility  

1. The supervisor  • Introduce new employee to co-workers.  
• Explain job duties and responsibilities, as well 

as policies and rules.  

2.   
 

3.   
   

4.   
 

5.   
 

6.   
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An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 05. The name of the document is 
Activity 5.5. You can download the MS Word document and complete it in your own 
time. 

 
2. Who should accept responsibility for the orientation of Jackson Dube? What role should this person 

(or people) play?  
 

 

Activity feedback  
 
To ensure a well-integrated orientation programme, cooperation between line 
management and staff is absolutely essential. The HR department has to plan and 
coordinate the orientation programme, train line managers to effectively perform their 
orientation responsibilities and ensure that the entire orientation process is carried out 
according to plan.  

 
You will also note in "Scope of orientation" in chapter 7 of the prescribed book that the scope of orientation 
training may range from general organisational orientation (usually the responsibility of the HR manager) 
to specific departmental orientation (usually the responsibility of the line manager).  
 
At a general orientation level, the HRM department is responsible for providing new employees with 
information about conditions of employment, pay, benefits and other areas that are not the line manager's 
responsibility. The line manager, on the other hand, is responsible for introducing new employees to their 
co-workers and briefly informing them about their job duties and responsibilities. The line manager thus 
plays an important role in reducing the "first-day jitters" of employees while channelling their enthusiasm 
into productive activities. The orientation programme must be properly coordinated at these two levels to 
avoid any overlap. 
  
The question could also be asked whether it is only new employees who should receive orientation. If you 
refer to "Who should be given orientation training?" in the prescribed book, you will see that this is not the 
case. Orientation programmes should also be designed for "not so new" employees, for example, those 
who are transferred or even promoted. This may be necessary because of organisational change, altered 
managerial styles, new communication methods or new organisational structures. Organisations tend to 
continuously grow and change, making it necessary for managers, line managers and employees to 
always be prepared for new and more demanding assignments. Thus, to be successful in their jobs they, 
like new employees, should undergo orientation.  
 
You will probably agree that the new employee can obtain valuable information from the formal orientation 
programme. However, it is during the informal orientation process, while interacting with colleagues, that 
new employees can obtain really useful information which will ultimately help them to become productive 
and satisfied employees.  
 
What about the duration of orientation? This will be determined by the time it takes to become effective on 
the job and to learn and understand new activities. Both the HR manager and line manager are responsible 
for seeing that enough time is allocated to the different tasks to be performed during the orientation 
process. An effort should be made not to overwhelm employees with too much information to absorb in 
too short a time. Employees should also not be required to perform tasks without first receiving proper 
instructions or training – this could discourage them. It is clear therefore that the orientation process needs 
to be properly planned and designed.  
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5.7 How should the orientation and onboarding programme be planned 
and designed?  

Once the objectives of orientation and the people responsible for it are known, the next obvious step is to 
plan and design the orientation programme. Let us take a look at how this is done.  
 

 

Study the "Planning an orientation programme" and "Designing an orientation 
programme" in chapter 7 in the prescribed book. 

 
First of all, there are various factors that need to be taken into consideration before an orientation 
programme is developed, for example the orientation policy, budget, and time needed to plan and 
implement the programme. Once these factors have been taken into consideration you can start designing 
your orientation programme.  
 
You may now complete activity 5.6. 
 

 

Activity 5.6 
 
Remember Jackson Dube from activity 5.1? Assume that you have been appointed as 
the HR officer responsible for Jackson Dube's department. After making a few 
enquiries, you realise that the organisation never formally planned or designed an 
orientation programme.  

 
List the most important factors to consider when planning and designing an orientation programme for 
Jackson Dube.  
 

 

Activity 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 (this is certainly the case with Jackson Dube). 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.  
 

5.8 How should the orientation and onboarding process be implemented?  
The HR manager must realise that orientation actually commences before the employee's first day at work. 
Jackson Dube did not have a lot of information about his new organisation or his new job when he reported 
for work on his first day. A proper orientation and onboarding programme could have improved Jackson's 
situation drastically.  
 

 

Study the "Implementing the onboarding process and orientation programme" 
in chapter 7 in the prescribed book. 
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As indicated in the YouTube video (https://www.youtube.com/watch?v=OxWj7Z_2jOY) in section 5.2 in 
this workbook and section 7.12 in the prescribed book, onboarding should start long before the new 
employee joins the organisation and orientation usually starts on the first day. Various factors (such as 
company documentation, corporate branding and the employment contract) have an impact on the manner 
in which the newcomer perceives the organisation. It is therefore important to plan and implement your 
onboarding programme effectively. The prescribed book lists a few steps that you can follow when 
implementing an onboarding and orientation programme. These include for example drafting a welcome 
pack and briefing the existing employees about the new employee.  
  
Click on the link below for more information on how to successfully implement an onboarding process and 
orientation programme:  
 

 

Successful onboarding for new employee: 
https://www.youtube.com/watch?v=_PmBV4gykIc  

 
Have you noticed the important information that a newcomer will need to do their job effectively and 
efficiently? Can you think of anything else that needs to be included in an onboarding programme?  
 
Once you have worked through this section you may complete activity 5.7.  
 

 

Activity 5.7 
 
Summarise the steps that you would take when implementing the onboarding process 
and orientation programme. Make use of a mind map to assist you with this activity.  

 

5.9 What is motivation and what motivation theories exist?  
To understand job design better, it is important to take note of the history of job design (refer back to 
Workbook 03). 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.  
 
The first question that we should perhaps ask is – What is motivation?  
 

 

What is motivation?  
 
• https://www.youtube.com/watch?v=SnYrO3N21s8  
• http://www.successconsciousness.com/strengthen_motivation.htm  

 

 

Key concepts/definitions 
 
Motivation is the force that energises behaviour, gives direction to behaviour and 
underlies the human tendency to persist, even in the face of obstacles. It is therefore, 
the inner power that drives us towards taking action and achieving goals.  
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Study the "Motivation" in chapter 7 in the prescribed book. 

 
Various motivation theories have been developed, for example Maslow's hierarchy of needs, Alderfer's 
ERG theory and McClelland's achievement motivation.  
 
Once you have read through section 7.15 in the prescribed book and understand what each motivation 
theory entails you may complete activity 5.8. 
 

 

Activity 5.8 
 
Complete the following table regarding the six motivation theories.  

 Motivation theory Summary of the motivation 
theory 

Motivation theory no. 1  Maslow's hierarchy of needs  

 
 
 
 
 
 
 

Motivation theory no. 2  

 
 
 
 
 
 
 

Motivation theory no. 3  

 
 
 
 
 
 
 
 

Motivation theory no. 4  
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Motivation theory no. 5  

 
 
 
 
 
 
 

Motivation theory no. 6  

 
 
 
 
 
 
 

 

 

An electronic version of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 05. The name of the document is 
Activity 5.8.  

 

Activity feedback  

You will notice that the motivation theories all have different beliefs, each emphasising 
a different motivational aspect. This information is very valuable to HR managers in  

their quest to motivate employees. The HR manager uses this information when jobs are designed to cater 
for employees' personal needs and, most importantly, to ensure optimal organisational goal achievement.  

Our 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 
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 HRM department.  

How would you motivate the employees reporting to you? Think about your team – what would work best 
for each team member? Here are some tips for you.  

 

5 Tips for motivating employees :  
https://www.forbes.com/sites/lisaquast/2012/01/10/5-tips-for-motivating-
employees/#47fe2bd439a0  

 

5.10 What is the relationship between the individual and the organisation?  
You should now realise that individuals can only perform well in an organisation if they are motivated. This 
also implies that their goals should be integrated with that of the organisation.  

 

Study the "Individual/organisational relationship" in chapter 7 in the prescribed 
book. 
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In this section the psychological contact, defined as the unwritten expectations/obligations employees 
and employers have about the nature of their work relationships, is discussed. A psychological contract 
therefore lays the foundation of employment relationships and involves the employees' beliefs about what 
they are entitled to receive or should receive, because they see it as the employer's promise to them.  
 
Once you have read through section 7.16 in the prescribed book and mastered its contents, you may 
complete activity 5.9. 
 

 

Activity 5.9 
 
1.  Access Forum 6: Workbook 05 in the Discussion forum in your myUnisa 

module site and discuss the questions below with your fellow students.  

1.1. What is a psychological contract?  
1.2. What is the purpose of a psychological contract? 
1.3. Can a psychological contract be violated? Substantiate your answer.  
1.4. Can psychological contracts change? Substantiate your answer. 
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect.  

 
2. Briefly summarise the differences between the old and new psychological contracts in the table 

below.  
 
 
 

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.  

•  
 

•  

•  
 

•  

•  
 

•  

•  
 

•  

 
 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 05. The name of the document is 
Activity 5.9.  
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Activity feedback: Question 1  
 
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 perception 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 promise 
is kept by the employer, he gains 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 a company relocates or when it 
retrenches staff the contract will change. This implies that the relationship 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.  

You may now wonder what all of this implies. A sound psychological contract can lead to motivated staff 
who can function optimally. But this may not always be the case and the contract could sometimes be 
violated. You could say that a contract can be used to predict individual's behaviour. The next question 
now is how to retain employees.  
 

5.11 How can we retain employees?  
You will probably agree that the recruitment and selection process is expensive and very time-consuming. 
Once staff members are appointed and the orientation and onboarding has started, it is important to ensure 
that we retain these people to avoid duplicating the time and money already spent on this process.  
 
For more information on how to retain your employees click on the links below:  
 

 

10 Ways to retain your best employees: 
http://www.bizjournals.com/bizjournals/how-to/growth-strategies/2014/02/imitate-
fortunes-100-best-companies.html?page=all  

Employee retention – How to retain employees:  
http://guides.wsj.com/small-business/hiring-and-managing-employees/how-to-retain-employees/  
 
Why good employees leave – and how to retain more of them: 
http://www.reliableplant.com/Read/8165/good-employees-retain  
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Study the "Retention of human resources" in chapter 7 in the prescribed book. 

 
Keeping in mind what you have read in the articles above and the theory in the prescribed book, complete 
activity 5.10. 
 

 

Activity 5.10 
 
Read the following scenario and then answer the questions that follow. 

You are the owner of a medium-sized bakery and you have employed a new kitchen manager. What 
do you expect of your new employee? If you put yourself in the new employee's shoes, what does he 
or she expect from the employment relationship?  

 
Keeping in mind the information that you have learnt in section 7.16 and 7.17, complete the following table:  
 
 
 

Your expectations as employer  The employee's expectations  

•  •  
 

•  
 

•  

•  
 

•  

•  
 

•  

•  
 

•  

 
 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 05. The name of the document is 
Activity 5.10. 

 

 

Activity feedback  
 
As an employer you probably expect your new employee to work certain hours, be 
loyal, produce certain outputs, treat clients and colleagues with respect, and so forth. 
  

On the other hand, your new kitchen manager probably expects you to train him/her, pay an equitable 
salary, reward special achievements, and so on. You should realise that these expectations will differ from 
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employee to employee. For instance, your brother or sister or a friend may have other expectations while 
certain expectation may be the same. When you are closer to retirement or when you start a new job, your 
expectations will also differ from those you currently hold.  
 
The HR manager should continuously evaluate the orientation process to determine whether the 
programme is successful and effective (refer to "Evaluation of the orientation programme" in the prescribed 
book). Very useful information can be obtained from this evaluation, after which the process can be 
adapted to minimise gaps and address issues needing attention.  
 

5.12 Summary  
Now that you are familiar with some of the steps the HR manager has to take to attract new employees to 
the organisation, you will no doubt agree that the orientation and onboarding of new employees play 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 training time workers will be exposed to in their new 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 and onboarding programmes is 
at the supervisory level. Even when the HR department has designed an effective orientation programme 
and trained supervisors to play their part, orientation and onboarding may still fail. We have looked at 
resources to ensure the success of orientation. What is also important is that organisations constantly 
monitor the impact and adapt and change their programmes to fit the ever-changing need of the 
organisation and the workforce. As you are aware different generations exist in the workplace. Do you 
think this will also have an impact on orientation? In Workbook 09 you will learn more about compensation 
and benefits; you probably realised when you worked through Workbook 05 that motivation is also closely 
related to compensation and rewards.  
 

 

Reflection  
 
Now that you have completed this workbook, you should be able to  

•    explain what orientation and onboarding is and why it is important  
• discuss the objectives of orientation and onboarding 
• discuss the benefits of orientation and onboarding  
• identify the causes of ineffective orientation and onboarding  
• explain who is responsible for orientation and onboarding 
• describe how the orientation and onboarding programme should be designed and implemented  
• define motivation and discuss the theories of motivation  
• define the psychological contract and discuss its practical implications  
• explain how employees can be retained  
 
To test your understanding of this chapter and workbook complete the self-assessment questions in the 
next section.  
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5.13 Self-assessment 
  

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  

 
Question 1  
 
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 or onboarding 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 and onboarding programme can have on the employees and on your 
firm. What are the possible reasons for the lack of effective orientation and onboarding in the law firm that 
you work for?  
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Question 2 

Mary and Paul are arguing about the orientation of a new employee in the production department. Paul 
believes that the orientation of new 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 or her colleagues and familiarise him or her with the rules and 
regulations of the company. Mary can still remember her own first day at the office three years ago, when 
there was no office available, no one know she was coming and no one 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.  

Who is right? Who should be responsible for the orientation of new staff? 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?  
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Question 4  
 
Critically evaluate the statement "Pay increases do not solve motivation problems" by defining the concept 
of motivation and explaining what motivates people. It is not necessary to discuss motivational theories.  
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Question 5 
 
Explain how psychological contracts define employment relationships and manage expectations, and also 
how the violation of such a contract can influence employee behaviour. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 6 
 
Andrew is a 45 year 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.  
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Question 7 
 
The bank has recently started a retrenchment programme which includes offering early retirement 
packages to staff from 50 years of age and older. How will this change the bank's relationship with its 
employees?  
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Feedback  

 
Question 1  
 
The answer to this question can be found in "Reasons for the lack of effective 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" 
and "Approaches to orientation" in the prescribed book to answer this question.  
 
Use a definition of the concept of 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.  
 
Decide who (Mary or Paul) is right based on the information provided in the workbook and prescribed book 
and then describe the responsibility of the supervisor, head of department, human resource 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 orientation 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.  
 
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.  
 
 
Question 4 
 
Use "Motivation" in the prescribed book to answer this question.  
 
When you read this section you will see that it discusses two very different points of view – that of the 
"behaviourists" and that of the "antibehaviourists". To answer this question successfully, you have to 
discuss and compare these two points of view. You then have critically evaluate the issue and give an 
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opinion – do you agree with the statement or not? Remember to mention whether you agree or disagree 
with the statement. If you neglect to do this you will lose one mark. What follows here is an indication of 
how the answer should be approached. Remember that this is not a complete answer and if such a 
question is asked in the exam, you will have to discuss the two points of view in more detail.  
 
There is debate over the roots of human motivation. Behaviourists believe motivation is the product of 
consequences and they promote the use of reinforcers such as promotions and salary increases as 
incentives to improve performance. They believe money means different things to different people and 
monetary motivation is a complicated process. 
 
The antibehaviourists believe that money will not make employees happy and may even become a 
negative factor in motivation. This can happen when the task becomes secondary to the incentive and is 
seen as something that must be endured to receive the incentive. Such incentives work only for a short 
time. At some stage employees require an incentive (motivation) closer to their sense of themselves or 
they will be motivated. They prefer natural rewards, such as the opportunity to do their best, work in teams, 
variety and a sense of worthwhile work and as much choice as possible in what they do and how they 
work.  
 
The reality is that different situations produce different motivational requirements and the best path for 
managers to take depends on a balance of both types of reward. Diagnose employees' efforts, abilities 
and expectations and then decide on the appropriate reward.  
 
 
Question 5 
 
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 behaviour 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 6 
 
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).  
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Question 7 
 
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.  
 

If you were able to answer the questions easily, you may continue with Workbook 06. However, 
if you experienced difficulty in answering the questions, you should first do some revision before 
you continue with the next workbook where we will address internal staffing and career 
management issues.  
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As indicated below, you are now busy with Workbook 06. 

 
 
In Workbook 05 we introduced you to employee onboarding, motivation and retention. We discussed the 
concepts onboarding and orientation, as well as the purpose and benefits thereof. We looked at the 
planning considerations that need to be taken into account when planning an orientation programme and 
how the orientation and onboarding process should be implemented to be successful. You were introduced 
to motivation and the various theories of motivation; and the importance of a psychological contract. Lastly, 
we determined how employees should be retained. If you cannot recall this, refer back to Workbook 05.  
 
Let us now begin with Workbook 06. Please ensure that your prescribed book is open at chapter 8. In this 
workbook our focus will be on internal staffing and career management.  
 
It is important to note that you will be examined on this workbook and chapter 8 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 8), and complete the activities and self-assessment questions.  
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Key concepts 
  

  

The key concepts for this workbook are as follows:  

Career counselling Demotion  Layoff Transfer  

Career ladder Downsizing  Promotion   

Career plateau  Internal staffing  Selection ratio   

 

6.1 Introduction  
Remember that you are still learning about the first major human resource management (HRM) activity, 
namely attracting human resources. Where does internal staffing fit in? To briefly summarise: the HR 
manager first analyses the different jobs to be done (Workbook 03), designs these jobs properly (Workbook 
03), embarks on a recruitment effort to attract the best possible candidates – mainly outside candidates 
(Workbook 04), chooses the right people for the various jobs (Workbook 04) and successfully integrates 
these employees into the organisation (Workbook 05).  
 
However, should 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). Staffing decisions therefore do not only determine who enters and 
leaves the organisation, but also how employees move between jobs within the organisation.  
 
The key question therefore is:  
 

How can existing employees be managed to the advantage of the organisation? 

 
Imagine how demotivated you would feel if all vacant positions higher than yours were continuously filled 
by people from outside the organisation? Should existing employees know that they will also be considered 
for vacant positions, greater effectiveness, productivity and job satisfaction will be achieved? 
 
Effective internal staffing practices therefore to some extent help to find high-quality employees or attract 
them to the organisation, and to a large extent help to retain them by satisfying both their short-term and 
long-term career needs. 
 
Most organisations have to continuously manage their existing workforce. The HR manager cannot 
therefore simply place the right person in the right position and leave it at that – existing employees have 
to be constantly managed. Internal staffing is an excellent HR tool to do just that. You should now begin 
to realise that existing employees need to be "moved around" between jobs, departments or even divisions 
of the organisation situated in different provinces or countries. This internal movement contributes to 
improved performance, high job satisfaction and better productivity. To understand exactly what internal 
staffing entails, the following questions need to be asked:  

• What is internal staffing?  
• Why should internal staffing programmes be designed properly?  
• What factors influence internal staffing decisions?  
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• What are the advantages of internal staffing?  
• What types of internal staffing strategies are available?  
• What types of internal staffing moves are possible?  
• What challenges do companies face when moving their employees between different international 

operations?  

 

6.2 What is internal staffing? 
You will probably agree that most people will not be satisfied with doing the same type of job year in and 
year out – we all want to grow, develop and move upward in the corporate world. This presents a great 
challenge to the HR manager. It is the HR manager who has 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. He 
or she will therefore have to design an internal staffing programme which will ensure organisational 
flexibility and competitiveness.  
 

 

Read the introductory part of chapter 8 in the prescribed book.  

 
In this section you were introduced to the concept internal staffing, namely the proper placement of 
individuals within the organisation. Internal staffing is an important component of talent management and 
is mainly the responsibility of the HR department. If this process is managed correctly it could lead to an 
increase in employee motivation and satisfaction, and the attainment of the organisation's goals.  
 
Once you are confident that you understand this section you may complete activity 6.1. 

 

Activity 6.1 
 
Access Forum 7: Workbook 06 in the Discussion forum on your myUnisa module 
site and discuss the questions below with your fellow students.  

1. What do you understand by the concept "the movement of employees"?  
2. What are the objectives of effective internal staffing plans, policies and procedures?  
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect.  

 

Activity feedback  

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

6.3 Why should internal staffing programmes be designed properly?  
It is obvious that all employees want to be satisfied with their jobs. Proper internal staffing programmes 
not only contribute to this but also provide the HR manager with a control mechanism. All internal 
movements, be they transfers, resignations, layoffs or retirement, can therefore be coordinated and 
properly managed when a plan is available.  
 

 

Study "Reasons underlying the design of a proper internal staffing programme" 
in chapter 8 in the prescribed book.  

 
A number of reasons why it is important to design a proper internal staffing programme can be identified. 
These include, for example,  

• employee dissatisfaction 
• increasing concerns with job security  
• changing employee attitudes and concerns  
• employment equity issues    
• a labour union presence  
 
Now complete activity 6.2 where you will learn more about how this works in practice.  
 

 

Activity 6.2 
 
Read the following scenario and then answer the questions that follow: 
 

You were recently appointed as an HR officer at Prime Properties. Even though Sibongile Sikhosana 
has welcomed you with open arms, you still have to convince Sibongile that a popper internal staffing 
programme is needed. Sibongile has, however, made it clear that she is not interested in developing 
any "programme". The only thing she is interested in is solving the current problems at the company.  

 
Prepare a presentation in which you explain the reasons for a proper internal staffing programme to 
Sibongile. Be sure to emphasise the positive contribution such a programme could make in solving her 
problems.  
 

 

Activity feedback  
 
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. Employers, however, do not always have a 
free hand in making internal staffing decisions. They are sometimes either helped or hindered by a number 
of factors.  
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6.4 What factors influence internal staffing decisions?  
The HR manager’s tasks would be much easier if people were more like machines and if the organisation 
and its environment remained the same. This is unfortunately not true. People can think, make decisions 
and – like the organisation and its environment – change continuously.  
 

 

Study "Factors influencing staffing decisions" in chapter 8 in the prescribed 
book.  

 
Were you able to identify the factors that influence staffing decisions in an organisation? If so complete 
activity 6.3. 
 

 

Activity 6.3 
 
What factors can influence internal staffing decisions? Briefly explain and give an 
example of each factor. The table below will assist you in answering this activity.  
 

 
Factor Description of the factor  Example of the factor  

 
 

  

 
 

  

 
 

  

 
 

  

 
 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources and then select Workbook 06. The name of the document 
is Activity 6.3. You can download the MS Word document and complete it in your 
own time. 

 

 
Activity feedback  
 
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. For example, employees themselves change, develop, grow older, misbehave, do not 
perform satisfactorily or resign. It therefore makes sense that the HR manager should be prepared for all 
these changes by having a proper internal staffing programme ready.  
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6.5 What are the advantages of internal staffing?  
Internal staffing has many advantages, both for the organisation and the employee. Placing the right 
person in the right job will not only contribute 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.  
 

 

Study "Advantages of internal staffing" and read "Requirements for effective 
internal staffing" in chapter 8 in the prescribed book.  

 
You will notice that internal staffing has a number of potential advantages for both the employee and 
employer if it is implemented successfully.  
 
After you have studied section 8.3 and read through section 8.4 in the prescribed book, you may complete 
activity 6.4. 
 

 

Activity 6.4 
 
Access Forum 7: Workbook 06 in the Discussion forum on your myUnisa module 
site and discuss the questions below with your fellow classmates.  

1. Explain to your fellow classmates what the advantages of a proper internal staffing programme are.  
2. List the most important requirements for effective internal staffing.    
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect. 

 

 
Activity feedback  
 
The success of any internal staffing programme largely depends on employees' skill 
level 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 holds various advantages for the 
organisation and its employees, but that certain requirements as mentioned earlier 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.   
 
For more information regarding the advantages of internal staffing click on the links below:  
 

 

The advantages of staffing internally:  
http://yourbusiness.azcentral.com/advantages-staffing-internally-5093.html  
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The advantages of staffing internally:  
http://smallbusiness.chron.com/advantages-staffing-internally-23356.html 
 

In the next section we will look at the types of internal staffing strategies that are available to organisations.  
 

6.6 What types of internal staffing strategies are available?  
When organisations and its employees change – necessitating employee movement because of, among 
other things, positions that have become vacant – the HR manager has to decide who to move to what 
position. It is at this stage that the different types of internal staffing strategies have to be considered.  
 

 

Read "Types of internal staffing strategies" and "Guidelines for the selection of 
the most effective internal staffing strategies" in chapter 8 in the prescribed 
book.  

 
You should have noticed that three internal staffing strategies are available, namely (1) a pure selection 
strategy, (2) vocational guidance strategy and (3) a compromise strategy. Ensure that you understand 
what each strategy entails before you attempt to complete activity 6.5.  
 

 

Activity 6.5 
 
1. Briefly list the main elements of each type of internal staffing strategy.  

2. Discuss the factors that you would take into consideration when selecting an internal staffing 
strategy.  

 

 

Activity feedback  
 
You should have listed the main elements of the pure selection strategy, the 
vocational guidance strategy and the compromise staffing strategy, and then 
discussed the factors that you would take into consideration when selecting a strategy. 

Factors such as the selection ratio, performance costs and type of job have to be taken into consideration.  
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?  
 

6.7 What types of internal staffing moves are possible?  
Remember that the main objective of internal staffing is to increase worker satisfaction and commitment, 
and to contribute to organisational effectiveness. You will also recall that internal staffing basically refers 
to the movement of employees within the organisation. There are four options to choose from when moving 
within an organisation, namely promotions (moving up), demotions (moving down), lateral transfers 
(moving sideways) or layoffs, retrenchments, retirements and resignations (moving out).  
 

 

Study "Various approaches to internal staffing" in chapter 8 in the prescribed 
book.  
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Once you have studied the above-mentioned section in the prescribed book you may complete activity 
6.6.  

 

Activity 6.6 
 
1. A variety of moves within the organisation are offered to provide interesting and 

challenging work assignments and to improve the workers' social status and 
financial position. Refer to the table below and choose the correct definition in 
column B to match the need in column A. Then choose the option (1–4) below that 
reflects the correct match between all the options in column A and the options in 
column B. 

 
Column A: Level of need Column B: Definition 

(a)  Promotion  (a) The reassignment of an employee to a job with similar pay, 
status, duties and responsibilities  

(b) Transfer  (b) The reduction in the number of people employed by an 
organisation  

(c) Demotion  (c) Upward internal moves in an organisation that usually involves 
greater responsibility and authority along with increases in pay, 
benefits and privileges  

(d) Downsizing/retrenchment   (d)  The reassignment of an employee to a lower job with less pay, 
involving fewer skills and responsibilities  

 
1  
 

Column A Column B 
(a) = (c) 
(b) = (d) 
(c) =  (b)  
(d) =  (a)  

3  
Column A Column B 

(a) = (d) 
(b) = (a) 
(c) =  (c)  
(d) =  (b)  

 

 
2  

Column A Column B 
(a) = (b) 
(b) = (d) 
(c) =  (a)  
(d) =  (c)  

 

 
4  

Column A Column B 
(a) = (c) 
(b) = (a) 
(c) =  (d)  
(d) =  (b)  

 

 
2. What internal staffing approaches promote employee satisfaction and commitment? Why?  
 

 

Activity feedback  
 
1. The correct answer is option d. The answer can be found in “Various 

approaches to internal staffing” in the prescribed book and section 6.7 in 
Workbook 06. 

2. 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 
organisations.  
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6.8 What is career management?  
Once employees can do their jobs properly, it does not mean that they will be satisfied doing the same job 
year in and year out. Any normal person would expect to be promoted (or at least transferred) once in a 
while. This upward or sideways movement of employees needs to be planned and coordinated carefully 
in accordance with individual and organisational goals. What does this entail?  
 

 

Study "Career management", "The changing face of career management" and 
"Successful career management" in chapter 8 in the prescribed book.  

 
After you have studied these three sections in the prescribed book you should have noticed the following:  
 
• Career management is defined as the process of designing and implementing goals, plans and 

strategies that enable HR professionals and managers to satisfy workforce needs and allow 
individuals to achieve their career objectives.  

• A properly designed career programme holds various benefits for both the employee and the 
organisation.  

• Boundaryless careers are followed as opposed to the traditional career path.  
• Four factors determine the success of an organisation’s career management effort. These are 

discussed in section 8.10 of the prescribed book.  
 
After you have studied these sections in the prescribed book you may complete activity 6.7. 
 

 

Activity 6.7 
 
Complete this activity by answering the following questions:   

1. Is there a difference between career management and organisational career planning? If so, what is 
it?  

2. What are the implications of the section entitled "The changing face of career management"?  
3. How can a career management programme be implemented properly in an organisation? What does 

"Implementing programmes" in the prescribed book say?   

 

 

Activity feedback  
 
You probably now agree that the HR manager cannot simply staff the organisation 
with competent staff, evaluate their performance from time to time, train or develop 
them on an ad hoc basis and never plan any further activities/actions for them. 

  
Some form of planned activity in employees' careers within the organisation is thus necessary. Proper 
career management will ensure a planned, continuous flow and movement of competent employees into 
positions best suited to their skills and abilities. During this process, organisational needs are also adhered 
to, thus ensuring organisational goal achievement. In other words, career management can be defined as 
a process whereby an organisation attempts to match individual employee career interests and capabilities 
to organisational staffing requirements. This is done by assisting employees in their career planning and 
development activities to help ensure that their career plans are realistic options within the organisation. 
Sometimes, however, both husband and wife have booming careers and plan their careers accordingly. 
This phenomenon, referred to as the so-called "dual-career couple", also merits careful consideration by 
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the HR manager – one member of the couple cannot, for example, be transferred overseas without 
considering the drastic effect of such a move on the other person (see "Dual-career couples" in the 
prescribed book).  
 
 

6.9 Summary  
It is clear from the above discussion that employee movement is necessary because of continuous change 
within 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 such actions (for example, getting rid of unpopular people).  
 
Career management plays an important role in achieving employee objectives. Although the employee is 
responsible for his or her own career management, the employer should support these efforts.  
 

 

Reflection 
 
Now that you have completed this workbook, you should be able to  

• understand the reasons for designing a proper internal staffing programme  
• identify the factors that influence internal staffing decisions  
• name the advantages of internal staffing  
• identify and discuss various types of internal staffing strategies  
• discuss the guidelines for the selection of the best type of internal staffing strategy  
• describe the elements necessary for a successful career management function  
• discuss the changing face of career management and the importance of employability   
• discuss the problems that typically confront employees when seeking to advance their careers  
 
To test your understanding of this chapter and workbook complete the self-assessment questions in the 
next section.  
 
 

6.10 Self-assessment 
 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  

 
 
Question 1 
 
You are the new HR manager of a retail store. Staff turnover in the store has been high during the last five 
years and after investigating the causes, you have found that 60% of staff left because they did not see a 
future for themselves in the store. When vacancies arose at supervisory and management level, these 
were always filled with 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 
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beneficial. You must also come up with an 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 strategy 
• explain the advantages of an internal staffing strategy 
• point out 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 environment 
• explain why you recommend this strategy 
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Question 2 
 
Promotions will form part of your internal staffing strategy. Explain what promotions are, why they will be 
a part of your internal staffing strategy and what criteria can be used to make decisions about promotions. 
Which criteria would you 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? 
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Question 4 

Discuss the differences between layoffs, retrenchments/downsizing, resignations, quits and dismissals, 
and explain the situations in which each would be appropriate for the store. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Question 5 

Why is it becoming increasingly important for employees to take responsibility for their own career planning 
and management? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Question 6 

Should an individual take responsibility for his or her own career management? How? 
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Feedback  

 
Question 1 
 
The answer to this question can be found 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. 
 
 
Question 2 
 
The answer to this question can be found 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 he or she 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 the recommendation. 
 
 
Question 3 
 
The answer to this question can be found in "Various approaches to internal staffing" in the prescribed 
book. 
 
This is another easy question to answer. Simply explain the different reasons why an organisation would 
transfer an employee and relate your answer to the example provided. Although the store would be "losing" 
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an employee at one store, this person could make a very valuable contribution at the next store he or she 
is employed. 
 
 
Question 4 
 
The answer to this question can be found 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. 
 
 
Question 5 
 
The answer to this question can be found in "Career management", "The changing face of career 
management" and table 8.3 in the prescribed book. You can also refer to chapter 7 in the prescribed book 
("Old contracts" and "New contracts") for more information. 
 
You will see from table 8.3 that the world of work has changed drastically in the past few years. Employees 
can no longer rely on being employed in the same organisation for the rest of their lives nor can they rely 
on being employed in the same profession for their entire working life. Organisations have become flatter, 
which means that fewer promotional opportunities are available, and employees should therefore aspire 
to acquiring competencies that will enable them to deal with change at higher levels. The psychological 
contract has changed and this requires a new approach to career management. Discuss and explain these 
concepts. 
 
 
Question 6 
 
The answer to this question can be found in "Successful career management" in chapter 8 of the 
prescribed book. 
 
Here you need to clearly indicate whether you think an individual should take responsibility for his or her 
own career, and you should provide reasons for your answer. This question also requires you to discuss 
the steps an employee can take to manage his or her own career. It is not necessary to discuss the role 
of the organisation when answering this question. 

6.11 Summary of Topic 2 
 
A successful organisation not only has enough of the right kind of employees, but also knows exactly what 
those employees have to do to steer the organisation to success. This means that work should be logically 
organised into jobs that can be compensated fairly and the work should be designed in such a way that 
employees are not only willing but also eager to do it. Employees should know what is expected of them 
and be able to do work that they enjoy. Job analysis determines essential job functions and the 
information derived from a job analysis can be used to produce job descriptions for the different jobs in the 
organisation.  
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Once the organisation has determined how many employees it will need and what these employees must 
be able to do, it can start acquiring a pool of available applicants for the vacant positions. This is called 
recruiting. Different sources can be used, for example recruiting from inside (targeting currently employed 
staff) or outside (targeting people employed in other organisations), and different methods can be used to 
recruit applicants. Advertisements and referrals from current employees are the most commonly used 
recruitment methods. The best-qualified employees are then selected from the pool of applicants and 
appointed in the organisation. Selection consists of different steps, of which the selection interview is the 
most well-known. Current legislation requires that the recruitment and selection processes be as objective 
as possible and that selection decisions be based on the inherent requirements of a job.  
 
Newly appointed employees should be integrated into the organisation and acquainted with the details 
and requirements of the job, so that they can become participating and effective members of the 
organisation as soon as possible. This process is called orientation – a well-designed orientation 
programme is the key to success. The successful implementation of an organisational orientation 
programme requires joint effort from the HRM department, line managers and existing employees. New 
employees should also receive proper training to improve their existing skills and enable them to do their 
jobs properly. Existing staff members should have the opportunity to move around in the organisation to 
improve their skills and experience. The organisation must therefore not only have an internal staffing 
strategy that will satisfy organisational and employee needs, but also assist employees to manage their 
own careers.  
 
You have now looked at the first main activity of an HR manager. In the next topic we will look at the next 
activity, namely assessing and developing qualified workers.  
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Mindmap 
 
You can use the visual aid below to summarise and study Workbook 06. 

 
 

 

 

 

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Internal staffing and career 
guidance 

Advantages of internal 
staffing  

(section 8.3) 

  

Guidelines for selecting 
effective internal staffing 

strategies  

− Selection ration  
− Performance costs  
− Type of job     

Approaches to internal 
staffing  

− Promotion  
− Demotion  
− Transfers  
− Lay-offs  
− Downsizing/ 

retrenchment  
− Resignations, quits and 

dismissals    
− Retirement    Career management  

The process of designing 
and implementing goals, 
plans and strategies that 

enable HR professionals and 
managers to satisfy 

workforce needs and allow 
individuals to achieve their 

career objectives. 

Reasons for designing 
internal staffing 

programmes 

− Employee dissatisfaction  
− Increasing concerns 

about job security  
− Changing employee 

attitudes  
− EE issues  
− Labour union presence   

Factors influencing 
staffing decisions 

− Organisation growth  
− Reorganisation 
− General economic trends  
− Attrition   

Changing face or career 
management  

The responsibility of career 
planning and upskilling has 
shifted from only being the 

responsibility of the 
organisation to sharing the 

responsibility with the 
individual. 

Types of internal staffing 
strategies  

− Pure selection strategy  
− Vocational guidance 

strategy  
− Compromise staffing 

strategy    

Successful career 
management  

− Organisational career 
planning  

− Individual career 
planning  

− Integrating plans  
− Implementing 

programmes  
− Evaluating career 

programmes  

Internal staffing  

The placement of individuals 
already in the service of the 

organisation. 
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We have now concluded Topic 2, Workbook 06 where we discussed internal staffing and career 
management. In the next topic we will discuss assessing and developing qualified employees, 
and more specifically performance management and appraisal in Workbook 07. 
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Topic 3 
  
Assessing, keeping and developing qualified 
employees 
 
Remember the diagram we included in Topic 2? We will now be moving to Topic 3 (look at the diagram 
below to keep track of your progress). We will now investigate the third topic, namely assessing, keeping 
and developing qualified employees (as highlighted below):  
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The long-term success of an organisation depends on having the right people in the right job at the right 
time, and then knowing exactly what those employees have to do to steer the organisation towards 
success. The calibre of employees that the organisation employs is critical; the process of finding and 
placing qualified employees must therefore be managed carefully. To ensure a high level of commitment 
from employees, their goals and aspirations need to be taken into consideration.  
 
After the right number of people needed in the organisation has been determined and once these 
employees have been attracted, appointed and oriented in the organisation, they have to be assessed and 
developed. An organisation’s long-term success depends to a large extent on the ability to determine how 
well employees are performing and using this information to ensure that performance meets current 
standards and improves over time by training and developing these employees. 
 
Topic aim 
The aim of this topic is to familiarise you with performance management and appraisal, training and 
development, compensation of employees, and their health and safety in the workplace. In addition, you 
will learn how to ensure that the employees perform as expected in an attempt to realise the organisation’s 
goals.  
 
Learning outcomes for Topic 3  
After completing this topic, you should be able to  
 

 

1. apply basic knowledge of HRM principles to human resource activities 
related to line management duties  

1.1  explain essential HRM concepts and theoretical aspects  
1.2 identify the business challenges created by a lack of HR-focused line 

management   
1.3  differentiate between the roles of the line manager and the roles of HR in the management of 

human resources in the organisation  
1.4  suggest possible solutions from a line management perspective to solve HR-related challenges in 

the organisation  
1.5  illustrate/indicate how the challenges faced by HRM in South Africa creates challenges for the line 

manager  

2. indicate how line managers can contribute to organisational success through the 
implementation of HR policies and procedures 

2.1  discuss the role of the line manager in employee training and development participation  
2.2 understand the importance of contributing to the identification of appropriate performance criteria 

in employee performance evaluation  
2.3 illustrate the relationship between organisational remuneration (compensation) strategies and 

employee performance  
2.4 recognise the strategic consequences of improved workplace safety and health  
2.5 discuss the role of the line manager in making recommendations for accommodating employees 

with disabilities and those living with HIV/Aids in the workplace    
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You will be examined on this topic.  
 
To facilitate your learning we have included a schematic representation of this topic. 
 

 
 
We will now look at each of these workbooks in more detail – starting with Workbook 07 below.  
  

Topic 3
Assessing, keeping and developing 

qualified employees 

Workbook 07
Performance management and 

appraisal
Chapter 9

Workbook 08 
Training and development 

Chapter 10

Workbook 09 
Managing compensation and 

benefits 
Chapter 11

Workbook 10
Health and safety 

Chapter 12
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Workbook 07 
  
Performance management and appraisal 
 
Contents Page 

7.1 Introduction  152 

7.2 What is the difference between performance appraisal (PA) and performance 
management (PM)? 

154 

7.3 What types of performance criteria exist?  156 

7.4 What are the objectives of PA?  157 

7.5 How do you develop an effective PA system?  158 

7.6 Why do performance problems occur and what should be done about this?  160 

7.7 What legislation has an impact on PA and what is important?  160 

7.8 What methods and instruments can be used to appraise the performance of employees?  161 

7.9 What are the common mistakes that can be made during PA?   162 

7.10 Who should be responsible for the ratings and how can they monitor employees?  164 

7.11 What are the characteristics of a properly designed and effective PA system?  165 

7.12 What should a line manager/HR manager know about performance interviews?  165 

7.13 Summary  166 

7.14 Self-assessment  167 
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As indicated below you are now busy with Workbook 07. 

 
 
In Workbook 06 we introduced you to internal staffing and career management. We have discussed the 
concepts of internal staffing and career management, as well as the reasons why internal staffing 
programmes should be designed properly, the factors influencing internal staffing decisions, the 
advantages, and the available strategies and moves. We further discussed career management in detail. 
If you are not fully comfortable with these we suggest that you refer back to Workbook 06 before you 
continue with this workbook.  
 
Let us now begin with Workbook 07. Please ensure that your prescribed book is open at chapter 9. In this 
workbook our focus will be on performance management and appraisal.  
 
It is important to note that you will be examined on this workbook and chapter 9 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 9), and complete the activities and self-assessment questions.  
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Key concepts  
  

 

The key concepts for this workbook are as follows:  

Behaviourally anchored rating 
scale (BARS) 

Forced distribution  Performance appraisal (PA)  

Central tendency  Graphic rating scale  Performance management (PM) 

Comparative methods Halo effect  Ranking 

Critical incidents  Leniency  Recency  

Developmental objectives  Management by objectives 
(MBO) 

Stereotyping  

Essay method  Non-graphic rating scale  Strictness  

Evaluative objectives  Overall ratings  Supervisory bias  

Forced choice  Paired comparison   

 

7.1 Introduction  
Remember that you are now familiarising yourself with the second major human resource management 
(HRM) activity, namely assessing, developing and keeping qualified employees. In Workbook 06 we 
discussed the last part of the first main human resource (HR) activity, namely finding and placing qualified 
employees. We will now look at determining and measuring employees' performance. 63P8 eople need to 
know whether they are performing satisfactorily. Most people also like to know if they are doing anything 
wrong, and if so, how they can correct their mistakes. This is where performance management and 
appraisal fit in. 
 
Let us first do an activity before we start with the theory of this workbook.  
 

 

Activity 7.1 
 
Take your own job or talk to a friend or family member who has been employed for a 
few years, and then answer the questions below: 
 

1. Has your performance (good or bad) or that of your friend or family member ever been mentioned? 
2. Do you think it is necessary for people to receive feedback on their performance? Give reasons for 

your answer. 
3. Was your, your friend’s or family member's supervisor fair and objective when evaluating 

performance? Give reasons for your answer. 
4. Do you think it should always be the supervisor's task to do a performance appraisal?  Would it not 

be more effective to let someone else evaluate performance? If so, whom would you recommend 
and why? 
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Activity feedback  
 
When you answered these questions you probably also thought about when you grew 
up. Most children have a real need for recognition and it is important for them to know 
that their parents and family are proud of their achievements. 
 

You will agree that feedback from your family and friends was very important to you but when you were at 
school the feedback that probably mattered the most was that of your teacher. Think about how your 
teacher communicated your progress and achievements to you; some teachers were perhaps better at 
encouraging you than others. What made them stand out from the rest? Did you also perhaps encounter 
teachers who demotivated you due to the way in which they communicated regarding your progress or 
perhaps lack of communication about this? 
 
In the workplace the same applies. All employees will probably experience a need to know how they are 
performing and they will need feedback on their performance and where they can improve. When you 
thought about these questions you started looking at some of the basics of performance management and 
performance appraisal. Employees also often talk among themselves about their need to receive feedback 
on their performance; they either experience the feedback that their line manager of the HR person 
provides in a positive or negative manner. The feedback that employees receive should enable them to 
make the needed changes or to continue with what they are doing. 
 
Before we move on to the next section watch the YouTube video at the link below.  

 

Sandwich feedback:  
http://www.youtube.com/watch?v=WO5UgpxuxJs  

 
This video taught you about starting and ending with positive feedback, but providing honest and direct 
feedback in the middle (also called sandwich feedback). Do you think that this technique might have 
changed the manner in which you received the feedback from the teacher as discussed above? 
 
As you will remember, in the previous workbooks we dealt with finding and placing qualified employees. 
Once they have familiarised themselves with the organisation they should become more productive. 
Organisations have to measure the performance of these employees to determine whether there are 
additional training needs or inputs required. Their performance will also be linked to their remuneration 
(see Workbook 09). During this process they or their supervisors may also realise that they need training 
(Workbook 10). To determine how well they are performing or whether there are aspects that they need 
to improve, line managers can use performance appraisal (PA) and performance management (PM).  
 
The key question therefore is:  
 

How does the line manager determine the performance of employees and manage this?     

 
For most people it is important to know how they are performing. If they are perhaps doing something 
wrong, they also want to know about this as they would then be able to correct their mistake and improve 
their performance.  
 
Effective PM and PA can enhance employee productivity and contribute to the success of the organisation. 
It is therefore important that HR managers and line managers should be able to properly manage 
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employees' performance. To enable you to understand PM and PA, we will attempt to answer the questions 
below in this workbook. Once you have worked through this workbook you should be able to answer these 
questions:  
 
• What is the difference between PA and PM? 
• What types of performance criteria exist?  
• What are the objectives of PA? 
• How do you develop an effective PA system? 
• Why do performance problems occur and what should be done about this? 
• What legislation has an impact on PA and what is important?  
• What methods and instruments can be used to appraise the performance of employees? 
• What are the common mistakes that can be made during PA? 
• Who should be responsible for the ratings and how can they monitor employees? 
• What are the characteristics of a properly designed PA system? 
• What should a line manager know about performance interviews? 
 
Let us start with the first question. 
 

7.2 What is the difference between performance appraisal (PA) and 
performance management (PM)? 

The terms "performance appraisal" and "performance management" seem to mean more or less the same 
thing. Do you think there are any differences between them?  
 

 

Study the introductory part of chapter 9 in the prescribed book. 

 
Some people tend to use these two concepts interchangeably. Performance appraisal focuses more on 
the individual employees and whether they are meeting the expectations and performing up to standard, 
whereas performance management refers to a collective effort where managers and employees set 
expectations, review results and reward these linked to the overall success of the organisation.  
 

 

Key concepts/definitions 
 
Performance appraisal is defined as the process of evaluating how well employees 
perform their jobs when compared to a set of standards, and then communicating that 
information to employees.  
 
Performance management is defined as the process which significantly affects 
organisational success by having managers and employees work together to set 
expectations, review results and reward performance.   

 
When you studied the introductory part of the chapter you also saw figure 9.1 where the organisational 
performance management cycle is discussed. Complete activity 7.2. 
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Activity 7.2 
 
Do a search on the internet using any search engine like Google or Yahoo. You will 
notice that we have inserted hyperlinks to these two sites. What does this mean? 

A hyperlink appears as a normal word but underlined and in blue font. When you click on this word with 
your computer mouse or on a tablet when you press on this word with your finger you will be redirected to 
a website that this word has been linked to. In this case we have included two hyperlinks – one to the 
search engine Google and the other to Yahoo. Search engines are programmes that users can use to type 
in a keyword or keywords – the programme uses the key words to search several databases via the 
Internet to find particular resources or articles. 
 
Do a search using any search engine and find images to the organisational performance management 
cycle. Use the following keywords for your search "organisational performance management cycle 
images". We include the word "images" to narrow down the search – this will help the search engine to 
find links or sites with images of this cycle. Remember this in future when you want to search for images 
of other things. 
 
 Activity feedback  

 
You might have found other images but we are including one that we found via a 
Google search and one when we completed a search on Yahoo.  

  
The Google search resulted in the following:  
 
(https://www.google.co.za/search?q=organisational+performance+management+cycle+images&rlz=1C1
KMZB_enZA542ZA543&espv=2&tbm=isch&tbo=u&source=univ&sa=X&ei=x1e-
U7OJCuOP7Aa20oBw&ved=0CBoQsAQ&biw=1600&bih=799)  
 

 
 
When we searched on Yahoo we found the following: 

https://www.google.co.za/?gws_rd=ssl
https://uk.yahoo.com/
http://www.webopedia.com/TERM/S/search_engine.html
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(https://uk.images.search.yahoo.com/search/images;_ylt=A9mSs3buX75TZkcAfN9LBQx.;_ylu=X3oDMT
B1Y3Q0ZzluBHNlYwNzYwRjb2xvA2lyMgR2dGlkA01TWVVLMDhfMQ--?_adv_prop=image&fr=yfp-t-
601&sz=all&va=organisational+performance+management+cycle)  
 

 
 
Did you see that we included hyperlinks to these images for you above? What should you have noticed 
when you looked at these different images? You should see several common themes.  
 
You may wonder what criteria are used when appraising the performance of employees. This is what we 
will be looking at in section 7.3. 
 

7.3 What types of performance criteria exist?  

 

Study "Performance criteria" in chapter 9 of the prescribed book. 

 
In the prescribed book three types of criteria are discussed, namely trait-based, behaviour-based and 
results or outcomes-based criteria. Are you able to distinguish between these three? If so, complete 
activity 7.3.  
 

 

Activity 7.3 
 
Access Forum 8: Workbook 07 in the Discussion forum on your myUnisa module 
site and discuss the question below with your fellow students.  
 

1. Provide examples of trait-based criteria, behaviour-based criteria and results or outcomes-based 
criteria for your job or that of a family member or friend. Be very specific and mention the type of job 
and job title in your discussion. Then look at the examples that other students have posted. If you 
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can think of other trait-based criteria, behaviour-based criteria and results or outcomes-based criteria 
that may also be applicable to the jobs that the other students mention, add these as suggestions to 
their submissions.  

 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect.  

 
Now that you understand the different criteria we can look at the objectives of PA. 
 

7.4 What are the objectives of PA?   
We can also rephrase this question in simple terms by asking, why do we do PA? In short we want to 
determine how well or poorly employees are performing and we use this data for several other activities. 
On the other hand, employees also want to know how they are performing. 
 

 

Study "Performance appraisal objectives" in chapter 9 of the prescribed book. 

 
When you studied this section you should have realised that there are two main objectives, namely 
evaluative and developmental. We suggest that you make a brief summary as indicated below.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

Evaluative objectives Developmental objectives 

•   
•  Staffing decisions 
•   

•   
•   
• Identify training and development 

needs  
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An electronic version of the figure can also be found under Additional Resources. Go 
to Additional Resources and then select Workbook 07. The name of the document is 
Objectives of performance appraisal. You can download this MS Word document 
and complete it in your own time. 

 
Ensure that you understand the difference between these two main objectives. 

 

The following link (http://www.whatishumanresource.com/objectives-of-performance-
appraisal) provides additional information on the objectives of PA. You will not be 
examined on this article but it will provide more insight.  

When you feel that you fully understand the difference you can learn more about how to develop an 
effective PA system in section 7.5.  
 

7.5 How do you develop an effective PA system? 
So far in this workbook we have looked at what PA is, why we do it and what the criteria are. You will now 
probably wonder how we ensure that it is effective.  
 

 

Study "The appraisal process" and the subsections in chapter 9 of the 
prescribed book. 

 
The following steps are often followed in the development of an effective PA system:  
 

 
 
 
 
 
 

Step 1: 
Define performance 

requirements

Step 2:
Choose an 
appropriate 

appraisal method

Step 3:
Train supervisors

Step 4:
Discuss methods 
with employees

Step 5:
Appraise according 

to job standards

Step 6:
Discuss appraisal 
with employees 

Step 7:
Determine future 

performance goals
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Do you understand all seven steps? Complete activity 7.4. 
 

 

Activity 7.4 
 
Read the scenario below and then answer the questions that follow:  
 

You work in an organisation with 500 employees. You have recently been promoted and are now a line 
manager with 15 staff members reporting to you. You commence duty just after the midyear PAs have 
taken place and you can sense that the employees are very unhappy about their PAs. You hear Jarrod 
talking to Sarah in the passage and he complains that your predecessor (Joseph) gave all employees 
an average rating regardless of their performance. He further complains that he feels that there is 
nothing that he is doing right. He had to sit through the discussion for what felt like hours only to hear 
about everything he did not do right. Jarrod says "If I am so useless why do they then still employ me? 
Joseph knew about all the deadlines I met, the increase in sales and all the initiatives I took, but does 
this reflect in my score? No!" Sarah tries to calm Jarrod down and also reminds him that they are not 
supposed to discuss this as it is confidential. Jarrod is so upset that he just keeps on talking, "What is 
worse is that Tamrin also received the same rating. She is always late for work but two weeks before 
our PA discussions she started coming to work early. I would not be surprised if she went so far as to 
bring Joseph coffee! In all honesty I am not sure if I want to work here anymore. I am not even sure 
how this whole system is supposed to work but what I know for sure is what happened is not fair. How 
am I supposed to know what they expect in future?" 

 
Questions  

1. Identify at least two steps that seem to have been neglected by the organisation that Jarrod works 
for. Write these down together with your motivations.  

2. Write down how you would approach this situation as the new line manager who will now be 
responsible for these staff members. 

 

 

Activity feedback  
 
You should identify at least two steps that seem to have been neglected. Did you 
notice that it seems that the employees do not fully understand the process? It also 
seems that the supervisor (Joseph) was perhaps not properly trained. What about the 
feedback that Joseph gave?  

 
According to the facts provided by Jarrod it seems that Joseph only concentrated on the negative aspects 
and not the positive aspects. Think back to the activity we completed at the beginning of this workbook. 
How did it make you feel to only receive negative feedback? Remember this when you are responsible for 
employee PAs in your own environment.  
 
You should also be able to indicate what you would do differently. Perhaps a good start would be to ensure 
that all the employees understand the system and that you are properly trained to use it? Can you think of 
any others? 
 
If you are ever involved in the development of an effective PA system in your organisation, keep these 
steps in mind.  
 
In the next section we will look at why performance problems occur and what should be done about this.  
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7.6 Why do performance problems occur and what should be done about 
this? 

 

Study "Performance problems" in chapter 9 of the prescribed book. 

 
When you studied this section you would have noticed that this is closely linked to labour relations and 
reference is also made to chapter 13 in the prescribed book (Workbook 11). When employees do not 
perform as expected it is important that line managers and HR-managers should deal with this correctly. 
They need to determine why the person is not performing as they should take the required steps based 
on this. If employees receive regular feedback on their performance, drastic measures can mostly be 
avoided. After studying this section would you be able to identify the cause of non-performance? Proper 
documentation and adherence to policies and legislation is crucial. We will look at this in the next section.  
 

7.7 What legislation has an impact on PA and what is important?  
Imagine a situation in which an employee is dismissed on the grounds of poor work performance. The 
employer will be the one who will have to prove that this employee's performance was poor enough to 
justify dismissal. This is where proper performance appraisal becomes essential. If PA is not done properly, 
the employer will not be able to prove when the employee performed poorly, what the employer did to 
improve the poor performance, or that after all efforts were made the employee continued to perform 
poorly. It is important for the whole cycle to be executed properly. 
 

 

Study "Legal considerations" in chapter 9 of the prescribed book. 

 
Once you have read through this section in the prescribed book you may complete activity 7.5.  
  

 

Activity 7.5 
 
1. Make a list of guidelines that will help protect organisations against legal 

problems related to PA. 
2. Look at activity 7.4 again taking the list above into consideration and then identify what this 

organisation should do to ensure that it does not encounter problems.  
 

 

Activity feedback  
 
Because of all the laws pertaining to labour relations, South African organisations will 
have to alter their HR practices accordingly. PA is one of the most important HR 
practices that need to be changed in the light of possible legal reviews for terminations 
and promotions. What does this mean? 

 
For example, when an employee is dismissed on the grounds of poor work performance, the input received 
from the PA exercise will be vital. The PA document contains all the evidence! This should convince you 
of the importance of proper PA. Selecting the most effective appraisal method and/or instrument presents 
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another challenge to the HR manager. Proper documentation, methods and policies should also be in 
place.  
 
What methods are available to appraise the performance of employees? 
 

7.8 What methods and instruments can be used to appraise the 
performance of employees?  

From what we have discussed thus far you will agree that line managers and HR managers need to put a 
lot of effort into choosing the best PA method(s) for their organisations and making sure that the people 
responsible for these ratings are capable of doing them correctly and that they are properly trained. The 
other important aspect is that the employees have to be properly informed about the method used and the 
system implemented – they need to fully understand the methods and system for them to buy into this 
process. 
 

 

Study "Methods for appraising performance" in chapter 9 of the prescribed 
book. 

 
Once you have studied this section and all the subsections in the prescribed book we suggest that you 
complete activity 7.6. 
 

 

Activity 7.6 
  
Use the mind map format on the next page to summarise the PA methods and 
instruments. You will also find an MS Word version of this under Additional 
Resources: Workbook 07. The name of the file is Activity 7.6.  

 
If you need assistance with the creation of mind maps or you feel that you need to work on this skill you 
can refer to the skills folder under Additional Resources: Study skills and resources.  
 

 

Activity feedback  
 
Various PA methods and instruments are available to line managers and HR 
managers to measure the performance of employees. Organisations have to choose 
the most appropriate method for their organisation and the relevant jobs. It is crucial 
that line managers and employees are trained to use the system. 

 
Employees will only buy into the system if they fully understand it and they perceive it to be a fair system. 
It is furthermore important to compare different employees' performance; hence a fair assessment of 
performance is very important. The results are also linked to salary increases and bonuses which makes 
fairness even more important. 
 
Although you would probably agree that the management by objectives (MBO) approach is one of the best 
PA methods, most large organisations opt for "easier" methods where supervisors need not spend too 
much time on HR issues (such as PAs). The general tendency is for top management to have supervisors 
do the job as quickly as possible.  
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Sadly, for many organisations, performance evaluations are formalised (often unwelcome) procedures that 
are conducted annually or semi-annually. These appraisals consist primarily of the completion of rating 
scales (by supervisors) which evaluate the work performance of employees. These scales range in 
sophistication from simple ranking procedures to highly complex systems involving intricate designs. 
However, remember that if these methods are implemented correctly, PA can yield many positive results! 
It can also motivate staff members to perform as they receive rewards for their good performance that can 
range from monetary rewards, recognition and additional benefits to incentives. It is therefore the task of 
the HR manager to ensure that the PA method chosen is implemented correctly by the right people and 
that all employees understand the system to be used. What problems (mistakes) may arise when doing 
the appraisal? We will discuss this in the next section. 
 

7.9 What are the common mistakes that can be made during PA? 
Since people are responsible for performance ratings, there is always the possibility of human error. We 
will look at these errors or common mistakes in more detail in this section.  
 

 

Study "Common rater errors" in chapter 9 of the prescribed book. 
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Have you experienced any of these perhaps in your own working environment? How should the situation 
have been dealt with to avoid these mistakes? What should you as line manager do to ensure that you 
avoid these mistakes? Once you have studied the common rater errors in detail you can complete activity 
7.7.  
 

 

Activity 7.7 
 
Read the scenario in activity 7.4 again. Now that you have studied the rater errors 
identify the rater errors that Joseph made from Jarrod's perspective. To complete this 
activity access Forum 8: Workbook 7, then click on Activity 7.7. Discuss the following 
question with your fellow students:  

 
1. What should Joseph have done differently to avoid these mistakes and is there anything that the 

organisation should have done to prevent this?  
 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect. 

 
Performance appraisers should therefore be aware of the errors they are likely to make and should receive 
training on how to avoid these. But who should be responsible for the ratings and how can they monitor 
the employees?  
 

7.10 Who should be responsible for the ratings and how can they monitor 
employees? 

Is it advisable to entrust the important task of PA to supervisors only? By now you should be familiar with 
the problems that may emerge when only one person such as a supervisor is responsible for rating 
subordinates. What options are available?  
 

 

Study "Who should do the rating?", "Assessment centres" and "Monitoring 
employees" in chapter 9 of the prescribed book. 

 
Think about the scenario in activity 7.4 again. Can you think of other people that they can involve in the 
ratings apart from the supervisor or line manager? Think about jobs such as sales representatives – who 
do you think can be involved? As they see customers all the time and provide service to them, you can 
perhaps consider 360o appraisals for sales representatives. 
 
Employees can also be monitored in different ways. Did you notice this when you studied the sections 
indicated above in the prescribed book? You may now wonder what a properly designed PA system should 
look like. We will discuss this in the next section. 
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7.11 What are the characteristics of a properly designed and effective PA 
system? 

The HR manager should be aware of the following characteristics of a properly designed PA system: 

• Job-related criteria. The criteria used for appraising employees' performance should be job-related. 
• Performance expectations. Managers should clearly explain performance expectations to their 

subordinates before the appraisal period. The expectations should also be aligned to the 
organisation's objectives. 

• Standardisation. Employees in the same job category, under the same supervisor should be 
appraised using the same evaluation system. 

• Qualified appraisers. Responsibility for evaluating employee performance should be assigned to 
the individual or individuals who directly observe at least a representative sample of job performance. 
This person is usually the employee's immediate supervisor. However, other approaches are gaining 
popularity. 

• Open communication. A good appraisal system provides highly desired feedback on a continuing 
basis. 

 

 

Study "Effective PA systems" in chapter 9 of the prescribed book. 

 
Think about the scenario in activity 7.4 again. If the organisation applies these principles it should have an 
impact on the effectiveness of its PA system. For example if it trains the supervisors properly the mistakes 
or errors that occurred could to a large extent be eliminated.  
 
We have covered a number of PA-related matters in this workbook thus far. However, this workbook would 
not be complete if we do not look at the actual PA interview. 
 

7.12 What should a line manager/HR manager know about performance 
interviews? 

Take the example of the organisation that Joseph worked for (activity 7.4). It should have trained Joseph 
to properly conduct PA interviews. What else should Joseph have known about performance interviews?  
 
During performance interviews the supervisors provide feedback to the employees on their performance. 
However, it is important to remember that supervisors should not wait until this interview to provide 
feedback. Employees should receive feedback during the full appraisal period and the discussions during 
the interview should actually not come as a surprise to employees. On the other hand, this interview also 
provides an opportunity for the employees to discuss any performance or job-related matters with their 
supervisor – it is thus seen as a "two-way street" of communication. Obviously, great care has to be taken 
to ensure that this interview enhances employee development and improves individual performance. You 
will therefore agree that this interview could have a huge impact on an employee. Proper, constructive 
feedback will result in greater loyalty, better performance and greater organisational goal achievement. 
Negative or (in many cases) no feedback will result in a demotivated, unimproved, unhappy and unstable 
work force. The interview provides an opportunity to communicate about both positive and negative 
aspects. It is crucial that the discussion should be realistic and deal with actual employee performance. 
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Let us look at some examples. 
 

 

PA gone bad:  
http://www.youtube.com/watch?v=eQbycpK8h7Q   
 
How to give an effective performance review: 
http://www.youtube.com/watch?v=mZyuimM6lh0  
 

Preparing for a review:  
http://www.youtube.com/watch?v=JXcYDF0YdIw 
 

 

Activity 7.8 
 
Make a list of the aspects that went wrong during the video in the first example above. 

 

 

Activity feedback  
 
After watching the videos you would have noticed that specific things should be 
addressed in the first example. Put yourself in the shoes of this employee – would you 
have been very motivated after such an interview? 

 
We would like to provide you with some practical guidelines that you can follow if you are responsible for 
PAs. In the video below you will find very useful information on how to give negative feedback to an 
employee (remember this will definitely be needed from time to time). 
 

 
 

How to give negative feedback in the workplace: 
http://www.youtube.com/watch?v=1AtT8a1EJ6k    

We hope that this example will provide you with valuable information that you can use in your own work 
life as well. Remember that organisations have various mechanisms to support line managers during the 
PA process. In some organisations a human resource information system (HRIS) (see chapter 2 of the 
prescribed book) may be used and this can assist in proper record-keeping and compliance. 
 
We have now come to the end of this workbook. 
 

7.13 Summary 
After studying this workbook and chapter 9 in the prescribed book you should now realise how important 
PA is. We have discussed the essential elements for a good PA system, the rater errors, PA methods and 
PA interviews. Performance management is not a once-a-year occurrence, but rather an ongoing process 
where constant feedback and discussions are required. Human resources should ensure that the right 
system is in place and that the right methods are used to evaluate the performance of employees. 
Employees and line managers responsible for PA should be properly trained and should understand the 
systems thoroughly. In the event that performance is not up to standard line managers and HR managers 
have to provide guidance and support to the employees and in some cases training may even be required. 
This will be discussed in the next workbook (08).  
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Reflection  
 
Now that we have completed this workbook, you should be able to  

• discuss the difference between performance management (PM) and performance appraisal (PA) 
• explain the evaluative and developmental objectives of PA 
• describe the major PA methods 
• design and evaluate a programme of PA 
• discuss the process to be followed when an employee performs unsatisfactorily 
• discuss who should perform the appraisal 
• provide examples of several rater errors 
• discuss several concerns about appraisal feedback interviews 
 
To test your understanding of this chapter and workbook, complete the self-assessment questions in the 
next section.  
 

7.14 Self-assessment 

 

Firstly, go to the student resources (access http://www.cengagebrain.co.uk/ and log in 
with your username and password) of chapter 9 of the prescribed book and answer 
the ten multiple-choice questions.  
 
Then answer the following questions:  

 
Question 1 
 
Discuss the concept of performance criteria by describing it, discussing the different types of performance 
criteria, explaining the role of performance criteria in the PA process and identifying and discussing the 
HR activity that assists with the identification of performance criteria.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

http://www.cengagebrain.co.uk/
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Question 2 

You have just been appointed as HR manager in a small company that manufactures fertiliser. Before your 
appointment there were no HRM systems in place in the company. The owner, who has just bought the 
company, is anxious to do things right and wants to know if it is necessary to implement a PA system 
because the company is so small and employs only 500 people. Explain to him the necessity of having a 
usable PA system and the legal considerations that must be taken into account when developing a PA 
system. 
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Question 3 
 
The appraisal interview is an important step in the PA system. Explain the importance of the interview, 
discuss the problems that may occur during an appraisal interview and compile a list for supervisors of 
what they should and should not do during an appraisal interview. 
 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 

 

Feedback  

 
Question 
number.: Correct answer: Question 

number.: Correct answer: 

1 2 6 4 

2 3 7 2 

3 1 8 1 

4 3 9 3 

5 4 10 1 
 
Question 1 

The answer to this question can be found in "Performance criteria" and "The appraisal process" in chapter 
5 in the prescribed book. 

Start off by defining the concept “performance criteria” and discussing the three different types of 
performance criteria that can be used in PA systems. Performance criteria are important aspects of a 
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specific job. They are used to develop standards against which employee job performance can be 
measured. The end result of this evaluation process is some kind of numerical or verbal indicator of the 
level of performance (for example, an employee's performance may be "outstanding" for a specific criterion 
or it may be rated as 5 on a scale of 1 to 5 depending on the appraisal method the organisation uses). The 
HR activity that is used to determine performance criteria is job analysis – define and discuss the role of 
job analysis and the results of job analysis in PA.  
 
A hint: While studying this workbook, you will find that you can easily confuse performance criteria and 
performance standards. To distinguish between these two concepts, you can also think of performance 
criteria as performance information, while performance standards are benchmarks or goals that define the 
expected levels of performance. Both define satisfactory job performance and must be established before 
the work is performed. 
 
 
Question 2 
 
In "Performance appraisal objectives" in the prescribed book and section 9.4 of this workbook, you will find 
reasons why PAs are necessary. In "Legal considerations" in the prescribed book and section 9.6 in this 
workbook, the legal considerations that must be taken into account when doing PAs are discussed. 
 
The objectives of PAs can also be seen as a necessity for PA. For example, if you do not evaluate 
employee performance, how will you determine whether employees need training? Study each of the 
objectives, decide which of them are applicable to the example given and discuss the importance of PA in 
these HR activities. Start the second part of this question by highlighting the legislation that has an impact 
on HR activities. Then explain how this influences PA. The prescribed book discusses ten guidelines that 
will protect a company from problems related to PA – discuss these and link the discussion to the example 
provided. You can draw up a check list of steps or activities that should be included in the PA process that 
must be designed. 
 
 
Question 3 
 
Use "The appraisal interview" in the prescribed book to answer this question. 
 
Appraisal interviews are important because they provide an opportunity for the supervisor to give feedback 
to employees on their work performance (this feedback should include positive and negative feedback). 
The prescribed book discusses situational and psychological variables that contribute to the problematic 
nature of the appraisal process and interview. Briefly identify and discuss these variables. Then explain 
how a supervisor can prepare for and conduct a successful PA interview by compiling a list of do’s and 
don'ts and aspects that they should take special cognisance of. 
 
You may now continue with Workbook 08 where we will discuss training and development.  
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Workbook 08 
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As indicated below, you are now busy with Workbook 08.  

 
 
In Workbook 07 we introduced you to performance management and the appraisal process. We discussed 
the concepts performance management and performance appraisal, as well as the objectives and steps 
involved in an effective performance appraisal system. We also introduced you to different types of 
appraisal methods and instruments, and the common rating problems that exist. Lastly, we discussed the 
purpose of the appraisal interview and the characteristics of a properly designed performance appraisal 
system. If you cannot recall this, refer back to Workbook 07.  
 
Let us now begin with Workbook 08. Please ensure that your prescribed book is open at chapter 10. In 
this workbook our focus will be on training and development (T&D).  
 
It is important to note that you will be examined on this workbook and chapter 10 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 10), and complete the activities and self-assessment questions.  
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Key concepts  

  

The key concepts for this workbook are as follows:  

Assessment centre  Lecture  Sensitivity training programmes 

Away-from-the-job training  Management succession chart SETAs  

Behaviour modelling  Management development  Skills audit  

Case study  Management games  Strategic competencies  

Core competencies  Mentor  Strategic T&D 

Developmental activities  Needs assessment  Technology-based systems  

Education  NQF Training  

E-learning  Occupational competence  Training and development 
(T&D)  

In-basket exercises  Organisational competence  Web-based T&D 

Job instruction training (JIT) On-the-job training (OJT) Wilderness or adventure training 

Kolb's experiential learning 
theory  Role-playing  Workplace skills plan (WSP) 

 

8.1 Introduction  
Remember that you are still familiarising yourself with the second major human resource management 
(HRM) activity, namely assessing, developing and keeping qualified employees. In Workbook 07, we 
discussed the first part of this activity, namely assessing human resources (performance management 
and appraisal). We now move to the second part, namely employee development. This is achieved by 
means of employee training and management development.  
 
Let us first do an activity before we start with the theory of this workbook.  
 

 

Activity 8.1 
 
Answer the following questions:  
 

1. What do you think "training" is? What about "development"? Is there a difference? 
2. Is training and development (T&D) necessary? Give reasons for your answer.  
3.  Do you think people occupying managerial positions need to be trained? Substantiate your answer.  
 

 

Activity feedback  
 
From the above activity it should be clear to you that there is a difference between 
T&D. Were you able to define these terms in your own words? Were you able to 
determine why T&D is necessary, not only for managers, but also employees? After  
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you have worked through this workbook and chapter in the prescribed book you will be able to answer 
these questions effectively. 
 
As you will remember in Workbook 07 we dealt with performance management and appraisal. You learnt 
that proper performance appraisal will result in the employees knowing whether their performance on the 
job is acceptable and what their strengths and weaknesses are. How will the weaknesses that have been 
identified be corrected? This is where the development part of the second major HRM activity plays a role.  
 
The key questions therefore are:  
 
1. How does the HR manager train and develop employees for their present and future jobs?     

2. What is the role of the line manager in training and development?  

 
Try to imagine the kind of expectations a proper performance appraisal will raise. Employees will know 
what they have done wrong or right in the execution of their duties and what kind of performance is needed 
to do the job properly. But where do employees go from there? They will also want to develop their 
strengths to prepare themselves for promotion and career advancement. This is where the human 
resource (HR) and line manager play a crucial role: firstly, by assisting employees to overcome their 
weaknesses (by means of proper T&D), and secondly, by helping them to plan their path up the corporate 
ladder (by means of proper career management).  
 
Effective T&D can contribute greatly to improved performance, as well as motivated employee behaviour. 
It is therefore vital for every line manager to be aware of the requirements for proper T&D, and to ensure 
that they are constantly adhered to. To enable you to understand T&D, answer the questions below:  

• What are the similarities and differences between T&D?  
• What is the general purpose of T&D?  
• What are the main components of a traditional training model?  
• What are the basic principles of learning?  
• Who is responsible for T&D?  
• What is South Africa's training challenge?  

 

8.2 What are the similarities and differences between T&D?  

 

The terms "training" and "development" seem to mean more or less the same 
thing. Do you think there are any differences between them? What about 
learning and education? How do these terms fit into T&D?  
 

Source:  http://futureoftalent.org/whats-difference-training-education-development-learning/  
 
 

 

Study the introductory part of chapter 10 and "Training, development and 
related concepts" in the prescribed book.  
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Various concepts are used to describe T&D approaches and interventions that organisations offer their 
employees. These concepts include for example education, training, development and learning. Are 
you able to define or explain each concept? Test your knowledge by completing activity 8.2.  
   

 

Activity 8.2 
 
This activity comprises of 4 multiple-choice questions. In this activity you have to select 
the most appropriate option from the “answer section” of each question (options1 to 
4). Choose the option that you think is the correct one. 
 

1. Systematic efforts that affect the individual's knowledge or skills for purposes of personal growth or 
future jobs and/or roles are called ___________.  

 
a learning  
b education  
c training  
d development 
 

2. An activity directed at providing knowledge, skills, moral values and understating required in the 
normal course of life, is known as ___________.  

 
a training  
b learning  
c development  
d education  
 

3. The acquisition of knowledge, understanding, values, skills, competencies and experience, is known 
as __________.  

 
a development  
b education  
c learning  
d training  

4. The process whereby people acquire capabilities to aid in the achievement of organisational goals, 
is called ________.  

 
a education  
b training 
c development  
d learning  
 

 

Activity feedback  
 
You should now realise that there are various concepts used to describe the various 
T&D approaches and interventions that organisations offer their employees to develop 
their workplace competence.      

 
These concepts include education, training, development and learning. Refer to the introductory section 
in chapter 10 for explanations of these concepts.  
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In this section we have introduced you to the concepts training, development, education and learning. In 
the next section we will discuss the purpose of T&D.  
 
 

8.3 What is the general purpose of T&D?  

 

Study "Purpose of T&D" and read "T&D priorities for the 21st century" in chapter 
10 in the prescribed book.  

 
T&D serves the organisation by performing a number of important functions, for example improving 
employee performance and skills, promoting job competency and solving organisational problems. Are 
you aware of the important functions of T&D? If so, complete activity 8.3.  
 

 

Activity 8.3 
 
Access Forum 9: Workbook 08 in the Discussion forum on your myUnisa module 
site and discuss the questions below with your fellow students.  

 
1. Discuss the general purposes of T&D programmes for managerial and frontline employees.  
 
2. Indicate which of the T&D purposes are more important for the organisation and which are more 

important for its employees.  
 

 

The feedback to this activity will be provided in the Discussion forum once this 
activity has been completed.  

 
In this section you have learnt that T&D serves an important function in the organisation. In the next section 
we will introduce you to the main components of the traditional training model. 
 
  

8.4 What are the main components of a traditional training model?   
Due to the importance of T&D for the organisation and its employees, as well as the time and money 
involved, the actual T&D process needs to be approached systematically.  
 

 

Study "Systems approach to T&D" in chapter 10 in the prescribed book.  

 
T&D is best thought of as a complex system that involves a number of distinct, but highly interrelated 
phases. It is therefore important for the HR manager and line manager to work together to ensure that this 
complex system is managed effectively. 
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The three major phases of training are  

 
Because T&D is so complex, it is essential that it is linked to the organisation's objectives, goals and 
strategies if it is to add value and contribute to the bottom line. This process is known as strategic T&D. 
Strategic T&D is a more holistic and forward-looking approach to T&D that should help individuals 
anticipate what knowledge and skills will be required to achieve the organisation's strategic objectives. 
 
Once you feel comfortable that you understand the steps in the training process, you can complete activity 
8.4.  
 

 

Activity 8.4 
 
Answer the following questions:   

1. Define strategic T&D.  
2. When is T&D strategic?  
3. What are the three major phases of T&D?  
4. Define a needs assessment and describe the levels at which an analysis may be conducted.  
5. Effective T&D design considers the principles of learning. Identify and briefly discuss the principles 

of learning.  
6. Identify five on-the-job training methods and five away-from-the-job training methods.  
7. Discuss the importance of T&D evaluation; and the levels at which T&D evaluation takes place.  
8. Use the table below to summarise what you have learnt in this section (“Systems approach to training 

and development”).  
 

Phases of the traditional training model 

Phase 1:  
Needs assessment  

The purpose of this phase is to  
 
A needs assessment is conducted at three levels 

1. Organisational: Analysing organisation-wide performance 
criteria.   

 

 

Phase II: 
design and 

delivery 

Phase III: 
evaluation 

Phase I: 
needs 

assessment 
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2.   

 

 

 

3.  
 
 
 
 
 
The following methods are used to collect data (or information) for 
individual analysis:  

1. Advisory committee  

2.  

3.  

4.  

5.  

6.  

7.  

8.  

9.  
 
 
 
 

Phase 2:  
Designing and delivering T&D 

The purpose of this phase is to  
 
Training and development design:  
 
The following principles of learning should be considered in 
designing a T&D programme:  

1. Motivation  

2.  

3.  
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4.  

5.  
 
Training and development delivery:  
 
Once the T&D programme has been designed, the actual delivery 
of the T&D can begin. Various techniques can be used to deliver 
T&D:  
 
1. On-the-job training 
On-the-job training is defined as  
 
 
 
 
 
 
 
 
On-the-job training methods include 

• Job rotation 

•  

•  

•  

•  
 
2. Off-the-job training  
Off-the-job training is defined as  
 
Off-the-job training methods include  

• Lecture  

•  

•  

•  

•  

•  

•  
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•  

•  

•  

•  

•  

•  

•  

•  
 

Phase 3: 
Evaluation  

The purposes of this phase is  
 
 
 
 
 
 

 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources and then select Workbook 08. The name of the document 
is Activity 8.4. You can download the MS Word document and complete it in your 
own time. 

    

 

Activity feedback  
 
The answers to these questions can be found in section 10.4 in the prescribed book. 
Here are some guidelines:  

1. Strategic T&D is defined as a more holistic approach to T&D that should help individuals anticipate 
what knowledge and skills will be required to achieve the organisation's strategic objectives.  

2. T&D is strategic when it  

• develops essential employee capabilities that are linked to the organisation's strategic plan 
• encourages adaptability to change  
• promotes ongoing learning in the organisation 
• creates and disseminates new knowledge throughout the organisation and facilitates 

communication and focus  

3. The three major phases of T&D are  

1. needs assessment  
2. design and delivery  
3. evaluation  
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4. A needs assessment is defined as the systematic analysis of the specific T&D activities required by 
an organisation to achieve its objectives. A needs analysis can take place at organisational, 
operational and individual level. You should be able to describe each level of analysis.  

5. The principles of learning are discussed in section 10.4.2 (A) in the prescribed book. Principles of 
learning include for example motivation, participation, feedback, organisation, repetition and 
application. You should be able to identify and briefly discuss each principle.  

6. On-the-job and away-from-the-job training techniques are discussed in section 10.4.2 (B) in the 
prescribed book. On-the-job training techniques include for example job rotation, job enlargement 
and job enrichment, job-instruction training, mentoring and committee assignments. Away-from-the-
job training techniques include for example lectures, facilitation, conferences, simulations, case 
studies, role-playing, management games and assessment centres.  

7. The answer to this question can be found in section 10.4.3 in the prescribed book. The purpose of 
T&D evaluation is to determine whether the T&D participants learned new skills, knowledge and 
attributes as a result of the programme. The evaluation should measure the participant's reaction, 
learning, change in their behaviour and the impact of the programme on organisational effectiveness.  

 
In this section you have learnt about the T&D process and strategic T&D. In the next section we will discuss 
the developmental programmes that are available for managers.  
 

8.5 What developmental programmes are available for managers?  
Management development is an important area for organisations, as effective management could lead 
to the achievement of the organisation's strategic goals and objectives. Surveys, interviews, assessment 
centres and performance appraisal data are examples of methods that are often used to calculate the 
needs of managers.  
 

 

Study "Management development for organisational success" in chapter 10 in 
the prescribed book.  

 
Interventions for managers are usually aimed at long-term objectives and focus on developing a broad 
range of skills, for example technical, conceptual and human-relations skills. Management development 
is an important focus area for organisations, because effective management can lead to the achievement 
of the organisation's strategic goals and objectives.  
 
For more information on management development consult the links below.  
 

 

What is management development? 
https://www.thebalance.com/what-is-management-development-1918670  

10 Reasons why companies should invest more in management training: 
http://www.forbes.com/sites/victorlipman/2012/09/10/10-reasons-why-companies-
should-invest-more-in-management-training/#8afaf67475d3    
 

In the next section we will discuss the skills that a T&D professional should have.  
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8.6 What skills should T&D professionals possess? 

 

Read the "Development of T&D professionals" in chapter 10 in the prescribed 
book.  

 
T&D professionals are often assigned to coordinate and manage the T&D function within the organisation. 
The role of the T&D professional is mainly to ensure that the employees perform to the best of their abilities 
and that the person's efforts are directed to all aspects of employee performance. The T&D professional, 
furthermore, has to ensure that the training programme links with the business plan and HR management 
plan of the organisation. The T&D professional therefore requires the following skills (http://kalyan-
city.blogspot.com/2011/06/managerial-skills-conceptual-human.html) to fulfil his/her role successfully:  

• power skills  
• relationship skills  
• technical skills  
• entrepreneurial skills  
 
T&D professionals must also possess conceptual skills, because not only will they be involved in the 
design of T&D activities, but also the implementation thereof. They must thus be familiar with the T&D 
activities available and able to select relevant activities.  
 
In this section you have learnt more about the skills that T&D professionals should possess. In the next 
section we will discuss the South African T&D challenge.  
 

8.7 What is South Africa's training challenge?  
The democratisation of South Africa a few years ago has had major implications for all HRM practices. 
Why? Do you remember the implications of the Constitution and the Bill of Rights? Since then other 
legislation has come into place, for instance, the Skills Development Act and the Skills Development Levies 
Act. All people have to be treated equally and no discrimination is allowed, except in the case of affirmative 
action. Unfortunately this is easier said than done because of the far-reaching effects of past 
discrimination. How will this affect the T&D of human resources in the organisational context?  
 

 

Study "South Africa's training challenge" in chapter 10 in the prescribed book.  

 
Once you have read through this section in the prescribed book you may complete activity 8.6.  
  

 

Activity 8.5 
 
1. Identify, in order of importance, the shortcomings of the previous education 

system in South Africa. Which of these will have to be addressed through T&D 
activities in the organisational context?  

  



Workbook 08                              HRM2605/1 

183 

2. Now look at the different types of organisational competencies. Taking South Africa's diverse 
workforce into account, do you think the HR manager can help to improve these competencies? 
What would you suggest?  

3. Note also the "external" competencies that need to be addressed. Does the HR manager have any 
role to play here? Give reasons for your answer.  

 

 

Activity feedback  
 
You should now realise that because of South Africa's unique situation (the result of 
its history of discrimination), the T&D function is different from that in other countries.  
 

The South African population, and here we mean specifically the whites and designated groups, differ 
vastly in terms of education and skills. To address this imbalance in South Africa, the South African 
Qualifications Authority Act 58 of 1995 was promulgated.  
 
How does this Act affect the HR manager's task in South Africa? These managers will not only have to 
address employee and organisational T&D needs, but will also have to adopt a broader approach and 
contribute extensively (through, say, affirmative action initiatives such as accelerated development, literacy 
training and bursaries to designated groups) to the eradication of the educational backlog in South Africa 
as a whole. In other words, designated groups, both inside and outside the organisation, need to be 
assisted through T&D.  
 
The greatest training challenge facing South Africa can therefore be summarised as the T&D of previously 
disadvantaged groups (outside the organisation) for entry into the job market, as well as the training of 
employees (inside the organisation) for progression through the managerial ranks. You will agree that 
this is a huge responsibility.  
 
It is essential for T&D efforts to be coordinated at all times, and also for them to have the organisational 
goal(s) as their objective.  
 
Organisations that decide to expand internationally have a few additional T&D problems to sort out 
compared with the T&D concerns of an organisation that operates locally. Cross-cultural training is, 
however, one of the most important issues that an HR manager has to cope with. Also remember that 
cross-cultural training involves far more than just language training. Such training should at least provide 
an appreciation of the new culture, including details of its history, economy, politics, religion, social climate 
as well as business practices.  
 
We have now looked at the T&D challenge in South Africa. In the next section we will discuss the legislation 
that regulates T&D in South Africa.  
 

8.8 What legislation regulates T&D in South Africa?  
T&D in South Africa is regulated by legislation such as the following: 

• National Qualifications Framework Act 67 of 2008 
• Skills Development Act 97 of 1998  
• Skills Development Amendment Act 37 of 2008  
• Skills Development Levies Act 9 of 1999 
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Both line managers and employees should be aware of the relevant Acts to assist the T&D practitioners 
in ensuring that the organisation complies with these regulations.  
 

 

Read the "Legislation that governs T&D in South Africa" in chapter 10 in the 
prescribed book.  

 
SETAs (Sector Educational and Training Authorities), established by the Minister of Higher Education and 
Training, also regulate and promote T&D in South African organisations. The functions of SETAs are as 
follows:  

• to develop sector skills plans within the framework of the national skills development strategy  
• to implement  the sector's skills plans by establishing learnerships, approving WSPs, allocating 

grants and monitoring education and training in the sector 
• to  promote learnerships  
• to register learnership agreements  
• to liaise with various organisations about matters relating to sector education and training, for 

example, with the National Skills Authority, the Director General of the Department of Labour and 
the employment services of the Department of Labour 

 
As mentioned in the section above, SETAs are responsible for approving WSPs, or workplace skills 
plans. Organisations are required to compile and submit a WSP to the relevant SETA on an annual basis. 
The aim of the WSP is to develop the capacity of the employees in the organisation to achieve its business 
goals. The needs analysis process (as discussed in section 5 of this workbook) is therefore a vital 
ingredient for a meaningful WSP. As an HR professional or line manager you will be involved in the 
development of a WSP.  
 

 

You will not be examined on this section in the examination, but it is important to know 
what the purpose of each Act is, as well as the role that SETAs play in the T&D 
function and what a WSP is.  

 

You may now complete activity 8.6. 
 

 

Activity 8.6 
 
Complete the table below by filling in the omitted details.  
 

The National Qualifications Framework Act 67 of 2008 

The objectives of the National Qualifications Framework Act are  

•  

•  

•  
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The Skills Development Act (SDA) 97 of 1998 

The purposes of the SDA are  

•   

•  

•  

•  

•  

•  

•  

•  

•  

The Skills Development Amendment Act 37 of 2008 

The purposes of the Skills Development Amendment Act are  

•   

•  

•  

•  

•  

•      

•    

•    

The Skills Development Levies (SDL) Act 9 of 1999 

The purpose of the SDL Act is   
 
 
 

In terms of section 3 of the Act, every employer is 
required to pay a levy at the rate of 
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The following categories of employers are 
exempted from the Act:  
•  

•  

•  

•  

 

 

Sector Education and Training Authorities (SETAs) 

The functions of SETAs are  

•  

•  

•  

•  

•  

•     

The workplace skills plan (WSP) 

The WSP is defined as  
 

Developing a WSP is a systematic process which 
entails 
•  

•  

•  

•  

•  

•  

•    

•    

The benefits of completing a WSP are  

•  

•  

•  

The steps in completing the WSP are  

Step 1:  

Step 2:   

Step 3:   

 
 

 

An electronic copy of the table can also be found under Additional Resources. Go 
to Additional Resources and then select Workbook 08. The name of the document 
is Activity 8.6. You can download the MS Word document and complete it in your 
own time. 
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8.9 Summary   
You will probably agree that all organisational members need to receive some sort of training and/or 
development to improve their skills and knowledge, and should also be given some guidance on possible 
career alternatives within their organisations. You should also understand that any employee's career 
needs to be managed and guided in such a way as to incorporate both individual and organisational needs. 
With South Africa's changing workforce composition, employment legislation and changing societal views 
on, for example, women, the disabled and other designated groups, it is also the responsibility of the HR 
manager to ensure that these groups receive special attention when designing and implementing T&D 
programmes. What do you think?   
 

 

Reflection  
 
Now that we have completed this workbook, you should be able to 

• distinguish between the different concepts that are related to T&D   
• discuss the purpose of T&D  
• identify the differences and similarities between employee training and management development  
• describe the systems approach to T&D in organisations  
• explain a needs assessment process that includes organisational, job/task and individual needs  
• describe the steps of the process of designing and delivering T&D techniques  
• outline a process to evaluate T&D interventions  
• discuss the training challenge that South Africa faces  
 
To test your understanding of this chapter and workbook complete the self-assessment questions in the 
next section.  
 

8.10 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions. 

 
Question 1 

You are the training manager of a company that manufactures steel products. The production manager 
has been complaining for the last six months that employee morale has declined in the production 
department and this has led to a decline in production standards. He has now requested that all the 
production staff be sent on a motivational training course. You do not believe that the production staff 
necessarily need to attend a motivational seminar and want to convince the production manager to follow 
a scientific process to determine if training is necessary. Explain to the production manager the purpose 
of training programmes and why training would not necessarily be the solution to all his problems. Also 
explain what you could do to determine whether training is the solution and what kind of training the staff 
need.  
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Question 2 

You are the training and development (T&D) officer of a provincial branch of a retail clothing store. Briefly 
explain to the branch manager the systems approach to T&D by identifying the phases, and by explaining 
the purpose and importance of each phase and the steps that should be taken to complete each phase.  
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Question 3 

Tony is the newly appointed T&D manager of a car manufacturing company. After a few months of 
employment he realises that the company follows a traditional approach to T&D. Tony feels that a strategic 
approach to T&D would better serve the company’s needs and help the company reach its goals. If you 
were Tony, how would you explain to the chief executive officer (CEO) what the purpose of a strategic 
approach to T&D is? How does this differ from the traditional approach? Give reasons why you think Tony 
feels a strategic approach is more effective than the traditional approach to T&D.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 

 
Question 4 

Your company’s CEO is due to retire in five years' time. A successor has been identified and must now be 
trained in the job of the CEO. Explain how mentoring, committee assignments, management games, in-
basket exercises and membership of professional organisations can be used to train the successor.  
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Question 5 

Discuss job rotation as a development technique. What are the disadvantages of this T&D method?  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 

 
Question 6 

"T&D ends when the training programme is completed". Critically evaluate and discuss this statement.  
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Question 7 

You are the HR manager of a large IT (information technology) company and you are in the process of 
appointing a new IT manager. What T&D technique(s) would you use once you have appointed a suitable 
person in the position?  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 

 
Question 8  

Sarah is a British citizen who immigrated to South Africa two months ago to run the Johannesburg branch 
of an international brewery. You as the HR director have to prepare and inform her about the uniqueness 
of the South African labour market, especially the challenges that face South Africa with regard to training. 
Write brief notes on the training problems and challenges in South Africa that you can share with Sarah in 
your meeting.  
 
 
 



Workbook 08                              HRM2605/1 

192 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Feedback  

 
Question 1 
 
The answer to this question can be found in "Purposes of T&D" and "Phase 1: Needs assessment" in the 
prescribed book.  
 
The purpose of T&D is discussed in the prescribed book. You must evaluate this and decide whether the 
production manager's problems may be solved through a training programme. Then give a brief description 
of the needs assessment process, indicating the reason for doing a needs assessment before staff attend 
training programmes.  
 
 
Question 2 
 
The answer to this question can be found in "Systems approach to T&D" in the prescribed book. You can 
use figure 10.2 in the prescribed book as a guideline for answering this question, but merely copying the 
figure will not provide a complete answer.  
 
The training process consists of three phases, namely needs assessment, training design and delivery, 
and training evaluation.  
 
In answering this question you must identify and explain the purpose of each phase. Then explain why 
each phase is necessary and what must be done during each phase.  
 
 
Question 3 
 
The answer to this question can be found in "Strategic training" and "Systems approach to T&D" in the 
prescribed book. 
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Explain that a strategic approach to training will link the organisation’s training efforts to its business goals. 
Then compare the strategic and traditional approaches and describe how they differ from each other. 
Remember to give reasons for your answer.  
 
 
Question 4 
 
The answer to this question can be found in "Phase 1: Needs assessment" and "Phase 2: Designing and 
delivering training and development (T&D)" in the prescribed book.  
 
Mentoring and committee assignments are on-the-job training techniques, while management games, in-
basket exercises and membership of professional organisations are away-from-the-job training 
techniques. You must explain how each of these can contribute to the T&D of a CEO. However, before 
you can do that, you must first explain how this manager’s T&D needs can be determined. If you only 
describe the T&D techniques, you will not get full marks for this question.  
 
 
Question 5 
 
The answer to this question can be found in "Phase 2: Designing and conducting T&D" in the prescribed 
book.  
 
When you answer this question, your focus should be on job rotation as a development technique. This 
includes temporary assignments, short-term assignments and lateral promotions. Also discuss the 
disadvantages of using job rotation as a development technique.  
 
 
Question 6 
 
The answer to this question can be found in "Phase 3: Evaluation" in the prescribed book.  
 
In your answer, explain the purpose of training evaluation, and discuss strategies that can be used to 
evaluate training, the different levels on which to perform a T&D evaluation and how to apply evaluation 
strategies.  
 
 
Question 7 
 
The answer to this question can be found in "Phase 2: Designing and conducting T&D".  
 
You have to identify the T&D technique(s) that you as HR manager would use to train the new IT manager, 
in other words, on-the-job or away-from-the-job training, and then specifically which methods you would 
use, and why. 
 
You could for example choose away-from-the-job training with programmed instruction training, lectures 
and in-house programmes. Remember that you have to give reasons for your choices.  
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Question 8  
 
The answer to this question can be found in "South Africa's training challenge".  
 
You have to give information regarding the problems and challenges in South Africa regarding training, 
based on the information in your prescribed book.  
 

You may now continue with Workbook 09.  



Workbook 09 HRM2605/1 

    195 
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Managing compensation and benefits  
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As indicated below, you are now busy with Workbook 09.  

 
 
In Workbook 08 we introduced you to training and development. We distinguished between the different 
concepts that are related to training and development, discussed the purposes of training and 
development, and identified the differences and similarities between employee training and management 
development. The systems approach (or traditional training model) to training and development was also 
outlined and discussed as well as the legislation that regulates training and development in South Africa. 
Lastly, we identified and briefly discussed the challenges of training and development in South Africa. If 
you cannot recall this, refer back to Workbook 08.  
 
Let us now begin with Workbook 09. Please ensure that your prescribed book is open at chapter 11. In 
this workbook our focus will be on managing compensation and benefits.      
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It is important to note that you will be examined on this workbook and chapter 11 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 11), and complete the activities and self-assessment questions.  
 
Key concepts  
  

 

The key concepts for this workbook are as follows:  

Broadbanding  Gainsharing plans  Piecework  

Comparable worth  Golden parachute  Profit-sharing plan 

Compensation  Green circle rates  Red circle rates 

Contributory pension plan  Internal equity  Sabbatical 

Economic value added  Job evaluation  Skill-based pay  

Employee compensation audit  Job ranking  Stock option plan  

Employee stock ownership plan Merit pay increases  Wage rate compression  

External equity  Non-contributory pension plan Work evaluation  

 

9.1 Introduction  
One of the most significant tasks confronting human resource (HR) managers is the design and 
implementation of compensation systems. The primary goal of these systems, which are designed to serve 
many purposes, is to provide fair and equitable remuneration for all employees. The HR manager therefore 
has to ensure that all employees feel that they are being paid what they are worth and that their salaries 
compare favourably with others doing similar work inside and outside the organisation. In addition, the 
compensation programme must be one which provides equity to the employees while allowing the 
organisation to remain competitive in the marketplace.  
 
The key question therefore is:  
 

How does the HR manager go about compensating employees?     

 
 

 

Key concepts/definitions 
 
Compensation is what employees receive in exchange for their contribution to the 
organisation.   

 
The purpose of compensation is to attract, retain and motivate employees to achieve the employer’s 
business objectives. The employer’s compensation package should be good enough to attract competent 
employees from the marketplace, and it must be reviewed in such a way and kept in line with accepted 
market norms to motivate employees to perform and remain with the company. Without adequate 
compensation, current employees are likely to leave and replacements will be difficult to recruit. 
Compensation, however, goes far beyond just wages and salaries. It may also include incentives that help 
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relate labour costs to productivity. A wide range of benefits and services is also almost always part of the 
total compensation package each employee receives. Taking all of this into account, you should now begin 
to realise what a complicated task the HR manager faces in determining the compensation and benefits 
applicable to the different positions in his or her organisation. Let us take a look at a practical example.  
 

 

Activity 9.1 
 
Read the following case study and then answer the questions that follow.  

 

FutureLeaders University 
 

 

Alexa, Sarah, Thabo and Rasul are students studying BCom Human Resource Management at 
FutureLeaders University. They are final year students and as part of their studies they need to submit 
assignments, write examinations and complete their internship training. Their last assignment for the 
compensation management module is due within the next two weeks and they have been grouped together 
in a team to complete a group assignment. Their lecturer Prof Clever indicated that the mark that each 
group receive for their assignment will be the mark that each member of that group receives and it is the 
responsibility each group member to pull their weight. 
 
The students arranged to meet at the cafeteria on campus one Thursday afternoon to discuss the way 
forward and how they are going to approach the assignment. Thabo immediately indicated that he would 
not be able to attend as he has two important meetings scheduled that he has to attend in completion of 
his internship training that morning and he then needs to visit his grandmother on Thursday afternoon. 
 
The questions for the assignment appear below: 
 
Question 1 
Choose five jobs from different industries and on different pay levels, indicate which type of incentive plan 
would be most appropriate for each job and also whether an incentive plan would be viable for this 
particular job and also provide reasons for your choices. Ensure that one of the jobs is that of an executive 
staff member and one of an administrative employee. 
 
Question 2 
Read the article on the following website: http://humanresources.about.com/cs/compensation 
/a/aasalarytrends_2.htm and make a brief summary of the most important financial and non-financial 
aspects addressed in the article. If you have a problem accessing this article you may also do a search on 
the internet using the search term “trends in compensation in 2015”. Classify the aspects addressed into 
these two categories and provide examples where possible. 
 
ABC University makes use of several means of compensating their staff members. All staff members earn 
a salary. Academics are expected to work from a variety of locations and they are thus entitled to receive 
a data allowance that they can use for internet access as well as a cell phone allowance to ensure that 
they are available to students, they may also choose from a variety of other benefits to suit their needs. 
The administrative staff members have several pre-packaged options that they can choose from. Prof. 
Clever is an Associate Professor and he earns a salary of R300 000 per annum over and above this he 
belongs to the medical aid, has life cover, a cell phone allowance and a data allowance. Fiona, the typist 
in the department that Prof Clever works for earns R180 000 per annum and she has chosen the pre-
packaged option 4 where she belongs to a medical aid, has life insurance and a housing subsidy over and 
above her salary, she is expected to work at the office 8 hours per day. Fiona is mainly responsible typing 

http://humanresources.about.com/cs/compensation/a/aasalarytrends_2.htm
http://humanresources.about.com/cs/compensation/a/aasalarytrends_2.htm
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and formatting of documents and assisting academics with the typing of research reports and articles that 
they want to submit to scholarly journals for publishing. She has been working at the department for 23 
years and she is an excellent employee, just two weeks ago the chair of the Department gave Fiona a 
very high score on her performance appraisal and she told her during the interview that she wishes that 
the other administrative staff members could work as accurately as she does and at the same pace, she 
also thanked Fiona that she takes initiative and that they can always rely on her to schedule her own work 
and complete it well in advance. She also told Fiona that they will look into ways of accommodating her 
as they are aware of the fact that her special needs child may need her from time to time. 
 
Prof Clever eagerly awaits the assignments of the students as he wants to finalise the marking before is 
sabbatical leave commences in two weeks’ time. 
 
Source:  Human Resource Management in South Africa, Wärnich, Carrell, Elbert and Hatfield, © 2015, Cengage Learning  
 EMEA. Reproduced by permission of Cengage Learning EMEA.   

 
Questions:  
 
1. Assist the students with question 1 of their assignment. You may use the table below to answer this 

question. Remember to provide reasons for your choices.  
 

Job Incentive plan  Reason for your choice  

   

   

   

   

   

 
 

 

An electronic version of the table can also be found under Additional Resources. Go 
to Additional Resources and select Workbook 09. The name of the document is 
Activity 9.1. You can download this MS Word document and complete it in your own 
time. 

  
2. In terms of compensation and benefits what can Prof Clever’s sabbatical leave be seen as?  
 

 

Activity feedback  
 
It should be obvious to you by now that keeping employees happy in the work 
environment is a very important issue to employees and needs to be attended to by 
management with the utmost care and attention. When answering the questions in 
activity 9.1, you should have noted the following:  

 
1. Different jobs make use of different incentive plans. For example, an individual incentive system 

widely used in sales positions is commission – employees are given a percentage of the sales. On 
the other hand, employees who are employed in the manufacturing industry would for example be 
paid according to the number of units they produce. This is typically known as a piece-rate system. 
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The purpose of an incentive or performance-based system is therefore to relate an employee’s pay 
directly to their performance.   

2. Sabbatical leave is the prolonged absence from work in the career of an academic employee granted 
for the purposes of professional development or research. Prof Clever is therefore still paid while he 
is attending to his professional development or research. It is therefore an example of a paid holiday, 
also known as paid time off. Sabbatical leave is thus a benefit.        

 
To enable you to understand compensation systems and benefits better, we will answer the following 
questions:  

• What are the objectives of compensation?  
• What role does job evaluation play in the compensation process?  
• What types of pay systems can be found?  
• Why have benefits become so important and what types of benefits exist?  
• What is executive compensation and what does it entail?  
 

9.2 What are the objectives of compensation?  
You will agree that employees should be compensated in some way for the contributions they make in the 
company employing them. Once employees have been paid for their effort, a fair exchange has taken 
place between them and the organisation. This is one of the many objectives of compensation.  
 

 

Study the introductory part of chapter 11 and “Compensation objectives” in the 
prescribed book.  

 
One of the functions of human resource management (HRM) is to determine employees’ compensation 
and benefits. Compensation not only affects an employee’s performance, but also his/her intention to stay 
with the organisation. It is therefore important for organisations to determine the main objective of their 
compensation system before they design it. The HR professional must keep in mind what the goals of the 
system are and what the organisation needs to accomplish to attain these goals. The objectives of a 
compensation system is summarised in the figure below.  
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Ensure that you understand what each objective entails before you complete activity 9.2.  
   

 

Activity 9.2 
 
Do you remember the case study in Activity 9.1? Answer the questions that follow: 
 

1. Which of the compensation objectives (summarised in the figure above) are applicable to 
FutureLeaders University? Why?  

2. Can you think of any other compensation objectives?  
 

 

Activity feedback  
 
You should have realised by now that the primary objective of any compensation 
programme (as with all other HRM functions with which you are already familiar) is 
that it should aid the effective utilisation and management of human resources in the 
pursuit of the organisation’s wider objectives. 
 

This is why it is always important for the HR manager to ensure that compensation goals are formalised. 
This ensures that wage and benefit policies realise their goals.  
 
Additional goals of compensation that you would have identified in activity 9.2, include the following:  

• to reward past performance  
• to remain competitive in the labour market  
• to maintain salary equity among employees  
• to motivate employees to perform to the maximum of their capabilities  
• to control wage and salary costs 
• to attract and retain good staff  
• to reduce unnecessary staff turnover  
• to comply with legal regulations  
• to ensure internal and external equity  
 
Competitive, equitable salaries will therefore ensure that good employees are attracted to the organisation, 
that these employees are motivated to improve their performance (because they know that their past 
performance will be rewarded) and that they remain with the organisation. It is, however, a difficult task to 
get to the point where the HR manager can say that the salaries offered by the organisation are competitive 
and equitable. How can this be achieved? This is where prober job evaluation comes in.     
 

9.3 What role does job evaluation play in the compensation process?   
How do you determine how much to pay someone? Remember that employees not only differ according 
to their qualifications and experience, but also have different types of jobs at different hierarchical levels. 
The HR manager therefore has to make use of another tool to determine what the employees’ 
compensation should be.  
 
Job evaluation is used by organisations to determine the value of jobs and hence to determine the 
relativity of pay between jobs. Job evaluation implies a job’s worth can be measured and that employees 
in higher level jobs will earn higher salaries than those in lower level jobs.  
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Study “Job evaluation” in chapter 11 in the prescribed book.  

 
 

 

Key concepts/definitions 
 
Job evaluation is defined as the process of systematically analysing jobs to 
determine the relative worth of jobs within the organisation. 

 
Popular job evaluation methods include for example job ranking, the classification method and the point 
method. More details regarding these methods appear in table 11.2 and table 11.3 in the prescribed book.  
 
Once you have studied this section in the prescribed book you may complete activity 9.3.  
 

 

Activity 9.3 
 
Answer the following questions:  

1. Define job evaluation, internal equity and external equity.  
2. Identify and discuss three popular job evaluation methods in South Africa.  
3. Your supervisor has heard that the latest job evaluation system in South Africa is the job appreciation 

system (JAS). He has heard people speaking about the many things that can be determined when 
using the JAS, including what a job is intended to achieve. He asks you to provide him with five other 
aspects aside from the one mentioned that can be determined when utilising the JAS.  

 

 

Activity feedback  
 
1. Job evaluation is defined as the process of systematically analysing jobs to 

determine its relative worth within the organisation. Internal equity is defined  
as the relationship between the pay structure and the design of the organisation and the work, while 
external equity involves comparing what an employee earns in the organisation that he/she works 
for to similar jobs in other organisations.   

2. Job ranking is the simplest and oldest method of job evaluation by which jobs are placed in the 
order of their relative worth. The job with the most worth is identified first, then the next job with the 
most worth. This continues until the jobs are placed in hierarchical order. The job ranking method is 
fast and easy to complete because it can usually be done in a few hours. However, it is limited to 
smaller organisations where the employees are very familiar with their jobs and the method assumes 
equal intervals between the rankings, which is usually not true.         
 
The classification method is slightly more sophisticated than the job ranking method, but still not 
very precise. In this method a decision on how many grade levels the job value structure should be 
broken into, is made and generic descriptions at each level are written. The classification method 
has been used by numerous companies for years and it is readily accepted by employees. It is 
readily adaptable to very large organisations with many offices that are geographically dispersed.     
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The point method is used more than any other method. Here the same compensable factors as 
above are evaluated but more detail is added by breaking the factors down into subfactors. Instead 
of using wages, points are allocated at a number of levels for each factor. The jobs are then analysed 
in terms of each factor and the individual points added to obtain the total points for each job. The 
point method is detailed and specific. Employees generally accept this method because of its 
mathematical nature – it is easy to assign monetary values to jobs. This method is time-consuming 
and costly to develop, and requires significant interaction and decision-making by different parties. 

3. You could have mentioned any five of the following aspects:   

• what the job is intended to achieve  
• how the job can grow, change or shrink  
• the contribution of the job as compared to other jobs above, below and next to it in the 

organisation  
• the required level and type of strategic contribution of the job  
• the required number of similar jobs in the organisation or work unit  
• the overall number of similar jobs the organisation needs  
• the strategic value-adding competency clusters required by the job  
• the level of strategic development of the organisation or work unit with implications for where 

it should be heading in the future  
 

9.4 What types of pay systems can be found?   
Because of the different types of companies and employees, different compensation methods can be 
found. The HR manager usually has to determine whether an employee will be compensated for the time 
he or she took to do the job or for the amount of effort he or she put into it.   
 

 

Study “Pay systems” and “Guidelines for incentive plans” in the prescribed 
book.  

 
A pay system is the method by which individuals are paid for performing their job. There are three types 
of pay systems, namely time-based, employee-based and performance-based pay systems.  
 
Time-based systems are the more common type of system, and are used for jobs in which employees 
are paid for the hours worked (hourly) or by the fraction of an annual rate of pay (salaried), such as a week 
or month. A second method of compensation is paying people for the skills they learn and use. This method 
is known as employee-based systems. Lastly, jobs that pay employees according to their performance 
are referred to as performance-based systems or incentive pay systems. These systems are 
discussed in detail in sections 11.3.1 to 11.3.3 in the prescribed book. Ensure that you understand what 
each system entails.   
  
Besides taking the above pay systems into account, the HR manager also has to remember that top 
management (or executives) are paid differently from mid-level and lower-level management. Executive 
compensation will be discussed in the next section.  
 
If you feel comfortable that you understand the different types of pay systems, you can complete activity 
9.4.  
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Activity 9.4 
 
Answer the following multiple-choice questions.    

1. Kgala is a fork-lift driver in a large warehouse. His compensation is determined by a schedule of pay 
grades and he is paid by an hourly rate. This makes it easier when Kgala works overtime or weekends; 
his hours are calculated through a clocking system and he is paid accordingly.  
 

Which pay system is used in Kgala’s case? 
 

1 Time-based system 
2 Employee/person-based system 
3 Performance-based system 
4 Incentive-based system 

 
2. What is a compensation technique that collapses many pay grades (salary grades) into a few wide 

bonds in order to improve organisational effectiveness known as?  
 

1 Broadbanding 
2 Skills-based pay 
3 Merit-based pay 
4 Pay grading 

 
3. Performance-based systems or variable pay can be divided into three categories: individual-based 

incentive systems, which provide a pay incentive to each worker based on their own level of 
productivity; team-based incentive systems; and ______________, which base their rewards on total 
organisational performance. 

 
1 organisation-wide incentive systems 
2 group-based incentive systems 
3 culture-based incentive systems 
4 financially-based incentive systems 

 
4. Which of the following is not a guideline for incentive plans? 
 

1 Emphasis on team performance 
2 Quick feedback 
3 Above-average base 
4 Complex and accurate formula 

 
5. Moodly is a computer programmer in The IT Solution.  He is compensated on a skills-based pay 

system whereby he can improve his remuneration through specialising his skills.  He has thus 
attended several training courses in database programming and can now be considered an expert.  
Through these actions, Moodly’s pay has increased noticeably. Which type of skills-based pay 
system is applicable in Moodly’s case? 

 
1 Vertical skill plans 
2 Department/depth skill plans 
3 Basic skill plans 
4 Horizontal skill plans 
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6. The Shakers is a team in The Moving Company.  The company is divided into ten moving teams, 
each with a unique name and team leader.  The company’s compensation system is structured in a 
way where each team is rewarded for the amount of moves that they do.  If they do more than what 
is expected of them, the whole team gets an incentive. Which type of performance-based pay system 
is applicable in The Moving Company’s case? 

 
1 Individual incentive plan 
2 Piece-rate system 
3 Organisational incentive plan 
4 Team-based incentive system 

 

 

Activity feedback  
 
The answers to these questions can be found in sections 11.3 and 11.4 in the 
prescribed book. We also dealt with the types of pay systems in section 9.4 in 
Workbook 09.   

 
Here are the answers to these questions:  
 

Question number Answer Reference in prescribed book 

1.  1 Section 11.3.1 

2.  1 Section 11.3.2 

3.  1 Section 11.3.3 

4.  4 Section 11.4 

5.  2 Section 11.3.2 

6.  4 Section 11.3.3 
 
In this section you were introduced to three types of pay systems. In the next section we will discuss 
executive compensation and other company benefits.  
 

9.5 Executive compensation   

 

Key concepts/definitions 
 
Executive compensation can be defined as the total remuneration or financial 
compensation a top executive receives within a corporation. 

 
Executive compensation includes a basic salary, any and all bonuses, shares, options and any other 
company benefits. This is clearly explained at the link below:  
 

 

Executive compensation:  
http://humanresources.about.com/od/glossarye/g/executivecomp.htm  
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Study “Executive compensation” in chapter 11 in the prescribed book.  

 
Once you feel comfortable that you understand the different types of pay systems, you can complete 
activity 9.5. 
 

 

Activity 9.5 
 
Complete the following statements in your own words:   

A golden parachute contract is  
 
 

A stock option plan is   
 
 
 

The most common determinants of CEO and executive pay are  

•  

•  

•  

•  

•  

•  

•  

 
 

 

An electronic version of the table can also be found under Additional Resources. Go 
to Additional Resources. Select Workbook 09. The name of the document is 
Activity 9.5. You can download this MS Word document and complete it in your own 
time. 

 

 

Activity feedback  
 
By now you should understand the reasons for the difference in pay for top 
management and the rest of the organisation. These employees tend to be strategi-
cally important to the company and their positions have built-in conflict.  

  
A number of different factors determine the pay of top management, namely organisation size, 
organisation performance, executive specific factors, organisation structure, job or position-specific factors 
and job complexity.  
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Executive compensation has become a complex issue and requires proper planning and implementation, 
not only from HRM, but from board level as well.  
 
Once the HR manager knows why employees should be compensated, what to pay whom and how, you 
would think the compensation issue would be finalised. This is not the case. Most organisations do not 
only pay their employees a basic salary, but also provide benefits.  
 

9.6 Why have benefits become so important and what types of benefits 
exist?  

Most people who are permanently employed by a relatively large organisation will receive compensation 
plus benefits. It is also interesting to note that a substantial amount of an organisation’s compensation 
costs are made up of employee benefits. But is the payment or provision of these benefits really all that 
important?   
 

 

Study “Benefits” in chapter 11 in the prescribed book.  

 

Benefits offered by employers can be divided into five types, namely  

• those required by the law  
• retirement benefits  
• paid time off from work  
• insurance  
• employee services  

Examples of these benefits are summarised in the table below:  
 

Benefits Examples 

Benefits required by law • Unemployment insurance 

• Compensation for injuries and diseases  

Voluntary benefits  • Retirement benefits  

• Pension benefits  

• Retirement flexibility  

Paid time off  • Vacations  

• Public holidays  

• Personal absences  

• Sick leave  

• Maternity leave  

• Family responsibility leave  
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Insurance  • Medical aid schemes  

• Life/group life/disability insurance  

Employee services or creative benefits  • Childcare programmes  

• Food services  

• Education expenses  

• Transportation programmes  

• Housing subsidy  

 
Ensure that you understand what the types of benefits entail before you complete activity 9.6. 
 

 

Activity 9.6 
 
Answer the following questions:   

1. Differentiate between legally required benefits and voluntary benefits.  
2.  Explain why you think an organisation should or should not provide benefits. 
  

 

Activity feedback  
 
You probably now agree that the provision of benefits is really necessary. Originally, 
benefits were introduced to promote and reward employee loyalty, and in some 
instances, to discourage unionisation.  

 

There may also have been an element of paternalism – believing employees to be incapable of fully 
providing for their personal welfare. However, this has changed. Nowadays, benefits play an important 
role in encouraging employees to work for the organisation and to remain with it.  
 
You should have noticed that benefits can be classified into five basic groups, as summarised in the table 
above.  
 
In South Africa, organisations are legally required (refer to the Basic Conditions of Employment Act) to 
provide the following employee benefits: (1) unemployment insurance, (2) compensation for occupational 
injuries and diseases, and (3) payment for time not worked (leave). All other employee benefits (for 
example pension, medical aid, housing subsidy) are provided at the discretion of the employer and no 
obligation rests on employers to provide any voluntary benefit if they do not wish to do so.  
 
Organisations offer benefits for a variety of reasons. The most important being the tax advantages 
received. Organisations are taxed on the size of their compensation payroll, and by providing employee 
benefits the size of the payroll is reduced. However, the provisioning of employee benefits is not just 
advantageous to the organisation, but also to the employee. Regardless of all the issues to consider when 
planning for compensation, the HR manager also has to be aware of the additional compensation issues 
when operating internationally.  
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9.7 Summary   
By now you have probably realised that the compensation and benefits an organisation provides is one of 
the most powerful tools that HR managers have at their disposal. Competitive and equitable compensation, 
incentives and benefits will ensure that good employees are attracted to the organisation, that they are 
motivated to do their best and that they will remain with the organisation. Because of the importance of 
compensation and benefits, the HR manager will have to put extra effort into the development of a proper 
compensation strategy.  
 
Rewarding employees financially improves employees' level of motivation and thus improves productivity, 
which ultimately shows up in the “bottom line” – part of the increased profits must be circulated back to the 
workforce responsible for it.  
 

 

Reflection 
  
Now that we have completed this workbook, you should be able to  

• explain the link between pay, motivation and performance  
• define job evaluation and discuss four popular job evaluation methods  
• develop a time-based pay system using pay grades and steps  
• discuss three types of individual incentives  
• discuss why gainsharing, profit-sharing and employee stock ownership plans (ESOPs) have grown 

as organisational incentive plans  
• discuss executive compensation methods   
• discuss employee benefits  

 
 

 

Mindmap 
 
You can use the mindmap at the end of this workbook in your examination preparation. 

 
 
To test your understanding of this chapter and workbook complete the self-assessment questions in the 
next section.    
 

9.8 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions. 

 

Question 1 
 
How can an organisation safeguard the relationship of performance and motivation (where the employee 
is motivated to perform at high levels because there is a distinct link between performance and reward)?  
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Question 2 
 
What is job evaluation and what is the purpose of job evaluation in employee compensation? 
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Question 3 
 
What is a pay system? Differentiate between the three kinds of pay systems described in the prescribed 
book.  
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 4 
 
Identify and discuss the main methods of setting CEO and executive pay.  
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Question 5 
 
With broader salary bands, will salaries not rise greatly as employees move to the top of their respective 
bands? Substantiate your answer by discussing the advantages and disadvantages of broadbanding.  
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 

 
 

 

Feedback  

 
Question 1 

You will find the answer to this question in “Compensation objectives” in the prescribed book and in section 
9.2 in the workbook.  

One of the objectives of compensation is to motivate employees by rewarding good performance and 
offering incentives. Explain how an organisation can do this by using performance appraisal, rewards and 
feedback on performance.  
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Question 2 

The answer to this question can be found in “Job evaluation” in the prescribed book and in section 9.3 in 
the workbook.  

When you answer this question, explain how job evaluation is used in compensation. Start by defining job 
evaluation and then explain how it is used. Do not describe the job evaluation process or methods of job 
evaluation.  
 
Question 3 

You will find the answer to this question in “Pay systems” in the prescribed book and in section 9.4 in the 
workbook.  

Describe the concept “pay system” and then use a table to describe and differentiate between time-based, 
person-based and performance-based systems.  
 
Question 4 

You will find the answer to this question in “Executive compensation” in the prescribed book and section 
9.5 in the workbook.  

The four methods of setting CEO and executive pay should be discussed.  
 
Question 5 

You will find the answer to this question in “Pay systems” in the prescribed book.  
 
You may continue with Workbook 10.  
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As indicated below you are now busy with Workbook 10. 

 
In Workbook 09 we introduced you to compensation and benefits. We discussed the objectives of 
compensation and the types of pay systems and benefits that exist, as well as why benefits have become 
so important. We also discussed the role of job evaluation in the compensation process and the 
remuneration or compensation that top executives receive. If you cannot recall this, refer back to Workbook 
09.  
 
Let us now begin with Workbook 10. Please ensure that your prescribed book is open at chapter 12. In 
this workbook our focus will be on health and safety.      
 
It is important to note that you will be examined on this workbook and chapter 12 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 12), and complete the activities and self-assessment questions.  
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Key concepts  

  

The key concepts for this workbook are as follows:  

Burnout  Job burnout  Wellness programmes 

Distress Safety  Workplace bullying  

Eustress Safety management  Workplace harassment  

Health  Stress  Workplace violence  

Employee assistance 
programmes (EAPs) 

  

 

10.1 Introduction  
Remember that you are still familiarising yourself with the second major human resource management 
(HRM) activity, namely assessing, developing and keeping qualified employees. Thus far we have 
focused on managing the performance (Workbook 07) of employees, training and development (Workbook 
08) and compensating and rewarding (Workbook 09) employees. Another organisational responsibility is 
to ensure that the work environment is free from unnecessary hazards that could lead to injury, illness or 
death, and that the employees’ wellbeing is taken into consideration. Consequences of an unsafe work 
environment and unhealthy employees are an increase in absenteeism, disability claims, healthcare, 
recruiting efforts and training costs.  
 
Fortunately, organisations can do much to enhance the health and safety of employees. You would 
probably agree that employees are entitled to working conditions that enhance rather than diminish the 
efforts they put into their jobs. Legislation also exists to regulate the health and safety of employees in the 
workplace. Obviously, a focused effort by the HR manager to ensure the health and safety of employees 
will also help to retain them.     
 
The key question therefore is:  
 
How is a healthy and safe work environment established?     

 
If you ask around, most people would probably say that people doing dangerous work in an unhealthy 
environment (for instance someone who works many kilometres underground in a gold mine) should be 
paid something extra. This, however, is not enough. Even if these people are compensated for the danger 
and discomfort they have to endure, the organisation also has to take certain precautions and actions to 
minimise these dangers and risks. Gold miners, for instance, are legally required to wear and use certain 
safety equipment and the working environment is made as safe and comfortable as possible. The mine 
and government usually offer ample assistance to miners who are injured on duty or fall ill because of, 
say, inhaling dangerous underground gases. Let us now look at a practical example.  
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Activity 10.1 
 
Read the following case study and then answer the questions that follow.   
 

Mayhem at Smart Trade 
 
Linda is an extremely hard worker and she has been employed at Smart Trade for nearly 10 years. She 
has moved up the corporate ladder and she now holds a managerial position where she is responsible 
for retails outlets in three provinces in South Africa. 
 
Linda has to attend monthly meetings at the Head Office in Johannesburg where she needs to report 
on their sales targets and strategies to improve their sales and expand their customer base. She has 
built up her regions over a period of 5 years from a monthly turnover of only R1,8 million to more than 
R6,2 million (the total turnover for all five regions in the company is now R11.6 million). Her manager 
Angelina has recently noticed that Linda does not seem happy anymore. She calls Linda to her office 
and Linda tells her that she feels depressed, she really works hard every day but it feels like nothing 
she does is worthwhile. Linda expresses her opinion and she states that she will never be able to 
achieve the new set target of 6,3 million turnover. Over and above her recently struggle with lung 
infections on a regular basis Linda also suffers from headaches and her manager also saw that she 
has started drinking lots of coffee and she is taking much more regular smoke breaks. Linda’s manager 
suggests that she takes two weeks leave, but Linda replies that leave will not improve the situation she 
says “Nothing will help, my only option is to resign as I cannot carry on like this, I am picking up weight 
and I do not have time to exercise and I am too exhausted!”. 
 
A few minutes later Jim storms into Angelina’s office he look frightened. He informs Angelina that one 
of their employees just got hurt at one of the retails stores, a forklift that was busy delivering stock 
accidently ran an employee over.  Angelina realises that she will have to visit the retails store as soon 
as possible. She gets into her car and drives to the retail store, she meets with the manager Jason. 
Jason informs her that they have now established that the forklift driver was intoxicated but luckily he 
employee was not seriously hurt. She also notices that there are no proper safety warnings and signs 
visible in the warehouse of the retail store. When she drives home that evening she thinks about the 
past week. This week turned outs to be quite a challenge for Angelina as Pradeep came to see her two 
days ago complaining that one of his colleagues are bullying him. 
 
Angelina cannot wait for tomorrow afternoon when the weekend starts she is really looking forward to 
relaxing with her family and friends but before then she has a lot on her plate to deal with. 
 
Source: Human Resource Management in South Africa, Wärnich, Carrell, Elbert and Hatfield, © 2015, Cengage Learning 
EMEA. Reproduced by permission of Cengage Learning EMEA.   

 
Questions:  
 
1. What condition is Linda suffering from? Provide reasons for your answer.  
2. How can the company assist Linda with her condition?  
3. Why do you think the retail manager did not notice that the forklift driver was intoxicated? What HR 

tool can he use to determine whether the forklift driver is an alcoholic or not?  
4. What can Angelina do to provide a safe work environment for her employees?    
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Activity feedback  
 
You probably realise by now the serious problems an unhealthy (or unsafe) work 
environment can cause. The retail company has a serious problem on its hands. 
When answering the questions in activity 10.1, you should have noted the following:  

1. Linda is experiencing burnout, because she is mentally, physically and emotionally exhausted. She 
doubts her competency and whether she can continue with her job.  

2. An employment assistance programme (EAP) will assist Linda with her burnout. You should have 
briefly discussed what such a programme entails and how it would assist Linda.  

3. Unlike job attitudes or opinions, alcoholism cannot be measured by traditional HR tools, because (1) 
many alcoholics are unwilling to admit that they have a problem, (2) alcoholism can be defined only 
in the most general terms and (3) employees perceive alcoholism as a sensitive and personal issue.  

4. Angelina should apply the following five steps to provide a safe work environment for her employees:  
 

1. Eliminate hazards.  
2. Use safeguards on equipment.  
3. Post warning signs near dangerous chemicals or machinery.  
4. Train employees.  
5. Require protective clothing, shoes, goggles, hats, and so on.   

 
Health and safety are therefore crucial factors in any business environment, especially when people are 
involved. Unsafe and/or unhealthy working conditions can have a major impact on the physical and 
psychological wellbeing of an employee and his/her performance and motivation. Unsafe/unhealthy 
working conditions can also lead to stress and burnout. Organisations therefore have to ensure that they 
are familiar with all the factors (both inside and outside the organisation) that can have an impact on these 
two important elements as well as their consequences. To enable you to understand health and safety 
better, we will answer the following questions in this workbook:   

• What is the difference between job stress and job burnout?  
• What types of employee health care programmes exist?  
• What action can be taken to prevent accidents in the workplace?  
• What is the purpose of the Occupational Health and Safety Act?  
• What action can be taken to prevent workplace violence and harassment?  
 
 

10.2 What is the difference between job stress and job burnout? 
In this section we will differentiate between job stress and burnout. Before we define these constructs 
watch the video below where stress and burnout is briefly explained and study the relevant sections in the 
prescribed book.  
  

 

Stress versus burnout:  
https://www.youtube.com/watch?v=_NEmcKWeCa8    
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Are you now able to distinguish between these two concepts after watching the video? You can now study 
the sections indicated below.  
 

 

Study the introductory part of chapter 12 and study “Stress” and “Burnout” in 
chapter 12 of the prescribed book.  

 
 

 

Key concepts/definitions 
 
Stress is any adjustive demand caused by physical, mental or emotional factors that 
require coping behaviour. 

 

It affects people in different ways and is therefore a highly individual condition. For example, certain events 
may be quite stressful to one person but not to another. Moreover, the effects of stress are not always 
negative. For example, mild stress actually improves productivity and can be helpful in developing creative 
ideas. Some people also tend to improve their performance when they are placed under mild stress. 
Although everyone lives under a certain amount of stress, if it is severe enough and persists long enough, 
it can be harmful. This can result in poor attendance, excessive use of alcohol and the use of drugs, poor 
job performance or even poor overall health. A condition that often develops from organisational and 
individual failure to deal with stress effectively is known as burnout.  
 

 

Key concepts/definitions 
 
Burnout is a state of physical, mental and emotional exhaustion combined with 
doubts about one’s competency and the worthiness of one’s work.  

 

Burnout is therefore a state of fatigue or frustration. In essence, it is the perception that an individual is 
giving more than he or she is receiving – for example, money, satisfaction or praise. These individuals 
often feel that they cannot and will not continue with the job. A key factor in burnout is unrealistic 
expectations. When people strive excessively to achieve unattainable goals, they may experience a feeling 
of helplessness – that no matter what they do, they will not succeed. Burnout is frequently associated with 
people whose jobs require working closely with others under stressful and tense conditions. Some of the 
warning signals of burnout are irritability, forgetfulness, frustration, fatigue and tension. 
 
Before you continue you can, if you wish, refer to these additional articles (you will not be examined on 
these). It might help you in your personal life and career.  
 
  

Stress symptoms, signs and causes: 
http://www.helpguide.org/articles/stress/stress-symptoms-causes-and-effects.htm  

 
Determining the sources of stress (questionnaire): 
http://www.healthylife.com/online/stress/StateOfMichigan/work-stessor-questionnaire.html  
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10 Signs you are burning out and what to do about it:  
http://www.forbes.com/sites/learnvest/2013/04/01/10-signs-youre-burning-out-and-what-to-do-about-
it/#51e5ef855e01  
 
HR managers should thus remember that unsafe and unhealthy working conditions can contribute greatly 
to heightened indices of stress or burnout. They should therefore try to eliminate or reduce all unhealthy 
and unsafe conditions that contribute to stress or burnout. Now let us take a look at the programmes that 
are available to improve employees’ health.    
            

10.3 What types of employee healthcare programmes exist?  
You probably agree that when you feel sick, either physically or mentally, your attitude is generally 
negative, your morale poor and productivity low. It is therefore obvious that HR managers should do 
everything possible to ensure that all their employees remain healthy and feel safe in their working 
environment. This may have a positive effect on productivity and employee morale which, in turn, will 
benefit the organisation. But exactly how can the HR manager contribute to the improved health of 
employees?  
 

 

Study “Employer healthcare programmes” in chapter 12 in the prescribed book.  

 
Have you noticed that the prescribed book makes reference to two healthcare programmes, namely 
employee assistance programmes (EAPs) and wellness programmes. 
 

 

Key concepts/definitions 
 
An EAP is designed to help employees overcome personal crises such as substance 
abuse, job burnout, stress or family and financial problems and it may include their 
emotional wellbeing. 

 
If you want to learn more about EAPs, click on the links below:  
  

The value of EAPs:  
https://www.youtube.com/watch?v=lvCxuQu9LEY  
 
EAP:  
https://www.youtube.com/watch?v=1PiyJaGcGQ0     

 
You can also visit the Employee Assistance Professionals Association of South Africa’s (EAPA-SA) 
website at http://www.eapasa.co.za/. EAPA-SA is the largest, oldest and most respected professional 
association for persons in the EAP field. EAPA-SA represents individuals and organisations with an 
interest in employee assistance.  
 
A wellness programme, on the other hand, is a programme that is designed to assist employees with 
their overall health, for example programmes to help employees stop smoking and programmes aimed 
at nutrition and weight control.  
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Key concepts/definitions 
 
A wellness programme is designed to assist employees with their overall health, 
mainly with the aim of preventing health issues in future, but can also be applied to 
addressing existing health problems.   

 
For more information on wellness programmes consult the following web links:  

 What is workplace wellness?  
https://en.wikipedia.org/wiki/Workplace_wellness     
 
6 Great workplace wellness programmes:  
https://rise.xyz/blog/workplace-wellness-programs/   

 
Have you noticed the important role that these programmes play in an organisation?  
 
You may now complete activity 10.2. 
 

 

Activity 10.2 
 
Read the case study in Activity 10.1 again and then answer the questions that follow: 
 

1. Should Smart Trade have an EAP? How would this be established?  
2. Angelina decides to implement an EAP at Smart Trade. What components should she consider to 

ensure that the programme is successfully implemented?  
 

 

Activity feedback  
 
To determine whether Smart Trade requires an EAP you have to determine the 
behaviour of the employees. Do they for example show symptoms such as excessive 
absenteeism, tardiness, reduced concentration, confrontations with co-workers and a 
deteriorating personal appearance? 

  
Once Angelina has established whether an EAP is necessary, the programme needs to be designed.  
 
Certain factors need to be taken into account when developing an EAP. These include awareness of the 
programme, confidentiality, accessibility, management support and job security. Are you able to identify 
and discuss each of these considerations? You probably wonder if there are examples of what 
organisations offer? Click on this link to learn what Coca-Cola offers its employees:  
 

 

The rewards of working at Coca-Cola:  
http://assets.coca-colacompany.com/bb/9b/4fd65d1c43f89755bd3cf101c06a/ 
summary-of-benefits-plus-health-care-for-employees.pdf  

 
It is important to remember that EAPs and wellness programmes are not only designed to assist 
employees with stress and burnout, but also other addictions and illnesses such as alcohol and drug 
abuse, gambling, smoking and HIV/AIDS (refer to section 10.4). Remember that the HR manager, unlike 
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most other functional managers (for example marketing, financial and production managers), is in the 
unique position of dealing with people. It is obvious why the health (and safety) of this important resource 
should be regarded as a priority. It is amazing what a positive effect it can have on the workforce if 
employees believe that their employer really cares about their health and safety in (and even outside) the 
organisation. Let us now take a closer look at HIV/AIDS in the workplace.   
 

10.4 HIV/AIDS in the workplace  
The HIV/AIDS pandemic has a huge impact on South African workplaces. It is a workplace issue and 
should be treated like any other serious illness/condition in the workplace. Line and HR managers therefore 
play an important role in managing HIV/AIDS in the workplace.     

 

Study “AIDS in the workplace” in chapter 12 in the prescribed book.  

 
After studying “AIDS in the workplace” in the prescribed book you should have seen that the epidemic has 
the following effects on the workplace (Van Aswegen et al 2012:245; Van Dyk 2012:540): 

• high morbidity (sick employees who have to take sick leave) and mortality (death) rates 
• increased absenteeism, as employees take time off to take care of their sick family members or to 

attend funerals of friends, colleagues or family members who have died of AIDS  
• increased labour turnover through death or early retirement  
• low staff morale with employees resenting taking on, or refusing to take on, additional responsibilities 

for colleagues who are sick  
• a culture of stigma and fear of infection, further lowering the morale of employees  
• loss of productivity due to high morbidity, absenteeism and mortality in the workplace  
• decrease work performance when AIDS results in the death of an experienced skilled workers whose 

skills are difficult and expensive to replace 
• increased cost of employee benefits, such as health and medical aid 
• increased insurance costs 
• the demand for recruitment and training increases as a result of increased staff turnover and loss of 

skills  
• higher production costs stemming from higher health-related expenses  
• lower quality of products and services  
• increased number of accidents due to fatigue and illness  
• declining profits 
 
In the prescribed book you were also introduced to the Code of Good Practice on Key Aspects of HIV 
and AIDS and Employment. The Code was developed as a guide to employers, trade unions and 
employees. The Code is issued in terms of Section 54 (1)(a) of the Employment Equity Act, No 55 of 1998 
and is based on the principle that no person may be unfairly discriminated against on the basis of their 
HIV status. The primary objectives of the Code are as follow:  

• creating a non-discriminatory work environment  
• dealing with HIV testing, confidentiality and disclosure  
• providing equitable employee benefits  
• dealing with dismissals, and  
• managing grievance procedures.    
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Are you able to discuss the primary objective and most important principles of this Code? For the full 
version of this document click on the link below:  
 

 

Employment Equity Act, No 55 of 1998: Code of Good Practice on Key Aspects 
of HIV/AIDS and Employment:  
http://www.labour.gov.za/DOL/legislation/codes-of-good-ractise/employment-
equity/code-of-good-practice-on-key-aspects-of-hiv-aids-and-employment 

 
In addition to the guideline, the Code also recommends the development of an HIV and AIDS policy and 
programme as a means of ensuring that employees affected by HIV/AIDS are not unfairly discriminated 
against in employment policies and practices (Van Aswegen et al 2012:245).  
 
Van Aswegen et al (2012:246-247) further outline factors that should be included in an HIV/AIDS 
healthcare programme:  

• Giving employees the right medicine ~ although AIDS cannot be cured, giving employees the 
right medication, such as anti-retrovirals (ARVs), can improve the state of their health and help them 
lead a more productive life.  

• Removing the underlying factors that worsen the disease ~ preventative measures, such as 
having AIDS awareness days in school and having AIDS-awareness training, must be taken.  

• Dealing with certain misunderstanding about AIDS ~ misunderstandings about AIDS, especially 
how it is transmitted, must be dealt with in order to mitigate stigmatisation and/or discrimination.  

• Educating the population ~ in order to mitigate the spread of HIV/AIDS the population should be 
educated about the epidemic so that each member of society can take the responsible steps to 
prevent the spread of the disease.  

 
You may now complete activity 10.3. 
 

 

Activity 10.3 
 
1. Lydia Mahlangu is a nurse at the Pofadder Private Hospital. She was appointed 

as the health and safety representative of her unit and needs to develop an 
HIV/AIDS programme. Assist Lydia with this task by answering the following 
questions:  

1.1  Discuss the objective of the Code of Good Practice on Aspects of HIV and AIDS and Employment.  
1.2 What guidelines does the Code recommend for the development of an HIV/AIDS policy and 

programme as a means to ensure that employees affected by HIV/AIDS are not unfairly 
discriminated against in employment policies and practices? (Tip: click on the link above for a copy 
of the Code).   

 

2. Discuss the impact of the HIV/AIDS epidemic on the workplace.  
3. How can management ensure that employees with HIV/AIDS are not unfairly discriminated against 

in the workplace?  
 

 

Activity feedback  
 
1. You will find information on the objectives and guidelines on the development of 

HIV/AIDS programmes in the workplace in this section (10.4) of the workbook 
and section 12.3.5 in the prescribed book.  
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2. The impact or effect of HIV/AIDS on the workplace was discussed in this section of the workbook 
and section 12.3.5 in the prescribed book.  

3. In addition to the Code of Good Practice, effective management of HIV/AIDS include the 
development of a HIV/AIDS policy and healthcare programme.  

 
For more information on HIV/AIDS in the workplace click on the link below:  
 
 Managing HIV/AIDS in the workplace:  

http://www.ilo.org/wcmsp5/groups/public/---asia/---ro-
bangkok/documents/publication/wcms_099737.pdf  
 

HIV/AIDS in the workplace:  
http://www.labourguide.co.za/general/386-hiv-aids-in-the-workplace  
 
Let us now take a look at how the HR manager and line manager can ensure the safety of employees at 
work.  
 

10.5 What action can be taken to prevent accidents in the workplace?  
The employer provides the working environment in which its employees execute their tasks. It is thus the 
responsibility of the employer to ensure the safety of employees, but employees also have to act 
responsibly. The employer will usually employ HR managers to ensure that the required safety 
programmes are implemented effectively.  
 

 

Study “Safety management” in chapter 12 in the prescribed book.  

 
According to the prescribed book approximately 70 to 95% of all injuries resulting from workplace accidents 
can be attributed directly to employees engaging in unsafe activities. Refer back to the case study at the 
end of chapter 12 – would you agree that the accident at Smart Trade could have been prevented if the 
forklift driver was not intoxicated? Employees should therefore be oriented and trained to adopt safe 
working habits. Employers should therefore implement safety management programmes. 
 
The benefits of having such a programme include the following:  

 
 
 

Benefits 

Reduced 
insurance 
premiums 

Reduced legal 
expenses

Savings in salaries 
and benefits paid 

to injured 
employees

Less overtime and 
training 

Greater 
productivity
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For an example of how a safety programme is implemented in an organisation watch the video at the link 
below:  
 

 

Safety programmes help keep workers safe: 
https://www.youtube.com/watch?v=2_zGDjil4A8   

 
The organisation in the video above makes use of various safety measures to make its employees aware 
of the potential hazards on site and to ensure that the employees complete their work safely without 
accidents and injuries. Think about the organisation in which you are employed, or the organisation for 
which a family member or friend works – is there a safety management programme? If so, what does it 
entail?  
 
You should now realise that safety programmes are not only beneficial for the organisation, but also for 
the employees.  
 
You can now complete activity 10.4. 
 

 

Activity 10.4 
 
Read the case study in Activity 10.1 again and then complete the activity below: 

1. Identify the safety elements this company needs to take into account.  
2. List the steps that you think this company should take when implementing a safety programme.  
 
 

 

Activity feedback  
 
You should now agree that, because of the importance of safety in the workplace, HR 
managers need to remove any measures that are ineffective and introduce ones that 
will ensure a safe working environment in the future.  

 
The safety measures introduced will, of course, differ substantially from one organisation to the next (for 
instance a gold mine compared to a supermarket). HR managers need to be aware of the most common 
occupational injuries and illnesses as well as who is responsible for the administration of occupational 
safety and health (see “Occupational injuries and illnesses/diseases” and “Occupational safety and health 
administration” in the prescribed book). Although some general health and safety issues are applicable to 
most organisations, there are vast differences between certain types of organisations in South Africa. Now 
try to imagine the health and safety implications for an organisation operating abroad.  
 

10.6 What legislation regulates health and safety in South Africa?  
Health and safety in South Africa are regulated by legislation such as the following: 
 

• Compensation for Occupational Injuries and Diseases Act 130 of 1993  
• Occupational Health and Safety Act (OHSA) 85 of 1993  
 
Whereas the Compensation for Occupational Injuries and Diseases Act regulates the payment of 
compensation to individuals who are injured or contract a disease while working, the OHSA lays down 
certain rules aimed at preventing accidents at work.  
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Both line managers and employees should be aware of the relevant acts to ensure that the organisation 
complies with these regulations.  
 

 

Read “Occupational Health And Safety Act, no. 85 of 1993 (OHSA)” in chapter 
12 in the prescribed book.  

 
 

 

You will not be examined on this section in the examination, but it is important to know 
what the purpose of the Act is, as well as the general duties of employers to their 
employees, and the duties of employees. You will also need to know this in your work 
life.      

 
You can now complete activity 10.5. 
 

 

Activity 10.5 
 
Complete the table below by filling in the omitted details. 

The Occupational Health and Safety Act 85 of 1993 

The purpose of the Act (OHSA) is to provide for  
 
•  

•  

 

The general duties of employers to employees 
include  
 
•  

•  

•  

•  

•  

•  

•  

•  

•  

The general duties of the worker is to  
 

•  

•  

•  

•  

•  

•  

•  

•  
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An electronic version of the table can also be found under Additional Resources on 
the myUnisa module site. Go to Additional Resources, then select Workbook 10. 
The name of the document is Activity 10.5.  

 
In this section we have briefly looked at legislation that governs occupational health and safety in South 
Africa. In the next section we will discuss workplace violence and bullying.  
 

10.7 What action can be taken to prevent workplace violence and bullying? 
Workplace violence seems to be on the increase in South Africa. It is therefore important that employers 
know what to do in such an event. Managers should be trained to recognise violence indicators as 
summarised in table 12.7 in the prescribed book.  
 
Besides being trained to recognise workplace violence – what else can organisations and management 
do to prevent workplace violence? Consult the link below:  
 

 

10 Ways to prevent workplace violence:  
https://www.alicetraining.com/resources-posts/blog/10-ways-to-prevent-workplace-
violence/ 

 
From the article in the link above you should have noticed that organisations can do the following to prevent 
violent incidents in the workplace:  
 

• Screen out employees whose histories show a propensity for violence.  
• Develop a plan for preventing violence and for dealing with it if it occurs.  
• Adopt a “zero tolerance policy”.  
• Enlist the aid of professional, external resources to use when a potential problem arises.  
 
What about workplace harassment and bullying? Have you ever been exposed to such behaviour in your 
organisation? How did you handle it? Or, what did you do?  
 
What is the difference between harassment and bullying? Workplace harassment is a form of 
discrimination that is based on a variety of things that may include affectional, gender, race, religion, and 
ability/disability preferences. Workplace bullying, on the other hand, is a type of workplace harassment 
and includes acts or verbal/written comments aimed at hurting, intimidating, offending, humiliating, 
isolating or degrading a person in the workplace. Organisations need to ensure that they are geared to 
deal with these matters by implementing policies and procedures in line with the grievance and disciplinary 
procedure in the organisation. These should be communicated to employees with the underlying message 
that the organisation has a zero tolerance attitude towards this.   
 
Although you will not be examined on this section in the workbook and prescribed book, it may be beneficial 
to read these sections as you may come across violence or harassment in your organisation.  
 

 

Read “Workplace violence” and “Workplace harassment” in chapter 12 in the 
prescribed book.  
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In summary, workplace violence and bullying has become a problem in recent years that has to be dealt 
with in the correct manner.  
     

10.8 Summary   
Although the question of employee health and safety probably did not seem that important at first, it 
certainly plays an important role in retaining employees in the organisation. People who feel that the 
organisation cares enough about their health and safety and who feel that the working environment is in 
fact safe and healthy, will be more committed, motivated and productive.  
 
Also, if organisations can succeed in reducing the rates and severity of their occupational accidents, 
diseases and stress-related illnesses, and improve the quality of their employees’ working life they will 
certainly operate more effectively. Such an improvement can result in  

• greater productivity because fewer work days are lost  
• increased efficiency and quality from a more committed workforce  
• a reduction in medical and insurance costs  
• a reduction in staff turnover (hence better retention of employees)  
 
The conclusion to be drawn from the above discussion is that despite the legal requirements for health 
and safety issues, the organisation itself also has a moral obligation towards its employees in this regard.  
 

 

Reflection  
 
Now that we have completed this workbook, you should be able to  

• differentiate between job stress and burnout 
• identify and discuss the types of employee health programmes that exist 
• discuss the impact of HIV/AIDS in the workplace and the role of line managers in assisting 

employees with HIV/AIDS in the workplace  
• discuss the action that can be taken to prevent accidents in the workplace   
• distinguish between workplace violence and harassment 

 
You have now studied occupational health and safety thoroughly. Ensure that you have detailed notes on 
health and safety before you continue. Then test your understanding of this chapter and workbook by 
completing the self-assessment questions in the next section.    

10.9 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions. 

 

Question 1  

Explain to the board of directors of a company the difference between and the importance of employee 
assistance programmes, employee wellness programmes and health and safety programmes in the 
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workplace. Is it necessary to have all these programmes in place and should the company offer them 
itself? Substantiate your answer.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 
 
 
 

 
 
Question 2 

Kagiso is a marketing manager at a large cell phone company. He works very long hours and his position 
puts him under a lot of pressure with press reports, marketing campaigns and deadlines that need to be 
adhered to. What can Kagiso’s employers do to help him with his job stress? Briefly discuss two types of 
programmes that can be implemented to help employees like Kagiso to decrease their job stress.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Workbook 10                              HRM2605/1 

    231 

 
 
 
 
 
 
 
 
 
 

 
 
Question 3  

Your friend owns and manages a night club that employs two full-time barmen, five full-time waitresses 
and three full-time bouncers. He has been experiencing problems with several of these employees and 
has asked you for information and help. One bouncer has been involved in several violent episodes over 
the past six months, most of them unprovoked attacks on customers. Your friend has been reluctant to 
discipline the bouncer because he knows that the man has been experiencing marital problems and has 
also lost his father to cancer in the past year. One of the waitresses has been behaving erratically and is 
frequently late or absent without telephoning to explain her absences and is rude to customers. Some of 
the other staff members have hinted that she is abusing painkillers, but your friend has no proof. One of 
the barmen has been ill quite a lot lately; he has lost weight and your friend suspects he has AIDS. What 
advice will you give your friend? Explain the steps he should follow in each of these instances to help his 
employees deal with their problems.    
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Feedback  

 
Question 1  

You will find the answer to this question in “Employer healthcare programmes” and “Safety management” 
in the prescribed book and in sections 10.3 and 10.4 in Workbook 10. 

Students often confuse these three concepts; make sure you understand the difference. Begin by 
explaining the purpose of each programme and then discussing the importance of each. You must then 
decide whether it is necessary to have an employee assistance programme, an employee wellness 
programme and a health and safety programme in one organisation – can one be substituted for the other? 
Also indicate whether organisations need to offer these programmes themselves or whether they can be 
outsourced and when you would recommend that they outsource them. Remember to give reasons for 
any recommendations you make.   
 
Question 2  

The answer to this question can be found in “Employer healthcare programmes” in the prescribed book 
and in section 10.3 in Workbook 10. 

You first had to indicate that Kagiso’s employers can help him with job stress by implementing employer 
healthcare programmes. You then had to discuss two employer healthcare programmes, namely 
employee assistance programmes and wellness programmes.     
 
Question 3 

You will find the answer to this question in “Employer health care programmes” in the prescribed book and 
in section 10.3 in Workbook 10. 

Assess each problem carefully, write down the salient points and then decide what kind of assistance the 
owner of the night club can offer his employees. Explain the purpose of the assistance and the steps he 
should take to help his employees.  
 
10.10 Summary of Topic 3  
Most people (managers and employees alike) dislike performance management and find it very stressful, 
but the process serves an important purpose in the organisation. Promotion (and demotion) decisions and 
salary increases are often based on performance appraisal information. It also provides information about 
the employees’ training needs and gives valuable feedback to employees about their work performance. 
Employees usually have more trust in performance appraisal data when the performance appraisal method 
is job related and the appraisal interview is conducted in a constructive manner.    

Training and developing employees contribute to the organisation’s strategic goal achievement. 
Employees develop skills, abilities, knowledge and attitudes that help them perform more effectively in 
their current jobs and can also prepare them for future positions. The training cycle consists of three 
phases: needs assessment, design and delivery of training programmes, and evaluation of programmes. 
All three phases are important to ensure effective training and development. Both HR managers and line 
managers should be familiar with the legal environment that regulates training and development in South 
Africa.  

Compensation consists of the intrinsic and extrinsic rewards employees receive for their efforts. It affects 
employees' productivity and their tendency to stay with the organisation. In modern organisations, the co-



Workbook 10                              HRM2605/1 

    233 

existence of a variety of benefit programmes, incentive schemes and salary scales create a challenge for 
the HR department: how to reward employee performance fairly and objectively, while still remaining 
competitive.  
 
Organisations have to create and maintain a work environment that is safe and healthy to work in. This 
comprises aspects such as safety measures, eliminating hazards, assisting employees who suffer from 
stress and burnout, and helping employees who are experiencing severe personal problems which are 
affecting their ability to do their work properly. A fair volume of legislation governs aspects of workplace 
health and safety. Issues such as the AIDS pandemic also have an impact on organisations and thus the 
HR management function.  
 

We have now concluded Workbook 10 where we have discussed health and safety in the 
workplace. In the next topic we will discuss labour relations and more specifically the union-
management relationship, employee discipline and dismissal in Workbook 11.    
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Topic 4 
  
Labour relations  
 
Remember the diagram we included in Topics 1, 2 and 3? We will now be moving to Topic 4. Look at the 
diagram below to keep track of your progress.  
 
We will now investigate the fourth topic, namely labour relations as highlighted below:  
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Every business owner, manager or supervisor wants to be successful. However, one of the thorny issues 
in business today seems to be labour relations. However, labour relations need not be a problem. 
Understanding and applying the core principles of sound labour relations could be the elusive key to 
organisational success.  
 
Topic aim 
The aim of this topic is to familiarise you with the basic principles and practices that ensure positive and 
equitable labour relations in the organisation and to introduce you to labour relations, the regulation of 
which forms an integral part of the broader HRM task in organisations.  
 
Learning outcomes for Topic 4  
After completing this topic, you should be able to  
 

 

1. Illustrate the legislative framework for managing employees in the 
workplace  

1.1 explain how the South African labour legislation forms the foundation of HRM 
practices  

1.2 apply the relevant legislation to workplace examples  
1.3 apply the model for positive discipline to workplace examples  

  
 
You will be examined on this topic. 
 
To facilitate your learning we have provided a schematic representation of this topic below:   
 

 
 
We will now look at Workbook 11 in more detail. 
 
 
 
 
 
 
 
 
 
  

Topic 4
Labour relations 

Workbook 11:
The union-managment 
relationship, employee 
discipline and dismissal 

Chapter in prescribed 
book: 

Chapter 13
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Workbook 11 
The union-management relationship, employee discipline and dismissal  
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11.1 Introduction  239 

11.2 Trade unions  241 

11.3 Employers’ organisations  245 
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As indicated below, you are now busy with Workbook 11.  

 
 
In Workbook 10 we introduced you to workplace health and safety. We discussed the difference between 
job stress and job burnout, as well as the types of healthcare programmes that exist and the actions that 
employers can take to prevent accidents in the workplace. We also briefly discussed the legislation that 
regulates health and safety in South Africa. If you cannot recall this, refer back to Workbook 10.  
 
Let us now begin with Workbook 11. Please ensure that your prescribed book is open at chapter 13. In 
this workbook our focus will be on the union-management relationship, employee discipline and 
dismissal.       
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It is important to note that you will be examined on this workbook and chapter 13 in the prescribed 
book. It is therefore advisable to read through the workbook, study the relevant sections in the prescribed 
book (chapter 13), and complete the activities and self-assessment questions. 
 
Key concepts  
  

 

The key concepts for this workbook are as follows:  

Agency shop agreement Collective bargaining Negotiation  

Arbitration Conciliation  Procedural agreement  

Bargaining council Decentralised bargaining system Procedural fairness 

Bargaining level Disciplinary action Strike  

Bargaining unit  Good faith  Substantive agreement  

Centralised bargaining Grievance  Substantive fairness 

Closed shop agreement Grievance strike  Unions 

Collective agreement  Hot-stove rule  Workplace forum  

 

11.1 Introduction  
In the past two decades organisations in South Africa have passed through an extremely dynamic phase. 
The country is very uncompetitive for a developing country – our human resources are rated as even more 
uncompetitive. It is well known that winning nations and excellent organisations throughout the world follow 
a business philosophy which emphasises the human dimension. Labour relations have to do with the 
human dimension of organisations in the context of labour or employment.  
 
Without sound labour relations South Africa as a whole and South African organisations in particular can 
forget about becoming more competitive in the global village of international competition. Whether you 
work for yourself, another company, the state, a parastatal or a charity organisation, you will, in all 
likelihood, be working with people – sound relationships between working people are a key requirement 
for sound labour relations, competitiveness and the success of any organisation.  
 
It is clearly essential that every person involved in HRM in South Africa should be familiar with the issues 
related to the collective dimension of labour relations. How does this work in a real organisation? Let’s 
consider a practical example.    
 

 

Activity 11.1 
 
Read the scenario below and then answer the questions that follow.  
 

Simon has been employed as the HR manager of a large manufacturing company in South Africa for 
the last seven years. Whenever an “uncomfortable” situation arises where employees feel dissatisfied 
with their superiors, other employees or the organisation, Simon is quick to pick this up and invariably 
manages to keep everyone’s emotions under control by acting “within his authority as the HR manager”  
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and by controlling the company’s staff with an “iron hand”. Indeed Simon is extremely proud of the fact 
that his word is law in HRM issues.  

Last week, Simon dismissed James (a supervisor in the factory) for drinking on the job. Simon was 
quick to assure everyone that he has suspected for some time that James was an unrehabilitatable 
alcoholic – Simon has just never been able to catch him drinking on the job. Simon was sure that James’ 
dismissal had reinforced his authority in HR issues and that the employees all respected him for this.  
 
That was the situation until yesterday. Out of the blue, all the employees decided to go on strike and 
collectively handed a memorandum to top management demanding the reinstatement of James and 
the immediate resignation of Simon.  

 
Questions:  
 
1. Where do you think Simon went wrong in managing labour relations?  
2. Do you think that Simon handled the dismissal of James correctly? Give reasons for your answer.  
3. If you were Simon’s HR officer and had been given the authority to handle all labour relations and 

disciplinary issues, what would you have done in the above situation? 
 

 

Activity feedback  
 
You will probably agree that Simon did not follow the correct procedures when he 
dismissed James. According to the Labour Relations Act (LRA), which will be 
discussed later in this workbook, employees cannot be merely dismissed on the spot.  

 
Simon should be able to prove that the dismissal was procedurally and substantively fair. 
 
Were you able to explain what you would have done in the situation? It is important that one complies with 
the relevant provisions of the LRA, and more specifically the Code of Good Practice: Dismissal.   
  
The key question therefore is:  
 
How do line and HR managers ensure that labour relations are healthy and that they contribute 
to the optimal achievement of organisational goals? 

 
In answering this question we firstly need to establish which parties are involved in labour relations in the 
organisational context. The parties involved can be divided into three main groups, namely the employee, 
the employer and the state. If employees and employers are to have a say in labour-related matters, they 
have to act collectively (see “Collective bargaining” in the prescribed book for a more detailed discussion). 
In the South African environment, employees are often represented by trade unions (e.g. AMCU), and 
employers sometimes affiliate with employers’ organisation in negotiations with trade unions. The state 
influences and to a certain extent controls this collective action between employees and employers by 
means of labour legislation (e.g. the Labour Relations Act). See “Unions” to “Building blocks of the LRA” 
in the prescribed book. Figure 13.1 in the prescribed book, for example, clearly shows the framework for 
labour relations in South Africa. A person in Simon’s position should also be aware of matters like the role 
of a body such as the National Economic Development and Labour Council (NEDLAC) (See “The role of 
NEDLAC” in the prescribed book).    
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Simon obviously made a huge mistake in assuming that he was the only person with a say in the way 
labour-related matters should be handled. No wonder the employees demanded his immediate 
resignation. Another matter that Simon apparently handled incorrectly was the dismissal of James. We will 
explore the aspect of discipline in more detail later in this workbook. Let’s first look at trade unions and 
their role in the organisation.  
 
Let us now look at trade unions in more detail.  
 

11.2 Trade unions  
You are no doubt aware of the presence of trade unions in most South African organisations. Trade unions 
exist for the benefit of the employees to give them a collective “voice” with which to express their 
grievances and demands.  
 
As mentioned previously, trade unions are stakeholders and role-players in the management of 
employment relationships in South Africa. Not only have South African trade unions played an important 
role in transforming the country from an apartheid society to a democracy, but they also remain major 
stakeholders and role-players in the governance of the country today. In this section the spotlight falls on 
the reasons for joining trade unions, union membership, the goals of trade unions, the registration and 
subsequent rights of trade unions, union structures and trade union federations.   
 

 

Activity 11.2 
 
Before you start studying trade unionism formally, complete the following activity.  

Questions:  
 
1. Go to any person you know who belongs to a trade union (it could even be yourself). Ask the following 

question: “Why did you decide to join/belong to a trade union?" Write down the reasons.  
2. Go to at least five more such people and ask them the same question. Add their answers to the 

existing list.  
3. Use the information that you have gathered and summarise the underlying reasons why you think 

people belong to trade unions.  
4. Read “Unions”, “What is a union”, “Types of unions”, and “Why join a union?” in the prescribed book. 

How do the reasons you listed above compare with the reasons for joining trade unions discussed 
in the prescribed book?     

 

 

Activity feedback  
 
According to the International Confederation of Free Trade Unions, a trade union is 
defined as an ongoing permanent organisation established by the workers to protect 
themselves in their work, to improve their working conditions through collective 
bargaining, to try and improve their living conditions and to offer a mechanism by 
which workers can put their standpoints across.  

 
The primary goal of any trade union should therefore be to promote the interests of its membership through 
collective bargaining. Therefore, the main reason why employees join trade unions is to have an organised 
body that protects them and looks after their interests in the workplace.  
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Study “Unions”, “What is a union”, “Types of union”, “Why join a union” and 
“Union goals” in chapter 13 in the prescribed book. 

 
There is no requirement for unions to register with the Department of Labour. It is, however, advisable for 
them to register because registered trade unions have more rights than unregistered trade unions. These 
include  
 

• the right to establish a workplace forum  
• the right to be a member of a bargaining council or statutory council, subject to the admission 

requirements  
• the right to conclude collective agreements  
• the right to enter closed shop and agency shop agreements 
 
Read the first part of “The registration of trade unions” up to “Trade union rights in the workplace” in the 
prescribed book. Also read the documents at the links below:    
 

 

Basic guide to trade unions:  
http://www.labour.gov.za/DOL/legislation/acts/basic-guides/basic-guide-to-trade-
unions 
 
Trade unions:  
http://www.mywage.co.za/main/decent-work/legal-advice/unions-in-south-africa 

 
You may access the documents by clicking on the links provided or by typing the details into your internet 
search engine.  
 
Registration of trade unions ensures control over corruption, unconstitutional practices and control over 
finances. Trade unions that wish to register must be independent, which means they must be free from 
the influence of employers or employers’ organisations. To function effectively representative trade unions 
are entitled to certain organisational rights in terms of the LRA.  
 

 

Study the last part of “The registration of trade unions” in chapter 13 in the 
prescribed book. 

 
To ultimately achieve its objectives and to ensure that the interests of its members are served, a trade 
union must function and be managed well. The structure and functioning of a trade union is a complicated 
and comprehensive subject that does not form part of this module. However, a simplified organogram is 
provided in figure 13.1 in the prescribed book.  
 

 

Read “Trade union structure” up to and including figure 13.1 in the prescribed 
book. 

 



Workbook 11                             HRM2605/1 

    243 

Nevertheless, the role of the shop steward (or trade union representative) in the relationship between 
the trade union and management is very important. Every business person, especially line managers and 
supervisors, therefore needs to know how to interact with shop stewards.  
 
The shop steward is both an office holder of the trade union and a full-time worker in the organisation 
where he/she works. He/she is selected by the workers to act on behalf of the trade union members in the 
workplace. He/she consequently has a dual role to play. In the first place he/she is a worker and his/her 
position is regulated by a contract of employment. Secondly, under the trade union’s constitution, he/she 
fulfils particular functions for his/her fellow-workers and the trade union members whom he/she represents.  
 

 

Study “The shop steward” in chapter 13 in the prescribed book. 

 
Trade unions often become affiliated members of larger trade union federations. In South Africa there 
are a number of federations. Refer to the link below for examples of trade union federations.  
 

 

Federation of trade unions (December 2016): 
http://www.labour.gov.za/DOL/documents/useful-documents/labour-
relations/federations-june-2013    

Registered trade unions (December 2016):  
http://www.labour.gov.za/DOL/documents/useful-documents/labour-relations/federations-may-2013  
 
These federations consist of a number of affiliated trade unions, each with its own constitution or policy. 
Some trade unions, such as Solidarity, prefer not to affiliate with any of the existing federations.  
 
By knowing what these federations stand for and which trade unions are affiliated with them, employers 
can more easily understand the sentiments of the trade union members in their employ and act 
accordingly.  
 

 

Read “Union membership” and “Trade union federations” in chapter 13 in the 
prescribed book. 

 
After you have worked through section 11.1 in this workbook you can complete activity 11.3. 
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Activity 11.3 
 
Summarise what you have learnt in section 11.1 of this workbook in the table below: 
 

Trade unions  

A trade union is  

 

 

 

 

 

 

There are various types of trade unions, namely 

•  

•  

•  

•  

•  

•  

Employees join trade unions because  

•  

•  

•  

•  

•  

•  

The goals of trade unions are 

•  

•  

•  

•  

•  

•  

•  

•  

Trade unions need to follow the following steps to 

register: 

•  

•  

•  

•  

The role of the shop steward is to  

 
The summary should be aimed at assisting you in preparing for the examination and it should therefore 
contain sufficient detail.  
 

 

An electronic version of the table can also be found under Additional Resources on 
the myUnisa module site. Go to Additional Resources, select Workbook 11. The 
name of the document is Activity 11.3. You can download the MS Word document 
and complete it in your own time. 
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11.3 Employers’ organisations 
Read the relevant section in the prescribed book before we start to look at employers’ organisations in 
more detail.  
 

 

Read “Employers’ organisations” in chapter 13 in the prescribed book. 

 
Workers can belong to trade unions, while employers can join employers’ organisations such as the 
Chamber of Mines (COM), the Building Industries Federation of South Africa (BIFSA), the Automobile 
Manufacturers Employers’ Organisation (AMEO), the South African Motor Industry Employers’ Association 
(SAMEIA) and the Sugar Manufacturing and Refining Employers’ Association (SMREA). These 
organisations also operate under the sanction of the LRA.  
 
Refer to the link below for a list of registered employers’ organisations in South Africa. 
 

 

Registered employers’ organisations (June 2016): 
http://www.labour.gov.za/DOL/documents/useful-documents/labour-
relations/registered-employer-organisations-june-2013     

  
Employers’ organisations may consist of any number of affiliated employers in any particular undertaking, 
industry, trade or occupation, who associate for the purpose of regulating relations in that industry between 
themselves and their employees or some of their employees.  
 
An important consequence of membership of an employers’ organisation is that, as soon as an employer 
becomes a member of such an organisation, it is automatically bound by the provisions of any agreements 
or awards that are binding upon that organisation. Employers’ organisations usually participate in the 
bargaining council system (http://www.labour.gov.za/DOL/legislation/acts/basic-guides/basic-guide-to-
bargaining-councils), and participate at this level in collective bargaining with representatives of trade 
unions to enter into agreements.  
 
HR managers must be aware that employers’ organisations serve a useful purpose in South Africa. They 
collect and maintain statistics regarding their members and represent their members on a variety of bodies, 
such as bargaining councils, medical aid societies, pension and employment organisations and insurance 
companies. The HR manager should assess his/her particular organisation’s position in the industry and 
then decide whether or not to join an employers’ organisation.  
 
In the next section we will briefly discuss the International Labour Organization (ILO).    
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11.4 The International Labour Organization (ILO) 

 

Read “The International Labour Organization” in chapter 13 in the prescribed 
book. 

 
The International Labour Organization (www.ilo.org) engages in  

• the formulation of international policies and programmes to promote basic human rights, improve 
working and living conditions and enhance employment opportunities  

• the creation of international labour standards – backed by a unique system to supervise their 
application – to serve as guidelines for national authorities in putting these policies into action  

• an extensive programme of international technical cooperation formulated and implemented in an 
active partnership with constituents, to help countries make these policies effective in practice  

• training, education, research and publishing activities to help all these efforts  
 
One of the ILO’s oldest and most important functions is the adoption by the tripartite (government-
employers-workers) member states of international labour conventions and recommendations that set 
international standards. Through ratifications by member states, conventions create binding obligations to 
put their provisions into effect. Recommendations provide guidance on policy, legislation and practice. 
 
To get a brief overview of the ILO you can read the document in the link below (you will not be examined 
on this):  
 

 

The ILO at a glance:  
http://www.ilo.org/public/english/download/glance.pdf  

 
Did you notice when you read through this document that many of these aspects are closely linked to the 
workplace and specifically applies to the South African environment?  
 
In the next section we will be looking at the South African labour legislation.  
   

11.5 Labour legislation  
Think about when you grew up or when you went to school. Were you allowed to do whatever you wanted 
whenever you wanted? Your answer should definitely be no – there were rules that you had to abide by. 
In a similar manner there are “rules” that we as citizens of our country have to abide by. However, we do 
not call them rules but rather legislation. There are different kinds of legislation providing guidelines on 
various matters. In the workplace matters are also regulated by rules in the form of policies and procedures 
that employees have to abide by. Specific legislation applies in this situation – we call this labour legislation 
that organisation have to adhere to.  
 
There are different dimensions of the employment relationship. One of these is the formal dimension, 
which arises from the legal nature of any employment relationship. The formal dimension refers to certain 
rights and duties that the parties have as a result of official agreements between themselves, irrespective 
of whether these are individual or collective. An example of an official agreement is the contract of 
employment entered into between an employee and an employer, which creates a legal relationship 
between them.  
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The Constitution of the Republic of South Africa 108 of 1996 (http://www.acts.co.za/constitution-of-
the-republic-of-south-africa-act-1996/) is the highest and most important law of the land and is the product 
of extensive and prolonged multi-party negotiations. The provisions of all South African statutes must 
conform to the basic principles contained in the Constitution. Labour relations issues are dealt with in 
section 23 of the Constitution, which states the following:  
 
(1) Everyone has the right to fair labour practices.  
 

(2)  Every worker has the right –  

(a) to form and join a trade union; 
(b)  to participate in the activities and programmes of a trade union; and 
(c) to strike. 
 

(3) Every employer has the right –  

(a) to form and join an employers’ organisation; and 
(b) to participate in the activities and programmes of an employers’ organisation. 
 

(4) Every trade union and every employers’ organisation has the right –  

(a) to determine its own administration programmes and activities; 
(b) to organise; and 
(c) to form and join a federation. 

 

(5)  Every trade union, employers’ organisation and employer has the right to engage in collective 
bargaining. National legislation may be enacted to regulate collective bargaining. To the extent that 
the legislation may limit a right in this Chapter, the limitation must comply with section 36(1).  

 

(6) National legislation may recognise union security arrangements contained in collective agreements. 
To the extent that the legislation may limit a right in this Chapter, the limitation must comply with 
section 36(1).  

 
April 1994 saw the Interim Constitution (the Constitution of South Africa, Act 200 of 1993) coming into 
force. This totally changed the constitutional basis of the South African legal system. It was clear that the 
old Labour Relations Act, essentially dating from 1924, did not fit into the new constitutional order. The 
final Constitution of South Africa, as you have seen above, makes specific provision for labour relations. 
For instance, the old Labour Relations Act did not provide for the right to strike, the right to lock out or the 
right to organise. To give effect to the above-mentioned constitutional provisions, and to overcome some 
of the problems created by the old dispensation, new legislation was necessary. This led to the 
promulgation of the Labour Relations Act 66 of 1995 (http://www.acts.co.za/labour-relations-act-
1995/index.html) in November 1996. Various amendments followed. The most recent amendments have 
been published in the Labour Relations Amendment Bill of 2012. As an HR practitioner or line manager 
you should ensure that you keep abreast with all amendments and its impact on your policies, procedures 
and practices.  
 

 

Study “The Labour Relations Act, no. 66 of 1995” in chapter 13 in the prescribed 
book and all the subsections. 
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After you have studied the relevant sections in the prescribed book you can complete activity 11.4. 
 

 

Activity 11.4 
 
Answer the following questions:  

1. What is the purpose of the Labour Relations Act (LRA) 66 of 1995? 
2. What are the four primary objectives of the LRA? 
3. To whom does the LRA apply? 
4. What does the LRA mean for workers?  
5. What does the LRA mean for employers?  
 

 

Activity feedback  
 
You should be able to obtain the answers to the above questions from “The Labour 
Relations Act, no. 66 of 1995” in the prescribed book. You may wonder why certain 
categories of employees are excluded from the ambit or the Labour Relations Act 
(LRA). 
 

The main reason is the type of work they do (the “unique functions” involved in their work). Take note, 
however, that although they may be excluded from the ambit of the LRA, they are still protected by the 
Constitution.    
 
Going back to the questions you answered above you should realise how important it is for HR and line 
managers to know this, and to understand how it affects your job as a line manager and what the 
implications are.  
 
Now that you understand what the role of the LRA is in managing labour relations in South Africa, we will 
discuss the main elements or building blocks of this important piece of legislation.  
 

11.6 The building blocks of the LRA  
According to Finnemore and Youbert (2013) the provisions of the LRA (in the prescribed book it is referred 
to as the Act) can be divided into three parts, namely  

• the rights and obligations of employees, unions, employers and their organisations  
• the promotion of collective bargaining and worker participation  
• mechanisms by which disputes are resolved and labour peace is maintained  

 
The building blocks of the LRA is summarised in the figure on the next page.  
 

 

Ensure that you know what each building block entails for examination purposes. 
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Study the whole section dealing with “Building blocks of the Act” in chapter 13 
in the prescribed book. 

 
After you have studied section 13.5 in the prescribed book you may continue with activity 11.5.  
 

 

 

Activity 11.5 
 
The information presented in this section of the workbook and section 13.5 of the 
prescribed book may appear to be complex. It is unlikely that you will be able to 
remember every single word of what is said in each section. 
 

 
We will therefore help you by asking you to make summaries of what we have said, by answering the 
following questions:   
 
1. What is freedom of association? (Refer to the rights of employees and employers in terms of 

section 4 of the LRA.) 
2. What are the basic rights granted to trade unions and their representatives in terms of the LRA?  
3. Which categories of reasons for dismissal are regarded as fair in terms of the LRA?  
4. What can be regarded as unfair labour practice in terms of the LRA?  
5.  Do employees have the right to strike when they are not satisfied with their working conditions?  
6. May employers lock out their employees from the workplace when they want to compel them to 

accept a demand?  

Labour Relations Act 

Rights and obligations of 
employees, unions, 
employers and their 

organisations

- Freedom of association 
- Organisational rights
- Unfair dismissal 
- Unfair labour practice 
- Strikes and lockouts 

Promotion of collective 
bargaining and worker 

participation

- Collective agreements 
- Bargaining councils 
- Statutory councils 
- Workplace forums 

Mechanisms by which 
disputes are resolved and 
labour peace is maintained

- CCMA 
- Labour Court 
- Labour Appeal Court 
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7. What is the definition of a “collective agreement”?   
8. To whom does a collective agreement apply?  
9. What are the role and main functions of a statutory council?  
10. What are the role and main functions of a bargaining council?  
11. How does a statutory council differ from a bargaining council?  
12. What role do workplace forums play in South African organisations? (Refer to the establishment 

and functions of a workplace forum). 
13. What are the nature, roles and functions of the following bodies?  

• the Commission for Conciliation, Mediation and Arbitration (CCMA)  
• the Labour Court  
• the Labour Appeal Court  

 

 

Activity feedback  
 
You should be able to answer the above questions by using the information contained 
in this section of the prescribed book. However, you may still be unsure about the role 
and functions of bargaining councils, statutory councils and workplace forums. 
 

Let us try to clarify the matter by referring to the main functions of these councils/forums.     
 
A bargaining council is established for a certain sector (industry or service) in a specific geographical 
area. Its main functions are collective bargaining (concluding and enforcing collective agreements, 
promoting and establishing training and education schemes and establishing and administering pension, 
provident, medical and other funds) and dispute resolution (the prevention and resolution of labour 
disputes and establishment and administration of a fund to be used for resolving disputes).  
 
A statutory council may be established at the request of one or more registered unions or employers’ 
organisations whose members constitute at least 30% of the employees in a sector or area. Its main 
functions are dispute resolution, creating and promoting training and education schemes and administering 
various funds (e.g. provident funds, medical aid, sick pay and unemployment). Statutory councils were 
included in the LRA to appease trade unions who felt that not enough had been done to promote 
centralised bargaining (Venter, Levy, Bendeman & Dworzanowski-Venter, 2014:411). They are thus very 
similar to bargaining councils, but are easier to establish.   
 
The main difference between bargaining and statutory councils lies in these functions. The conclusion 
of collective agreements is not as a rule one of the functions of a statutory council. They do not bargain 
collectively on wages, conditions of employment, et cetera, whereas collective bargaining is one of the 
main functions of a bargaining council.  
 
Note that workplace forums are not established to replace trade unions in an organisation or to take over 
the collective bargaining function. The sole purpose of workplace forums is to promote the interests of all 
workers as well as efficiency in the workplace. This is done by means of consultation, joint decision-making 
and the sharing of information in the workplace. This ties in very well with the aims of the LRA (see “Aims 
of the Act” in the prescribed book).  
 
In the next section we will have a look at the other Acts that have an impact on labour relations 
management in South Africa.  
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11.7 Other Acts that have an impact on labour relations management  
Although the LRA can be viewed as the single most important piece of legislation regulating the collective 
dimension of employment relations in South Africa, there are many other statutes that affect both the 
individual and the collective dimensions of employment relations in South Africa. In this section we will 
introduce you to the other labour laws that regulate the employment relationship in South Africa (in other 
countries other laws will be applicable). However, since the perspective of this module is management 
and not legal studies, you only need to be aware of these labour laws – you will not be examined on their 
contents in detail.  

• The Basic Conditions of Employment Act 75 of 1997 (BCEA) has an effect on the individual 
employment relationship, which is otherwise largely regulated by common law. The BCEA contains 
certain minimum standards which an individual employer and employee may not go below – in other 
words, an employee and employer may not agree to terms and conditions of employment that are 
less favourable to the employee than those contained in the BCEA. Even so, the parties are free to 
agree to terms and conditions of employment that are more favourable than those contained in the 
BCEA. Aspects covered in the BCEA include working time, leave, remuneration, deductions, notice 
of termination, administrative obligations, prohibition of the employment of children and forced 
labour. The most recent amendments to the BCEA were implemented in December 2013 when the 
Basic Conditions of Employment Amendment Act 20 of 2013 came into effect.  

• The aim of the Occupational Health and Safety Act 85 of 1993 (OHSA) is primarily to protect the 
safety and health of people at work (refer to Workbook 10). To this end, the OHSA imposes certain 
duties on employers and employees. These duties should be seen as duties additional to the 
common law duty of the employer to provide safe working conditions. Health and safety at work are 
seen as a matter of workplace cooperation and self-regulation between employers and employees. 
Therefore the OHSA provides for the nomination of safety representatives and for the establishment 
of safety committees. All shop-floor health and safety issues are dealt with by the employer in 
cooperation with the safety representatives and safety committee(s). In the case of organisations 
operating in the mining industry, health and safety are regulated by the Mine Health and Safety Act 
29 of 1996 and not the OHSA.  

• The Compensation for Occupational Injuries and Diseases Act 130 of 1993 (COIDA). Whereas 
the OHSA lays down certain rules aimed at preventing accidents at work, the COIDA regulates the 
payment of compensation to persons who are injured or who contract a disease while working or to 
dependants in the case of the death of the employee.  

• The Unemployment Insurance Act 63 of 2001 (UIA) provides for the payment of benefits, for a 
limited period, to persons who are able and willing to work but who cannot, for whatever reasons, 
find any work. In terms of the UIA, some employees contribute on a monthly basis to the 
unemployment insurance fund (which is administered by the Department of Labour). Employers also 
pay a certain contribution to the fund for every contributor (employee) employed by them. An 
employee who finds himself or herself unemployed may claim benefits from the fund. The UIA also 
provides for illness benefits, benefits to dependants where the employee (called a contributor) is 
deceased, maternity benefits and adoption benefits.  

• The Employment Equity Act 55 of 1998 (EEA) aims to achieve equity in the workplace by 
promoting equal opportunity and fair treatment in employment through the elimination of unfair 
discrimination and the implementation of affirmative action measures to redress the disadvantages 
in employment experienced by designated groups to ensure their equitable representation in all 
occupational categories and levels in the workforce. The Employment Equity Amendment Act 47 of 
2013 was promulgated in January 2014 and came into effect on 1 August 2014.  

• The Skills Development Act 97 of 1998 (SDA) has the following aims:  
 

− to develop the skills of the South African workforce  
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− to increase the levels of investment in education and training in the labour market and to 
improve the return on investment  

− to use the workplace as an active learning environment, to provide employees with the 
opportunities to acquire new skills and to provide opportunities for new entrants to the labour 
market to gain work experience  

− to employ persons who find it difficult to be employed  
− to encourage workers to participate in leadership and other training programmes  
− to improve the employment prospects of persons previously disadvantaged by unfair 

discrimination and to redress those disadvantages through training and education   
− to ensure the quality of education and training in and for the workplace  
− to assist work seekers to find work, retrenched workers to re-enter the labour market and 

employers to find qualified employees  
− to provide and regulate employment services 

 
• The purpose of the Skills Development Amendment Act 37 of 2008 is to remove any 

uncertainties on the future of artisans. It supports the accelerated delivery of quality and quantity 
of scarce skills artisans and also strengthens the institutional capacity of the Department of Labour 
in relation to artisan assessment, moderation and registration. It also provides for the establishment 
of the Quality Council for Trades and Occupations.  

• The purpose of the Skills Development Levies Act 9 of 1999 (SDLA) is to provide for the 
imposition of a skills development levy. According to section 3 of the Act, every employer must pay 
a skills development levy and the South African Revenue Service will be the national collection 
agency. Every employer must pay a levy at a rate of one percent of an employee’s total 
remuneration. Do you remember that we briefly referred to the SDA and SDLA in Workbook 08?  
 

You should be aware of Acts such as the Broad-based Black Economic Empowerment Act 53 of 2003 
(amended by means of the Broad-based Black Economic Empowerment Amendment Act 46 of 2013); the 
Employment Tax Incentive Act 26 of 2013 (dealing with youth wage subsidy as it is commonly known); 
and the Employment Services Act 4 of 2014 (dealing with temporary employment or labour brokers); as 
well as Bills such as the Women Empowerment and Gender Equality Bill that may have an impact on HR 
matters in the workplace.  

 
In the next section we will briefly discuss the collective bargaining and negotiation process.  
 

11.8 Collective bargaining and negotiation  
In this section we will briefly discuss the collective bargaining process, negotiation and the bargaining 
impasse. 
 
11.8.1  Collective bargaining  

 

Key concept/definition 
 
Collective bargaining is the process where employee and employer representatives 
negotiate and otherwise interact in an attempt to reach agreements and to uphold 
these agreements regarding matters that relate to or may have an impact on the 
employment relationship.  
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Collective bargaining is therefore the interaction between labour (employees) and management 
(employers).  
 

 

Read “Collective bargaining” in chapter 13 in the prescribed book. 

 
After you have read section 13.7.1 in the prescribed book you would have noticed that collective bargaining 
mainly takes place at two levels and various bargaining styles can be used. These levels and styles are 
briefly summarised in the table below.  
 
Bargaining levels Bargaining styles/strategy  

Centralised bargaining  Distributive bargaining  

Decentralised bargaining  Integrative bargaining 

 Productivity bargaining 

 Concession bargaining  
 
 

 

You will not be examined on this section, but as an HR or line manager it is important 
to know what collective bargaining is, on what levels collective bargaining takes place 
and what styles could be used in the bargaining process. 

 
 
11.8.2  Negotiation  

Negotiation is a critical part of life in general (you may negotiate with your family about which television 
programme to watch) and especially important in the labour relations context. Really competent 
negotiators are rare, and specialised and intensive training is needed to make a successful professional 
negotiator. Unfortunately this module will not be enough to turn you into one. What we can do is to sensitise 
you to some of the main factors in the negotiation process.  

Negotiation in labour relations is primarily a process whereby the management and the trade union make 
demands and counter-demands until agreements are entered into. Each negotiation situation is unique, 
bound to place and time, and for that reason only broad guidelines for successful negotiation can be given.  

In labour relations, three important phases of negotiation, namely pre-negotiation (preparation), 
negotiation (interaction) and contract administration may be identified (see the figure below). A brief 
discussion of each phase is provided in section 13.7.2 (“The negotiation process”) in your prescribed book.  
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Study “The negotiation process” (section 13.7.2) in chapter 13 in the prescribed 
book. 

 
In the next section we will briefly look at tactics that the trade union and employer can use to reach an 
agreement.  
 
 
11.8.3  Bargaining impasse  
A bargaining impasse results when the negotiation process is not successful, or when the existing 
collective agreement expires and the union and employer have been unable to reach a new agreement. 
When this occurs, there are three options:  
 
• The parties may ask for assistance from a mediator. 
• The union may exert a show of force so that its demands will be accepted.  
• The employer may also show force through one of several pressure techniques.  
 
Unions and employers have different tactics. These are summarised in the table below.  
 

Union power tactics Employer tactics 

• strike  

− economic strike  
− grievance strike  
− secondary or sympathy strike  
− wildcat strike  

• waging a corporate campaign  

• setting up a picket line  

• imposing a product or service boycott  

• other employee actions  

− a sit-down  
− picketing  
− boycott 

• obtaining a court interdict against 

unprotected strikes  

• dismissal in response to unprocedural 

strikes  

• a lockout  

 

Pre-negotiation/preparatory 
phase

Planning, preparation and 
organisation 

Negotiation/interactive 
phase

Execution of negotiation 
strategies and tactics and 
utilisation of structures to 

achieve objectives

Post-
negotiation/administrative 

phase

Agreements are concluded, 
and the maintenance of 

relations and the 
administration of agreements 

follow
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To break the impasse, management and the employees may implement certain techniques such as 
mediation and arbitration to ward of an impending strike or lockout. These techniques may lead to eventual 
dispute resolution and require the involvement of a third party such as the CCMA or a private dispute 
resolution agency. Conciliation and arbitration is discussed in more detail in the prescribed book                  
(section 13.5.3).    
 

 

Study “Bargaining impasse” (section 13.7.3) in chapter 13 in the prescribed 
book. 

 
Once you have studied sections 13.7.2 and 13.7.3 in the prescribed book and feel comfortable that you 
understand these sections, you can complete activity 11.6.  
 

 

Activity 11.6 
 
Read the following case study and then answer the questions that follow.  

Top Dog Security Services CC  
 
You are the manager of Top Dog Security Services CC which supply dog assisted security services 
to companies and businesses which require top level protection of their premises, warehousing, 
vehicle parks, and so forth, countrywide. You employ 200 employees and have 150 security guards 
and 160 dogs who work shifts to provide a 24-hour service, 7 days a week, 365 days a year. You 
operate since 2000 and have never had a strike of your employees.  
 
It is unfortunate but true, but one man’s misery is often another man’s profit. You consequently 
have a good business that is well managed, capitalising on the current situation prevailing in this 
part of the country. This service is provided on a daily, weekly or monthly basis depending on the 
requirements of clients and the nature of the contracts they enter into.  
 
One of your clients, Fast Delivery Vans, has various outlets in the Western Cape, and therefore 
various depots, but is currently experiencing a protected strike by its employees originating from a 
wage dispute. Their manager has informed you that due to the sensitivity of the current situation, 
security services must be suspended until further notice. Fast Delivery Vans is your largest client 
and is responsible for 40% of the security services you provide in the Western Cape.  
 
Your employees inform you via the Security Guard’s Union (SGU) that they have sympathy with 
the situation Fast Delivery Vans are currently experiencing and that they will engage in a sympathy 
strike from Monday next week. After investigations, you discover that the Fast Delivery Van’s 
management had offered a 6% wage increase, whilst their union, the National Delivery Truckers’ 
Union (NDTU) has stood firm on their final demand of 9%. As coincidence may have it, you recently 
completed your negotiations with the SGU and signed an agreement to pay an increase of 8% due 
to a good financial year.  
 
The union now insists that they will also take your security guards on strike until the dispute at Fast 
Delivery Vans is resolved. They also insist that you should put pressure on your clients to pay the 
demands the union made at Fast Delivery Vans. They also threaten not to feed the dogs from 
tomorrow, before they go on strike the next Monday.  
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Your clients have heard a rumour that you are going to experience a sympathy strike and are very 
nervous about the consequences a lack of security may have for them. They have urged you to 
speedily inform them of your solution to this problem.         

 
Questions:  
 
1. Which bargaining structure will most probably be used within Top Dog Security Services CC?  
2. Explain the negotiation process that took place between the management of Top Dog Security 

Services CC and the SCU. In your answer you should refer to all three phases of the negotiation 
process.  

3. Which bargaining strategy will be most effective in this situation and why?  
4. If the workers of Top Dog Security Services CC embark on a sympathy strike, will the strike be 

protected in terms of the Labour Relations Act?  
5. Which actions can management resort to if a deadlock occurs in the negotiation process?   
 

 

Activity feedback  
 
From the facts presented in the case study it seems as if the company is negotiating 
with a single employer (Top Dog Security Services CC), single union (SGU) structure.   

 
Although this is not explicitly stated, it may be concluded that the company operates within a multiple plant 
structure as they provide security services countrywide. Although the current problem only influences the 
Western Cape region directly, management will not be able to negotiate with one section of the employees 
only. Any agreement reached will therefore be applicable to all employees.  

 
Remember that the negotiation process consists of three phases and does not only refer to the actual 
interaction that takes place between the parties. Detailed planning and preparation are important. The 
negotiating strategies and tactics that were decided on in the first phase should then be utilised with the 
aim of reaching the set objectives. Ultimately an agreement should be concluded between the parties and 
this agreement should be implemented and administered. 
 
The bargaining strategy that will be used depends on the relationship between management and the 
union. From the limited information in the case study we can conclude that the parties intend to make use 
of distributive bargaining. Remember that the dispute is not about wage increases at Top Dog Security 
Services CC. A dispute was declared in support of the workers at Fast Delivery Vans. It is therefore a win-
lose situation. 
 
Employees have the right to strike in terms of the Constitution and the LRA. In determining whether a strike 
will be protected in terms of the LRA, the following questions need to be answered:  
 

• Does the action constitute a strike in terms of the definitions of the LRA?  
• Are there any absolute prohibitions that prevent a strike in these circumstances?  
• Have the procedural requirements been met?  
 
A strike is generally defined as a temporary stoppage of work by a group of workers to enforce a request 
or demand against the management, or to restrain the management from carrying out an action. This 
definition emphasises three basic elements that have to be distinguished. Firstly, there must be a 
stoppage of work, and this usually includes the temporary withdrawal of labour. Secondly, there must be 
joint or collective action. This means that a group of people must be involved. When a number of workers 
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stop work at the same time, but independently, to force an employer to solve each one’s work-related 
problems, this is not necessarily a strike. Thirdly, there must be a demand from the workers which 
accompanies their withdrawal of labour. Consequently, in the absence of demands there is no strike. The 
action by the trade union in this instance clearly constitutes a strike.  
 
None of the absolute prohibitions listed in the LRA is applicable (as far as we can see) to the current 
situation, which means that the employees may embark on a strike provided that the primary strike at Fast 
Delivery Vans complies with the substantive and procedural requirements for the holding of a protected 
strike, namely that 
 

• the dispute must be referred to either a bargaining or a statutory council (if there is one) or to the 
CCMA  

• these institutions have thirty (30) days, or any further periods as agreed by the parties, to attempt to 
resolve the dispute – if the dispute is not resolved within this period the union may institute strike 
action  

• alternatively a strike may commence when a certificate is issued stating that the dispute is still 
unresolved  

• at least forty-eight hours’ written notice of the strike must be given to management before the strike 
may commence 

 
In addition, the SGU will have to give the management of Top Dog Security Services CC at least seven 
days’ notice before going on strike. It must also be pointed out that the test for a secondary strike in terms 
of the Act is based on the notion of proportionality. It is prohibited unless the extent and nature of the 
secondary action is reasonable in relation to the possible direct or even indirect effect that the secondary 
strike may have on the business of the primary employer. The effect of this test is to limit or curtail 
secondary strike action where the primary and secondary strikers operate in totally unrelated sectors. 
Although the two companies are related, a strike at Top Dog Security Services CC will have no direct 
bearing on the situation at Fast Delivery Vans, especially since they have suspended security services 
until further notice. A strike by employees at Top Dog Security Services CC will therefore not be protected 
in terms of the LRA. 
 
You could also consider the following link which clearly explains the provisions of the LRA with regard to 
strikes, lockouts and picketing.  
 

 

Basic guide to strikes, lockouts and picketing  
http://www.labour.gov.za/DOL/legislation/acts/basic-guides/basic-guide-to-strikes-
lockouts-and-picketing  

 
Management may make use of either mediation or arbitration (usually by the CCMA) to ward off the 
impending strike. The advantage of mediation is that the decision is not taken out of the hands of the 
parties. It is always better if the parties themselves reach a settlement. Where parties agree to submit to 
arbitration, they are bound by the decision of the arbitrator. 
 
No single form of intervention is really better than another. Some disputes are better suited to mediation 
and some to arbitration. Mediation is effective where both parties are serious about finding a mutually 
acceptable solution, where a positive settlement range exists, where conflict has escalated because one 
or both of the parties are inexperienced and have overcommitted themselves, but where the conflict is not 
yet extreme. Both parties should also have faith in the mediator. Mediation does not work as well where 
there is a very high level of conflict and where matters of principle are at stake. Arbitration should be 
considered where there are very high levels of conflict, where one party wants to prove, as a matter of 
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principle, that it is right, where a relatively rapid settlement is needed, and where the parties are strong 
enough to counter allegations that they have let the matter be taken out of their hands. The main problem 
with arbitration is that it might leave one party dissatisfied, leading to more conflict in the future. This danger 
also exists with mediation, but the likelihood is smaller.  
 
In the next section we will explore the grievance procedure.  
 

11.9 The grievance procedure  
The main purpose of a grievance procedure is to handle official work-related complaints formally, without 
the complainants needing to fear victimisation or discrimination. You should, however, distinguish between 
a complaint, a grievance and a dispute (see “The grievance procedure” in the prescribed book). Each of 
these are dealt with in a particular manner and as an HR manager or line manager you have to be able to 
deal with these in the correct manner.  
 
Before you learn more about the formal grievance procedure, complete activity 11.7.  
 

 

Activity 11.7 
 
Define the following concepts in the table below.  
 

Concept Definition 

A grievance   
 

A complaint   
 

A dispute   
 

 
 

 

An electronic version of the table can be found under Additional Resources on the 
myUnisa module site. Go to Additional Resources and then select Workbook 11. 
The name of the document is Activity 11.7. 

 

 

Activity feedback  
 
You should now be able to differentiate between a grievance, a complaint and a 
dispute. Remember a grievance is a formal complaint by an employee or employees 
regarding a problem in the organisation which relates to the employment relationship. 
   

A grievance is, however, not a complaint. A complaint is the expression of dissatisfaction (e.g. with wages 
and conditions of service) without activating the formal procedure. Finally, a dispute is a formal expression 
of collective employee dissatisfaction because the parties involved were unable to resolve a grievance or 
failed to agree on a matter of interest in the negotiation process. A dispute will therefore arise when there 
is no final agreement on the demand or if a grievance is not settled in a manner that satisfies both parties.     
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Now that you are able to distinguish between a “grievance”, a “complaint” and a “dispute”, study “The 
grievance procedure” in the prescribed book.  
 

 

Study “The grievance procedure” in chapter 13 in the prescribed book. 

 
We have now looked at the management of the employment relationship. You will recall that we indicated 
at the beginning of this workbook that we will be looking at two aspects, firstly managing the employment 
relationship and secondly discipline, counselling and dismissal. We have now concluded our discussion 
on managing the employment relationship and we will now continue investigating discipline, counselling 
and dismissal.  
 
A disciplinary process provides the necessary mechanisms by which management can keep employee 
conduct in line with organisational requirements. Discipline and dismissal are therefore vital subjects for 
every manager, because any employee who does not respond positively enough to fair, but firm and 
constructive, disciplinary processes is not promoting the organisation’s interests. In such cases, the only 
and last option may be to terminate such an employee’s employment.  
 
However, dismissal should always be fair. The same applies to situations where the organisation’s 
operational requirements call for some employees to be dismissed – such dismissals must also be handled 
fairly. The provisions that should be met to ensure the fairness of dismissal are dealt with specifically in 
the Labour Relations Act 66 of 1995. However, discipline goes far beyond what is specified in the Act.  
 
A disciplined workforce is a prerequisite for the successful operation of any organisation. Misconduct and 
incapacity cannot be tolerated, and employees must do their daily work satisfactorily. In this section you 
will learn how to maintain disciplined conduct by means of disciplinary codes and procedures, and how to 
terminate employees' employment on the grounds of misconduct or incapacity.  
 
However, you will also learn how to handle situations where employees’ services become redundant 
because of operational conditions. Retrenchment procedures are vitally important in such a situation.  
 
We will now look at discipline, counselling and dismissal in more detail.  
 

11.10 Introduction to discipline and dismissal  
The LRA introduced a new approach to discipline and the way in which the dismissal of employees should 
be carried out in organisations. It contributes to a fairer approach to dealing with employees’ actions in the 
workplace. In this workbook, the various procedures to be followed to promote fairness are briefly 
explained and guidelines are provided on the fair dismissal and retrenchment of workers.  
 
The key question therefore is:  
 

How do line and HR managers ensure that discipline and dismissal are conducted fairly? 

 
Since the earliest times people have been subject to rules and regulations. Not only is everyone’s 
behaviour determined by the laws of the land, but workers’ behaviour in the workplace is also controlled 
by rules and regulations.  
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Discipline is applied in an organisation to ensure that workers who do not perform adequately and 
therefore do not meet the expected standards are duly informed so that the organisation’s goals can 
ultimately be realised. Acting preventively and correctively towards workers promotes stability, job security 
and the achievement of the enterprise’s goals in an orderly fashion.    
 
Before we teach you how to deal with discipline and dismissal effectively, read the following two scenarios 
in activity 11.8 and indicate how you would deal with them.  
 

 

Activity 11.8 
 
Access Forum 12: Workbook 11 in the Discussion Forum on the myUnisa module 
site and discuss with your fellow classmates how you would deal with the two 
scenarios below.  

 
1. You are the owner of Leisure Lodge, a small bed-and-breakfast lodge in the Natal Midlands. You 

have 25 workers. Today Joe Brown, the gardener, swears for the umpteenth time in the garden in 
front of the guests. You are so angry that you fire him without a hearing. Can you do this?  

2. You are the proprietor of the Brassa Café. You employ one assistant and three general workers. 
One morning Joseph, one of the general workers, drops a whole case of milk – apparently 
deliberately. Because the assistant is not familiar with disciplinary proceedings, you hear Joseph’s 
case yourself and find him guilty, whereupon you give him a written warning. Joseph appeals against 
being found guilty. What should you do?     

 

 

Although no formal marks will be allocated for your participation, you should reap the 
benefits of participating by gaining a deeper understanding of this aspect. 

 

 

Activity feedback 
 
Scenario 1: It is an unfair labour practice to suspend an employee unilaterally and 
unfairly without pay unless it is explicitly stated in your disciplinary procedure that 
suspension without pay is permitted in particular circumstances. 
 

The Labour Court will only accept this practice under these circumstances. If no such procedure exists, 
you cannot suspend an employee without pay. If suspension without pay is used as an alternative to 
dismissal, it may only be applied when related to poor work performance and not when corrective action 
is being considered. It is always best to suspend with pay.  
 
Scenario 2: Because you are such a small employer, you have problems with regard to an appeal as 
there is no higher authority in your business. If your enterprise is so small and you cannot get help from 
anyone else in hearing the appeal, the CCMA will not regard it as unfair if you exclude the appeal hearing. 
You can also refer the case for CCMA conciliation.  
 
Do not be concerned if you did not deal with the above scenarios correctly. After studying this workbook 
you should be competent to deal with such matters.    
 
Let’s now look at the way in which discipline and dismissal should be handled in an organisation. This 
generally influences the conflict levels, climate and morale of employees. If they are managed positively, 
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more harmonious relations between the parties may result. Discipline and dismissals must be fair and staff 
reduction handled with caution. We will look at this in more detail in the next two sections. 
 

11.11 Discipline  
There is an incorrect way of imposing discipline as well as the preventive and positive approach to 
discipline. The objectives of discipline should be to motivate an employee to comply with the organisation’s 
performance standards and to create or maintain mutual respect and trust between the supervisor and the 
employee. Improperly administered discipline can create problems such as low morale, resentment and ill 
will between the supervisor and the employee.  
 

 

Study “Discipline” in chapter 13 in the prescribed book. 

   
Negative or incorrect disciplinary techniques include, for example 
 
• punitive discipline  
• negative feedback  
• late interventions  
• inadequate definitions  
• labelling employees, and  
• misplaced responsibility.  
 
When looking at the above you will agree that this is definitely not desirable – how will the workers react 
to these techniques and will it have the desired result or effect? Surely not – preventive and positive 
discipline is rather desirable. But what does it mean? Figure 13.7 in the prescribed book outlines the steps 
that need to be followed to implement positive discipline. Ensure that you understand what each step 
entails.  
 
You can now complete activity 11.9.  
 

 

Activity 11.9 
 
Read the scenario in activity 11.1 again and then answer the following questions:  

1. Which approach to discipline do you think Simon used in dealing with James? Provide reasons for 
your answer.  

2. Which approach(s) should Simon rather have used? Why?  
 

 

Activity feedback  
 
Simon obviously imposed incorrect discipline. For example, he labelled the 
employee (he saw James as an unrehabilitatable alcoholic) rather than his behaviour 
(his level of performance).    

 
Simon should rather have used preventive and positive discipline. When this approach is followed, the 
worker is actively involved in the correction of his unacceptable behaviour and the employer plays a 
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constructive role in preventing similar behaviour in future. The worker is still disciplined, but the employer 
maintains his interest in the individual as a valuable worker. Punishment is secondary. Positive discipline 
requires regular contact, cooperation and discussion between all parties to determine the boundaries of 
disciplining and its consistent application.  
 
You would expect Simon as the HR person to have been sure about his decision to dismiss James. He 
should have known what the implications of the LRA would be regarding dismissal before he dismissed 
James. HR and line managers have to be aware of this and they need to understand what this entails. 
Dismissal and the law is therefore our next topic of discussion.  
 

11.12 Dismissal  
Discipline can only be effective if, in the eyes of both the worker and the employer, it is seen to be applied 
fairly within the framework of the legislation. To ensure that discipline is applied fairly, procedural and 
substantive fairness are essential. A dismissal is unfair if it is not effected for a fair reason (substantive 
fairness) and in accordance with a fair procedure (procedural fairness), even if it complies with any notice 
period in a contract of employment.  
 
The LRA recognises three grounds (section 13.10.2 in the prescribed book) or reasons for dismissals on 
which a termination of employment might be legitimate. These are  
 

 
 
Specific substantive and procedural requirements are set to ensure the fairness of dismissals within each 
of these categories.  
 
The LRA also provides instances where dismissal is automatically regarded as unfair. Refer to the web 
link below which explains an automatically unfair dismissal.  
 

 

Basic guide to unfair dismissal and unfair labour practices: 
http://www.labour.gov.za/DOL/legislation/acts/basic-guides/basic-guide-to-unfair-
dismissal-and-unfair-labour-practices 

Unfair dismissal:  
http://www.labourguide.co.za/discipline-dismissal/712-unfair-dismissals  
 
When you read the information in these links you should have noticed that a dismissal is automatically 
unfair when an employee is dismissed for  
 

• exercising any of the rights given by the LRA or participating in proceedings in terms of the LRA 
• taking part in lawful union activities 
• taking part in a legal strike or other industrial action or protest action 

Grounds for dismissal

conduct capacity operational requirements
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• refusing to do the work of someone who was on strike 
• being pregnant, or any reason related to pregnancy 
• refusing to accept a change in working conditions 
• reasons that are due to arbitrary discrimination (except that an employer may retire someone who 

has reached the normal or agreed retirement age, or if the reason is based on an inherent 
requirement of the job, e.g. being able to speak a certain to do the job properly) 

• a reason related to a transfer following a merger of the company with another organisation 
• where the employee is dismissed following a disclosure made by him in terms of the Disclosure 

of Information Act 
 
In cases where the dismissal is not automatically unfair, the employer must show that the reason for 
the dismissal is related to the employee’s conduct or capacity, or is based on the operational 
requirements of the organisation. If the employer fails to do this, or fails to prove that the dismissal has 
been effected in accordance with fair procedure, the dismissal is unfair.  
 

 

Study “Dismissal” in chapter 13 in the prescribed book. 

 
Once you have studied the above-mentioned section in the prescribed book and are familiar with the 
content you can complete activity 11.10. 
 

 

Activity 11.10 
 
Read the following case study and then answer the questions that follow.  

On a Friday afternoon, a difference of opinion breaks out between employees A and X about a soccer 
game that is to take place on the following Saturday. The argument takes place on a bus provided by 
the employer to take the employees home. The difference of opinion soon becomes heated, and 
employee X assaults employee A. Employee A is X’s subordinate. 
 
The bus, which belongs to the employer, is full of other employees who witness the events and some 
of them report the matter to the Head: HRM the following Monday. Employee X has been known to 
verbally abuse other employees (and previously received a written warning for this eight months before 
this incident on the bus). He has been with the same employer for ten years.  
Employee A has only been in the service of the company for four years, but he has a clean disciplinary 
record.  
 
The Head: HRM is considering dismissing employee X only. Because the Head: HRM is an 
experienced manager, she does not need any guidance in respect of procedural fairness – she knows 
that the employee must be given due notice, and that he must be given an opportunity to state a case 
in response to the charges brought against him. She does, however, have some difficulty in respect of 
substantive fairness (the reason for the dismissal). She approaches you for advice and assistance in 
applying the provisions of the Code of Good Conduct: Dismissal.  
 
The relevant part of the Code of Good Conduct: Dismissal (item 7) reads as follows:  
 
Any person who is determining whether a dismissal for misconduct is unfair should consider  
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(a)  whether or not the employee contravened a rule or standard regulating conduct in, or of relevance 
to, the workplace; and  

 

(b)  if the rule or standard was contravened, whether or not  

(i)  the rule was a valid or reasonable rule or standard;  
(ii)  the employee was aware, or could reasonably be expected to have been aware of the rule 

or standard;  
(iii) the rule or standard has been consistently applied by the employer; and  
(iv) dismissal was an appropriate sanction for the contravention of the rule or standard.  
 

Advise the Head: HRM on the substantive fairness of the dismissal of employee X.  

 

 

Activity feedback  

To determine the substantive fairness of a dismissal for misconduct, all the questions 
contained in item 7 of the Code of Good Conduct: Dismissal must be answered in the 
affirmative. 
 

This means that an employer must be able to prove each of the points listed in item 7. Most of these 
items do not present too much of a problem, but these facts illustrate the way most of these factors 
work. To answer this question (and any question relating to unfair dismissal), it is vitally important to 
systematically (step-by-step) work through the requirements. 
 

 Was there a contravention of a rule or standard?  

Clearly there was a contravention of a rule or standard. The rule is quite simply that one employee may 
not assault another. This is a general rule that is well known and that need not be communicated (e.g. 
it does not need to be contained in a disciplinary code to be effective.) The only issue here is that the 
assault by X on A took place off company premises and outside working hours. However, if we look 
carefully at the working of item 7(a), we can see that it also covers situations in which there is a 
contravention of a rule and the contravention is “of relevance to the workplace”. Clearly, an assault by 
X on his subordinate (A) is of relevance to the workplace – the assault will have a negative impact on 
the workplace relationships between X and A. This means that it is not relevant that the assault took 
place outside the workplace and outside working hours. Because the assault is of relevance to the 
workplace, it is still covered by item 7(a). Employee X cannot use this argument in his defence and this 
requirement of item 7 is satisfied.  
 

Was the rule valid or reasonable?  

Clearly the rule (the rule against assault in the workplace) is both valid and reasonable. A workplace 
cannot function if employees are allowed to assault one another. It is therefore clear that this 
requirement has been satisfied.  
 

 Was the employee aware of the rule?  

It is important for an employee to be aware of the rule at the time of the misconduct. Employee X may 
want to argue that he was not aware of the rule against assault at the time of the assault. This is not a 
valid argument. Even if the organisation did not have a clear disciplinary code that prohibited assault, 
the rule against assault in the workplace is sufficiently well known to make it unnecessary for it to be 
communicated to employees.  
 

Step 1 

Step 2 

Step 3 
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The same applies, for example, in the case of theft. The rule against theft (or the rule that an employee 
may not steal from his/her employer) is sufficiently well known to make it unnecessary for it to be 
communicated. It is clear that employee X could reasonably have been expected to know of the rule at 
the time of the assault. 
 

Has the rule or standard been consistently applied by the employer?   
  

This appears to be another problem in this case. As a rule, similar cases must be treated similarly. In 
other words, all cases of assault must be treated in the same way. If the employer wants to distinguish 
between the two cases, there must be valid and good reasons for doing so. In this case, there does 
appear to be valid and fair reasons. Note that employee X was the aggressor (he initiated the assault) 
and employee A was the victim of the assault. The fact that employee X has worked for the organisation 
for six years longer than employee A is not relevant to this issue; nor is the fact that, eight months before 
the incident on the bus, employee X received a warning for verbal abuse. Warnings are normally only 
valid for a period of six months, and this warning was not relevant to the bus incident.  
 
Therefore if the employer dismisses only employee X (and not employee A as well), the requirements 
of item 7 would be complied with, because there is a valid reason or ground for making a distinction 
between the cases of employee X and employee A.  
 

 Is dismissal the appropriate sanction?  
 
Assault on a fellow worker is undoubtedly a serious matter, and is recognised as such by South African 
labour law. Generally, assault justifies dismissal. The fact that employee X has served the company for 
ten years may be taken into account. However, because of the seriousness of the matter, dismissal for 
misconduct may well still be justified. On the contrary, it could be argued that because employee X had 
been employed for such a long time, he should have known better than to assault another employee.       
 
Because the misconduct relates to assault, the dismissal is justified, and this requirement is also met.  
 
Because the employer can show that all the requirements set out in item 7 of the Code of Good Practice: 
Dismissal, have been complied with, and that all the questions can be answered in the affirmative, the 
dismissal of employee X is arguably substantively fair. This statement does not relate, in any way, to 
the predismissal procedural requirements (procedural fairness).  
 
Can you now see how important your role as line manager is? You need to be able to deal with similar 
matters in the correct manner. Once you feel comfortable that you understand dismissals, you can 
complete activity 11.11 which deals with retrenchment.  
 

 

Activity 11.11 
 
You have already studied the section on dismissal for operational reasons in 
“Dismissal” and all the subsections in the prescribed book. Read through this 
information again and then read the following case study. Once you have familiarised 
yourself with the facts, answer the questions that follow.    

 

Step 4 

Step 5 
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Under pressure from its international head office in New York, the Moon Hotel Group has been 
considering ways to improve profitability. One of the options that have been discussed at board level in 
South Africa is doing away with the cleaning services and retrenching the employees who clean the 
hotels. The Moon Hotel Group would then outsource these services to a private company. The private 
company it has in mind already has sufficient employees to perform the work.  
 
One of the key considerations for the management of the Moon Hotel Group is that the line managers 
who currently supervise the cleaning staff would then be able to devote their attention to other duties – 
this would probably improve their efficiency and productivity, because they would no longer have to 
supervise the cleaning of the hotels.  
 
Some of the cleaning staff have been employed by the Moon Hotel Group for ten years and most of the 
cleaners belong to the Cleaning and Allied Workers’ Union (CAWU). So powerful has CAWU become 
that a recognition agreement (procedural agreement) has been concluded between the Moon Hotel 
Group and CAWU.  
 
The management of the Moon Hotel Group is aware that there will be considerable opposition to any 
retrenchments. The management also knows that there are certain legal requirements that have to be 
complied with in the context of retrenchment.  
 
As you know, retrenchment is a form of dismissal – it is a dismissal for operational requirements.  
 
Questions:  
 
1. Explain the concept “operational requirements”.  
2. Indicate whether a retrenchment under the circumstances outlined above would be substantively 

fair.  
3. Outline in full the procedural steps that management of the Moon Hotel Group would have to take 

to ensure that the retrenchment was also procedurally fair. In answering this question, you may 
provide sufficient details about each of the procedural points, so that the management knows 
exactly what to do and how to do it.    

 

 

Activity feedback  
 
Operational requirements refer to requirements based on the economic, 
technological, structural or similar needs of the employer.  
 

This retrenchment would probably fall within the scope of the employer’s operational requirements. 
Economic and structural issues are involved in this case, and there would probably be an increase in 
profitability if the cleaning staff were retrenched. Retrenchment is not only a relevant consideration in 
situations where an undertaking is facing financial problems – it is considered a valid economic reason if 
an employer retrenches employees for the purpose of increasing profits.    

 
The management of the Moon Hotel Group should have taken the following procedural steps:  
 

• The employer should have considered ways to avoid or minimise retrenchment. 
• The employer should have consulted with the employee representatives.  
• The employer should have applied fair and objective criteria.  
• Agreed retrenchment procedures should have been applied fairly.  
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• The employer should have consulted with individual employees.  
• The employer should have paid severance pay. The amount of severance pay in the event of 

retrenchment is normally negotiated between the employer and employees and the trade union 
concerned. Section 196 of the LRA, however, stipulates that an employer must pay an employee 
who is dismissed for reasons based on the employer’s operational requirements severance pay 
equal to at least one week’s remuneration for each completed year of continuous service with that 
employer.  

 
Let us now summarise what we have dealt with in this workbook.  

11.13 Summary  
As this workbook illustrates, trade unions have a major impact on the management of an organisation and 
especially on its human resources. Poor labour relations may result in costly and stressful organisational 
conflict. It is therefore crucial that you, as a HR or line manager, should be familiar with the trade unions 
in your organisation and be able to manage the relationship between management and trade unions (as 
representatives of employees) effectively.  
 
This relationship is regulated by the Labour Relations Act 66 of 1995 and is therefore important that you 
should be familiar with all aspects of this Act.  
 
You should be able to negotiate agreements with trade unions by means of the three phases of the 
negotiation process and solve the work-related problems of your employees by means of a formal 
grievance procedure. Sound interpersonal relations are an important element of the informal dimension of 
labour relations. People do not go through life without problems – neither at home nor at work. For sound 
interpersonal relations it is essential that workers’ problems – irrespective of whether they are informal and 
personal, or official work-related problems (grievances) – are managed successfully.  
 
It is, however, also necessary that discipline should be applied in an organisation to ensure that workers 
who do not perform adequately and therefore do not meet the expected standards are duly informed so 
that the organisation’s goals can ultimately be realised. In this workbook we have also indicated how 
preventive and corrective discipline can promote stability, job security and the achievement of the 
organisation’s goals in an orderly fashion.  
 
To manage the labour relationship effectively, both management and workers must support all procedures. 
The effectiveness of the procedures will also depend on the general quality of labour relations in the 
organisation. Both parties must be committed to maintaining the disciplinary procedure. Here the emphasis 
should rather be on the processes, methods and principles than on maintaining a particular system in 
which all change is opposed. The existing procedure must therefore be regularly revised and updated.  
 
How overall work relations and discipline are handled generally influences the conflict levels, climate and 
morale of an organisation. If these aspects are managed positively, the results will be more harmonious 
relations between the parties. Discipline and dismissals must be fair and staff reduction must be handled 
very carefully.  
 
In the first part of this workbook we dealt with the effective handling of employee grievances and in the 
second part of this workbook we dealt with the fair execution of discipline and dismissal. Ineffective 
handling of these issues can lead to conflicts, disputes and ultimately industrial action – the importance of 
handling discipline and dismissals can therefore not be overemphasised.     
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Reflection  
 
Now that we have completed this workbook, you should be able to  

• describe what a union is and explain why employees join unions  
• discuss the basic elements of the Labour Relations Act 66 of 1995 as amended  
• explain both effective and ineffective ways to discipline employees  
• illustrate a model of positive discipline and describe the process that should be followed to ensure 

that discipline achieves its goals  
• discuss the process for carrying out the dismissal decision humanely and tactfully and according to 

the law  
 
You have now studied the union-management relationship, employee discipline and dismissal 
thoroughly. Will you be able to deal with basic labour relations matters as a line manager? Ensure that you 
have detailed notes on these before you continue. Then test your understanding of this chapter and 
workbook by completing the self-assessment questions in the next section.    
 

11.14 Self-assessment 

 

After you have completed each workbook, it is necessary for you to determine whether 
you have achieved the relevant learning outcomes stated at the beginning of the 
workbook. Therefore, read through the relevant learning outcomes again before 
attempting to answer the self-assessment questions.  

 
Read the following case study and then answer the questions that follow.  
 

Conflict at Finbank 
 
Millicent and Judy are both personal bankers at Finbank. Their job descriptions include rendering 
personal banking services to a select list of clients with specific banking needs. They advise clients 
about investment options and assist with loans or mortgage options when needed. In order to do their 
jobs well, they need not only to be knowledgeable about the various services the bank offers, but they 
also need a sound background (qualifications and experience) in banking and finance. In addition, they 
need to have good “people skills” because a huge part of their success is based on building up a sound 
relationship with their customers. They need to be able to communicate well with different kinds of 
people. 
  
Millicent is the most senior of the two and has been with the bank for ten years. She has built up an 
outstanding reputation and has clients who have been with her for a number of years. She is extremely 
focused and seldom takes leave. The only time that she is not at the office is on Friday afternoons. As 
a devoted Muslim she attends prayer services every Friday at a specific time. She has made an 
arrangement with the branch manager, Simon Beukes, to work extra hours during the rest of the week 
to make up for this time. Her clients generally appreciate this arrangement because they are now able 
to make appointments with her later during the day on Mondays to Thursdays. However, since Judy 
joined the bank, the situation has changed for the worse.  
  
Judy was appointed a year ago. At that stage she had no work experience, except for the part-time work 
she had done for the bank during her university holidays, but she had completed a BCom honours 
degree in Financial Management (or so she claimed). What she lacks in experience, however, she 
seems to make up for by being overtly friendly, especially with the male customers.  
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This has always been a point of concern for Millicent. She suspects that there is more than merely a 
friendly co-worker relationship between Judy and Simon. 
  
Millicent notices that some of her male clients now prefer to do business with Judy. Upon confronting 
them, they indicate that the most convenient time for them to make appointments with a personal banker 
is on Friday afternoons, and, because she is not available on that day, they have decided to see Judy 
instead.  
  
During a coffee break, Millicent raises her concerns with a friend and co-worker, Grace Sanders. Grace 
is employed as an HR administrator at Finbank. Grace is not too fond of Judy either. She feels that she 
Judy receives preferential treatment from everyone because of her more than friendly relationship with 
the boss. 
  
Grace decides to have a look at Judy’s employment record to see if there are any discrepancies. The 
advertisement for the position is filed with Judy’s application form. The advertisement states clearly that 
an appropriate BCom honours degree and at least three years’ working experience are requirements 
for the job. However, the kind of experience is not specified. Reading through Judy’s application form 
that she submitted when she applied for the position, she discovers that Judy clearly indicated that she 
had completed her BCom honours degree and met all the requirements for the position. She also signed 
a waiver allowing the company to verify all the information provided on the application form. However, 
this was not done when she was appointed. Grace decides to contact the university where Judy claims 
to have completed her qualification and ask for an academic record. Because Grace mentions that she 
is obtaining the records to verify information relating to an application, the university willingly assists. 
She finds that Judy had in fact not completed her honours degree and because she was ill at the time 
of the examination, still needs to complete one final module.  
  
Grace immediately calls Millicent with the news. She is convinced that falsifying information on an 
application form is a dismissible offence and cannot wait to tell her friend that she has found a way to 
get rid of Judy. 
  
Upon learning the news, Millicent confronts Judy who admits that she did not have an honours degree 
when she was appointed. However, Judy indicates that she had registered for her honours degree, but 
had failed to write the examination for one of the modules due to illness. However, she has since written 
and passed the examination for the last module and will be graduating with a BCom honours degree in 
approximately three months' time. 
  
Millicent makes an appointment with their immediate supervisor, James Barnes. She demands that Judy 
should be dismissed immediately. She argues that falsifying information on an application form is a 
major misrepresentation and that, given the sensitive nature of the information they work with daily, it 
cannot be tolerated.  
  
James is not convinced. He argues that this happened too long ago and that since then Judy has proven 
her competence. He states that he has been impressed with her work and that her clients have only 
good things to say about her. “Anyway,” he says, “it was HR’s job to verify her qualifications at the time, 
which they clearly neglected to do. Perhaps we should dismiss the HR person responsible instead?”  
  
This agitates Millicent even further. She storms out of the office with the following words: “Why am I not 
surprised that you are taking her side too? Seems like every male in the bank is captivated by the blue-
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eyed blond. This is the last straw. I’m going to the union, and trust me, you will pay. I have had enough 
of this favouritism. I’ll see you in court!” 
 
Source:  Human Resource Management in South Africa, Wärnich, Carrell, Elbert and Hatfield, © 2015, Cengage Learning  
 EMEA. Reproduced by permission of Cengage Learning EMEA. 

1. You are a friend of Millicent’s and, since she knows that you have recently completed a course in 
labour relations management at Unisa, she approaches you for advice. She wishes to lodge a 
grievance because she feels strongly that Judy should be dismissed. At the same time, she wants 
to put an end to the favouritism displayed towards Judy.  

 

1.1 Define a grievance and explain how this differs from a complaint and a dispute. 
1.2 Can Millicent use the grievance procedure to resolve her problem? Give reasons for your 

answer. 
1.3 Millicent is threatening with court action. Explain to her why this is not the route to follow and 

how she should go about resolving the matter. In your explanation, you should outline all the 
relevant steps, including the role players involved in each step and the actions required of 
these role players.  
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2. Clearly, discipline is not currently being taken very seriously by management. Provide reasons why 
discipline is necessary. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  
 
3. Millicent insists that Judy should be dismissed immediately. Do you think this is the appropriate 

approach to discipline? Give reasons for your answer.  
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4. Identify the possible grounds for dismissal in terms of the LRA. Should Judy be dismissed, what 
would the appropriate grounds for dismissal be? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
5. Given the grounds for dismissal identified in (4) above, explain the substantive and procedural 

requirements that have to be met in terms of the Labour Relations Act in order for the dismissal to 
be regarded as fair. Would Judy’s dismissal be regarded as fair? Give reasons for your answer. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



Workbook 11                             HRM2605/1 

    273 

 

Feedback  

 
 
Question 1.1 

The answer to this question can be found in section 13.8 and figure 13.7 in the prescribed book.  

You had to define the concept “grievance” in your own words and explain how it differs from a complaint 
and a dispute.  
 
Question 1.2 

The answer to this question can be found in section 13.8 in the prescribed book.  

Yes, Millicent can use the grievance procedure to resolve her problem. A grievance is a formal complaint 
by an employee or employees concerning a problem in the work environment or relating to the employment 
relationship. Millicent can use the grievance procedure to address Judy’s dishonesty on her application 
form and the preferential treatment and that Judy was appointed under false pretences.  
 
Question 1.3 

Refer to section 13.8 and figure 13.8 in the prescribed book.  

Millicent cannot go to court and declare a dispute, as this is the last resort. She should first exhaust all the 
steps in the internal procedure. If the matter is still not resolved it can be referred to the CCMA for 
mediation. The matter does not fall within the jurisdiction of the Labour Court. The procedure for handling 
grievances are not regulated but agreed upon between the parties to a collective agreement. It therefore 
varies from organisation to organisation.  

Once you have explained that Millicent cannot go to the court to declare a dispute you have to discuss the 
steps that she should follow. These steps are outlined in figure 13.8 in the prescribed book.   
 
Question 2 

The answer to this question can be found in section 13.9.1 in the prescribed book. You had to explain why 
discipline is important.  

There are two primary objectives of disciplinary action, namely (1) to motivate an employee to comply with 
the organisation’s performance standards, and (2) to create or maintain mutual respect and trust between 
the supervisor and the employee.  
 
Question 3 

The answer to this question can be found in section 13.9.3 in the prescribed book.  

You should have indicated that an immediate dismissal is not a form of positive discipline. An employee 
can thus not be immediately dismissed – there are several steps and procedures that need to be followed. 
You then had to identify and briefly discuss the steps in the process of positive discipline as outlined in 
figure 13.7.  
 
 
 
 



Workbook 11                             HRM2605/1 

    274 

Question 4 

The answer to this question can be found in section 13.10 in the prescribed book. Firstly, you had to 
identify the three grounds for dismissal in terms of the LRA, and then explain what the appropriate grounds 
of dismissal would be if Judy is dismissed.  

The possible grounds for dismissal in terms of the LRA are dismissal for -  

1. misconduct  
2. incapacity; and  
3. operational reasons  
 
You should be able to briefly discuss these grounds for dismissal in your own words.  
 
Secondly, you had to explain that Judy could be dismissed for misconduct. Were you able to explain why?   
 
Question 5 

The answer to this question can be found in section 13.10.2 in the prescribed book.  

In order to determine whether or not a dismissal for misconduct was substantially fair a number of 
questions must be asked (Code of Good Practice: Dismissal, Item 7):   

• Did the employee contravene a workplace rule or standard regulating conduct in, or of relevance to, 
the workplace? 

• Was the rule or standard reasonable and valid? 
• Was the employee aware (or could the employee reasonably be expected to have been aware) or 

the rule or standard? 
• Has the rule or standard been consistently applied by the employer? 
• Is dismissal an appropriate sanction for the contravention of the rule or standard? 
 
Other factors that can also play a role in determining the substantive fairness of a dismissal for misconduct 
can include (Code of Good Practice: Dismissal, Item 3(5)): 

• The gravity of the misconduct; 
• The nature of the job and the nature of the workplace; 
• The circumstances of the employee and the employer. 
 
Steps regarding procedural fairness when dismissing an employee for misconduct include the following 
(Code of Good Practice: Dismissal, Item 4):  

• The matter must be investigated. 
• The employee must be given prior notice of the charge brought against them as well as the results 

of the investigation. 
• The employee must be given a reasonable time in which to prepare a response to the charge. 
• The employee must be entitled to state their case in response (this is usually in the form of a 

disciplinary hearing). 
• The employee must be entitled to assistance and representation by a trade union official or fellow 

employee (not legal representation). 
• The employee must be notified in writing of the employer's decision. 
• The employer must provide the employee with reasons why dismissal was seen as the most 

appropriate sanction. 
 

Judy would be found guilty of misconduct.  Based on the elements of substantive fairness, if Judy were to 
be dismissed it would be substantially fair.  Judy misrepresented information in her application and 
interview and thus the trust relationship had been irreparably damaged.  Arguably, some individuals could 
say that dismissal is too harsh and that in Judy’s case, a final written warning would be a more appropriate 
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sanction.  This could be based on the fact that she has performed well, and due to the nature of her job 
and the gravity of the misconduct, a final written warning would be more applicable.  Although Judy must 
be found guilty of misconduct they may argue that dismissal is too harsh a penalty given the period that 
has lapsed since she was appointed.  
 
Clearly HR did not do their job when they appointed July and Grace also had no reason to look at July’s 
employment records. These are, however, separate matters and should not be regarded as mitigating 
factors for not dismissing Judy.  
 
11.15 Summary of Topic 4  
You should now be aware of the important role that the HR and line manager can play in proactively 
ensuring positive labour relations and in correctively dealing with grievances and disciplinary matters. You 
will probably agree that an organisation’s human resources are its greatest asset and that the role of HR 
and line management in helping to manage this asset is therefore crucial to the future existence of the 
organisation. In the end, it is successful goal achievement that counts, and the HR and line manager can 
make that happen.  
 
In the last topic and workbook we will look at emerging HR practices.  
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Topic 5 
  
Emerging HR practices  
 
Remember the diagram we included in Topics 1, 2, 3 and 4? We will now be moving to Topic 5. Look at 
the diagram below to keep track of your progress.  

We will now investigate the last topic in this module, namely emerging HR practices as indicated below:  

 
In the fast-changing business world organisations must be flexible to survive. HR managers and line 
managers play a pivotal role in ensuring this flexibility. After all, how would the organisation achieve its 
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goals if there were no employees to implement and execute strategies, and do the work? This means that 
HR and line managers must always be aware of new developments in their fields and their leadership role.  
 
 
Topic aim 
 
The aim of this topic is to familiarise you with the latest trends and developments in human resource 
management (HRM). 
 
You will not be examined on this topic and you thus only have to skim-read these chapters in the 
prescribed book. It is, however, important that you should be aware of these trends; hence we are briefly 
dealing with them. 
 
To facilitate your learning we have provided a schematic representation of this topic below: 
  

 
 
We will now look at Workbook 12 in more detail. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Topic 5
Emerging HR practices

Workbook 12:
Emerging HR practices 

Chapters in prescribed 
book: 

Chapter 14
Chapter 15 
Chapter 16 
Chapter 17 
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Workbook 12 
  
Emerging HR practices  
 
Contents Page  

12.1 Introduction  281 

12.2 Competency-based HRM  281 

12.3 HRM in virtual organisations  282 

12.4 HRM and leadership  283 

12.5 International HRM 284 

12.6 Summary of Topic 5 286 
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You will remember that we have included the mind map below at the beginning of 
each workbook. As indicated below, you are now busy with Workbook 12.  

 
In Workbook 11 we introduced you to labour relations. We described what a union is and explained why 
employees join trade unions. We discussed the basic elements and building blocks of the Labour Relations 
Act, and described the typical collective bargaining process, including negotiations. Lastly, we briefly 
discussed the grievance procedure and introduced you to discipline, counselling and dismissal. If you 
cannot recall this, refer back to Workbook 11. This was also the last workbook of Topic 4 which represents 
the labour relations function of an HR and line manager.  
 
Let us now begin with Workbook 12. In this workbook our focus will be on emerging HR practices.      
 
It is important to note that you will not be examined on this workbook and the corresponding chapters 
in the prescribed book. We have therefore not provided you with learning outcomes for this workbook. It 
is, however, important to skim-read these chapters in the prescribed book.  
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Key concepts  
  

 

Read through the list of key concepts in chapters 14, 15, 16 and 17 in the prescribed 
book before you continue.  

12.1 Introduction  
As mentioned in the introduction to Topic 5, HR and line managers need to be aware of new developments 
in their field and their leadership role. We will therefore briefly introduce you to four emerging practices, 
namely competency-based HRM, HRM in virtual organisations, HRM and leadership, and international 
HRM. Please note that you will not be examined on this workbook and the corresponding chapters in the 
prescribed book.  
 
Let us begin with competency-based HRM.  
 

12.2 Competency-based HRM 
Before we discuss competency-based HRM, do you know what a competency is?  
 

 

Key concept/definition 
 
A competency, in layman’s terms, is any characteristic that we possess and use in 
appropriate and consistent ways to achieve desired performance. 

 
Competencies include, for example, motivated, hardworking, disciplined, good concentration, the ability to 
organise, people skills and the ability to work under pressure. In the context of studying for a degree, the 
ability to memorise large amounts of information is a competency that can, for example, help a person to 
successfully complete a degree. The ability to apply theory to practical situations will be another 
competency that can help students achieve success in their studies.  
 
The definition of a competency is a behaviour, knowledge, skill or capacity that describes the expected 
performance in a particular work context. When competencies are appropriately developed, they are the 
standards of success that support the strategic plan, vision, mission and goals of the organisation.  
 

 

Read chapter 14 in the prescribed book.  

 
You may now ask what competencies have to do with HRM. Well, a competency-based approach creates 
an HRM department that is aligned with the strategic objectives of the company and is more responsive 
to the needs of the organisation. Changes in the approach to HRM will be significant, for example, in HR 
planning (as discussed in Workbook 02) – the focus will be on creating a competency inventory instead 
of the traditional skills inventory. Where training and development (Workbook 10) is concerned, the focus 
of the needs analysis process must be wider, also including identifying future competencies to ensure 
individual development. Performance appraisal (Workbook 07) will be more complicated and prone to 
manipulation, because competencies are not measurable. To prevent this, the process of changing to a 
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competency-based approach must incorporate a mechanism for accessing competencies. The approach 
to compensation (Workbook 09) is to link compensation directly to individual contributions that make a 
difference to the company.   
 
A competency-based approach to HRM will create an HR department that is more flexible. This should 
unleash the human potential in the organisation by utilising employees’ strengths. This will in turn create 
a high-performance organisation that is able to embrace the challenges it faces in the new business 
environment.  
 
For more information on competency-based HRM, read the article below written by Ashkezari and Aeen 
(2012). They explain what competencies are, how a competency model is developed and used in the 
organisation and in different HR functions, and they also discuss the advantages of using competency-
based HRM. 
 

 

Using competency models to improve HRM: 
http://farabi.ut.ac.ir/old/stumags/ITM/ITM1_5.pdf  

 
From the article you should have realised that competency-based HRM is a core strategy to help align 
internal behaviour and skills with the strategic direction of the organisation. If properly designed, the 
competency model leads to individual and organisational performance enhancements and therefore helps 
the integration and promotion of all HRM practices.  
 
In summary, watch the YouTube video below which summarises what we have discussed in this section. 
 

 

Competency-based HRM:  
https://www.youtube.com/watch?v=-gppCtQ1Mqc  

 
Once you have worked through this section you may continue with section 12.3 where we will briefly 
discuss the second emerging trend, namely the role of HRM in virtual organisations.  
 

12.3 HRM in virtual organisations  
The 21st century has brought with it tremendous changes in technology and the buzzword in many 
organisations today is “virtual”. There is talk about the virtual workplace, the virtual team and the virtual or 
boundaryless organisation. These changes were brought on by social, economic and technological 
changes.  
 

 

Read chapter 15 in the prescribed book.  

 
Not only has the improvement in technological innovations changed the way we operate our cellphones 
(we can now read e-mails on our smartphones and instantly connect to social media) and manage our 
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daily lives, but technology has also changed the organisation’s structure (the virtual organisation), modified 
work arrangements (the virtual team) and influenced how people are managed (the virtual workplace).  
 
Let us look at a practical example of how virtual organisations and virtual teams are applied in practice.  
 
Sipho Mahlangu is a software developer. He works as an independent contractor, developing software for 
whoever contacts him to do so. Most of the organisations that contract his services are situated in 
Johannesburg and Cape Town, while Sipho lives and works in Hout Bay. For the past three years he has 
also been involved in a joint venture with Pat Meriwether and Farhana Famman. They are developing a 
new, interactive computer game and plan to launch it on the market in October, ready for the festive 
season. Pat is stationed in Scotland and Farhana lives and works in Mumbai. They physically meet three 
times a year to discuss issues that cannot be resolved over the telephone and internet, have a monthly 
conference telephone call and communicate daily via e-mail, Skype/Viber/Google+ and video conferencing 
when needed.  
 
This scenario is an example of both a virtual team and a virtual organisation. Sipho, Pat and Farhana are 
a virtual team, who are dispersed geographically and whose contact is mostly via e-mail, Skype, video 
conferencing and telephones. They also form a virtual organisation. A virtual organisation is technology 
driven and project based with partners involved in a core business activity. You find different types of 
teams in virtual organisations, such as service teams, project teams and process teams. Working in this 
way creates flexibility and is more cost-efficient. It also allows organisations to utilise human resources 
that are geographically dispersed. In this way organisations have access to the best talent, irrespective of 
where the people live.  
 
Virtual organisations follow a team-based approach to human resources. This influences the way 
employees are managed and thus also the HR practices and principles that will be applied. Staffing 
practices will concentrate on the characteristics of people who will perform well in a fluid, ever-changing 
environment; training and development will concentrate on knowledge sharing; and performance 
monitoring, appraisal and feedback will have to take place over long distances, which complicates an 
already complicated HR activity. New approaches to compensation such as broad-banding and person-
based systems will be more appropriate in the virtual organisation. Another aspect that comes into play is 
the culture in such organisations. Think about the organisation that you work for – what is the culture like? 
What about the culture in a virtual organisation?  
         
In summary, there is a fast-growing interest in different ways of work which combine changes in technical 
and organisational systems of choice – this is virtual working, and by extension, virtual teams. In all 
likelihood this trend will increase even more in future and HR and line managers will have to be able to 
properly deal with this and the challenges it brings. 
 
In the next section we will briefly discuss the third emerging trend, namely HRM and leadership. Does 
this differ from normal leadership? Let us take a look.    

12.4 HRM and leadership  
As we have seen while studying all the workbooks thus far, the proper design and implementation of HR 
programmes and practices is not enough. HR and line managers must add value to the organisation to 
remain competitive. To achieve this goal, the HR function must transform itself on an ongoing basis – this 
also has an impact on line managers. In other words, the HR department must recharter itself by coming 
up with a new mission, a list of new goals and a list of new objectives to support the organisation’s activities 
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and to ultimately support the realisation of the organisation’s goals. HRM therefore has to become a 
strategic partner within the organisation. But what does this mean?   
 
To achieve the above HR professionals must become true leaders within their organisations. You may 
wonder what HR leadership entails? In the prescribed book the authors identify five leadership actions 
which are essential for HR leaders to maximise their value-added operations to the organisation. These 
are anticipating change, initiating action, generating confidence, liberating thinking and evaluating results.    
 

 

For more information regarding these leadership actions, read chapter 16 in the 
prescribed book. 

 
By taking these actions of leadership and combining them with the key processes of the organisation, HR 
professionals will be better empowered to deal with the complexity of transforming the HR function and 
supporting line managers in their management role.  
 
For more information on HRM and leadership, consult the web link below:  
 

 

Leadership and HRM:  
http://www.academia.edu/1344792/Leadership_and_HRM_Evaluating_New_Leaders
hip_Styles_for_effective_Human_Resource_Management  

 
Also read "HR in Focus: Learning to be lean" by Steve Jobs, in section 16.3 in the prescribed book. After 
reading "HR in Focus" and the article above do you think that Steve Jobs was a true leader? Motivate your 
answer. You are welcome to discuss this with your fellow students on myUnisa.  
 
Once you have worked through this section you may continue with section 12.5 where we will briefly 
discuss the last emerging trend in this module, namely international HRM.  
 

12.5 International HRM  
Before we look at international HRM we want you to think about the time when you or a family member or 
friend applied for a job. Think about all the questions you had about salary, work hours, benefits and 
arrangements that you and the organisation had to make. Now imagine that the job you applied for was 
for a position in New York: Would there have been different challenges? We also want you to consider 
another scenario: If the person who applied for the job was from Europe what would the challenges then 
have been? What legislation is applicable? What about time differences due to the different time zones of 
the various parties? 
 
Organisations expand internationally for many reasons and they can use different ways to expand. The 
decision to go multinational has a great impact on the human resources of an organisation and also on 
the HRM activities. For the employees it may create new career move options and even new careers. HR 
activities must be approached differently and often include a new dimension of responsibilities not usually 
found in domestic organisations. This also poses challenges for the line managers to whom these 
employees report.   
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Read chapter 17 in the prescribed book.  

 
In chapter 17 in the prescribed book you will see that culture distinguishes one group of people from 
another. It also defines people, relationships and leadership, and thus has a profound influence on every 
aspect of business. A shared culture simplifies human interaction, because individuals can easily predict 
other people’s reactions. Misunderstandings occur less frequently when people share a culture as 
opposed to when cultures differ (refer to section 17.3 in the prescribed book).  
 
Hofstede identifies four dimensions of culture that can be used to identify and distinguish between the 
different values and attitudes of employees in different cultures. The influence of this research on business 
is that organisational structures, management styles, organisational cultures and change programmes 
must be adapted to the current culture of the country in which the office is situated. This also means that 
HRM functions and activities will be different.  
 
When an organisation opens offices abroad, it has to decide whether existing employees will be 
transferred (remember we discussed this in Workbook 03) or whether new employees will be recruited 
(refer to Workbook 04). In the chapter in the prescribed book you will notice that reference is made to 
parent country nationals (PCNs) and host country nationals. Will new recruits be sourced in the parent 
country or host country? Different approaches can be followed – the approach that is chosen will be 
determined by its advantages and disadvantages. It is important to remember that sending employees 
abroad is an expensive and complex decision and failure should be avoided. Most large companies use 
local staff, but this also brings other challenges. The company can also consider other assignments, 
instead of posting an employee abroad for an extended period. The selection process (refer to Workbook 
04) is more complex for international assignments because candidates need to have different qualities to 
ensure success. Orienting and preparing (refer to Workbook 05) employees for international 
assignments involve different approaches and activities and should not be neglected.  
 
Performance appraisals (refer to Workbook 07) of staff on international assignments are complicated by 
cultural, legislative and policy/structural issues (for example, who will do the evaluation?). This is further 
influenced by long distances and the amount of contact with the expatriate. Performance appraisal should, 
however, not be neglected for expatriates, because it has a profound influence on the person’s career 
development. Retaining expatriates who have returned from foreign assignments is influenced by the 
compensation received and the repatriation process (refer to Workbook 09). Compensation for 
international staff should meet certain objectives and different approaches can be followed to compensate 
employees.  
 
Repatriation requires a different adjustment process that poses a different set of problems to the employee 
(and his/her family) than those caused by expatriation. Organisations must provide a support system to 
address these issues and also proactively address concerns about careers.  

Different countries approach labour relations (refer to Workbook 11) differently. This area of HRM is 
hugely influenced by the labour legislation and roles that unions play in the various countries. 
Organisations must decide which approach to follow when dealing with labour relations issues and they 
have to ensure that they abide by the rules, customs and requirements of the particular country. The 
approach that is decided upon will also determine how the subsidiary manages discipline, dismissals, 
transfers, layoffs and retirements. Legislation also determines how health, safety and security are 
managed in the subsidiary (refer to Workbook 10). All these HRM activities must preferably be supported 

http://en.wikipedia.org/wiki/Expatriate
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by a global human resource information system (HRIS) that supplies sufficient information when and where 
necessary (refer to Workbook 01). 
 
Can you see that this is complex and that it brings about new challenges for HR and line managers? Let 
us briefly summarise what we have looked at in this topic.    
 

12.6 Summary of Topic 5  
In this workbook we have discussed four emerging HR practices, namely  
 

• competency-based HRM  
• HRM in virtual organisations  
• HRM and leadership, and   
• International HRM.   
 
Employees are a company’s most valuable resource and asset. The ability to use this resource effectively 
is guided by the organisation’s HR policies and practices taking into account the applicable labour 
legislation. As the environment in which organisations operate changes, HRM must be flexible enough to 
embrace the challenges to support the organisation’s goals of remaining competitive in the marketplace. 
It is becoming increasingly important for HR and line managers to align HR efforts with the strategic 
objectives of the organisation to integrate the different HR activities to support employee performance, 
motivate employees, develop them and to recognise individual differences. The competency approach to 
HRM is a way to ensure HR flexibility. Competencies are characteristics that employees possess and use 
in appropriate and consistent ways to achieve the desired performance. A competency model is the written 
description of all the competencies needed to ensure organisational success. This approach can lead to 
a change in HR practices, such as recruitment and selection, training and development, performance 
appraisal and compensation with the aim of supporting the ever-changing business environment and 
workforce.  
 
The virtual office, virtual teams and virtual organisations are the new buzzwords in HRM. They have come 
about due to advances in technology and social and economic changes, which have led to significant 
changes in the world of work. Examples are changed organisational structures, different work 
arrangements, different work locations and changes in the way people are managed. The new approach 
to working has had such an impact on HRM that a new field of HRM, called e-HRM, has evolved. 
 
The globalisation of businesses continues to grow. Multinational organisations (MNOs) have opened 
offices in South Africa, and local businesses have entered into agreements with businesses abroad. South 
African businesses are thus exporting products and services and entering into joint ventures with overseas 
businesses, and have in this way entered the international arena. The decision to globalise has an impact 
on HRM activities, which in turn are affected by legal, political, economic and cultural factors both locally 
and abroad. 
 
This brings us to the end of the last topic and workbook. We trust that you have found this module 
interesting and stimulating, and that you have acquired the necessary skills, knowledge and abilities that 
you can use in your line of work. We suggest that you now take the notes and summaries that you have 
compiled for each workbook and work through them in preparation for the examination. 
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As a last thought, we have provided you with some articles that you can use as a line manager:  
 

 

http://humanresources.about.com/od/badmanagerboss/a/mistakes-managers-make-
managing-people.htm 
 
http://www.entrepreneur.com/article/234199  
 
http://www.success.com/article/65-tips-for-managing-people-of-all-ages 
 
http://smallbusiness.chron.com/tips-managing-people-3336.html 

 
You can also complete the questionnaire at the link below to determine how good your management skills 
are:  
 

 

http://www.mindtools.com/pages/article/newTMM_28.htm  

 
As a means to assist you further we have developed a number of integrated self-assessment 
questions/activities that you can work through to determine whether you have mastered the 
learning outcomes of the module. These questions could also assist you when you in your 
preparation for the examination because some of them have been asked in previous examination 
papers. 
 
You may now proceed to Workbook 13.   
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Workbook 13 
 
Integrated self-assessment  
 

Contents Page  

13.1 Introduction  288 

13.2 Self-assessment questions/activities  288 

13.3 Feedback  293 

 

13.1 Introduction 
The integrated self-assessment questions/activities in this workbook are similar to the examination 
questions you may expect. Please note that you will only be able to complete these integrated self-
assessment exercises once you have worked through workbooks 02 to 11 and the relevant sections in the 
prescribed book. You can use the integrated self-assessment questions/activities in this workbook to 
assess whether you have mastered the learning outcomes sufficiently and are sufficiently prepared for the 
examination.  
 

 

The activities, self-assessment questions, revision questions and previous 
examination papers should not be regarded as possible examination questions. 
Ensure that you master the learning outcomes of this module.  

 

13.2 Self-assessment questions/activities  
Question 1 
 
Read the following scenario and then answer the questions that follow.  
 

Jack is a 35-year-old male who has been working as an advertisement manager at Prime Media for the 
past eight years. Jack is mainly responsible for planning and preparing advertising and promotional 
material to increase the sales of clients’ products and/or services. He reports directly to the CEO. Jack 
works with approximately 15 subordinates who are all university graduates. Over the past few months 
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Jack has become frustrated and irritable with the art designers that were appointed nine months ago. 
He feels that they are still unsure of their duties and responsibilities, they are unfamiliar with the 
procedures and they are unable to meet the deadlines that he sets for them. After confronting Lindsay 
(a designer) for the umpteenth time about her inability to meet deadlines and “think outside of the box” 
Jack scheduled a meeting with Marjorie, the HR manager of Prime Media.  
 
In the meeting Jack informs Marjorie that he is not happy with the new employees and that there is a 
serious problem with their recruitment and screening process because none of the employees that they 
have appointed meets the required criteria that he has given them. He further complains that he is 
losing clients because of the designers’ inability to do their work and as a result he has been working 
long hours and over weekends to make ends meet. He is exhausted, frustrated and fed up with the 
situation.  

 
Questions  
 
1.1 Which documentation should Marjorie consult to obtain information about the tasks, duties and 

responsibilities that the employee would be responsible for as well as about the skills and 
qualifications that employees need to perform the job adequately? (4) 

1.2 In which HR process should Marjorie engage to obtain this information? (2) 
1.3 After reviewing the recruitment and selection process Marjorie discovers that the advertisement that 

was placed in the newspaper and on their website does not meet the requirements of a well-
developed advertisement. Discuss the questions that should be asked when compiling a successful 
advertisement. (8) 

1.4 Marjorie has also discovered that a number of important steps are left out in the company’s selection 
process. Identify and briefly discuss the steps that Prime Media should follow when they choose the 
best applicant to fill the position.  (14) 

1.5 Identify and briefly discuss the condition that Jack is going through because of the situation at work. 
Secondly, what can Marjorie and the organisation do to assist Jack with his condition?       (8) 
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Question 2 
 
You are the HR manager of a medium-sized retail pharmacy. About a year and a half ago, the pharmacy 
employed a new pharmacist assistant, Arno. The Responsible Pharmacist (RP) is not satisfied with Arno’s 
performance, since he never really received any formal training and he is still not familiar with the computer 
system and the organisation of the shelves. The RP has asked your advice about how to handle the 
situation.  

Firstly, explain to the RP what needs to happen in order to improve Arno’s performance, by describing 
which process/programme should be implemented for Arno, what the purposes of such a programme are 
and briefly explaining the phases of such a programme.  

Secondly, describe to the RP which HR processes must be revised in order to ensure that this situation 
doesn’t occur again.  (12) 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 3 

Read the following extract and then answer the question that follows.  

“Line managers play a central role in HRM. In many organisations, they are charged with myriad HR-
related tasks, such as filling out performance appraisal forms, interviewing candidates for employment, 
making recommendations about salary increases and breaking employment-related news to 
employees.” 
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Briefly discuss the role of line managers in the following HR functions:  

3.1 Job design  (2) 
3.2 Performance management  (2) 
3.3 Training and development   (2) 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 4 
 
Lebogang is the CEO of a large retail company in South Africa. She has had numerous complaints from 
supervisors in the company that the employees’ work is not on the required performance standard and 
that they are damaging the company’s reputation with costly mistakes. However, there  is no system in 
place in the company to determine the level of employees’ performance and establish which areas of their 
performance is lacking and why. Identify which system/process needs to be put in place and also discuss 
the objectives of this process. Secondly, explain what needs to happen in order to improve the employees’ 
performance.  (12) 
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Question 5 

Amanda, a human resource officer at a large mining company in South Africa, was tasked to ensure that 
the company’s goals are translated into HR objectives and that the company is neither over- nor 
understaffed so that the right employees with the appropriate talents, skills and desire are available to 
carry out their tasks in the right jobs at the right times. She was however unsure of her role in this process 
and where to source “the right people” from. She thus approached you for some assistance and guidelines. 
Assist Amanda by firstly explaining her role in the process and secondly explaining to her which labour 
market sources she should consider when recruiting top candidates.  (10)  
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Question 6 

Sipho is the labour relations expert of a large manufacturing company in South Africa. He has scheduled 
a lecture with the line managers of the production department in Johannesburg to equip them with the 
necessary skills and knowledge to manage and maintain discipline in the workplace and he approached 
you for assistance. One of the topics that he will present in the workshop is “grounds for dismissal”. Prepare 
a brief document to assist Sipho in discussing the three grounds for dismissal in terms of the Labour 
Relations Act, 66 of 1995. Secondly explain to Sipho why a lecture is not always the best training technique 
to use.  (10)  
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13.3 Feedback  
 
Question 1 

To answer this question successfully you had to read the scenario carefully and then answer the questions 
in your own words. You also had to base your answers on the case study.  
 
Question 1.1 

Refer to sections 5.12.5 and 5.12.8 in the prescribed book.  

Marjorie should consult the job description and job specification. A job description is a written summary 
of task requirements for a particular job. It therefore needs to communicate as specifically but concisely 
as possible what responsibilities and tasks the job entails and what the key qualifications for the job are – 
the basic requirements (specific credentials or skills) – and, if possible, the attributes that underlie superior 
performance.  

The job specification, on the other hand, is a statement of the knowledge, skills and abilities  the person 
who is to perform the job needs. Job specifications or minimum qualifications state the qualifications job 
applicants must possess to be considered for the job. These qualifications are often grouped into three 
categories: skills, knowledge and ability (SKAs).  
 
Question 1.2 

Refer to section 5.9 in the prescribed book.  

Marjorie should conduct a job analysis to obtain information about the duties, responsibilities and tasks 
of the job. The process further includes investigating the level of decision-making by employees within a 
job category, the skills employees need to do the job adequately, the autonomy of the job in question and 
the mental effort required to do the job. The most common end products of a job analysis are a job 
description and job specification (refer to sections 5.12.4 and 5.12.8). 

Question 1.3 

Refer to page 196 in the prescribed book.  

There are certain questions that one could ask to ensure that one develops a successful advertisement. 
These questions are:  
 
1. What do you want to accomplish?  
2. Who do you want to reach?  
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3. What should the advertising message convey?  
4. How and where should you advertise? 
 
You had to identify and briefly discuss the questions for eight marks.  
 
Question 1.4 

Refer to section 6.12 in the prescribed book.  

You had to briefly discuss the steps in the selection process.  
 
Question 1.5 

Refer to section 12.2 and 12.3 in the prescribed book.  

Jack is suffering from burnout. Burnout occurs when a person believes that they cannot or will not continue 
to do the job. Signs and symptoms of burnout include: addictive behaviour, frustration, changes in 
confidence and self-esteem, feeling unmotivated, physically and emotionally exhausted and deterioration 
of health.  

Employer healthcare programmes such as employee assistance and wellness programmes could be 
implemented to assist Jack with his condition. You were required to identify these programmes and briefly 
discuss them.  
 
Question 2 

The answer to this question can be found in chapter 10 of the prescribed book, specifically in sections 10.2 
and 10.4; as well as chapters 4, 5, 6, 7 and 9. 

You first had to explain that a training and development programme needs to be implemented, because 
Arno is not performing according to the set standards. Secondly you had to discuss the purposes of training 
and development and the phases (namely needs assessment, designing and delivering training and 
development and evaluation) of training and development.  

You then had to discuss the HR processes that need to be revised to ensure that poor performance does 
not happen again. Refer to chapters 4, 5, 6, 7 and 9 in the prescribed book.  
You are not looking for a set list in the prescribed book from a certain paragraph, you are looking to 
summarise what information could apply to this question in a nutshell - knowing what HR processes and 
procedures should have been followed at each stage.  
 
Question 3 

Refer to sections 5.2.1, 9.4.1 and 10.2 in the prescribed book.  

You were required to discuss the role of the line manager in HR functions such as job design, performance 
management and training.  

For example, you had to indicate that the line manager is responsible for ensuring that employees are 
hired according to their abilities, which match the needs of the job description and specification. Line 
managers are further required to ensure that employees receive training which is aligned with the job’s 
specifications and requirements. Management must further ensure that employees perform to certain 
standards and that their skills are up to date. 
 
Line managers are further involved in the performance appraisal (PA) and performance management (PM) 
process. Line managers should, for example, discuss the PA method with the employees prior to the PA 
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interview. The line manager should further appraise the employee’s performance according to the set 
standards, and discuss the outcomes of the appraisal with the employee.  
 
Question 4 

Refer to the introductory sections of chapters 9 and 10, as well as sections 9.3 and 10.2 in the prescribed 
book.  

You first had to indicate that a performance appraisal system should be implemented and then identify 
and briefly discuss the performance appraisal objectives (refer to section 9.3 in the prescribed book).  
Secondly, you had to indicate that the employees need training to improve their performance. You could 
have explained that employees who perform unsatisfactorily because of a deficiency in skills are prime 
candidates for training and development (T&D). Although T&D cannot solve all performance problems, a 
sound T&D programme is often instrumental in minimising and/or addressing these problems.  
 
Question 5  

Refer to section 4.4 (Table 4.1) and 6.3.1 in the prescribed book.  

You first had to explain Amanda’s role in the strategic human resource planning (SHRP) process. Amanda 
is an HR officer and therefore part of the HR department. The HR unit’s role in the SHRP process includes 
the following:  

• participating in the strategic planning process;  
• identifying the HR strategies;  
• designing the HR planning data systems;  
• compiling and analysing data from managers on staffing needs; and  
• implementing an HR plan as approved by top management. 

 
Secondly, you had to explain to Amanda which labour market sources she should consider when recruiting 
top candidates. These sources are discussed in section 6.3.1 in the prescribed book. The people mostly 
available for recruitment are the unemployed, who can be contacted through direct application, 
employment agencies or advertisements. Other resources include part-time employees, underemployed 
individuals and pirated employees. You were required to identify and briefly discuss these sources.  
 
Question 6 

Refer to sections 13.10.2 and 10.4.2 in the prescribed book.  

First you had to identify and briefly discuss the three grounds for dismissal according to the LRA. The 
grounds for dismissal are  

• misconduct;  
• incapacity; and  
• operational reasons.  
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Secondly, you had to discuss the disadvantages of using the lecture as a training technique. Refer to page 
359 in the prescribed book.  
 

The End 
Good luck with the examination and all the best with your future endeavours  
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