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HUMAN RESOURCE MANAGEMENT 
HRM 2605 

 
 

TOPIC 1 
 
STUDY UNIT 1: 
Chapter 1: The foundation of Human Resources 
 
Introduction 
 
Human Relations 
 
The scientific management approach of the 1930’s and 1940’s shifted to human relations. The Hawthorne 
studies demonstrated that employee productivity was affected not only by the way the job was designed and 
the manner in which employees were rewarded economically but also by certain social and psychological 
factors. 
 
Hawthorne researches discovered that employees’ feelings, emotions and sentiments were strongly affected 
by work conditions such as group relationships, leadership styles and support from management and that 
those feelings could, in turn have a significant impact on productivity. The Mayo – Roethlisberger research led 
to the widespread implementation of behavioural science techniques in industry. 
 
The shift to human relations was also influenced by the rise of unionism word wide and in South Africa, and as 
a result of strikes on the mines in South Africa the first Industrial Conciliation Act was passed in 1924. This Act 
gave workers the legal right to organise and bargain collectively with employers in disputes about wages, job 
security, benefits and other work conditions. Although the Act, did not legislate good human relations it did 
compel many employers to improve their personnel programmes (i.e. employee relations) in an effort to keep 
unions out.  
 
With unionisation came formal grievance procedures, which provided employees with a measure of protection 
against subjective or despotic supervision. The human relations approach was instrumental in improving the 
working environment of many workers, but it achieved only minimal success in increasing worker output and 
job satisfaction. 
 
The Human Resource Approach 
 
The human relations approach fell out of favour with management during the 1950’s and 1960’s, and 
considered passé today. While good human relations are still an important organisational objective, the human 
relations approach is no longer guides the leadership style within organisations. 
 
The emerging trend in HR management is clearly toward the adoption of the HR approach, through which 
organisations benefit in two significant ways, namely: 
 

• An increase in organisational effectiveness, and the 

• Satisfaction of employee needs. 
 
Rather than addressing organisational goals and employee needs as been separate and exclusive, the human 
resource approach holds that organisational goals and human needs are mutual and compatible. The HR 
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approach became popular in the 1970’s as research in the behavioural sciences showed that managing people 
as resources rather than as factors of production could result in real benefits to both the organisation and the 
employee. A number of principles provide the basis for a HR approach, namely: 
 

• Employees are investments which provide long-term rewards to the organisation in the form of greater 
productivity when effectively managed and developed. 

• Policies, programmes and practices must be created that satisfy both the economic and emotional 
needs of employees. 

• A working environment must be created in which employees are encouraged to develop and utilise 
their skills to the maximum extent. 

• HR programmes and practices must be implemented with the goal of balancing the needs and meeting 
the goals of both the organisation and the employee. 

 
Strategic Human Resource Management 
 
With the fast-paced global economy long-term planning in the form of strategic management is becoming ever 
more important. Strategic management involves making those decisions that define the overall mission and 
objectives of the organisation, determining the most cost effective utilisation of its resources, and crafting and 
executing the strategy in ways that produce the intended results. 
 
Strategic Human Resources Management (SHRM) activities address a wide variety of people issues relevant to 
the business strategy. 
 
Previously, people issues were the sole function of the personnel department. Today strategic HR problems are 
the responsibility of every manager in every department. HR staff members are resources who are called on in 
support of operating managers. All managers who are responsible for people are in effect HR managers. 
 
An HR manager needs to acquire the following competencies in order to be successful: 
 

• Business mastery: The HR manager will need to know the business of their organisation thoroughly. 

• HR mastery: The HR manager will have to keep abreast of changes relating to issues such as staffing, 
development, appraisals, rewards, team building and communication. 

• Change mastery: The HR manager will have to be able to manage change processes so that HR 
activities are effectively merged with the business needs of the organisation. 

• Personal credibility: The HR manager must establish personal credibility; this is done by standing up for 
their beliefs and being fair-minded in dealing with others. 

 
Human Resource Functions 
 
Because the human resource function within each organisation is unique to that organisation, the activities of 
the HR department will vary from organisation to organisation. The activities that are likely to be assigned 
exclusively to the HR department are: 
 

• Compensation and benefit issues, such as insurance administration, wage and salary administration, 
unemployment compensation, pension plans, holiday/leave processing and flexible benefits accounts. 

• Employment, Affirmative action and employment equity, 

• Job analysis programmes, 

• Pre-employment testing, 

• Attitude surveys (research) 
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The HR department is also likely to carry out some activities jointly with other departments in the organisation, 
including interviewing, productivity/motivation programmes, training and development, career planning, 
disciplinary procedures and performance appraisals. 
 
Job analysis and design 
 
For an employee to perform satisfactorily, their skills, abilities and motives to perform the job must match the 
job’s requirements. A mismatch may lead to poor performance, absenteeism, turnover and other problems. 
Through a process called job analysis, the skills and abilities to perform a specific job are determined. Various 
job analysis techniques exist. 
 
Recruitment, selection, induction and internal staffing 
 
To a great degree, the effectiveness of an organisation depends on the effectiveness of its employees. Without 
a high-quality labour force, an organisation is destined to have mediocre performance. The recruitment of 
human resources is a critical HR function, and involves activities such as the analysis of the labour market, long-
term planning, interviewing and testing.  
 
Once employees are placed in their post it is important that they are introduced to their organisation, tasks, 
superiors and co-workers through a process known as socialisation or orientation.  
 
Appraisal, training, development and career management 
 
The growth of an organisation is closely related to the development of its human resources. A strong employee 
development programme does not guarantee organisational success, but such a programme is generally found 
in successful, expanding organisations. 
 
One important developmental function is the appraisal of employee performance. During an appraisal process, 
employees become aware of any performance deficiencies they may have and are informed of what they must 
do to improve their performance. 
 
While career management is difficult to implement, advances in recent years have brought about 
improvements in the decision making processes that affect employees’ careers. 
 
Compensation and health 
 
The issue of compensation has posed problems for HR managers for a long time. Questions arise such as “how 
should, jobs be evaluated to determine their worth?”, “Are wage and salary levels competitive? And are they 
fair?”, “Is it possible to create an incentive compensation system tied to performance?” 
 
An increasingly important part of compensation is employee benefits. The cost of benefits for many 
organisations averages as much as 40% of total pay roll costs, and because of this employers are trying to 
control benefit costs without seriously affecting the overall compensation programme. 
 
A newer area of concern to the employee today is health and safety. Each year, accidents, injuries and 
occupational diseases cost billions of Rands in medical expenses, medical insurance, equipment damage and 
production problems. 
 
 
Labour relations 
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Labour unions exert an influence on employers and help shape the HR policies and programmes. The South 
African labour relations system is basically constructed around the Labour Relations Act, no 66 of 1995. The 
employee who fails to perform up to expectations can not only be costly to management but can also create 
problems such as frustration and tension within the work group. For these reasons, management must 
recognise the causes of unsatisfactory performance and be able to bring about a permanent improvement in 
job behaviour. 
 
Human resource information systems (HRIS) HR research and problem solving 
 
The HR department has also been transformed in terms of technology. Today all of the activities run by the HR 
department can be accomplished with a human resource information system usually on a pc (personal 
computer).  
 
HR Department Roles 
 
The primary task of the HR department is to ensure that the organisation’s human resources are utilised and 
managed as effectively as possible. HR administrators help design and implement policies and programmes 
that enhance human abilities and improve the organisation’s overall effectiveness. 
 
More and more managers of organisations recognise that people are the organisation’s primary resource and 
acknowledge the HR department’s role in developing that resource. 
 
Does the HR function affect the success of an organisation? 
 
In today’s ever changing and challenging economic environment the question of whether the HR department 
can really affect the financial success of an organisation always surfaces.  
Whilst certain important factors are truly attributable to the financial success of an organisation such as the 
management and leadership of top management, product development and market advantage to name a few, 
does the HR department contribute to the financial successes of an organisation? 
 
Studies and numerous research efforts have revealed that there is a strong relationship between HR practices 
and bottom line profits. It was also found that companies of all sizes measured by the number of employees 
were all equally affected showing that more successful companies engaged in more HR practices than did less 
successful companies. 
 
Successful companies were generally able to use the HR function to solve problems and achieve success in the 
following ways: 
 

• Having the HR manager(s) report directly to the General manager(s) 

• Placing major emphasis on employee recruitment, selection and training. 

• Using team building and creating an environment of rapid decision-making at lower levels. 

• Communicating key company performance objectives through all programmes and linking them to 
goals at all levels. 

• Including HR planning as part of Management’s strategic planning. 
 
 
 
HR Policies 
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HR policies are guides to management’s thinking, and they help management achieve the organisations HR 
objectives. Policies help define acceptable and unacceptable behaviour and establish the organisation’s 
position on an issue. 
 
The Deputy General Manager and the HR Heads are generally responsible for policy making. In critical HR 
matters such as employment equity or management development, the policies may be drafted by an HR 
committee for approval by the CEO. HR committees usually include members from both line and staff 
departments.  
 
To be effective, HR policies should be in writing and should be communicated to all employees. To ensure that 
employees are familiar with HR policies, many organisations – particularly large firms and Government 
departments – publish an HR policy manual. Each manager receives a copy of the manual with instructions to 
review in detail with all new employees. 
 
A well-written and well-used policy manual can also be a valuable aid in settling differences and disputes 
between parties within an organisation. 
 
Critical Policy issues 
 
Most of the issues facing HR management are included in four broad areas namely; 

• Employee influence 

• Personnel flow 

• Reward systems, and 

• Work systems 
 

Each of these areas must be addressed regardless of the industry, the size of the company or the types of 
employees involved. By developing critical HR policies with these four areas in mind, decision-makers can 
create HR programmes in a unified and systematic manner rather than by accident or by gut reaction to 
problems and pressures. 

 
Employee influence: With the increasing popularity of re-engineering, total quality management, cooperative 
labour-management relationships and other forms of worker participation, more and more organisations are 
developing policies that define the scope and breadth of employee influence in managing the organisation. 
Policies defining the degree of employee influence deal with such diverse matters as organisational goals, 
compensation, working conditions, career advancement and job design. 

 
Personnel flow: Personnel flow – the management of people into, through and out of the organisation – meets 
the organisation’s long-term requirements for the number and kinds of human resources. Decisions about 
selection, promotion, job security, career development and advancement, fair treatment and termination must 
be made in light of profits, growth and other critical organisational goals. 

 
Reward systems: The objectives of reward systems include the attraction, motivation and retention of 
employee’s at all organisational levels. The accomplishment of these objectives forces management to 
consider a number of critical policy issues which could involve questions such as “Should incentives reward 
individuals or groups?”, “Should profits or reductions in operating costs be shared by employees, and if so 
how?”, “Should employees be involved in the design and administration of the pay system?”, and “what is the 
most effective mix of pay and non-pay rewards to motivate performance?”. 
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Work systems: Work systems are concerned with the design of work: how tasks and technologies are defined 
and arranged, the quantity and kinds of decisions that people make and the extent to which quality of work life 
is an important organisational goal. Policy decisions that affect work systems include the kinds of 
manufacturing and office technology implemented and the way in which labour is divided.  
 
Communication 
 
Communication is the glue that binds various elements, coordinates activities, allows people to work together 
and produce results. Given current trends, it is more important today because companies are larger than ever 
before and more mergers and acquisitions are on the way. Departments within an organisation may be spread 
throughout the country or even throughout the world. 
 
The management style of communication has become more collaborative and less authoritarian. Downward 
communication methods from management to employees, include: 

• Orientation sessions,  

• Bulletin boards,  

• Newsletters, briefs and 

• Employee handbooks.  
 

Upward communication methods usually include: 

• suggestion programmes,  

• complaint procedures 
 
Most companies have implemented formal grievance procedures. The first step is usually to present the 
problem to the immediate supervisor. If the problem concerns the supervisor or the employee is not satisfied 
with the first step, the second step is usually to approach the supervisor’s superior. The HR department is 
usually the third party available to the employee. Union-negotiated grievance procedures almost always 
include the use of outside arbitrators as a fourth and final step, a practice being increasingly used by non-union 
employers. 
 
Other communication methods include: 
 

• Electronic mail (e-mail),  

• Surveys, such as employee surveys which commonly include the wage survey and job satisfaction survey. 

• Open-door meetings, this is usually handled on a scheduled basis (weekly, monthly, or quarterly). 
 
Advice and services 
 
Management has the prerogative to accept or disregard advice from the HR staff. HR staff therefore has to 
ensure that their advice is sound, objective and fair and that it will contribute to the goals of the organisation.  
 
Where line managers rely too heavily on the advice of HR specialists, it could result in the line manager 
transferring the major responsibility for dealing with people problems over to the HR department. Line 
managers are responsible to solve everyday people problems and if required they should involve the HR 
department for assistance in finding a solution. 
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Control functions 
 
The HR department performs important control functions such as 

• Collection and analysis of hiring, selection, placement and promotion data to ensure that employment 
equity laws and policies are being observed. 

• Analysis of performance appraisal records to determine if appraisals are being conducted in an unbiased 
manner. 

• Analysis of absenteeism statistics, grievances and accidents to determine where problems are most critical 
and what may be done to reduce them. 

 
STUDY UNIT 2: 
 
Chapter 2: Human Resources and Technology 
 
Introduction 
 
HR and the internet 
 
With the evolution of communication through technology such as the internet, Human Resource management 
has moved from labour-intensive to technology-intensive activities.  The use of technology has led to the 
development of what has become known as HRIS or Human Resources Information Systems which is a data 
base of information. 
 
The basis for good HR decisions is good HR information and it provides line managers and HR specialist with 
sufficient tools to facilitate decision making. This concept is known as a Decision Support System or DSS, which 
places information for decision making at the finger tips of decision makers. 
 
HR Intranet applications 
 
The Intranet is an organisational network that operates over the internet or via an internal network server. The 
intranet connects people to people and people to information within the organisation. An organisational 
Intranet serves as an information hub for the entire organisation.  
 
Possible HR uses of the intranet include: providing leave status information, manage succession planning, 
provide electronic payslips. Further development in the HR intranet has been the creation of ESS (Employee 
self-service) and MSS (management self-service) applications. 
 
HR Extranet applications 
 
An Extranet is an internet-linked network that allows employees access to information provided by external 
entities. For example employees can access benefit information maintained by a third party benefits 
administrator. 
 
HR Portal applications 
 
HR portals offer a personalised, web-based access point to all information sources, tools and systems needed 
to effectively consume HR services offered via the internet. 
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Human Resource Information Systems (HRIS) 
 
The Human Resource Information System (HRIS) is the primary transaction processor, editor, record-keeper, 
and functional application system which lies at the heart if all computerised HR work. Depending on the 
modules installed, it maintains employee, organisational and HR plan data to support most HR functions. 
 
The nature of an HRIS 
 
The HRIS is usually part of the organisation’s larger management information system (MIS) which would 
include the marketing, production, financial and accounting functions. The HRIS is characterised and based on 
an open systems model involving three main activities, namely Inputs, Transformation and Outputs. The 
system normally also has a form of control to monitor its functioning. 
 
Within an HRIS system all employee history can be kept and maintained from the moment of placement to the 
time of retirement. The HRIS system would contain all the relevant employee history such as training, 
development, promotions etc... 
 
An HRIS derives the following benefits: 
 

• Improves the quality of information, 

• Reduces the administration burden, 

• Improves the speed of information, 

• Improves the flexibility of information, 

• Improves the services to employees, 

• Reduces HR metrics 
 
These benefits can only be achieved if the HRIS forms an integral part of the organisation’s functions, the 
information is updated on a regular basis and the users are properly trained to use all functions. 
 
Applications of the HRIS database modules 
 
Applicant tracking Module: This module keeps track of vacancies and candidates for those jobs. It helps by 
tracking the applicants information and the job functions in order to help match the candidates on file to the 
prerequisites of the available jobs. The database can store the information of internal and external applicants 
for future reference. It can also track how long a position remains open before placement is made, and various 
other aspects relating to applicants and the open jobs. 
 
Training and development module: With this module an individual’s training and development needs are 
compared with the training and development options available within an organisation. Both employee’s and 
manager’s evaluations of training needs can be entered. The training component of an HRIS database can be 
quite extensive, capable of holding complete training course information of internal and external courses, 
training course evaluation data, instructors, costs, and employees scheduled to participate. 
 
Position control module: The position control module enables an organisation to track positions for monitoring, 
budgeting, planning and control purposes. Normally each position is assigned a code and position characteristic 
(e.g. title, salary, skill requirements, level and location). Position status can be monitored for example 
indicating if the position is vacant, filled, frozen or planned. This module may also form the basis of HR 
planning, successor planning, training and development. 
 



    

 

 

 
9 

Wage and Salary administration module: In the compensation area the HRIS module handles several major 
applications: 

• Administering salary plans, 

• Tracking and controlling various incentives, 

• Bonus, commission plans, 

• Participating in outside surveys, 

• Handling stock purchase and/or stock action plans. 
 
Human resource planning module: The HRP or Human Resource Planning module may provide information to 
help estimate future labour supply and demand by analysing current staffing levels and skill mixes, turnover, 
promotions and movements such as transfers and demotions. 
 
Skills inventory module: The skills inventory module can be used to determine the following: 

• Current skill levels and their ability to reach production goals. 

• Current skill levels and the ability to bid for certain projects requiring a known level of skills. 

• Current skill levels and the ability of the organisation to move into new markets or new market areas (are 
the necessary skills available?) 

 
Succession planning module: This module focuses on the collection and maintenance of data that underlie 
succession charts. The information in this module can include the qualifications of employees in line to move 
into key positions in the organisation, their performance evaluations and other criteria. 
 
Succession planners can use the module to develop successor charts, search for new candidates in case of 
unplanned vacancies and update all changes automatically. In organisations where successor modules are used 
as part of HRIS the data and systems are linked with the training and development department so that a 
continuous effort may be made to ensure the readiness of potential candidates. 
 
Basic personnel module: The basic personnel module is the first module to be created and is the cornerstone of 
the basic information found in the HRIS system. It includes personal information such as family particulars, 
names, identity numbers, home addresses, as well as salary comparison data. Amongst other things, the basic 
personnel module can be used to support headcount statistics, turnover analysis, salary administration and 
appraisal reviews. As with all the modules the information stored in the basic personnel module is linked 
available to all other modules. 
 
 
STUDY UNIT 3: 
 
Chapter 3: Managing Diversity and Regulatory Challenges 
 
Introduction 
 
South Africa’s diverse population 
 
South Africa faces many challenges in competing in the world economy. In order for South African businesses 
to succeed, it must recognise the emergence of the diversified workforce and find the means to harness its 
energies, talents and differences for the challenges which lie ahead. 
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Ethnic Groups 
 
The South African population comprises of four ethnic groups: Whites, Indians, Coloureds and Blacks/Africans. 
To complicate the matter further, more than 11 languages are spoken by these groups. 
 
Women 
 
The availability of women in the job market will offset the decline in the number of young male workers. 
Women in senior management positions comprise only 1.3 percent of the companies listed on the 
Johannesburg Stock Exchange. Only 14 women are listed as executive directors, chairwomen or managing 
directors. 
 
Women however occupy the majority of the so-called “pink collar” jobs, such as teachers, nurses, hairdressers 
and therapists (occupational, radio, etc). The influx of women into the labour force together with the legal, 
political, social and economic efforts to advance gender equality in the workplace, will lead to increasing 
numbers of women occupying leadership positions in the future. 
 
Younger workers 
 
South Africa has a relatively young population with more than 60% younger than 30 years of age, which is 
contrary to most Western European countries. The unemployment rate is high mostly due to the vast majority 
of unskilled labour, a situation which makes it difficult if we are striving to become a competitive nation. 
 
South Africans with disabilities 
 
In 2009 more than 2 million South Africans were classed as disabled. The disablement varies from sight, 
hearing, communication, physical, intellectual, emotional and multiple disabilities. People with disabilities now 
fall within the “designated group” identified by the Employment Equity Act. 
 
 Sexual / Affection orientation 
 
It is estimated that 10% of the South African population is homosexual, this represents around 1 million 
people. South African managers are therefore faced with a vastly diversified labour force and face many 
challenges in bringing together the different cultures found within their companies. 
 
Managing Diversity 
 
An organisation must be clear about its motivation in managing diversity. Mere compliance with employment 
equity legislation is not enough, as the organisation must recognise the necessity of having a diverse workforce 
and tapping into the potential of that workforce. 
 
What is diversity? 
 
Diversity in the workplace can be generally defined as recognition of the groups of people who share common 
traits. These traits – the properties and characteristics that constitute a whole person – both unite and divide 
us. In South Africa and the HR field, the term diversity has 3 major working definitions: 

• The politically correct term for employment equity / affirmative action, 

• The recruitment and selection of ethnic groups and women, 

• The management of individuals sharing a broad range of common traits. 
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Valuing Diversity 
 
The first step in an organisation to value diversity is to acknowledge the fundamental difference between 
valuing diversity on the one hand, and employment equity or affirmative action on the other.  
Employment equity is a legal approach to workplace discrimination. It is against the law to deny a person a job 
or job advantage because of race, gender, age, or sexual orientation. 
Affirmative action is a response to the under-use of protected groups in various job categories, in which a 
business attempts to attract and advance people from such groups because of their failure to do so in the past 
as a result of discrimination. 
Valuing diversity moves past both of these concepts and results in management designed to reap benefits that 
a diverse workforce offers. 
 
Diversity programmes 
 
Organisational diversity programmes have been in existence for only a few years in South Africa and vary 
substantially in their content, cost and effectiveness. The most common policies or programmes that 
employers classify as diversity are sexual harassment policies, providing physical access for employees with 
disabilities and the recruitment and selection of disadvantaged groups and women. 
 
Diversity awareness training 
 
Awareness training seeks to motivate employees to recognise the worth and dignity of everyone in the 
workplace and to treat them with respect. It also seeks to diminish the negative impact of individual prejudices 
by getting each person to accept responsibility for the problem. 
Trainers usually use the concept of role playing and listing stereo-types as methods to get employees to see 
themselves through the eyes of their fellow workers. 
 
The multi-cultural organisation 
 
Multi-cultural organisations are those organisations who are embracing the notion of employing a diverse work 
force, whilst using the diversity to reap the rewards. The multi-cultural organisation encourages members of 
different groups to learn from each other. They also adopt some of the norms and values of the minority 
groups which help create an environment in which differing viewpoints are valued and given consideration. A 
multi-cultural organisation displays a unique organisational culture which is better suited to deal with a fast 
changing market place. 
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TOPIC 2 

 
STUDY UNIT 4: 
Chapter 4: Strategic HR planning and research 
 
Introduction 
 
The long-term success of any organisation ultimately depends on having the right people in the right jobs at the 
right time. The key to the desired result is effective HR planning (HRP) sometimes referred to as workforce 
planning. 
 
How does the HR Manager ensure that the right number of people with the right skills, qualifications and 
experience are available in the company at the right time? 
 
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 implies that the company 
goals are reflected in company’s mission, which will then translate into appropriate HR objectives that will 
ensure that these goals are achieved. 
 
Types of HR Planning 
 
When doing HRP, companies can consider a number of options.  

• The company can choose whether it wants to be proactive or reactive.  

 
• Organisations can make a decision regarding the breadth of the planning by either choosing a narrow focus 

by doing only one or two HR areas e.g. recruitment and selection, or it can choose a broad focus by 
including additional activities such as training, compensation and so on. 
 

• The company can then chose a route to follow, either a formal one or an informal route. When using the 
informal route, the planning is done by the thinking and intuition of managers and the HR staff. In the 
formal approach a plan is clearly spelled out in writing and backed up by supporting documentation and 
data. The latter of which involves to which degree the human resource plan “fits” in with the strategic plan 
of the company. 

 
The plan can be loosely tied, if at all, to the company’s strategic plan, or it can be fully integrated with the 
strategic plan. Craft has identified the following possible types of linkages, namely; 
 

• Input linkages: Here HR information is made available via a specialist HR unit or HR committee doing 
scanning either before or during the strategic planning process.  
 

• Decision inclusion linkages: Here HR personnel such as the HR executive may serve as a full time partner in 
the strategic planning team, and participate in the sessions from an HR perspective. 
 

• Review and reaction linkages: Here HR personnel can respond to a proposed or final strategic plan by 
reviewing the plan for flexibility (can the necessary manpower be obtained) and desirability (will there be a 
strike) viewpoint. 
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Planning Horizon 
 
Objectives set out by companies are usually expressed in terms of a time frame or planning horizon; the length 
of time required, and the plan for accomplishing the objectives. 

• Short range objectives (1 year or less) – objective are specific 

• Intermediate range objectives (1 to 4 years) – objectives are specific 

• Long range objectives (5 to 15 years) – objectives are general. 
 
Strategy linked HRP 
 
Strategy linked HRP according to Dryer “is the process through which company goals as put forth in mission 
statements and company plans are translated into HR objectives”. SHRP thus helps 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. 
 
Who is responsible for SHRP 
 
The main responsibility rests with HR managers at all levels within the company. In order to do this successfully 
the HR managers must liaise with line management. For the HR managers to be successful, the following is 
important; 
 

• HR managers need to be knowledgeable about the company, as this will enable them to undertake a 
thorough analysis and collect data to develop appropriate plans and programmes with align with company 
mission and goals. 

• The HR manager will need to demonstrate their competence and expertise to line managers. 

• Developing the necessary linkages between HR planning and strategic company planning is a process that 
occurs over time. The speed of which this occurs depends on the competitive circumstance, the perceived 
potential of HR to play a significant role in the company and the readiness of the HR managers to respond 
to opportunities. 
 

Why is SHRP so important? 
 
Linking HR planning with the company planning process will facilitate the organisation’s ability to successfully 
pursue a given number of strategic objectives and initiatives and as a result create a competitive advantage. 
 
By linking HR planning with strategic company planning, it will help to ensure that HR programmes and policies 
function in such a manner that they achieve immediate and long-range company goals. HR programmes work 
better when they are backed by the support of senior management. 
 
Elements of Strategic Human Resource Planning 
 
The 2 essential elements in SHRP are: HR Objectives, and HR Plans.  
 

• HR Objectives: state what is to be achieved with regards to the organisation’s human resources. The 
objectives may be stated in both quantitative and qualitative terms, when specifying objectives it is 
important to indicate who is responsible for making the needed changes. 
 

• HR Plans: can be thought of as a blue print for action. They specify who needs to do what, when, where 
and how. 
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Steps in the SHRP Process (Pg 120 TB) 
 

• Situation analysis:  
 

▪ The first step is to monitor and assess the company mission and core businesses, its strategic plans 
and parameters as well as its concepts, structure and cultural and HR challenges. 
 

▪ The second step is to conduct environmental scanning to gather information about trends and 
anticipated developments in the external (economic, social, technological and political trends) and 
internal environment (turn-over, absenteeism, managerial obsolescence, employee demographic 
and skill levels) and its relevance for HR strategy. Employee opinions can also be considered via a 
survey. 

 

• HR demand analysis:  
 
This analysis entails the evaluation of the future supply of labour. The supply component consists of both 
internal and external supply. 
 
The success of internal labour supply requires that a detailed employee history is maintained such as in an 
HRIS. Information regards the possible external labour supply can also be maintained via an HRIS from 
previous applications or from a review of the labour market via surveys. 
 

• Strategy development:  
 
HR situation and demand analysis provide diagnostic information which is used in the formulation of the 
HR strategy and the design of action programmes. Action programs may include recruitment, selection, 
placement, compensation, reduction in work force and appraisal. These activities will have to designed in 
accordance with operational requirements. 
 

• Succession planning:  
 
Lower level jobs as well as key positions within a company requires to be analysed to determine the 
availability of skills to fill these positions in the case of promotions, transfers, retirements, deaths, 
resignations or other reasons. This process is known as successor planning, and involves identifying key 
management positions and other that the organisation cannot afford to have vacant. 
 
Successor planning is the process of identifying a longer – term plan for the orderly replacement of key 
employees. 
 
Successor planning facilitates the transition when an employee leaves, and identifies the development 
needs of high potential employees. A replacement chart is a tool used as a tool in traditional succession 
planning which indicates key positions and likely candidates. Modern succession planning tools 
incorporates this idea in HRIS. 
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Common pitfalls in SHRP (Pg 122 TB) 
 
The following has been identified as common pitfalls in the SHRP process: 
 

• The identity crises: HR planners work in an environment characterised by ambiguous regulations, company 
politics and diverse management styles. Unless HR planners develop a strong sense of mission their 
existence might be challenged. 
 

• Top management support: For any process to be viable, it must have the full support of management, and 
this may not always be forthcoming. 
 

• Size of effort: Many SHRP programmes fail early on in the process because of a complex start, the process 
should therefore be gradually built up. 
 

• Coordination with other functions: It is important that the process is coordinated with the other 
management and HR functions. 

 

• Integration with company plans: HR plans must be derived from organisational goals and objectives. Plans 
made in isolation will not serve any purpose. 

 

• Non-involvement of operating managers: Successful SHRP requires a coordinated effort on the part of 
operating managers and HR staff. If not the plans designed / formulated will not be executed by line 
management. 

 

• The technique trap: As the process becomes part of the way an organisation does business, new and 
sophisticated techniques have been developed to assist in SHRP. Organisations must decide on the use of 
techniques that will fit their needs and work through those systematically, as there is a tendency to adopt 
too many varied techniques based on its use by other organisations. 

 
HR Research (Pg 126 TB) 
 
HR research is the collection and investigation of facts related to HR problems in order to eliminate or reduce 
those problems. Specific uses of HR research include the following: 
 

• The measurement and evaluation of present conditions, 

• The prediction of conditions, events and behavioural patterns, 

• The evaluation of current policies, programmes and activities, 

• The discovery of rational bases for revising current policies, programmes and activities, 

• The appraisal of proposed policies, programmes and activities 
 
Types of research 
 
HR research as with most research can be classified into basic or applied research. 
 
Basic Research; sometimes referred to as pure research, is undertaken simply to advance knowledge in a 
particular field or to gather information about a given subject. The knowledge gained from pure research may 
not have an immediate application. 
Applied Research; is conducted to solve a particular problem, its results may be put to immediate use. The 
majority of HR research in business firms and government departments is of this type. 
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Researchers 
 
HR research is conducted by individuals and by a variety of public and private organisations, the most 
important of which are; 
 
Private organisations: Many private organisations, such as consultant companies undertake periodic HR 
research (examples include Deloitte and KPMG). 
 
Government: Many government departments as well as government funded organisations conduct both basic 
and applied research. At the forefront in the HR research field are institutions such as the Department of 
Labour and the Human Sciences Research Council (HSRC). The most recent study undertaken by the HSRC 
involved the supply and demand of HR practitioners in RSA. 
 
Personnel associations: Personnel associations periodically conduct research concerned with the practices and 
activities of their members’ organisations. The results of studies conducted by organisations such as the 
Institute of People Management (IPM) and the South African Board for People Practices (SABPP) are reported 
in journals and newsletters.  
 
Universities: High learning institutions in RTSA bear an important responsibility in discovering and analysing 
information. Universities as a whole represent one of the greatest sources of basic and applied research in the 
HR field. 
 
One of the best – known university research projects is the Breakwater Monitor, a project managed by the 
University of Cape Town Graduate school of Business and comprises a national human resources database that 
is updated twice a year. 
 
Another recently established research unit is the Centre for Work Performance at the University of 
Johannesburg, formerly Rand Afrikaans University. 
 
Business firms: Several large firms in RSA operate full-scale departments of behavioural research. Many firms 
require HR professionals to perform research as part of their normal job such as: 
 

• Evaluating training and development programmes (T & D), 

• Conducting periodic wage and salary surveys, 

• Predicting future HR staffing requirements, 

• Conducting surveys of employee attitudes, 

• Performing studies of employee productivity, 

• Validating selection and testing instruments. 
 
Specialised research / studies include: 
 

• Investigation of extraordinarily high employee grievances in a particular manufacturing department, 

• A programme to reduce absenteeism among clerical personnel, 

• Evaluation of changes in a labour-management agreement that may affect employee productivity, 

• Development of a special performance appraisal method for sales personnel. 
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Research Techniques (Pg 129 TB) 
 
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. Familiarity with various research techniques is important for 
two reasons. 
Firstly, a variety of HR problems can be encountered in the workplace and it is important that an appropriate 
research technique is applied to the specific problem. The study’s overall validity will be negatively affected, if 
an inappropriate technique is used. 
Secondly, research techniques which are used often to conduct HR studies include surveys, interviews, 
historical studies and controlled experiments. A broad knowledge of research techniques is necessary in order 
to read and understand the studies reported. 
 
Research techniques consist of the following: 
 

• Surveys 

• Exit interviews 

• Historical studies, and 

• Controlled experiments 
 
Surveys 
 
The employee survey is a widely used research technique among HR professionals. The most common surveys 
used include the wage survey and the job satisfaction survey which is often referred to as an attitude or morale 
survey. 
 
Job satisfaction survey: In many studies Job dissatisfaction has been linked with absenteeism and turnover, yet 
the relationship between job satisfaction and productivity remains controversial. 
 
Morale and job satisfaction have been thought to be important determinants of employee productivity, 
absenteeism and turnover, and managers have therefore used job satisfaction surveys to analyse employee 
attitudes on important topics. 
 
Although many factors contribute to employee job satisfaction, the following four elements have been 
reported by most employees as the aspects they like best about their jobs. 
 

• The job itself: Probably the most important factor, and refers to the kind of work employees perform and 
the freedom they have to determine how the work is done. 
 

• Co-worker relations: The quality of relationships and the extent to which employees are accepted within 
the work unit is very important to employees. 
 

• Good supervision: Job satisfaction is improved when supervisors are perceived as forming a strong basis of 
support.  
 

• Opportunity to grow: A great deal of job satisfaction is derived from developing new skills and learning new 
things. The opportunity of advancement is also very important. 

 
 
 



    

 

 

 
18 

The reported factors that frequently contribute to employee job dissatisfaction include the following:  
 

• Poor supervision: Insensitive, incompetent and uncaring supervisors seem to have the most negative effect 
on employee job satisfaction. This includes aspects such as unfair and biased treatment by supervisors. 
 

• Interpersonal conflicts: Interpersonal conflicts, lack of teamwork, unfriendliness among co-workers and 
rivalries among managers and supervisors are reported to have a major negative effect on employee job 
satisfaction. 
 

• Poor work environment: Dirty, noisy, unsafe and unhealthy work environments are leading detractors from 
job satisfaction. 
 

• Poor pay: Possibly symptomatic of other problems, low, uncompetitive pay is nonetheless often reported 
as one of the detractors from job satisfaction. 

 
Pay and promotions often rank the lowest in terms of job satisfaction. 
 
Specific use questionnaire: Another technique is to gather employee’s opinions about specific job – related 
issues at the workplace. Using this technique, employees may be asked to evaluate the organisation’s 
orientation programme, a possibly proposed flexitime or job enrichment programme. Specific use 
questionnaires are generally focused on a particular problem or issue within the organisation, and are 
therefore custom-made by the members of the HR staff or an outside consultant. 
 
Survey administration: The process of planning, implementing and analysing employee surveys and questions 
involves a number of important aspects. The following steps must be considered regardless of the survey type: 
 

• Objectives: Management must identify the objectives of the survey, which commonly include the 
identification of communication problems, excessive turnover, concerns about remuneration and benefits, 
training and development needs, predicting unionisation efforts and problems dealing with advancement 
opportunities and discipline. 

• Commitment from Top Management: It is crucial that Top management supports the survey if it is to be 
beneficial to the organisation. Management must be willing to openly discuss and share the outcomes of 
the survey. 

• Survey development: Surveys may be formulated internally or by an external consulting firm. External 
constancy is beneficial as it brings proven competence, experience and objectivity. Employees may be 
inclined to have more faith in the process when the survey is developed and administered externally. 

• Announcing the survey: Whether a survey should be announced or not may differ from practitioner to 
practitioner. Where a survey is a regularly conducted event, there may be a benefit in announcing the 
survey via a memo or general communiqué. 

• Implementation: Important considerations for administering the survey are: 

 Allowing employees sufficient time to complete the survey. 

 Where possible, administer the survey to all employees at the same time. 

 Administer the survey on company premises. (Research indicates that only one third of surveys 
completed at home are returned). 

• Analysis: Groups can be identified from the information requested on the front cover, and sorted 
accordingly e.g. male vs female, older vs younger etc..etc... Survey results may then reflect the total 
organisational results in comparison to these various groups. From the survey results, problems, and 
possible recommendations can be developed. 
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• Feedback: Survey results should be communicated to the employees soon after the final results have been 
viewed by top management. Face – to – face meetings are then usually conducted between supervisors 
and employees to provide feedback. 

• Follow-up: To ensure that good relations are maintained between employees and management it is 
important to follow up on the survey and to communicate the progress of any possible actions which 
resulted from the specific survey. Surveys conducted may not call directly for specific action, but may bring 
issues to the attention of top management for discussion. Regardless of the nature or intent of a survey, 
feedback to the employees is a very important aspect of creating a successful survey. 

• Caution: Survey results only gain meaning by virtue of relative comparisons. Therefore, survey information 
gathered over a period of time permits the HR analyst to note trends and distinguish if the results are 
merely related to a specific once off event. 

 
Exit Interviews 

 
Organisations can conduct exit interviews with employees who have voluntarily decided to leave the employ of 
a company. These employees can provide valuable information about the work environment that might not 
otherwise be available. During an exit interview, employees are generally inclined not to reveal anything that in 
their opinion could affect the employee’s response to future reference requests. The success of an exit 
interview is there enhanced if conducted by a neutral party such as the HR manager and not the immediate 
supervisor, who may have had a major influence in the reason for the resignation of the employee. 
 
Historical study 

 
HR researchers find that by tracking certain data over time, a better insight is obtained into human behaviour. 
By isolating a few variables, a historical study analysis over a period of weeks, months or years can be analysed 
to access whether these problems are increasing, decreasing or remaining unchanged. 
 
Controlled experiments 
 
Manipulating human or technological factors for the sake of experimentation is generally impracticable, but 
there are occasions when the technique is feasible and may help a research effort. Steps in the controlled 
experiments are (1) Define the problem, (2) Evaluate alternatives and selective an alternative, (3) State the 
hypothesis, (4) Select experimental and control groups, (5) Measure experimental and control groups prior to 
the experiment, (6) Conduct the experiment, (7) Measure experimental and control groups after the 
experiment, (8) Analyse data, draw conclusions, report results. 
 
Cost benefit analysis (Pg 134 TB) 
 
Cost – benefit analysis evaluating (measuring) the Rand and Cents value of HR programmes and problems 
similar to a Return on Investment exercise. By analysing HR activities and problems by its associated cost 
implication, HR professionals can generate support and confidence from management who ultimately decide 
on the size of the HR budget. 
 
One of the tasks of HR professionals is to identify and solve employee – related problems that are difficult to 
manage such as employee turn-over, absenteeism, job dissatisfaction and perceived unfairness 
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TOPIC 2 

 
STUDY UNIT 5: 
Chapter 5: Job design and job analysis 
 
Dividing work into jobs (Pg 140 TB) 
 
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 employer and the employees. All tasks and duties are fulfilled to ultimately achieve 
the goals of the organisation. 
 

An organisation takes inputs from the environment and through a process of work transforms these inputs into 
goods or services. The amount of work that needs to be done needs to be divided up so that it can be 
coordinated in some logical way. Work is thus the effort directed towards producing and accomplishing results.  
 

On the other hand, a job can be seen as a grouping of tasks, duties and responsibilities that constitute the total 
work assignment for employees. 
 

As organisations change, these tasks, duties and responsibilities may also change over time. When all the jobs 
are added together, they should equal the amount of ‘work’ the organisation needs to have completed. 
 

Workflow Analysis 
 

Workflow analysis studies the way in which work moves through an organisation, and usually starts by 
examining the desired and actual outputs of goods and services in terms of quantity and quality. The activities 
(tasks and jobs) that lead to the outputs are evaluated to see if they can achieve the desired outputs. Lastly the 
inputs (people, material, information, data, equipment, etc...) are evaluated to determine if they make the 
outputs and activities more efficient and effective. 
 

Workflow analysis can establish if there are too many steps involving too many different tasks or jobs and in so 
doing the process can be redesigned by redefining tasks, duties and the responsibilities of several jobs. 
 

Re-engineering business processes 
 

While workflow provides an understanding of how work is being done, re-engineering generates the needed 
changes in the business processes.  The purpose of business process re-engineering is to improve activities such 
as product development, customer service, and service delivery. Re-engineering may ultimately require the use 
of work teams, training employees to do more than one job, and reorganising operations, workflow and 
offices, to simplify and speed up the work. 
 

External organisation factors 
 

There are also other factors which impact on the design of jobs in an organisation, which include 
environmental uncertainty, available technology and the profile of the labour market within which the 
organisation operates. 
 

Internal organisational factors 
 

Factors which are internal to the organisation can also play an important role when designing jobs for example, 
the management and leadership style as well as the technology available within the company. 
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Designing jobs (Pg 142 TB) 

 
Two of the most important concerns in South Africa today are employee productivity and job satisfaction. 
South Africa has one of the lowest productivity levels in the world. A critical factor affecting these areas is job 
design. Job design determines how work is performed which greatly affects how the employee feels about the 
job, how much authority and decision – making power the employee has over the work and how many tasks 
the employee should complete. 
 
Job design determines the working relationship between managers and their employees as well as the 
relationship between employees themselves. Job design determines the nature of social relationships that exist 
on the job, as well as the relationship between the employee and the work. 
 
So how should jobs be designed? There are three approaches to job design, a specialisation-intensive / 
engineering approach, a motivation-intensive approach and a newer approach known as the socio-technical 
approach. 
 
Specialisation-Intensive jobs 
 
Job specialisation (also known as job simplification) is characterised by jobs with very few tasks that are 
repeated often during the workday. These are called specialisation-intensive jobs for example call centre 
operators, data-entry personnel, product support representatives for individuals or product assembly lines for 
workgroups. 
 
Job specialisation was the primary component in Frederick Taylor’s scientific management approach, who 
described management’s role in the job design as a three step process: 
 

• The manager determines the best way of performing the job. 

• The manager hires individuals according to their abilities, which must match the needs of the job design. 

• Management trains workers in the one best way the job should be performed. All planning, organising and 
control of the job are done by the manager. 

 
In this approach workers learns tasks quickly, work cycles are short so performance is achieved with little or no 
mental effort, and costs are reduced because low-skilled workers can be hired and trained easily and paid low 
wages. 
 
The problem of overspecialisation: Job specialisation evolved from a preoccupation with command and control 
systems. Jobs are narrowly designed to achieve standardisation, simplification and division of labour. Maximum 
efficiency is the main objective.  
 
Specialisation offers economic benefits especially where there is an abundant supply of unskilled labour, but 
overspecialisation at its extreme is frequently cited as leaving workers feeling alienated from work and from 
their bosses. Overspecialisation hampers what people can do in several ways: 
 

• Repetition: Employees performing only a few tasks which must be repeated many times during a work shift 
will quickly become bored, most people need to be stimulated and challenged. 

• Mechanical pacing: Employees who are restricted to an assembly line and who are required to maintain a 
certain pace of work, will soon transfer their attention to anything other than the task at hand. Although 
not easy, identifying the optimum pace is necessary but it may soon be too fast for another. 
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• No end product: Overspecialisation makes it difficult for employees to identify the end product. 
Consequently, they will have little pride in an enthusiasm for their work. 

• Little social interaction: Employees will complain that because the assembly line requires constant 
attention, there is little chance to interact on a casual basis with co-workers. This makes it difficult for 
employees to develop significant bonding at work. 

• No input: Employees tend to complain that they have little chance to determine how they perform their 
jobs, the tools they use or their work procedures. The lack of personal control creates a lack of interest in 
the job because there is nothing they can improve or change. 

• Job dimensions: The degree to which a job is highly specialised can be determined by measuring two 
dimensions of the job, scope and depth. The first dimension is job scope – how long it takes a worker to 
complete the total task. The second dimension measured to determine the degree of specialisation is job 
depth. This dimension is more difficult to determine because it cannot be measured in easily identifiable 
terms. Depth refers to how much planning, decision-making and control the worker executes during the 
total job. If various techniques and tools are determined solely by management, the job is said to have very 
little depth. On the other hand, a job in which a worker performs independently has great depth, or a great 
of autonomy. 

 
Motivation-Intensive jobs 
 
Modern management has found that the increased cost of employee absenteeism and turnover, as well as 
decreased productivity and quality, may outweigh the advantages of highly specialised jobs. The challenge is to 
balance the employees’ human needs and the employers’ economic goals. 
 
The Motivational job category includes a broad range of approaches. Job rotation, job enlargement and job 
enrichment represent a wide variety of methods for rearranging work in a way that creates enough interest to 
motivate workers yet remains simple enough for most members to perform. 
 

• Job rotation: One technique designed to enhance employee motivation is job rotation, or periodically 
assigning employees to alternating jobs. Job rotation is therefore the process of shifting an employee from 
job to job.  

 
The advantage of job rotation is that employees do not have the same routine job day after day. Job 
rotation does not solve the problem of boring or repetitious jobs, it only addresses the problem of 
assigning employees to different jobs of limited scope whilst the depth of the job does not change. 
Employees are simply assigned to different jobs with different cycles. 

 
The disadvantage of job rotation is that it is criticised as nothing more than having an employee perform 
several boring and monotonous jobs rather than one. Some employees dislike job rotation more than being 
assigned to a boring job because within their usual job they have a good understanding of what work is 
expected and who to report to. Job rotation has been cited as not been useful in increasing employee 
interest in their work. 
 
Job rotation is however very useful in the training and development of inexperienced employees. At higher 
levels, rotation also helps develop managerial generalists because it exposes them to several different 
operations. 
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• Job enlargement: Another means of increasing employee motivation is job enlargement, or increasing the 
number of tasks performed. Job enlargement, like job rotation, tries to eliminate short-cycle jobs that 
create boredom. Unlike job rotation, job enlargement actually increases the job cycle. 
When a job is enlarged, either the tasks being performed are enlarged or several short additional tasks are 
given to one worker. The scope of the job has thus increased because more tasks are performed by the 
same worker. 
Job enlargement changes the pace of the work and the operation by reallocating tasks and responsibilities, 
but it does not increase the depth of the job. 
 
Where job specialisation is designed to reduce the amount of tasks performed by one worker, job 
enlargement is designed to create more tasks for the employee to perform. 
 
An enlarged job requires a longer training period because there are more tasks to be learned. Worker 
satisfaction should increase because boredom is reduced as the job scope is expanded. However job 
enlargement programmes are successful only if workers are more satisfied with the jobs that have 
increased in scope, such workers are less prone to resort to absenteeism, grievances, slowdowns and other 
means of displaying job dissatisfaction. 

 
Job enlargement has been augmented by a more sophisticated technique known as job enrichment, and 
most modern redesign projects involve job enrichment rather than job enlargement. 
 

 

• Job enrichment: Organisations with employees who have high levels of skills and knowledge should 
consider job enrichment programmes. In the job enrichment approach, jobs are redesigned in both scope 
and depth. Typically, the worker decides how the job is performed, planned and controlled and makes 
decisions concerning the entire process. The overall purpose is to improve a job by making it more exciting 
and challenging. 
 
Usually quite comprehensive, job enrichment goes so far so as to group a set of tasks of sufficient 
complexity to require choices (discretion) about how to bring together the varied operations and get the 
job done. Typically when one job is enriched, the functions of supervisors and other employees are altered.  
 
In an example of job enrichment, an employee who would previously only feed material into a machine, 
will now perform machinery setup, feed the machinery, inspect and monitor the transformation processes, 
inspect the quality of the final product and make any necessary changes such as alterations or machine 
repair and accept or reject the final product based on conformity to standards. Not only are more tasks 
added, thus increasing variety, but the worker can see the process through from start to finish – this called 
task identity. Prior to the change, the worker probably had a hard time believing that the quality of 
workmanship really mattered, now the worker can take responsibility for a significant portion of the overall 
product. 
 
This type of programme requires a great deal of commitment and planning by top management, retraining 
of employees and substantial changes in leadership styles from supervisors and managers. 
 
Labour leaders are sceptical of job enrichment ranging from mild scepticism to total opposition. These 
negative feelings are not totally unjustified. In the past managers introduced programmes under the guise 
of job enrichment that increased output standards for employees or decreased the number of jobs by 
increasing the work each employee performed. It is therefore difficult to differentiate between whether 
job enrichment programmes will result in increased job autonomy or simply increase workloads. 

The socio-technical approach 
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This approach derives from extensive action research in both public and private organisations. The theory 
developed by the Tavistock Institute of Human Relations in London is based on two premises: 
 

• That an organisation or work unit is a combined, social-plus-technical system (socio-technical), and that 

• This system is open in relation to its environment. 
 
The most popular application of this approach can be found in self-managed work teams also known as self-
directed, self-regulating or high-performance work teams, these work designs consist of members performing 
interrelated tasks. If everything goes as planned, self-managed work teams are empowered to manage 
themselves and the work they do. Self-managed work teams controlling schedules, dividing up tasks, learning 
multiple jobs and training one another. The members may even elect their own leader (usually called the 
coordinator or facilitator, but seldom the supervisor). 
 
Members are often expected to perform and rotate to do more than one job for the team. This is called multi-
skilling and usually involves being paid for the variety of skills mastered rather than for the job actually being 
performed. 
 
Team members are self directed and committed individuals who do not need to be led. In todays global 
environment, managers have formed virtual teams by utilising technology to link with members who are 
geographically dispersed (sometimes worldwide). Besides these teams, companies also use two other types of 
teams, namely the problem-solving team and the special purpose team. 
 

• The problem solving team consists of volunteers from a unit or department who meet for one or two hours 
per week to discuss quality improvement or improvement in the work environment. The formulation of 
these teams exists for only a limited period, so it does not affect the organisational structure. 

• The special purpose team consists of employees who span functional or organisational boundaries. Their 
purpose is normally to examine complex issues such as introducing new technology. 

 
 
New organisational approaches (Pg 148 TB) 

 
Total Quality Management 
 
TQM is an organisation-wide approach that focuses on the quality of all processes that lead top the final 
product or service. In order to be successful, it requires the support of top management and the belief that 
quality is a key part of every employee’s job. Another key facet of TQM is its customer focus in the process of 
defining and improving quality. It also entails the empowerment of the workforce and emphasises a team 
orientation. 
 
As in the case of South Africa, TQM is a relatively new concept and the following pitfalls have been identified: 
 

• Improper implementation and lack of support. 

• Insufficient focus on results. 
 
Proper implementation requires a clear vision and support of top management. The focus should be on results 
and not process. Managers need to set high performance expectations and employees need to realise that 
empowerment entails responsibility. 
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The office environment (Pg 150 TB) 
 
Designing and developing an office environment may seem of little importance, but the fact is that most large 
organisations give office design considerable weight. Decisions about who goes where with what perks are 
deliberate or at least it should be. 
 
The work environment – space, workstations, light, furnishings, and so on – affects employee morale, 
productivity and quality, absenteeism and turnover. 
 
Robotics (Pg 151 TB) 
 
Some experts believe that the Technological Revolution of the late twentieth century rivals the Industrial 
Revolution of the nineteenth century. One of the most dramatic areas of development has been in robotics, 
the use of robots to perform routine tasks.  
 
Industrial robots are divided into two classes, anthropomorphic robots (human like in appearance and 
function), and non-anthropomorphic robots which are machine-like and have limited functions. The motor 
vehicle manufacturing industries make extensive use of the non-anthropomorphic robots,  
 
Ergonomics (Pg 151 TB) 

 
Ergonomics is the term used when the human factor is taken into consideration when designing workstations 
and machinery/equipment operated by people. Factors such as body positioning, lighting, noise etc... are 
considerations of ergonomics.  
 
Ergonomic design stresses the need to develop workstation and machinery/equipment with consideration of 
several aspects namely; 
 

• Posture: Sufficient movement must be allowed in the design of the job to prevent prolonged immobility in 
the same position as it causes fatigue and discomfort. 

• The back: Many employees suffer from back pain. The best way to reduce back injuries is to design lifting 
tasks carefully avoiding the need to twist the torso for example when lifting, slouching when sitting, or 
bending over continuously whilst working. 

• The hand: Excessive back-and-forth movement can cause inflammation of the hand. Women are three 
times more susceptible to repetitive-motion injury than men. An effective means of eliminating such 
injuries is to avoid the use of hand tools that cause constant compression of the palm of the hand. 

• The environment: Noise can be both distracting and harmful when it is higher than routine background 
noise. The use of sound-absorbing materials and machine covers can reduce noise interference levels. 
Intricate tasks require higher lighting levels whereas glare needs to be avoided. Eye strain and general 
fatigue can be the result of sitting or viewing a monitor for too long or where head and hand movement is 
restricted. 
 

Productivity measures (Pg 152 TB) 

 
Productivity is a popular term which generally refers to the quantity or volume been produced. An accurate 
measure of productivity is vital to any organisational improvement effort. For business the prime objective of 
productivity measurement is to gain the competitive advantage. The idea is to establish the prevailing 
productivity levels and then to improve these ratings by systematic organisational or technological steps so 
that the business performs better than its competitors. 
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Productivity can be measured on a national or industry basis, or even with a company. Strategies are usually 
implemented for improving productivity and quality in an organisation and these strategies depend on 
employees seeing a link between what they produce and what the company is attempting to achieve. Without 
this relationship, work may be less meaningful and ultimately the employee will be less motivated to perform 
it. 
 
There is no easy solution to the problem of motivating employees with specialised jobs, some strategies 
considered to be highly effective by some organisations are considered to be partially effective or even 
ineffective by others. Nor is there an easy way to design jobs that will both motivate the employee and 
maintain maximum levels of productivity. Regardless of the chosen strategy, productivity must be measured so 
that performance feedback can occur. 
 
Defining specific productivity measures is difficult, and thus organisations must be careful to avoid measuring 
the wrong things or overlooking measures that are more accurate or critical to success. 
 
Productivity has three major components: 
 

• Utilization: This is the extent to which resources are made use of. A process with the capacity of producing 
100 units per 24 hour period, achieves only 80% utilization if operated for 19.2 hours per day. 

• Efficiency: Is the rate of conversion whilst resources are been used. Efficiency is measured in terms of 
maintaining a satisfactory relationship between cost and benefits. The more efficiently a company controls 
raw materials, the better the benefits. A process or machine with the capacity of producing 100 units per 
day is more effective than similar equipment producing only 50 units per day. 

• Effectiveness: is measured in terms of “doing the right things” for example satisfying customer needs. 
 
There are a number of requirements for sound productivity measurement, and the more of these requirements 
that can be met, the greater the acceptability of the measurement. 
 

• The measurement should be understood or at least trusted by those being measured. 

• All resources and operations within the business must be included. 

• Ideally the results should indicate who or what is being measured. 

• The results must give clear signals to management for action to improve profits. 
 
Productivity is significantly relevant to achieving corporate goals. Unless corporate goals can be identified, 
productivity measurement and improvement will not be achieved. 
 
The nature of Job Analysis (Pg 158 TB) 

 
Job analysis is the process by which management systematically investigates the tasks, duties and 
responsibilities of the jobs within an organisation. 
 
The process includes investigating the level of decision making by employees within a job category, the skills 
employees need to do a job adequately, the autonomy of the job and the mental effort required to perform 
the job. The machines operated, reports completed and specific financial or other responsibilities must be 
included in an analysis of a job. Working conditions are also examined. 
 
The process of job analysis is also known as job review or job classification.  
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The importance of job analysis 
 
Job analysis is important for many organisations, especially those undergoing restructuring, downsizing or 
other significant changes. Job analysis and subsequent changes in job descriptions are a core management 
issue. HR professionals are frequently used to overhaul existing job descriptions to reflect the new realities. 
Generally, the new realities are as follows: 
 

• Organisational restructuring due to downsizing that calls for basic changes in “who does what, where and 
with what”. 

• The need to motivate and reward people, especially managers and professionals, on the basis of what they 
know, along with traditional job objectives. 

• The impact of technology, particularly information systems technology, on jobs throughout the 
organisation. 

• Labour legislation pertaining to employment equity and general discriminatory practices. 

• The implementation of teams. Here functional domains disappear and work is bundled into teams. These 
teams normally have far greater depth and breadth of skills than would have been required in traditional 
jobs. 
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Why is Job analysis important? 
 
Job analysis form the cornerstone of all HR functions and the information obtained is the basis for several 
interrelated HR management activities. The figure below outlines the uses of Job Analysis information. 
 
 

 
 

New jobs are created and old ones redesigned almost daily. This process can create major challenges for HR 
managers when attracting employees to the organisation. It is therefore vital to have a sound job analysis 
process in place. 
 

Job Analysis – Programme Implementation (Pg 159 TB) 
 

Larger firms in South Africa have specially trained HR staff, called job analysts, whose primary function is to 
collect and process job information. Job analysts may conduct the review on their own or in consultation with 
employees and their supervisors. 
 

The following strategic guidelines should be examined when deciding whether to conduct a job analysis: 
 

1. The reasons for conducting a job analysis should be clearly specified – such as establishing wage rates or 
recruiting – to ensure that all relevant information is required. 

2. The primary purpose for conducting a job analysis should serve as inputs for the types of information 
collected (for example, work activities, job context, tools and machinery used etc) 

3. The purpose for the job analysis, the types of information required, time and cost constraints, extent of 
employee involvement and the level of detail desired should be specified before choosing one or more of 
the available methods of data collection.  

4. The strategy of an organisation can influence which human resource activities will be emphasised. Certain 
human resource activities may require different job analysis methods. 

5. Managers should include or follow the steps below when conducting a job analysis 

 Determine the purpose for the job analysis 

 Identify the jobs to be analysed 

 Determine the data collection method 

 Explain the process to employees and involve them 

 Collect job analysis information 

 Process the job analysis information 

 Review and update frequently 
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6. The job analysis should be designed so that job descriptions and job specifications can be derived easily. 
7. Managers should communicate all relevant information to employees concerning the job analysis to 

prevent unnecessary uncertainty and anxiety. 
8. If major organisational changes have taken place, managers should consider conducting a job analysis. 
9. If major organisational changes are anticipated, managers should consider conducting a more future-

orientated job analysis. 
 
The creation and implementation of a job analysis programme varies from organisation to organisation 
although organisations in South Africa today follow a standard format in conducting a job analysis that 
generally includes a committee review, information collection, choosing a job analysis method(s), product 
completion and updating. 
 

• Committee review: Most organisations as well as South African organisations initiate programmes through 
a representative committee. The participants on the committee normally include: a representative from 
the labour union(s), a representative from all the major departments in the organisation to be studied and 
members from the professional bodies of which employees are members. 

 
It is important that all the people assigned to the committee, understand the standard operating 
procedures within the organisation and be able to work together. The committee must make the critical 
decisions in choosing the appropriate job analysis technique and the important job elements to be 
evaluated. The information received from the HR manager(s) and job analyst(s) about each job within the 
organisation is reviewed by the committee and makes difficult decisions in comparing job factors, such as 
relative responsibility or working conditions. 
 
The quality of the job analysis will depend largely on the accuracy of the information gathered by the job 
analyst, the consistency and objectivity of the job analysts evaluation of the information, as well as the 
ability of the committee members to make critical decisions where necessary. 
 
There may be more than one end product of job analysis, in this first step the committee will decide how 
the information will be used: Will the information be used to write job descriptions? Will the analysis be 
the basis for a system of job evaluation? Will it be used to determine minimum specifications for jobs? 
etc... 
 
During the information gathering process, the committee needs the cooperation of employees and 
supervisors. One reason for full representation in the committee is so that committee members can report 
back to their relevant departments about the job analysis process and reassure employees of fairness and 
accuracy. 

 

• Information collection: When analysing a job, background research must always be amongst the first steps 
to be undertaken. Learning something about job analysis techniques employed by other organisations, the 
problems they encountered and their results could save an enormous amount of time and money. 

 
Information involving job content is collected, analysed and interpreted. There are a variety of ways to 
collect this information but the most general ones include site observation, interviews, questionnaires and 
diaries. 
 

 General methods: Various sources of information are available such as technical manuals, training 
materials and previous job analysis information. 
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 Site observations: This method of data collection involves observing people at work, this assists an 
analyst to pinpoint precise details about timing, frequency and complexity of various tasks and duties, 
gather information about workflow, production efficiencies, work conditions, materials and equipment 
used on the job, and assess the actual physical tasks that make up the job. The observation may be 
conducted in person, or via a taped session. The ability to observe people at work eliminates the 
likelihood of job incumbents been misleading, embellishing or overlooking important aspects of the 
job. 

 
Where several employees perform the same job, the analyst would observe only one or two who 
perform the job more effectively. The problem however is that site observation can only be used in 
jobs that are easily discernible or measurable, for example observing an accountant would not yield 
the desired results, and could lead to the person being observed to become uncomfortable. 
 

 Work sampling: Work sampling is a variation of site observation. An analyst randomly samples the 
content of a job instead of observing all employee behaviour. Work sampling is particularly useful for 
highly repetitive, mostly mental jobs, such as are often found in clerical and service concerns. The job 
analyst must take care to ensure that what is observed is representative of the entire domain of tasks 
involved and not simply an isolated or one-of-a-kind job aspect. 

 

 Interviews: A common alternative to observation is to interview either the job incumbents or the job 
supervisors. Usually the analyst will ask similar questions regarding a particular job, thus giving the 
interview some structure. One-on-one interviews or interviews with a sample group can also be 
chosen. The interview method of data collection is particularly valuable when the primary purpose of 
the job analysis is for designing performance appraisal standards, identifying training needs and 
determining job worth. Interviews offer the opportunity to probe and clarify areas of confusion about 
complex portions of the job. 

 
The primary disadvantage of the interview method of information gathering is that the analyst must 
spend a great deal of time with each employee. Some employees may not respond to questions 
carefully because they feel on the spot during an interview. Caution must be exercised to ensure that 
the final summary of interview findings adequately reflects day-to-day job duties. 

 

 Diaries: Job holders themselves may be asked to keep a diary of their work activities during an entire 
work cycle. Diaries are normally filled out at specific times of the work shift and maintained for two to 
four weeks.   
The advantages of using diaries include cost effectiveness, comprehensiveness regarding the duties 
conducted and time spent on each duty and also the personal gratification workers get from 
completing the diaries. 
The disadvantages are the time necessary to complete the diaries as employees are sometimes either 
unable to or reluctant to complete them, and employees may be biased and add more tasks to their 
diaries. 
 

 Questionnaires: Perhaps the most effective method of gathering job information is to use a 
questionnaire. Use of the questionnaire is faster and easier than an interview, and it almost always 
results in standardised, specific information about the jobs in an organisation. A computer based 
program can tally the scores on the questionnaire and create a printout summarising the job’s 
characteristics. This computer aided approach makes this method the most inexpensive method to use. 
Constructing the questionnaire demands thoughtful planning and may require numerous revisions to 
ensure that the desired information is accurately pinpointed. 
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 Specific methods: A number of specific methods have been developed that provide structured and 
quantitative procedures for determining what job duties are being completed. The techniques of 
specific methods include: 
 

• The job element method: establishes selection standards and validates selection tests for 
jobs. 
 

• Ability Requirement Scales: list 50 physical and non-physical abilities that may be necessary 
for performing jobs. 
 

• The Comprehensive Occupational data Analysis program: (CODAP) designed specifically for 
the personnel of the US Air Force and including task checklists. 
 

• Position Analysis Questionnaire: PAQ is a quantitative system making it easy to differentiate 
between jobs by comparing the point totals of one job to those of other jobs. The PAQ 
consists of 194 elements that are grouped within six major divisions and 27 sections. 
Employees familiar with a particular job, rate it on 194 descriptors by judging the degree to 
which an element (or descriptor) is present. These elements fall into 27 job dimensions, which 
in turn are grouped into six general job categories. A computer aided program scores each job 
been studied relative to the job dimensions. The score derived represents a profile of the job, 
which can be compared with standard profiles to group the job into known job groups of a 
similar nature. 
 

• The Management Position Description Questionnaire: includes 208 items that describe a 
manager’s job. 
 

• Functional Job Analysis: (FJA) is used to analyse what workers do in their jobs based on three 
work domains, namely; 

• Things: Such as working with machinery, tools, and equipment which require drawing on 
physical resources (such as handling and setting up) 

• Data: Like working with information, which requires drawing on mental resources (such 
as analysing and comparing) 

• People: For example communicating requires drawing on interpersonal resources (such 
as negotiating and supervising). The first step of the process is to develop a list of tasks 
for the job being analysed.  
 

For each task within a job, a measure of complexity of data, people and things is taken. The 
ratings for all the tasks in the job are combined to produce a set of summary worker function 
ratings for each of the three domains. 

 

• The Common-Metric Questionnaire (CMQ): (CMQ) is comprehensive enough to be used 
within any organisation. Although the major part is completed by the job expert (such as the 
job analyst), certain sections are the responsibility of the job analysis administrator. The CMQ 
is divided into five sections with between 41 to 80 questions in each section. The one draw-
back of the CMQ is that the respondent must read all the questions to determine whether 
they are applicable or not. 
 

• The Work Profiling System: (WPS) is a job analysis system containing three different 
questionnaires. The questionnaires relate to the following groups (1) managerial and 
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professional, (2) service and administrative, and (3) manual and technical. Each of the 
questionnaires consist of a job content part (main tasks) and a job context part (physical 
environment, responsibility for resources, remuneration, etc). The WPS is an integrated 
computerised job-analysis system offering many output options. The WPS Report provides a 
detailed and comprehensive picture of a job, which can be simplified into modular reports 
that are appropriate for different applications. The options within the system are: 

• Job description: A summary of the key tasks 

• Person specification: A summary of the key human attributes. 

• Assessment methods: A selection of appropriate tests, personality questionnaire scales 
and interview questions that could be used to assess candidates for the job. 

• Individual development planner: A tailored development plan for job incumbents. 

• Performance review form: A tailored appraisal document for the job. 

• Person-Job match: A facility for matching candidates against the key requirements for the 
job. 

 
Product Completion (Pg 165 TB) 
 

Product completion involves the completion of whatever end products are desired by management. 
The following are examples of final products: 
 
Job descriptions 
 
The most common end product of a job analysis process is a written job description. Job descriptions have no 
exact format and are used for many different purposes. 
 
Uses of Job descriptions: Over one hundred major uses of job descriptions have been identified in the HR 
function: 
 

• Recruitment: Job descriptions may be used to develop recruitment advertisements and to provide 
applicants with additional information about job openings. 

 

• Interviewing: Job descriptions are often used when they include job specifications as a means of providing 
the interviewer with concise, accurate information about the job. The interviewer can then better match 
the applicant to the job opening and make sure that the minimum qualifications of the job are met by the 
applicant. 

 

• Orientation: New employees may be given job descriptions to spell out job requirements and areas to be 
evaluated. 

 

• Training: Organisations use job descriptions to specify both the training an employee requires for effective 
performance and the type of training current employees may need to become promotable. 

 

• Job Evaluation: Job descriptions often specify comparable factors for use in the process of job evaluation 
so that a job evaluator can compare various jobs and make pay decisions. HR practices require that such 
comparisons be based on job-required skill, effort, responsibility and working conditions. The required 
documentation of such information is usually found in job descriptions. 

 

• Wage/salary survey: Job descriptions enable the HR administrator to estimate whether the wages being 
paid for a job are equitable in comparison with wages for similar jobs in other organisations in the 
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community throughout the country. Job descriptions thus provide information for both internal 
comparisons (through job evaluation) and external comparisons (through survey analysis) 

 

• Performance appraisal: Job descriptions may specify the basis on which an employee will be judged during 
performance appraisals. If employees are told which areas and duties they are responsible for performing, 
they are forewarned about what will be evaluated. 

 

• Outplacement: Job descriptions may also play an important role on the career-change process. 
Organisations that lay off workers temporarily or downsize permanently often want to assist affected 
employees. 

 

• Elements of job descriptions: Although there is no universal format for job descriptions, most contain 
certain elements. A list of job duties is one element found in all job descriptions, and most of them will 
contain a brief job summary as well as job specifications, although it is common practice to list job 
specifications on a separate form. 

 

• Job identification: The first part of a job description includes: 

 the title of the job,  

 the location of the job (department or division), 

 the title of the immediate supervisor, 

 the job status (administrative or professional), 

 the pay grade or pay range 
 

This information is needed for general administrative and record-keeping functions. Job titles can be 
used to identify a particular job within an organisation but generally they cannot legally be used to 
compare jobs for pay purposes. The content of the job described must be evaluated for pay 
considerations because job titles can be misleading. 

 

• Job summary: A job summary is a one to three line description of the essence of the job which usually 
starts with words such as supervises, coordinates or directs. The job summary should emphasis the primary 
output of the job. 

 

• Job duties and responsibilities: Job duties and responsibilities are the heart of the job description. There 
are two common formats for the duties section: 

 One is a paragraph describing the job. The problem with this format is that a reader may find it difficult 
to recognise which functions are important.  

 The second format is a grouping of the tasks associated to the job listing them separately. These groups 
could have headings such as supervision given, organisation of work, physical demands, financial 
accountability. 

 

• Job specifications: Job specifications or minimum qualifications, state the qualifications job applicants must 
possess to be considered for the job. These qualifications are usually grouped into three categories: skills, 
knowledge, and ability (SKAs). 
 
Skills include observing capabilities performed on the job. With time it is believed that skills will become 
more prominent in the future than formal qualifications. 
Knowledge constitutes the body of information in a particular subject area that is required by a new 
employee to perform the job satisfactorily. 
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Ability refers to any mental or physical activities required of a new employee, such as having a sound 
understanding of safety regulations required for a supervisory role in a steel factory, or possessing the skill 
to operate a quality-control laser instrument. 
 
Job specifications may also include required education, experience and training, as well as any specific 
certification required for the job. Effort may encompass specific physical attributes required of the job 
holder. Responsibility may encompass responsibility in terms of supervisory, reporting, or financial 
responsibilities. 
 

Job Analysis problems (Pg 170 TB) 
 

Any job analysis exercise could produce certain problems. Employee fear is common in an organisation facing 
delayering and downsizing. Often employees see a job analysis as a threat to their current job or the pay levels 
or both. In the past, job analysis was used as a means of expanding jobs while reducing the total number of 
employees. Organisations need to overcome employees’ fears so that employees and their supervisors will give 
accurate information. 
 
One of the most successful methods of reducing employee fear is to involve employees or representatives in as 
many aspects of the job analysis procedure as possible. Before the process begins, it is important for 
employees to be told why it has to be instituted, who will initiate it, how the employees will be affected and 
why their role is critical. Management may want to make a written commitment that the organisation will not 
terminate the contract of any employee, lower the pay of any employee or decrease the total number of jobs 
because of the results from the job analysis. 
 
Another problem of the job analysis exercise, is the need to keep the information gathered, as updated as 
possible. Whilst a job analysis is been conducted, job will be changing as the organisation changes. Jobs could 
expand and work reassigned within a department, and as supervisors develop so too will description of their 
jobs be required to change to reflect current realities. The problem then becomes how to keep the information 
current and updated. 
 
One method is an annual review, whereby supervisors and managers are sent questionnaires which need to be 
completed in an effort to note any changes that have occurred during the past year. This method is however, 
time consuming, employees may also begin to expect a review to be conducted every year, especially when 
accompanied by pay increases. In the case where the content of a job is substantially increased after the initial 
job analysis, employees in that job may be underpaid until the next annual review. The other problem with an 
annual review, is that although on average only 10% of jobs need to be reviewed as a result of changes, the 
annual review process seeks to review every job. 
 
Another method is to have managers submit proposed changes in jobs or reclassifications. This method is 
especially important when the reclassification may result in a change in pay. This method implies that only 
those jobs that need to be changed will be looked at, making the process faster than the annual review 
methodology. This method provides more current data. A disadvantage this method is that management may 
forget to keep up with changes casing the affected employees to become frustrated and feel underpaid. 
 
Although not a common occurrence, both methods are sometimes combined. 
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STUDY UNIT 6: 
Chapter 6: Recruitment and Selection 
 
What does the recruitment process entail? 
 
The main objective of any recruitment effort is to attract the best possible applicant. The recruitment process 
can be broken down as follows: 
 
1. Identify job openings: This is done through human resource 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 descriptions 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. 

 
Why is knowledge of the Labour Market important? 
 
Organisations do not function in isolation. A good human resource manager will always be aware of major 
developments in the labour market. All human resource 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 human resource 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. 
 
Recruitment Strategies 
 
The political, demographic and economic factors in South Africa require employers to use more flexible and 
innovative recruitment methods. The largest potential source of workers in South Africa is the non-working 
women caring for their families at home. To coax these women into the labour force requires employer-
sponsored day care, flexible hours, part-time work, job sharing and extended maternity leave. The so called 
“designated groups” as identified by government in the amended Employment Equity Act no55 of 1998, 
consisting of blacks, Asians, coloureds, women and persons with disabilities, will play a major role in filling the 
new jobs in the coming decade. The designated groups must be citizens of South Africa and employers are 
responding to the shortage in skilled labour with a number of non-traditional recruitment strategies such as: 
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• Disadvantaged training programmes: In today’s job market where a high-school certificate or university 
degree is required, many workers in the designated group do not meet the requirements. In an effort to 
achieve diversity in the work place, many companies and a number of government departments are 
offering training programmes covering basic writing and mathematics skills, as well as job-specific 
instruction. This training is taking place under the ABET scheme (Adult Basic Education and Training). 
 

• Learnerships/apprenticeships and mentoring programmes:  
 

• Career exhibitions: The Department of Labour and a number of large companies sponsor national 
exhibitions in locations that are likely to attract the designated groups. During the exhibitions, special 
incentives are emphasised to attract older applicants such as, bursaries, housing, transport and free 
education for children. 
 

• Tele-recruiting: Technology is creating various avenues for recruitment as well as affecting other HR 
functions. 
 

• Diversity data banks: Employers striving to increase the diversity of the workplace often find qualified, 
culturally diverse candidates difficult to locate and they are also less likely to respond to traditional 
recruitment methods. This has given rise to data banks being established containing CV data on different 
ethnic groups. 

 
Labour market Information 
 
Organisations do not function in isolation. A good human resource manager will always be aware of major 
developments in the labour market. All human resource 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 human resource 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. 
 
The Labour Market is defined as the geographical area from which employees are recruited for a particular job. 
 
The first step in the recruitment process is to determine the relevant labour market and gather information 
about it. The relevant labour market will determine which strategy and method of recruitment a company will 
use. Recruiting methods are diverse in their cost and operation. Which one the organisation chooses to fill its 
particular job is greatly affected by the survey information available. 
 

 Labour Market sources: 
The people most available for recruitment are the unemployed, who can be contacted through direct 
application, employment agencies or advertisements. Other resources often need to be considered when 
recruiting top candidates: 
 

 Part-time employees: These are good examples of recently developed recruitment sources. Some 
managers believed that part-time employees were not loyal to the organisation and did not produce at 
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the same level as full-time employees. However, organisations have found that part-time employees 
are very productive and that there are qualified applicants who wish to work on a part-time basis. 
 

 Underemployed individuals: There is another group of applicants that can be successfully recruited. 
Some full-time employees feel they are underemployed because their jobs are unrelated to their 
interests and training. Many of these people are not actively looking for jobs but they can be recruited 
by another organisation because they would prefer jobs more in line with their training and skills. 
 

 Pirating: This takes place when search companies actively recruit employees from other organisations. 
HR officers may become aware of an able employee at a competitive company or at a company in a 
related industry. 
 

Recruitment Sources 
 
The recruitment process begins once management has determined its organisational staffing requirements. 
The first decision is whether a particular job opening should be filled by someone already employed (transfer 
or promotion) or by an applicant from outside. Generally an organisation will do both, and it is important to 
weigh the advantages and disadvantages of recruiting internally and externally. 
 

 Advantages Disadvantages 

Internal 
Recruitment 

Increases Morale Unhealthy competition amongst employees 
Knowledge of personnel 
records 

Inbreeding resulting in no new ideas developing 

Chain effect of promotion Morale problem for those not promoted 

Need to hire only on entry level Strong management development programme 
needed 

Usually faster, and less 
expensive 

 

 Advantages Disadvantages 

External 
Recruitment 

Applicant pool is greater Destroys incentive for employees to strive for 
promotion 

New ideas, contacts The individual’s ability to fit in with the rest of the 
organisation is unknown 

Reduces internal fighting Increased adjustment problem 

Minimises Peter Principle  
  

 
Methods of Recruitment 
 
The most common methods of internal recruitment are bidding and job posting. 
Bidding is common with unionised organisations; when an opening exists, qualified employees are notified that 
they may bid on the position if they wish to be considered for it. The employee with the most seniority receives 
the promotion. This structured process is usually specified in the union contract; promotions are based on 
seniority and ability. 
 
There are a number of external recruitment methods, including direct applications, employee referrals, campus 
recruiting, employment agencies, overtime and temporary help. 
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Internal recruitment methods 
 

• Job posting: Job posting methods include at least three proven, effective processes: 

 Traditional bulletin boards 

 Computer e-mail based systems, and 

 Telephone voicemail-based systems. 
 

All three methods can be effective, but the last two offer benefits over the traditional bulletin boards such 
as; 

 Easy access by all employees 

 24-hour availability 

 Minimum paperwork 

 Immediate notification to all employees 
 

Although job posting is an effective, useful management tool, it can create sever employee morale 
problems if not handled properly. Managers should consider several aspects of the job-posting process. 
 
1. The job-posting process should be clearly explained to all employees and consistently applied each 

time a position is open. 
 

2. Job specifications should be clear and should include the years experience, skills or training employees 
must possess in order to apply for the posted position. 
 

3. Job-posting procedures should specify the exact period during which the posted positions will remain 
open. The procedure should specify that employees who are on holiday or laid off will be notified by 
mail or employee publication of posted positions. The exact media to be used (bulletin boards, 
employee newspaper) must not only be specified, but also be consistently used. Where changes are 
required, employees must be notified in advance of the change in media. 
 

4. The application procedure should be clear. It is usually good practice for the procedure to allow for 
applications to be made via the HR department with a notification or copy to the supervisor. 
 

5. The HR department should ensure that applicants receive adequate feedback once a selection has 
been made. This requires notification of both the unsuccessful candidates as well as the successful 
candidate(s). Unsuccessful candidates are likely to experience a drop in moral and may even feel 
rejected. The rejected employees should be given a counselling interview by the HR department or the 
hiring supervisor as the interview can help cushion disappointment. The interview should include the 
following: 

 Reasons for the non-acceptance, but with emphasis on the person’s qualifications and strengths that 
made them a strong candidate. 
 

 Suggested remedial measures, such as training and education to improve performance in the 
person’s current job, possible new duties, and so forth, the aim of the counselling should be to 
strengthen any weaknesses of the candidate. 
 

 Information concerning possible openings the candidate might apply for in the future. 
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 Assistance in the posting process, such as how to bid for a new job posting and how to conduct a job 
interview. 

External recruitment methods 
 

• Direct applications: For most organisations, direct applications by mail or by individuals applying in person 
are the largest source of applicants. In the case of blue-collar jobs, walk-ins are often called gate hires. 
Direct applications can provide an inexpensive source of good job applicants to the organisation, especially 
for entry-level clerical and blue-collar jobs. 
 

• Employee referrals: In recruiting, employee referrals are one of the best means of securing applicants. 
Employees can be encouraged to help their employers locate and hire qualified applicants by rewards, 
either monetary or otherwise. 
Employees who recommend applicants, place their own reputations on the line, and therefore they are 
usually careful to recommend only qualified applicants. When recommended applicants are hired, the 
employee takes an active interest in helping the new employee to become successful in their new role. 
Employee referrals can also lead to inbreeding and nepotism which may cause employee morale problems. 
Typically, employee referrals do not help an organisation to recruit qualified designated candidates to meet 
employment equity requirements, an issue raised by the Employment Equity Act. It is therefore 
recommended not to recruit through the recommendations of existing employees where the workforce is 
wholly or predominately white. 
The old boy network filled positions where hiring of former university friends or neighbourhood associates 
leads to a distorted mix of employees and usually an under-representation of designated groups in various 
job categories. When undertaking the relatively inexpensive and easy method of recruiting employees 
through employee referrals, administrators should minimise possible problems by: 

 Conducting objective recruiting, which will ensure compliance with employee equity guidelines 

 Establish specific policies on nepotism, for example, by not allowing relatives to work in the same 
department. 

 

• University/school campus recruiting: A new level of sophistication in campus recruiting began in recent 
years. Employers’ pre-screening of students has, in many cases, replaced the old method of selection from 
the placement office’s CV book. Pre-screening programmes are designed to identify top students and to 
begin to introduce them to employers. Professors and teachers may play a critical role in identifying such 
students. Many campus recruiters still use the standard 30-minmute campus interview, handing students a 
copy of their annual report and playing a passive role in recruiting. 
 

• Private employment/recruitment agencies: Although HR departments have increased their use of private 
employment agencies, some use them only as a last resort due to the expense involved. Sometimes the 
employer pays a percentage of the applicant’s first year salary as a fee to the agency. In South Africa, 
executive search consultants charge between 30 and 35 per cent of a candidate’s annual salary when 
placing a senior executive.  

 

However in some cases, a good employment agency can save the organisation money, and the HR 
personnel valuable time by screening out unqualified applicants and locating qualified ones. A source trust 
should be developed between the organisation and a particular agency, so that unqualified applicants are 
not sent. An agency should be restricted to send only 4 or 5 applicants who have the best chance of being 
hired. 
 

The relationship between an employer and an agency may result from one of several situations: 

 A written agreement between the two parties, which specifies the fee and the basis of its obligation 
when an applicant is hired. 

 An oral agreement requesting for CV’s to be sent 
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 An implied agreement, which may occur if two parties continue to operate as they had when a 
written agreement existed. 

Advertising: In a growing number of fields such as engineering and healthcare, employers are having a difficult 
time attracting qualified applicants. Employers are increasingly relying on recruitment advertising and have 
begun more creative advertisements that have the following in common. 

 Images that sell the company first and the specific job second, 

 Recognition of high-tech professionals as people, nit just techno-buffs 

 Strong visuals as attention-getters that are “flipper-proof” 

 Humour as well as graphics to attract attention 
 
Recruiters can develop successful recruitment advertising for local newspapers, as well as for trade and 
professional publications, by incorporating elements of consumer advertising. 
The current trend in consumer advertising has been toward greater and more sophisticated local and regional 
recruitment advertising because of the high cost of relocating employees and, more importantly, the mobility 
of the workforce. 
 
A successful recruitment advertisement is based on the answers to these four questions: 
 

• What do you want to accomplish? These are questions related to who you want to hire, how many people 
you need and in what time frame. Develop accurate, current job descriptions and summarise critical job 
functions to be included in the advertisement. 

• Who do you want to reach? Estimate the demographics and motivations of those you want to have 
respond. 

• What should the advertising message convey? Identify the facts that must be included, such as job duties 
and minimum qualifications. Also decide what image of the organisation the advert should convey. 

• How and where should you advertise? Decide which of the nine major types of advertising medium should 
be used. One or more may be used simultaneously. 

 Newspapers 

 Magazines 

 Directories 

 Direct Mail 

 Radio and Television 

 Outdoor (Billboards, posters) 

 Point of purchase 
 
Recruitment and the Law 
 
A long-established charity organisation campaigning for social justice in an international context needed to 
recruit several new employees. Its young and enthusiastic staff group, conscious of their inner-city location, 
wanted to ensure that the work force reflected the local community, which up to then it did not. With three 
posts to fill, they decided to make sure that a black candidate was appointed to the secretarial vacancy, and to 
make the recruitment to the two campaigns officer posts open. They used their equal opportunities monitoring 
form to shortlist only black candidates, and a relatively inexperienced young woman was appointed after she 
and four others were interviewed. The other posts were both filled by white men. It soon became apparent 
that the new secretary was unhappy in her post, and she was not able to relate well to overseas enquirers, of 
whom there were many. After only four months she resigned, and during her exit interview, she explained that 
she had found out about the decision to appoint a black person, and had felt that hers was a token 
appointment. There was no incentive to do well, and in any case, nobody had offered her training – they just 
had assumed that she would be able to relate to the organisation’s international contacts. 
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An organisation must always stay in touch with the latest legislative developments and their impact on human 
resource practices, such as recruitment. Not only do organisations have to consider their recruitment policies 
and procedures, but failing to do so could also have very serious implications. The Employment Equity Act, for 
example, stipulates that an applicant responding to a recruitment advertisement is regarded as an employee! 
Should the recruitment process therefore be discriminatory in any way, the applicant may take legal steps 
against the organisation. Candidates are also entitled to enquire why their application for a specific job was not 
successful and the company should supply reasons for their choice. Since the democratisation of South Africa, 
organisations have been competing more freely in a global market. In view of this development, a good human 
resource manager will also have to stay in touch with global issues when his or her company starts operating 
internationally. 
 
A few points to take note of: 
 

• According to the Employment Equity Act 55 of 1998 and the Affirmative Action - and Employment Equity 
practices in South Africa, it is illegal to recruit people only because of the colour of their skin or other 
characteristic that defines their race, even if you are trying to redress an imbalance. 

• Employers need to be absolutely clear about what the job is about, and measure candidates for their 
potential to meet its requirements. Some of the requirements may include employment equity targets and 
the like. 

• The inherent job requirements must be met by the recruitment process and the appointment that is made. 

• People who are not appointed on their own merit rarely succeed, and always need support. 
 
Selection 
 
In the ideal situation, selection involves choosing the best applicant to fill a position. After the position opens, 
the HR manager reviews the available, qualified applicants and fills the position from that pool. 
With the new employment equity legislation this process has become more complicated. 
Also the selection process involves making a judgement about the right fit between the applicant and the job. 
In the USA, employees who resigned within a year of been employed cited the wrong fit as the reason for 
leaving. 
 
An HR responsibility 
 
The selection process is usually centred in the HR department. Particularly in larger organisations, centralising 
the recruitment and selection process in the HR department is both efficient and effective. Both current 
employees and job applicants have one place to apply for jobs, transfers or promotions, as well as to enquire 
about any HR related matters. Centralising an HR department minimizes the cost of recruiting because these 
functions can be performed for effectively than managers in different departments. 
 
The HR manager can also save costs by ensuring that the HR selection practices comply with regularity and 
legislation requirements. 
 
While the HR department is responsible for selection, individual managers are often involved in the 
interviewing process once applications have been filtered to a shorter list. The manager ultimately has the best 
insight about the departmental goals, work methods, department requirements and job fit. Managers also 
evaluate the qualifications of applicants and play a role in the job specification and job description process. 
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Selection and the Law 
 
With the acceptance of the Employment Equity legislation, the Constitution and the Labour Relations Act 66 of 
1995, the selection process has, for most South African organisations, become somewhat of a nightmare and is 
in a lot of cases not applied correctly.  
 
The labour legislation, especially the Employment Equity Act and the Labour Relations Act, impact directly on 
the selection process – interviews and tests. Take, for instance, the selection interview. Although there is no 
standard list of taboo questions, the human resource manager now has to be very careful not to ask any so-
called “discriminatory questions” (e.g. pertaining to race, age, marital status, religion, 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. 
 
Direct discrimination would be where, on racial grounds, a person is treated less favourably than others are, or 
would be treated, under similar circumstances. 
 
Indirect discrimination consists of applying a requirement or condition that, although applied equally to person 
of all racial groups, is such that a considerably smaller portion of a particular racial group comply with it and 
which cannot be justified on any other requirement other than racial grounds.  
 
However, Section 6(2) of the Act states; 
 
“It is not unfair discrimination to: 
a) Take affirmative action measures consistent with the purposes of this Act; or 
b) Distinguish, exclude or prefer any person on the basis of an inherent requirement of a job”. 
 
This clause suggests that an employer may treat an employee or job applicant from the designated group 
(blacks, coloureds, Asians, women and the disabled) on a preferential basis. 
 
20(3) - ....... a person may be “suitably qualified” for a job as a result of anyone, or any combination of, that 
person’s – 
 
a) Formal qualifications; 
b) Prior learning; 
c) Relevant experience; or 
d) Capacity to acquire, within a reasonable time, the ability to do the job. 
 
20(4) - ....... When determining whether a person may is suitably qualified for a job, an employer must  – 
 
a) Review all factors listed above; and; 
b) Determine whether that person has the ability to do the job in terms of any one of, or any combination of 

those factors. 
 
20(5) - ....... In making a determination under subsection (4), an employer may not unfairly discriminate against 
a person solely on the grounds of that person’s lack of experience. 
 
The wording contained has many legal implications in its interpretation and can be read and understood in 
various ways. 
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The Selection Process 
 

The following aspects must be in place before engaging in the selection process. 
 

1) Organisational goals: This must include the general hiring policy of the organisation. Policy-makers must 
determine how the employees fit into the overall framework of the organisation and must establish the 
relationship among the employees in the organisation. 
 

2) Job Design: Involves determining what duties and responsibilities each job will entail. How motivating or 
repetitious each job becomes greatly affect the performance of employees on the job. 
 

3) Job success criterion:  The discovery of which employees are successful will determine what kind of 
employees to recruit and select in the future. 
 

4) Job specification: Job specifications, come from the job analysis, which specifies what traits, skills and 
background an individual must have to qualify for the job. 
 

5) Selection instruments: Policy-makers must decide which combination of interviews, tests or other selection 
devices to use in the selection process. There is no magical combination of selection instruments, but there 
are a few new selection techniques in HR management that have improved in various areas. There are also 
the restrictions mentioned above by government guidelines, such as the Employment Equity Act (as 
amended) and other influences. 

 

The steps in the selection process may vary from organisation to organisation and within an organisation, but 
all steps are normally completed at some stage or the other. The general overview of the steps involved in the 
selection process is as follows; 
 

• The process starts by receiving and reviewing the applications gathered through the recruitment effort. 
 

• The applications of  applicants who appear to be qualified for the position are then screened according to 
the minimum requirements as determined by the job specification and by consideration of the 
Employment Equity Act (as amended). 
 

• Applicants are given an application blank to complete, this aims to record the details of the application and 
to standardise information received from all the applicants to be considered. In view of the Employment 
Equity Act (as amended) an employer may not disqualify and applicant because they are unable to 
complete an application form unassisted, but sometimes it is necessary to apply tests which need to be 
completed by the applicant to determine the level of the required skills and abilities. Again as per the EEA 
(as amended) the tests must be applied equally to all applicants, and it must be valid and reliable. 
 

• The next step is to interview the screened applicants within the HR department. In view of the EE Act it is 
advisable that wherever possible not to interview or shortlist the candidates without the involvement of 
somebody at a more senior level. The background of desired applicants is checked (such as references and 
employment history) 
 

• Finally, the few remaining applicants are interviewed by the HR manager and the department supervisor. 
During this in-depth interview, job requirements are discussed so that the applicant as well as the 
supervisor can judge the applicants interest in the job. At this point a job offer can be made to the best 
suited applicant for the job. If the applicant rejects the job offer, a job offer can be made to another 
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qualifying applicant, or begin the recruitment process again if no other applicant accepts the job offer or no 
more suitable applicants remain. 

Steps in the Selection process 
 
1) Initial screening: The initial screening process minimises the time spent on applications by removing 

obviously unqualified or undesirable applications by considering the job specifications and any applicable 
terms in the Employment Equity Act (as amended).  
The applicants are interviewed and their CV’s are scrutinised against the requirements (job specification 
and any EEA requirements).  
 

2) Application blank: An application blank is a formal record of an individual’s application for employment. 
The information obtained from the completed application blank is compared to the job specification in 
order to determine whether a potential match exists between the company’s requirements and the 
applicant’s qualifications. 
The application blank is scored meaning that applicants receive points according to the information 
reported on the form which can now be used to rank the applicants. Validation studies indicate that the 
weighted application blank is a highly valid predictor of both job performance and length of service. 
 

3) Pre-employment testing: The use of testing in the selection process has had periods of growth and periods 
of decline. Some tests were not reliable, whilst others were valid. There are two important concepts of a 
test, namely; 
 

 Reliability: the reliability of a test refers to the consistency in measurement, usually across time but 
also across judges. Reliability is a measure of how much error is present in a measure. 
 

 Validity: validity is the extent to which scores on a test or interview correspond to actual job 
performance. It represents how well the technique being used to assess candidates for a certain job 
is related to performance in that job. 

 
In terms of the EE Act (as amended) psychological testing and other similar assessments of an employee 
are prohibited unless the test or assessment being used; 
 

 Has been scientifically shown to be valid and reliable; 
 

 Can be applied fairly to all employees; 
 

 Is not biased against any employee or group 
 

To this end the Society for Industrial and Organisational Psychology (SIOPSA) launched the Psychological 
Assessment Initiative, with the aim of setting goals for the ethical use of assessments in the workplace, and 
establishing guidelines for the fair use of assessments approved by all stakeholders. 
 
Managerial selection devices – Selection devices for managerial groups can differ from non-managerial 
employee selection. Assessment centre methods are therefore used. The Assessment centre method is a 
process that evaluates a candidate’s potential for management on the basis of multiple assessment 
techniques, standardised methods of making inferences from such techniques, and pooled judgements 
from multiple assessors. 
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Assessment centres are usually conducted off the premises, and may last from one day to one week, and 
may include up to 12 candidates at a time. Although there is considerable variability in what an assessment 
centre includes, most evaluate each candidate’s ability in four areas: organising, planning, decision-making 
and leadership. In order to accomplish this, the applicants are required to complete a variety of tasks, 
some of which include; 
 

 In-basket techniques where a job candidate must decide how to organise numerous letters and 
memorandums by priority, ask more information, delegate or make a decision regarding them. 

 Leaderless group discussions in which the candidate engages in a typical simulated meeting. 

 Role playing, where a candidate interacts with other managers or subordinates. 

 Delivering speeches. 
 

The effectiveness of an assessment centre depends upon its design and the anticipation of problems. 
 

4) Interviews: Managers realise that the selection process is critical to their organisation, yet they often dread 
the process – particularly the interview. 

 
The purpose of the interview is to determine three things about the applicant (1) does the applicant have 
the ability to perform the job? (2) Will the applicant be motivated to be successful? (3) Will the applicant 
match the needs of the organisation? 
 

▪ Reliability and validity of interviews:  
 
Research has constantly shown that the selection interview is low in both reliability and validity. Reliability 
is a particular concern with interviews because the interview technique does not have the consistency of 
form that the written test or reference check may have. 
 

▪ Problems encountered in an interview:  
 

▪ Interviewers must constantly work to reduce personal bias (bias can be positive as well as 
negative). The sex of the interviewer or interviewee affects the total evaluation of the interview 
situation even with well trained, experienced interviewers.  

▪ Each interview is different because each interviewee is different, with different backgrounds, skills, 
and experiences. 

▪ The setting of an interview may affect the outcome. Interviews conducted in the morning may be 
more beneficial to the interviewee compared to being interview late in the afternoon when the 
interviewer is in a hurry to get home. Also if an interviewer has just completed a very promising 
interview with an extremely impressive applicant, the next interviewee is at a disadvantage due to 
the expectations created. 

▪ If the interviewer is under tremendous pressure to meet a dead line for the placement of the 
position, it may lead to the appointment of an applicant that would not have been selected had 
there been more time. 

 
▪ A structured, objective process: 
 

The problems with the traditional interview process are well known, and usually result in the interviewer 
hiring the person they feel the most comfortable with. Today various companies have developed 
structured, objective interview processes with the goal of achieving controlled subjectivity. A noted change 
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is to steer away from the general questions, such as “how would you...” to a more specific approach such 
as “Describe a recent example in which you...” 
 

▪ Effective interviewing:  
 
Conducting objective interviews is primarily a two-phase process. 
The first phase is to create a good setting before the applicant arrives and to prepare for the interview. 
The second phase is to establish a useful questioning period during the interview. 
 
The following 8 steps encompass the characteristics of objective interviewing: 
 

1) Setting: Prepare a system of written records and formalised procedures for the interview. 
2) Documentation: Using the above, determine how the interview will be documented at its 

conclusion to provide a formal record of the outcome. 
3) Standardisation: Standardise the interview format. Determine a line of questioning that includes 

the applicant’s prior work history, special abilities, skills and educational background. This provides 
a framework for consistency. 

4) Scoring: Determine how the interview will be scored by establishing what criteria the applicant will 
be evaluated against. An applicant may be scored in each area relevant to the job specification, as 
well as on the basis of the applicant’s response to questioning. 

5) Review specifications: Review the job description and job specification for the particular job 
before each interview. 

6) Reviewing the application blank: Review the application before the interview, looking for 
strengths and weaknesses that should be discussed in more detail during the interview. 

7) Training the interviewer: Train the interviewer to recognise personal biases and other possible 
detriments to interview reliability. 

8) Job-related questions: Prepare a line of questioning that keeps the interview job-related and does 
not waste time by straying from the subject or delving into personal areas, which could be seen as 
discriminatory. 

 
All applicants must receive courteous treatment and at the end of the interview the applicant should be 
able to ask questions concerning the job, pay or working conditions. The interviewer should ask the 
applicant when he/she will be available to start work and inform the applicant when the job will be filled. If 
the interview process still requires time to work through all the applicants and the information gathered, 
the interviewer should give the applicant a time line of when a final decision will be reached. The applicant 
must then be informed of whether to call after the waiting period or to await feedback to be given on the 
outcome of the application. 
 
Types of interviews: Interviews can be conducted on a “one-on-one” basis or more often on a “two-on-
one” basis, the latter usually involving the department supervisor/manager and the HR manager. However, 
these types of interviews can be replaced by a board or panel interview, or the structure interview. 
 

▪ The panel interview is an interview in which a board of interviewers question and observe a single 
candidate. This method minimises bias and the final outcome is an average of several individual 
evaluations. A panel interview also forces interviews to be more structured and to the point. 
 

▪ The structured interview is an interview in which a set of standardised questions having an 
established set of answers is used. A structure interview usually shows the following 
characteristics: 
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 Questions: Exclusively concerning job duties and requirements critical to the job. Questions 
asked in a structured interview are of four types: 
▪ Situation questions:  
▪ Job-knowledge questions: 
▪ Job-simulation questions: 
▪ Worker-requirement questions: 

 

 Scored responses: The interviewer is provided with typical answers to questions with for 
example; a five point rating scale. 
 

 Interview committee: Responses are discussed and rated by a number of people to minimise 
bias. 
 

 Consistency: All applicants for a position are asked the same questions, evaluated with the 
same scoring method and reviewed by the same people. 
 

 Realistic job preview: The process through which a job applicant receives an accurate picture 
of a job. The objective is to reduce any unrealistic expectations in an effort to reduce 
employee turnover and dissatisfaction. 

 

5) Reference checks: In recent years it has become increasingly necessary to thoroughly check the 
background of prospective employees. It is also a cost-effective way of screening out undesirable 
applicants. 
 

Reference checks can be done by: 
▪ Making direct contact with previous employers or friends of the applicant. 

 

▪ Sending e-mails or letters to previous employers requesting further information. 
 

▪ Contacting previous employers by telephone. The advantages of this approach include; 
 

 Immediate clarification of significant issues/questions. 
 

 More information can be obtained. 
 

 Relatively more cost effective. 
 

 Additional areas may be uncovered during the conversation. 
 

 A structured form or line of questioning can be used to provide consistency in information 
gathered. 
 

▪ Hiring the services of an investigator to do background checks on applicants.  
 

Personal reference checks: are not used to determine the applicant’s suitability for a job, as the applicant’s 
personal references will usually be biased, instead HR specialist conduct personal reference checks to; 

▪ Verify the data received on the application blank or interview 
▪ Evaluating the quality of the personal recommendation especially where professional people or 

business executives are used as references. 
▪ Determining how well the person knows the applicant. Usually where the reference person gives a 

lukewarm review of the applicant it could be that the applicant does not have suitable references 
to provide.  
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Previous employers: The most important reference check involves the previous employer(s), co-workers 
and supervisor. Employers have become increasingly concerned over the possibility of lawsuits and will 
only provide a former employee’s dates of employment and job title. This has made the process of 
checking references by previous employers difficult for HR specialists. 
Employers should never release any false or unverified reference information, or information that is vague 
or misleading. The following tips must be considered when responding to reference checks: 
 

▪ Don’t volunteer information, respond only to specific company or institutional enquiries and 
requests. Before responding, telephone the enquirer to check the validity of the request. 

▪ Direct all communication only to persons who have a qualified need to know. 
▪ State that information provided is confidential and should be treated as such. Use qualifying 

statements, such as “providing information that was requested”. 
▪ Obtain the written consent of the employee. 
▪ Provide only reference data that relate and pertain to the job and job performance in question. 
▪ Avoid vague statements such as “he was an average employee...”, “She was careless at times...” or 

“He displayed an inability to work with others... ”. 
▪ Document all released information. 
▪ Do not answer trap questions such as: “Would you rehire this person?”. 
▪ Avoid answering questions that are asked “off the record”. 

 

6) Medical Examination: After a decision has been made to extend a job offer, the next step in the process 
involves a physical examination. A job offer is usually made contingent on the applicant’s passing a medical 
exam. However the Employment Equity Act, Section 7(1) and (2) and Section 50(4) states: 

 
.... 7 (1) Medical testing of an employee is prohibited unless 

 
a) Legislation permits or requires the testing, or 
b) It is justifiable in the light of medical facts, employment conditions, social policy, the fair distribution of 

employee benefits or the inherent requirements of a job. 
 

.... 7 (2) Testing of an employee to determine that employee’s HIV status is prohibited unless such testing is 
determined to be justified by the Labour Court in terms of Section 50(4) of the act 

 
.... 50 (4) If the Labour Court declares that the medical testing of an employee as contemplated in Section 7 
is justified, the Court may make any order that it considers appropriate in the circumstances including 
imposing conditions relating to –  

 
a) The provision of counselling; 
b) The maintenance of confidentiality; 
c) The period during which the authorisation for any testing applies; 
d) The category or categories of jobs or employees in respect of which the authorisation for testing 

applies  
 

It appears that an employer can test an employee if the employer can justify such action on any grounds in 
Section 7(2) of the Act – i.e. medical facts, employment conditions (the job of a crane driver or bus driver), 
social policy, the fair distribution of employment benefits or the inherent requirements of the job. 
However, an employer may not test an applicant or a job applicant for their HIV status unless determined 
by a Labour Court to be justifiable. 
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The Selection Decision 
 
The decision of which applicant should be offered the position may be accomplished by one of two processes, 
namely compensatory selection or multiple hurdles selection: 

• Compensatory selection: in this process, all applicants who pass the initial screening complete the 
application blank and are tested; each applicant is interviewed before the final choice is made. The 
applicants are then compared on the basis of all the selection information scores. 

• Multiple hurdles selection: in this process a candidate can be rejected at any stage of the selection process. 
 
Once the selection decision results in the hiring of an employee, a formal Letter of Appointment is drafted and 
once accepted by both parties the selection process is complete. 
 
Record Keeping 
 
In view of the Employment Equity Act (as amended) and the Labour Relations Act (as amended) it has become 
necessary and vitally important for companies to keep a complete set of all records pertaining to the 
recruitment and selection of staff. The information will be required if for any reason the company has to prove 
that it did not discriminate against an individual. 
 
STUDY UNIT 7: 
Chapter 7: Employee Orientation, Motivation and Retention (pg 225 TB) 
 
Orientation 
 
After accepting a job offer, most employees are very keen to learn more about their job and the organisation. 
Orientation, which is also known as induction or socialisation, is the process of integrating the new employee 
into the organisation and acquainting them with the details and requirements of the job. 
 
Orientation is thus regarded as the process by which employees are transformed from being complete 
outsiders, to participating as effective members of an organisation. 
 
Starting a new job is considered to be one of the most stressful life experiences and a proper orientation 
process that is sensitive to the anxieties and uncertainties, as well as the needs of a new employee is therefore 
of the utmost importance. Orientation also helps to integrate employees into the organisational values, beliefs 
and traditions. The process of acquiring the organisational culture is known as acculturation. 
 
Objectives of Orientation 
 

• Acquainting new employees with job procedures; 

• Establishing relationships with co-workers, including subordinates and supervisors; 

• Creating a sense of belonging among employees by showing them how their job fits into the overall 
organisation; 

• Acquainting new employees with the goals of the organisation. 

• Indicating to the employees the preferred means by which these goals should be attained; 

• Identifying the basic responsibilities of the job; 
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• Indicating the required behaviour patterns for effective job performance. 
 

 
 
Three affective outcomes can be distinguished from effective orientation, namely; 
 

• General satisfaction: Successful orientation will lead to general satisfaction of the employees within the 
organisation. 

 

• Internal work motivation: Individuals who feel their work has meaning and experience the responsibility for 
the results of their work will be internally motivated to do their work. 

 

• Job involvement: Successful orientation will lead to greater job involvement, especially where people form 
part of a team; their involvement in the job will be high.  

 

Benefits of Orientation 
 

An effective orientation programme will reduce the adjustment problems of new employees by creating a 
sense of security, confidence and belonging. The following benefits can accordingly result from an effective 
programme; 
 

• Higher job satisfaction; 

• Lower labour turnover; 

• Improved safety; 

• Greater commitment to values and goals; 

• Higher performance as a result of faster learning times; 

• Fewer costly and time-consuming mistakes; 

• Reduction in absenteeism; 

• Better customer service through heightened productivity; 

• Improved manager/subordinate relationships 

• Better understanding of company policies, goals and procedures. 
 
Reasons for the lack of Effective Orientation 

 
Although specific benefits can be derived from a proper orientation programme, the following reasons are 
cited for the absence of effective orientation in organisations: 
 

• Supervisors lack the time or ability to fulfil this obligation; 

• Organisations do not regard anxiety and stress as a primary cause of labour turnover among new 
employees, and therefore consider orientation to reduce anxiety and stress as unnecessary; 

• Orientation regard effective recruitment, selection, training and development as substitutes for 
orientation; 

• Where orientation programmes are introduced, the key concepts are lacking; 

• Orientation is aimed at introducing new employees to adhere to organisational practices and procedures 
while little attention is paid to instilling loyalty and commitment to the organisation; 

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

• Orientation programmes are not followed up, so its success is not determined; 

• Orientation programmes often concentrate on promoting the image of the organisation. 
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3 phases of orientation:  
 
(1) Anticipatory socialisation, (2) Encounter, (3) Change and acquisition 
 
Responsibility for orientation 
 
The size of the organisation usually determines the number of people involved in the implementation of 
orientation programmes. In larger organisations the following team of people may be involved; 
 

• The supervisor: The supervisor must ensure that the employees in the section receive all the information 
necessary to enable them to function as efficiently and effectively as possible. 

• The head of department: The Head of department should meet with all new employees and briefly explain 
to them the role and responsibilities of the particular department within the organisation. 

• The HR Department: The HR department plays an important role in assisting employees with information 
and guidance on issues such as, the employment contract, loan facilities, medical schemes, pension plans 
and the development and mentoring of the success of the orientation programme. 

• A mentor or “buddy”: Someone within the department who will assist the new employee with the basic 
equipment and layout of the department, such as where the photo copy machine is, and how it works. 

• The shop steward or staff representative: A representative who may assist with issues such as grievance 
and disciplinary code procedures. 

• New employees: The new employee is at the heart of the orientation process. 
 
Who should be given orientation training? 
 

• New employees: A manager should not assume that a new employee will immediately know, what it has 
taken others months or even years to learn. 

• Transferred/promoted employees: Current employees who have been transferred or promoted within the 
organisation should receive orientation training, especially if relocated to a different area or department 
involving a significant change of environment. 

• All current employees:  
 
Planning an orientation programme 
 
The development of an orientation programme may take between three to six months. Before development 
can take place, the following key planning aspects must be considered; 
 

• Orientation policy: A properly formulated orientation policy, drawn up jointly by management and 
employees, should be officially adopted by top management before the programme is designed. 
 

• Budget: Orientation costs are nominal in comparison with the benefits derived from a good orientation 
programme. An adequate budget should therefore be made for this purpose. 
 

• Other planning considerations: A number of other aspects must also be considered, such as; 

 Time needed to plan and implement the programme 

 Programme goals, topics to be included, methods of organising and presenting them, and duration 
of the orientation process 

 Materials, facilities and personnel to be used 

 General organisational topics versus department and job topics to be covered 

 Qualifications and training needs of HR personnel, line managers and supervisors 
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 Programme flexibility to accommodate employee differences in education, intelligence and work 
experience 

 
 
Designing an Orientation Programme 
 
Different groups of employees within the organisation require different orientation programmes. The groups 
and the group requirements may be very different such as the requirements of managerial and non-managerial 
workers, graduates, school leavers and people with disabilities. Separate orientation programmes should be 
designed to meet the needs of the different groups. 
 
Section 19 of the Employment Equity Act, requires companies to undertake a regular analysis of their 
employment policies, practices and procedures to identify any barriers that may exist. As an example, 
orientation that could be biased, inappropriate or un-affirming must be rectified immediately. The information 
should not be given in one session, but rather divided into “need to know” (job related information) and “nice 
to know” information (general information).  
 
When using written material and video presentations it is important that they are understood by the new 
comer. This is especially important in South Africa where the rate of literacy is high and educational 
qualifications are low. 
 
Implementing the Orientation Programme 
 
Orientation may begin the before the first day of work, and although there are no hard and fast rules about 
when orientation should take place, the rule of “the earlier the better” generally applies. 
 
Various steps can be taken when implementing the orientation programme as below; 
 

• Pre-employment preparation: The orientation process begins during the recruitment and selection stage. 
First impressions of the organisation are formed at this stage. 
 

• Pre-employment information: Once the selection process has been finalised, a formal letter of 
appointment congratulating the new employee on being selected for their new job must be written. The 
letter will contain the following: 

 A description of the job offered 

 Starting salary, and salary progression 

 Grade of the job 

 Basic terms and conditions of employment 

 Location of the job 

 Probationary period, if any applied. 
 
Where applicable the letter should also indicate any conditions applicable such as satisfactory references, 
or medical checks. 

 

• First day instructions: Once the job has been accepted in writing, the newcomer should be sent instructions 
for their first day. A copy of this letter must also be sent to the employee’s supervisor. 
 
The instructions should include: 
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 The office number and locality of the building where the employee must report for duty;  

 The name and job title of the person to whom the employee must report; 

 The ate to report and the starting time; 

 What the new employee should bring with them when reporting for duty. 

• The welcome pack: The welcome pack contains more information on the organisation, which could also be 
sent to the newcomer. The following items can be included; 
 

 A letter of welcome from the managing director of the organisation; 

 Organisational charts; 

 Details of rules and conditions; 

 A letter of welcome from the recognised trade union / staff representative; 

 Map of the facility; 

 Telephone numbers and locations of key personnel and operations; 

 Detailed outline of emergency and accident-prevention procedures. 
 

• Organising the work: The duties that the new comer will perform must be discussed by the supervisor and 
his employees. It is important that the new comer be given some meaningful work on the first day. 
 

• Briefing colleagues: Staff members and colleagues should be briefed about the new employee. They should 
be informed of the name of the newcomer, the post to which he is assigned, their background, job location 
and the date of commencement of duties. 
 

• Administrative arrangements: The office the newcomer will occupy must be cleaned and made ready for 
their arrival. 
 

• Training: Consideration should be given for any training requirements. 
 

• The first day orientation: Consideration should be given for any training requirements. 
 

• The first day orientation: The first day should be a short one, the newcomer should start rather later and 
leave earlier than normal. 
 

• On arrival: When new employees arrive at the workplace for the first time it is important that 
reception/security, or whoever is there to meet them. 
 

• Basic information: On arrival the newcomer may first be introduced to a senior manager of the 
organisation or may proceed directly to the HR department. This will allow for the supplying of information 
such as bank account, new address or telephone numbers will be updated if still outstanding. 
 

• The initial discussion: Once all the paperwork has been completed, it will be time for the new employee to 
meet the department head. The initial discussion should cover mutual expectations and give the newcomer 
an idea of what to expect during the first day and week. 
 

• Building the relationship: The department manager should begin by establishing rapport, taking the first 
step to build a relationship based on mutual respect. This can take place by a general discussion of the 
organisational chart and at the same time indicating where the department and the newcomer fit into the 
scheme. 
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• Immediate supervisor: The immediate supervisor will introduce the newcomer to fellow workers and also 
conduct a tour of the workplace. The supervisor will also briefly discuss the job description and talk about 
standards and how the new employee’s performance will be assessed. The supervisor will also inform the 
new comer of when orientation facilitated by the HR department will be facilitated and when formal 
training will be received in the department. 

Once these activities have been attended to, the newcomer should be given appropriate and meaningful work 
so that he will feel gainfully employed and beginning to achieve something. At this point a mentor or a “buddy” 
can be assigned to the new comer to assist him informally regarding any questions that may arise. 
 
Motivation 
 
Having completed the orientation process successfully does not necessarily guarantee satisfactory employee 
performance. The success of any organisation depends on its employees. No job, regardless of its design can 
overcome an employee’s lack of interest or willingness. Motivation is the engine for driving the human 
resource, and many HR managers have theories regarding the motivation of its employees’ performance: some 
believe that only one motivational theory is enough to develop productive employees, others may claim that 
no technique works because employees are born either achievers or loafers. 
 
While no single theory will address all motivational problems, something can be learned from each theory. 
 
”Motivation is the force that energises behaviour, gives direction to behaviour and underlies the tendency to 
persist, even in the face of one or more obstacles” 
 
Recognising the individual motivators for each employee is challenging as each person is unique. 
 

• Maslow’s hierarchy of needs: 
 

According to Maslow, when a need occurs, motivational tension develops which is directed at satisfying 
that need. The intensity of the effort is a function of how string the need is. 
 
Maslow’s theory stated that the most basic level of needs must be satisfied first before the next level of 
needs becomes important. Maslow’s hierarchy comprises of five needs as below: 
 

 Physical needs: or physiological needs refer to the need for food, shelter and clothing. This is the most 
basic motivational need, and once this need has been satisfied, the next motivational driver is; 

 

 Security needs: At this level, employees need to feel safe and secure such as job security, salary 
increases, and benefits. Once this need has been satisfied, the next motivational driver is; 

 

 Social needs: At this level employee’s desire social relationships, inside and outside the organisation. 
For example, peer-group acceptance and a loving family. Once this need has been satisfied, the next 
motivational driver is; 

 

 Self esteem needs: Organisational factors such as job title, status items (such as parking spaces, office 
size, and level of responsibility) become important to the employee. Once this need has been satisfied, 
the next motivational driver is; 

 

 Self-actualisation needs: At this level, the employee seeks a fulfilling, useful life in the organisation and 
in society. Employees seek challenging and creative jobs to achieve self-actualisation. 
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Maslow maintains that individuals will climb the ladder of need fulfilment until they have become self-
actualised. If any need is not fulfilled, the individual will continually strive to fill that need i.e. the need 
becomes the motivational factor. At any level, needs may be fulfilled inside or outside the organisation. 

 
 

• Alderfer’s ERG theory: 
 
Closely related to Maslow’s hierarchy of needs is Alderfer’s ERG (Existence, relatedness and growth) theory. 
Alderfer proposes that, when one need is frustrated, we simply concentrate on the others. This drives the 
notion that pay demands are not always the underlying motivator, because working practices or an over critical 
supervisor could frustrate the need for security and social needs but presents itself as pay related factors 
instead. 
 

• Achievement motivation: 
 
Achievement motivation was created by David McClelland. Only three needs are emphasised: 
 

 The need for achievement: is defined as a preoccupation to focus on goals, improving performance and 
tangible results. Also, it is associated with self-discipline, schedule keeping, accepting responsibility and 
becoming success-orientated. Unfortunately the need is often associated with a lack of group 
orientation. 

 The need for affiliation: motivates people to make friends, to become members of groups and to 
associate with others. The focus is on human companionship, interpersonal relations and concern for 
others. 

 The need for power: refers to the desire to obtain and exercise control over others, resources and the 
environment. 

 

• Goal setting: 
 
Edwin Locke has shown that job performance can be increased through goal-setting – when individuals are 
given measureable goals rather than vague performance standards. When individuals are given specific goals 
that they perceive to be difficult but reasonable, the result will be higher performance. 
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The best-known expression of goal-setting theory is management by objectives (MBO). Basically, goal-setting 
strategies involve a systematic process whereby the manager and subordinate discuss and agree on a set of 
jointly determined goals.  
With proper preparation, each party should be able to present a case for or against each goal. If the process is 
functioning effectively, the final result will be a set of goals aligned with those of the organisation. 
 
The manager now also has something concrete on which to gauge the subordinate’s performance. Feedback on 
progress is periodically supplied, enabling the worker to make necessary adjustments and corrections. The link 
between performance and rewards is made explicitly clear to the subordinate, with emphasis on what is 
achieved rather than on how it was accomplished. 
 

• Positive reinforcement: 
 
The concept of positive reinforcement is central to most motivation techniques. It is the practice of giving 
valued rewards to someone who has just engaged in a desired behaviour. 
The technique is based on the law of effect, which means that behaviour that leads to a pleasant response will 
be repeated. Reinforcement is at the heart of merit increases. In order for reinforcement to continue to affect 
employees’ future behaviour, a manager must make certain that rewards are meaningful and desired by each 
employee. 
 

• Herzberg’s two-factor theory of motivation: 
 
Whereas Maslow applied the hierarchy of needs theory to motivation in general, Herzberg applied his theory 
specifically to the workplace and job design. Through a survey of Engineers and accountants Herzberg 
identified different things as sources of work dissatisfaction – subsequently called hygiene – from those that 
were sources of satisfaction – which he called motivators. Herzberg concluded that satisfaction and 
dissatisfaction were not simple opposites. 
 
Poor working conditions resulted in dissatisfaction, yet ideal working conditions did not necessarily lead to 
satisfaction or motivation. Herzberg referred to the factors that prevented dissatisfaction as hygiene factors. 
He reasoned – by analogy – that a town’s poor sewerage system will lead to great health problems for its 
citizens, however a good sewerage system does not ensure that the users will be free of disease and ill-health. 
Herzberg stated that the same principle holds true for job design. 
 
Hygiene factors such as working conditions and salary, reflect the context of the job, they are external to the 
employee and to the job. For this reason, they can be thought of as extrinsic conditions – factors that are 
essentially controlled by someone other than the employee. Herzberg contends that hygiene factors are 
difficult to control effectively and do not necessarily provide long-term motivation. They are however 
necessary to prevent dissatisfaction. 
 
The two-factor theory states, the more resources that are poured down the hygiene drain by for example 
increasing fringe benefits, the more resources will be required in the future, because with hygiene factors, 
ever-increasing amounts are needed to produce the same effect. 
 
The two-factor theory has received a great deal of attention and criticism, however, experts agree that the 
two-factor theory provides guidance for building motivators into job content, an approach called job 
enrichment. 
 
 
Individual / Organisational relationships 
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Individual performance is the result of motivated employee behaviour. Motivated employee behaviour is best 
achieved by integrating personal goals with the goals of the organisation. Personal goals can only be integrated 
with those of the organisation if employee’s expectations of their employer as well as the employer’s 
expectations of individual employees are clearly spelt out during the negotiation phase of the “joining up 
process”. This agreement which is unwritten, contrary to the traditional contract, is known as the psychological 
contract. 
 

• Psychological contract: The psychological contract lays the foundation of employment relationships and 
entails the beliefs about what the employees believe they are entitled to receive or should receive because 
they perceive that their employer conveyed promises to provide these things. Only expectations that 
emanate from perceived implicit or explicit promises by the employer are part of the psychological 
contract. 
 
For example; if a new manager believes they were promised pay commensurate with performance at the 
time of hire, it creates an expectation but also creates a perceived obligation that is part of the 
psychological contract. 
 
The psychological contract accomplishes two tasks, namely; 

 It defines the employment relationship, and 

 manages expectations 
 
It is however important to note that the psychological contract is inherently perpetual, so one party’s 
understanding of the contract may not be shared by the other. 

 

• Violations of the Psychological contract: Two types of violations can occur, namely, reneging and 
incongruence.  
 
Reneging occurs when either party to a psychological contract knowingly breaks a promise to the other.  
Reneging may also occur because one party is unable to fulfil its promise or because one party does not 
want to fulfil the terms of the agreement. 
 
Incongruence occurs when the parties have different understandings about their obligations in the 
contract. These different understandings occur because the terms and conditions of psychological 
contracts are often perceptual. 
 
Employers who understand and uphold these psychological contracts promote employee trust in 
management as well as higher levels of job satisfaction, organisational commitment and the intention to 
remain with the employer – the desired state. 

 

• Changing of the Psychological contract: Psychological contracts are challenged by issues such as company 
relocations, reorganisations/restructuring and downsizing. As a result of these changes, many relationships 
at work have been affected. The effects on the relationships with one’s boss, peers who have been more 
competitive for fewer resources, customers who are more demanding and lastly the organisation which 
has become less personal. These changes require new behaviours on the part of the employees if they are 
to be successful. 
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Apart from the changes taking place within the organisation, changes that influence the psychological 
contract are also taking place from the side of the workers. New value trends and the changing 
demographics of the workforce have resulted in revised expectations from the employees themselves. 
 
There has been a significant shift in employee attitudes and values relating to career management, 
leadership style, rewards and motivation as well as working hours. There are even suggestions that work 
has become less important in people’s lives. The shift in employee attitude has indicated that workers 
today want to participate fully in the work environment, dislike rigid hierarchies and want to be involved in 
decisions that affect them directly. This has an impact on the relationships between the employer and the 
employee. 
 
The differences between the old and the new psychological contracts are compared below. 
 

Old Contracts New Contracts 

The organisation is “parent” and employee “child” The organisation and the employee enter into 
“adult” contracts focused on mutually beneficial 
work 

The employee’s identity and worth is defined by the 
organisation 

The employee’s identity and worth are defined by 
the employee 

Those who stay are good and loyal; others are bad 
and disloyal 

The regular flow of people in an out is healthy and 
should be celebrated 

Employees who do what they are told will work until 
retirement 

Long-term employment is unlikely; expect and 
prepare for multiple relationships 

The primary route for growth is through promotion The primary route for growth is a sense of personal 
accomplishment 

 
 

• Practical implications for companies regarding the psychological contracts: Considering the importance of 
psychological contracts, i.e. that good contracts, normally result in committed, motivated and trusting 
employees, organisations are rightly asking a number of pertinent questions in this area. 
For example, does the contracting process actually deliver what employees want in the employment 
relationship? Are the users of the process (organisations and their managers) and the receivers of the end 
deal (employees) content? By what standards should changes in the psychological contract be measured? 
What knowledge do HR managers need to be able to make new contracts? 
 

Retention of Human Resources 
 
In view of the psychological contract, the question is how can an organisation retain their best talent? A few UK 
based organisation was surveyed across a range of sectors and found that organisations expected the following 
categories of obligations from employees; 
 

 To work the contracted hours; 

 To produce quality work; 

 To deal honestly with clients; 

 To be loyal and guard the organisation’s reputation; 

 To treat property carefully; 

 To dress and behave correctly; 

 To be flexible and go the extra mile beyond one’s job description if necessary. 
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The following is what employees expect from the employer; 
 

 To provide adequate orientation and training; 

 To ensure fairness in selection, appraisal, promotion and redundancy procedure; 

 To provide justice, fairness and consistency in the application of rules and disciplinary procedures; 

 To provide equitable pay in relation to market values across the organisation; 

 To be fair in the allocation of benefits; 

 To allow time off to meet family and personal needs; 

 To consult and communicate on matters that affect them; 

 To interfere minimally with employees in terms of how they do their jobs; 

 To act in a personally supportive way towards employees; 

 To recognise or reward special contributions or long service; 

 To provide a safe and congenial work environment; 

 To provide what job security they can. 
 
STUDY UNIT 8: 
Chapter 8: Internal staffing and Career Management issues (pg 255 TB) 
 
Introduction 
 
The manner in which employees are managed within an organisation needs to be aligned with the 
organisation’s strategies. A vital component for the effective achievement of these strategies is the proper 
placement of individuals within the organisation, i.e. the placement of the right individual in the right position. 
This process is known as Internal Staffing. 
 
Internal staffing: The placement of individuals already in the service of the organisation is based on additional 
information such as all aspects of their performance since appointment, as well as skills, competencies and 
qualifications obtained. 
 
Effective internal staffing plans, policies and procedures will promote the achievement of both organisational 
and employee’s personal goals. Effective staffing for example can assist to retain the human resources most 
likely to serve the organisation’s needs. 
 
On the other hand, mismanagement of internal staffing may result in a great deal of job dissatisfaction and 
reduced effectiveness of the organisation. 
 
Reasons underlying the design of a proper internal staffing programme 
 

• Employee dissatisfaction: This applies especially to employees who spend 10, 20 or 30 years with the same 
employer. Where companies manage their workers strategically, they will understand that their 
opportunities within the company are dependent on the success of the business. However, if employees 
belief that despite the apparent success of an organisation, few opportunities for promotion exist because 
of the absence of a proper internal staffing programme, they may become bored with their jobs. 
 
If employees are frequently confronted by lay-offs they may lose confidence in their employer and 
consequently work less diligently. This also applies to employees who are passed over for promotion in 
favour of persons appointed from outside. This can result in employees becoming discouraged and will 
consequently lead to their ceasing to develop themselves and improve their job performance. 

 



    

 

 

 
60 

• Increasing concerns with job security: Many industries in South Africa and the world economy in general 
continue in a desperate effort to recover from the economic down turn of 2008. Employees who had long 
been among the working elite suddenly found themselves with no job at all. The present unemployment 
crisis extends beyond manufacturing workers to managers, professionals and public employees. 
 
Due to the circumstance, many companies have made personal sacrifices in order to maintain their jobs. 
These include benefit concessions and taking lower-level jobs at a reduced salary. As a result and due to 
the implications for employees, organisations are responding by avoiding over-hiring, retraining workers 
whose jobs become obsolete and educating workers about the need for flexibility as economic conditions 
change. 
 
The maintenance of a stable workforce is important to any company if it wishes to process unhindered 
with the implementation of its strategies. 

 

• Changing employee attitudes and concerns: One of the changes in employee attitudes is an increasing 
reluctance, especially among managerial and professional employees, to accept transfers, for example 
between cities. The usual reasons for this attitude are the high costs of obtaining housing at the new 
location or a working spouse in a dual-career family. In these cases where moves are still considered to be 
necessary and essential, special efforts are being made to assist the other spouse to obtain employment at 
the new location. 
 
Highly educated employees are also increasingly likely to request information about opportunities for 
promotion and the qualifications needed to attain them. This requires the organisation to furnish detailed 
information about career moves within a company. Without a well-formulated staffing programme this will 
not be possible. 

 

• Employment Equity issues: For the successful implementation of employment equity practices in the 
workplace, various stakeholders have to become actively involved. The most obvious are managers, 
employees, trade unions and political groups. The problem of obtaining employment opportunities for the 
“designated groups” in South Africa is in some ways even more pressing in internal staffing than in external 
selection, and this requires a sound internal staffing programme. The Employment Equity Act requires 
companies to draw up and submit an employment equity plan.  

 

• Labour union presence: With the presence of labour unions within organisations in South Africa, internal 
staffing and development procedures are inevitably affected in a number of ways. 
 
One of the most notable in view of the employment equity act is the availability of promotional and 
training opportunities for the designated groups. 
 
A second aspect is that employees are more likely to be explicitly notified of internal vacancies and given 
opportunities to bid for them. 
 
Both of these require an internal staffing programme that can be made available to the labour unions. 
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Factors influencing internal staffing decisions 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Advantages of Internal Staffing 
 
Internal staffing for non-entry-level positions can bring about a number of potential advantages 
 

• From an efficiency perspective, employers can maintain closer control over the skills/competencies and 
work habits acquired by their existing employees; 
 

• By developing logical career paths, employers can gradually prepare employees to fill complicated or 
critical positions without overburdening their capacity to learn at any single step; 
 

• When vacancies are filled through internal sources, employers do not have to spend orientating the new 
incumbents to the business environment; 
 

• In choosing candidates for complex or high-level positions, employers have more detailed information 
about the abilities, aptitudes and work habits of internal employees; 
 

• Emphasis on internal staffing presents potential advantages from the standpoint of employee satisfaction 
and commitment; 
 

• In enables organisations to fulfil hiring goals and timetables specified in employment equity actions; 
 

• Employees can be place in the best interests of both the organisation and the individual; 
 

• It can contribute to the organisation’s bottom line. 
 
 
 
 
 
 
 
 

Internal Staffing Decisions 

• Promotion 

• Demotion 

• Transfer 

• Lay - off 

Attrition 

• Voluntary termination 
• Involuntary termination 

• Death 

• Retirement 

• Transfer 

 

General economic trends 

• Growth 

• Recession 

• Depression 

Reorganization 

• Mergers 
• Acquisitions 

• Buy-outs 

New jobs from 
company growth 
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Types of Internal staffing strategies 
 

• Pure selection strategy: With this strategy the most qualified person for each position is chosen. 
Organisations that use this type of strategy can use a number of mathematical formulae to assist them in 
their decisions. This approach is maximally responsive to the organisation. 
 

• Vocational guidance strategy: This type of placement strategy places the person in the position for which 
they are most qualified. This approach is maximally responsive to the individual. 
 

• A Compromise staffing strategy: The pure selection and vocational guidance strategies for internal staffing 
represent opposite ends of a continuum. Both strategies have draw backs. However, if individual needs are 
ignored, as they are in the pure selection strategy, unwanted consequences such as high turn over or lower 
productivity could result. If on the other hand the organisational needs are ignored, as with the vocational 
guidance strategy, individual employees may be motivated and happy but some critical jobs may be filled 
with individuals who are not the best qualified. 

 
Guidelines for the selection of the most effective internal staffing strategies 
 
Several factors affect the selection of the best type of internal staffing strategy. When choosing a strategy, HR 
managers should consider the following conditions: 
 

• Selection ratio: The ratio of openings to applicants. Where there is a large number of applicants and a 
small number of posts to be filled (a small selection ratio) the company is likely to maximise the pure 
selection strategy. However, when a company has many positions to fill and only a few applicants (a large 
selection ratio) individuals will have more employment opportunities, and in this case a vocational 
guidance strategy may help to attract the few eligible individuals to the organisation, or convince those 
already in the workforce to stay. Where there are an equal number of job openings and applicants the 
compromise strategy will optimise the classifications and placements for both the organisation and the 
individuals. 
 

• Performance costs: A further factor that will influence the selection of a specific staffing strategy is the 
relative cost of performance errors for the position. If performance errors are extremely costly to the 
company, a pure selection strategy based on scores with maximum validity will ensure that the best person 
is placed in the job. 

 

• Type of job: A final factor affecting the selection of a strategy concerns the type of position and its 
relationship with other jobs in the company. In regard to jobs that are successive and have dependent 
operations, the best strategy may be to select a number of groups with the same output rates, e.g. slow, 
medium and fast, rather than force three groups to work at the rate of the slowest worker. 

 
Various approaches to internal staffing 
 
It is clear that the main concern that employers have regarding internal staffing is to increase worker 
satisfaction and commitment. 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. Internal staffing 
is also intended to increase the organisation’s effectiveness. 
 
Employers hope to motivate employees to acquire new skills/competencies and thus to retain employees who 
have already acquired substantial knowledge of the business and its environment. 
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Thus, most internal staffing is designed with two objectives in mind: 
 
a) Organisational effectiveness 
b) Employee satisfaction and commitment 
 
1) Promotion:  
 
A promotion is an internal upward move in an organisation that usually involves great responsibility and 
authority along with increases in pay, benefits and privileges. Looking into the future and at the South African 
work environment promotions in the future may not be as readily available as they were in the past. 

 
The term promotion is an emotionally charged term in the HR field and if the general consensus is that the 
wrong person was promoted, there will be resentment and probably a lack of cooperation from some staff 
members. 

 
Two main approaches are used to recruit employees for promotion: 

 Closed promotion system: this is the most common approach which places the responsibility for identifying 
promotable employees with the supervisor of the job to be filled. In addition to reviewing the past 
performance and assessing the potential of subordinates, a supervisor may inquire about employees in 
other departments who may be qualified for the job. 

 
A drawback to the closed promotion system is that many employees, who may be qualified and interested in 
promotion, may be overlooked. 

 

 Open promotion system: Also known as “job posting”, this approach may lead to recruiting more qualified 
persons. Job vacancies are publicised on bulletin boards and internal communication systems so that all 
interested employees may apply. 

 
By using these methods the following can be achieved: 

 Opportunities for employee growth and development are provided; 

 Equal opportunity or advancement to all employees is provided; 

 A greater openness in the organisation is created by making opportunities known to all employees; 

 Increased staff awareness of salary scales, job descriptions, general promotion and transfer procedures and 
what constitutes effective job performance. 

 Organisation goals and objectives are communicated and allow each individual the opportunity to find a 
personal fit in the organisation. 

 
It is imperative that decisions about promotions are based on reliable data, and identified criteria that the 
organisation uses in deciding which candidates to promote. 
 

• Seniority: A large number of organisations place significant importance on the seniority of an employee 
when making a promotion decision. Seniority is directly related to an employee’s length of service or the 
period spent on a specific job grade. 
Many arguments exist regarding this approach, as length of service rather than performance is rewarded. 
However, counter-arguments can also be found, a number of which have been identified; 
 

 Seniority avoids problems of biased supervisors who may promote favourite employees; 
 

 Seniority is a quick, easy and painless way to make a promotion decision; 
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 There is often some correlation between seniority and performance, i.e. employees become more 
competent at their jobs as they gain experience; 
 

 Seniority rewards the loyal employee who has worked hard for many years. 
 

• Performance: Because of the drawbacks in using seniority as a sole promotion criterion, many 
organisations strongly consider current performance when promoting employees. 
 
By using this approach, the chances that an organisation will make an effective promotion decision are 
relatively good, especially when the present job and higher job require similar skills and abilities. 
Promotion decisions are not always that easy, and past performance is not always a valid indicator of 
future performance, particularly when the employee is promoted to a job that requires skills and abilities 
considerably different from those used in previous jobs. 

 

• Assessment centre: Besides being a useful tool for external recruitment, assessment centres also play an 
important role in making internal staffing decisions. By use of an assessment centre the employee’s 
promote-ability is evaluated by a series of exercises focused on the kind of skills and abilities required to 
effectively perform the higher-level jobs that the candidates seek. 
The primary purpose of the assessment centre is to improve an organisation’s selection of managers, 
particularly at the first level of management. A secondary purpose is to increase the pool of employees 
from which managers are selected. The duration of this exercise normally lasts about two-and-a-half days. 

 

• Unofficial promotion criteria: In some organisations membership to a certain club or political party, 
graduation from the right university and participation in the right sport as well as strong friendships with 
the right people are important factors in promotion. 
It is important to note that in organisations of all forms and sizes strong informal bonds are created 
between employees who share common interests, ideals, values, beliefs and attitudes and it is the role of 
the HR manager to see to it that these associations do not cloud the judgement or overrule a decision 
regarding promotion if it will lead to the detriment of the organisation’s success. 
 
Advantages of Internal promotion: 
 

 Employees are likely to feel more secure, and identify their long-term interests with the organisation 
that provides them with the first choice of job opportunities; 
 

 Promotions from within enable organisations to use their emp0loyees’ abilities to the greatest 
extent possible; 
 

 Internal promotions tend to encourage excellent performance from employees, as they believe 
performance leads to promotion; 
 

 There is a significant correlation between opportunities for advancement and high levels of job 
satisfaction; 
 

 Internal employees are better qualified due to the familiarity with people, procedures, policies and 
special characteristics of the organisation; 
 

 Internal promotion can be less expensive than recruiting from outside the organisation. 
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Disadvantages of Internal promotion: 
 

 More highly qualified people from other sources may be overlooked 
 

 People can become promoted to a point of incompetence known as The Peter Principle; 
 

 Promoting from within requires additional training as the gap left by an internal promotion has a 
chain effect. Instead of training one person, it may be necessary to train more; 
 

 Promotion from within the organisation may lead to infighting and inbreeding, and a lack of varied 
perspectives and interests may also result; 
 

 During times of growth, employees are promoted regardless of qualifications leading to 
deficiencies. 

 
2) Demotion:  
 
A demotion is the process of moving a worker to a lower level of duties and responsibilities which typically 
involves a pay cut. Demotions can occur for various reasons; one reason can be reorganisation of an 
organisation after a merger with another company. 
 
The new Labour Relations Amendment Act 12 of 2002, relating to the issue of transferring a business as a 
“going concern” has been clarified as follows: 
 

 Automatic substitution of new employer for old employer; 
 

 Rights and obligations of the employee and new employer remain the same as they were between the 
employee and the old employer; 
 

 Terms and conditions of employment may be changed, provided that they are on the whole not less than 
favourable (except where a collective agreement exists, in which case terms and conditions may not be 
changed); 
 

 Transfer to pension, provident, retirement or similar funds would be in order; 

 Resignation due to terms and conditions of employment being changed could amount to constructive 
dismissal; 
 

 The new employer would be bound to collective agreements and arbitration awards that bound the old 
employer; 
 

 The old employer would have to take reasonable steps to ensure that the new employer can meet the 
obligations in respect of leave pay, severance pay and other monies payable to the employees; 
 

 In the case of insolvency or scheme of arrangement, the new employer (liquidator) would be automatically 
substituted for the old employer, but rights and obligations would not be transferred. 

 
Economic conditions could also force the company to close down some of its operations, forcing the remaining 
employees to accept lower positions. In this case, the criteria must not be discriminatory in view of the 
Employment Equity Act. 
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3) Transfers:  
 
A transfer is the lateral movement of a worker within an organisation. The reassignment of an employee to a 
job with similar pay, status, duties and responsibilities is called a transfer.  
In order to keep primary channels of promotion open, a firm may decide to transfer employees who are un-
promotable but productive at their present levels. Another reason for transfers is to satisfy the personal 
desires of employees. Personality clashes may also be another reason for transfer. Employee-job mismatches 
may also drive the need for a transfer where the employee can perform to the best of their abilities. 
 
4) Lay-offs:  
 
Lay off’s: a temporary termination of employment, or the elimination of jobs during periods of economic 
downturn or organisational restructuring. When employees are put on unpaid leave, it is called a lay-off. As 
soon as the company improves, or the factory completes its changes for a new product, the employees are 
called back. Part-time lay-offs refer to the use of reduced working weeks which allow employers to lay off 
workers for part of the week. In the case of an indefinite lay-off, an organisation may release employees from 
the company after a fixed period, such as six months or a year. 
 
An organisation usually engages in lay-offs as a result of employee surpluses, and usually an organisation tries 
all avenues to avoid this from happening. 
 
5) Downsizing/Retrenchment:  
 
Downsizing is a reduction in the number of people employed by a firm (known as restructuring and rightsizing). 
This process is also known as retrenchment. Downsizing / Retrenchment make jobs more financially bearable 
by offering employees early retirement programmes and generous severance pay plans. 
 
Coupled with proactive restructuring strategies, downsizing can be another tool to put the organisation back 
on track to domination rather than death, where the organisation is losing market share. Because of a number 
of powerful structural forces affecting all organisations today such as technological change and information 
technology, a large reduction in labour force requirements is taking place. 
 
Although downsizing may become inevitable due to the pressure of natural productivity and information push-
down, it is the manner in which it is implemented that is of vital importance. Below are some guidelines in this 
regard: 

 

 Couple proactive restructuring with downsizing, either concurrently or in immediate sequence; 
 

 Combine top-down and bottom-up downsizing. It is important, when reducing numbers of people at all 
levels, that simplifying the work throughout the organisation must also take place; 

 

 Pay special attention to people who lose their jobs and who do not. Assist those who lose their jobs by 
trying to find other employment. Communicate in an understanding manner with those who remain 
behind regarding the reasons for the downsizing in order to instil confidence and loyalty in them; 

 

 Downsize not only inside the firm but also within the firm’s external network. 
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A few points to consider when Downsizing/Retrenchment is engaged, due to the Labour Relations Amendment 
Act are: 

 

 Disclosure of information: An employer who does not want to disclose information in the case of a 
retrenchment would have to prove that information is not relevant; 
 

 Individual retrenchments: The CCMA would be able to arbitrate individual dismissals for operational 
reasons, where this has hitherto been the domain of the Labour court; 

 

 Unfair labour practices: Unfair labour practices would have to be referred to the CCMA within 90 days after 
the employee becomes aware thereof. The CCMA would have the jurisdiction to make an order on terms 
that it deems reasonable, including reinstatement, re-employment or compensation; 

 

 Unfair procedure in the case of dismissal: The Labour Court / CCMA would have a broader discretion 
regarding compensation. The maximum total compensation for both procedural and substantive unfairness 
would be 12 months in cases other than automatically unfair dismissals. 

 
6) Resignations, quits and dismissals: 
 
The ending of an employment contract can take place in a number of ways: 
 

 By the voluntary resignation on the part of the employee; 
 

 By quitting the organisation – the employee does not give notice; 
 

 By dismissal of the employee by the employer for specific reasons such as incompetence, violation of rules 
or dishonesty. 

 
7) Retirement: 
 
Retirements are a special case of resignation, and because it is initiated by the employee it is similar to a “quit”. 
Retirement occurs at a certain age or after a number of years’ service. Upon retirement employees usually 
receive a monthly pension until their death. 
 
Sometimes employees will retire early which is sometimes the case when an employee begins to perform 
below expectation and then, rather than be dismissed, the organisation could offer early retirement. Or the 
employee may be blocking a promotion channel for a highly qualified employee. An employee can also retire 
due to ill health. 
 
Career Management 
 
People have varying expectations about the rewards and satisfactions they seek from their jobs. To some, work 
is purely a necessary evil, a painful mechanism for earning enough money to support one’s self or one’s family. 
These employees do not expect to be fulfilled in their work, and may even feel that work and enjoyment are 
incompatible. On the other hand there are employees that not only seek good salaries and benefits but also 
desire to satisfy certain human needs through their work. For others, work may be the most significant part of 
their lives, totally committed to their jobs and the work they do, they get a sense of pride and satisfaction from 
their work. 
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Benefits to the organisation 
 
Well planned and executed career programmes will benefit both the organisation and the employees in a 
number of ways, these include the following: 
 

• Staffing inventories: Effective career management will help ensure a continuous supply of professional, 
technical and managerial talent so that future organisational goals may be achieved. 
 

• Staffing from within: Because of the many potential advantages of promotion from within, most 
organisations like to promote employees when positions become available. In order to avoid the Peter 
principle a strong career management programme is needed to guarantee that employees can perform 
effectively in new jobs. 
 

• Solving staffing problems: Certain staffing problems may be remedied through effective career 
management. A high staff turnover may be caused if there is a feeling that little opportunities exist within 
the organisation. Secondly, recruiting of new employees may be easier if applicants realise that the 
company develops its employees and provides career opportunities. 
 

• Satisfying employee needs: Higher levels of education have raised career expectations, and many 
employees hold their employers responsible for providing opportunities so that those expectations can be 
realised. 
 

• Enhanced motivation: Because progression along the career path is directly related to job performance, an 
employee is likely to be motivated to perform at peak levels so that career goals may be accomplished. 
 

• Employment equity: Guidelines demand fair and equitable recruiting, selection and placement policies and 
the elimination of discriminatory practices concerning promotions and career mobility.  
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TOPIC 3 

 
STUDY UNIT 9: 
Chapter 9: Performance Management and appraisal 
 
Performance Management and Appraisal (Pg 292 TB) 
 

Introduction 
 

Performance Appraisal is the ongoing process of evaluating and managing both the behaviour and outcomes in 
the workplace. Employee performance common to most jobs includes: quantity of output, quality of output, 
timeliness of output, presence at work and cooperativeness.   
Organisations use various terms to describe this process such as: Performance review, annual appraisal, 
performance evaluation, employee evaluation and merit evaluation.  
Performance Management is a broader term than performance appraisal, and is a process which significantly  
affects organisational success by having managers and employees work together to set expectations, review 
results and reward performance. 
  
• What is the difference between performance appraisal and performance management?  

 

 
Performance Appraisal 

 
Performance Management 

Is only concerned with individual 
performance 

 
Is concerned with the total performance of 
the organisation and how individual and 
team results contribute to that performance 

Is a segregated process 

 
Is an integrating process – integrating 
corporate, functional, team and individual 
objectives and linked more closely with 
other aspects of HR management 

 
Is treated as an administrative chore 
imposed by the HR department 

 
Is treated as a normal process of 
management  

 
Is seen as something handed down by 
superiors to subordinates 

 
Concerns all members of the organisation as 
partners in the process 

Is not concerned with team performance 
 

Is concerned as much with team 
performance as with individual performance 

Is a process relying on a one-a-year formal 
review 

Is a continuous process 

Provides a basis for performance – related 
pay decisions 

Can provide a basis for performance-related 
pay decisions, but greater care is taken in 
developing rating systems and achieving 
consistency in ratings. 

 
P A should not be confused with other HR processes. Whether an organisation implements performance 
management or performance appraisal, the type of criteria to be used must to be determined. 
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Performance Criteria  
 

There are 3 types of performance criteria:  
 

 Trait Based Criteria: focuses on personal characteristics of an employee e.g. loyalty, dependability, 
creativity and communication skills;  

 Behaviour-Based Criteria: concerned with specific behaviours that lead to job success;  

 Results or Outcome-Based Criteria: focuses on what was accomplished rather than how.  
 

Note: Job analysis is done to determine these criteria  
 

Performance Appraisal Objectives  
 

Performance appraisals are used for administrative purposes, such as making decisions about pay, promotion 
and retention. They contribute to the satisfaction and motivation of employees, if used correctly. Performance 
appraisal objectives fall into 2 categories (Evaluative and developmental) 
 

• Evaluative Objectives  
 

 Compensation decisions  

 Staffing decisions  

 Evaluating the recruitment, selection and placement system  
 

• Developmental Objectives  
 

 Developing employee skills and motivation for future performance  

 Give performance feedback  

 Training and development decisions  
 

The Appraisal Process (Essay question) 
 

Steps in developing a PA system  
 

These steps are a guideline - each organisation alters these steps according to its own unique situation  
 

1) Determine performance requirements. What skills, outputs and accomplishments will be evaluated during 
appraisal each appraisal. 
 

2) Choose an appropriate appraisal method.  
 

3) Train supervisors. To enable the preparation of fair and accurate appraisals. 
 

4) Discuss methods with employees. Specifying which performance area is being evaluated, how often, and its 
significance to the employee.  
 

5) Appraise according to job standards. By comparison of actual work against specific requirements. 
 

6) Discuss appraisal with employees. Discuss positive work performance and areas needing improvement. 
 

7) Determine future performance goals. Important aspect of PA set goals with the employee (buy-in) 
 
Legal Considerations  
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As a result of legislation, the possibility of legal reviews of terminations, promotions, pay decisions and other 
HR issues is a reality in South Africa. Experts suggest several guidelines that, if strictly followed, will help 
protect a company from legal implications related to its PA's:  
  

 Written appraisals should be conducted regularly for all employees, not only limited to lower-level 
employees.  
 

 Supervisors and other appraisers should be trained thoroughly in proper appraisal procedures.  
 

 Appraisers should apply consistent, explicit and objective job-related standards when preparing PA’s. 
 

 An audit system should be established to guard against leniency and other rater errors to ensure that 
appraisals are unbiased and justified. 
 

 Problem areas should be detailed and documented.  
 

 When problems have been identified in assessing substandard performance, specific goals and timetables 
should be established for improvement. 
 

 Employees should be given a clear opportunity to respond to negative appraisals.  
 

 The employer should be able to prove that the employee received the PA. 
 

 Circulation of appraisals should be restricted to those in management with a need to know.  
 

 Check past PA’s, especially if termination for poor work performance is being considered.  
 
 
 
What are the characteristics of a properly designed performance appraisal system? 
 
The human resource manager, should be aware of the following characteristics of a properly designed 
performance appraisal 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. 
 

• 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. 



    

 

 

 
72 

Performance Appraisal Methods 
 
 

  
 
 
 
 
 
Category rating method 
 

• Graphic Rating Scale: Rates the employees on some standard or work attribute. The rating is done on a 1-3 
or 1-5 on a Likert-type scale, with “1” represent “very unsatisfactory” 

 

• Non-Graphic Rating Scale: More valid than graphic scale rating because it contains a brief description of 
each point on a scale.   

 
Advantages of rating scales:  

 

• Provide a mathematical evaluation, which provides justifiable results for decision-making; 

• Provide results fairly quickly and easily.  
 
Disadvantages of rating scales:  

 

• Raters can easily make halo or central tendency errors;  

• Leniency errors;  

• Rating scales are not related to a specific job.  
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Comparative methods  
 

A common problem in developing PA systems is the appraiser’s tendency to apply uniform ratings to all 
employees regardless of performance. Comparitive methods can be used to tease out differences between 
employees by providing direct comparisons. 
 

• Ranking:  
 

Listing of all employees from highest to lowest in performance, thereby ranking employees from the most 
effective, to the least effective and eliminating the problems of tendency and leniency.  

 

Advantages:  
 

 Fast and easy to complete;  

 A numerical evaluation given to employees can be directly related to compensation changes or staffing 
considerations; 

 Completely avoids problems of central tendency or leniency. 
  

Disadvantages:  
 

 Seldom developmental as employees do not receive feedback on their strengths and weaknesses, or 
any required future direction;  

 It assumes each department has employees who can be distributed fairly over a range from best to 
worst;  

 There is no common standard of performance by which to compare employees from various 
departments since employees in each department are compared only with each other.  

 

• Forced Distribution:  
 

Similar to ranking, forced distribution requires that supervisors spread their employee evaluation in a pre-
described distribution. The supervisor places employees in classifications ranging from poor to excellent. 

 

Advantages:  
 

 Eliminates central tendency and leniency biases  
 

Disadvantages:  
 

 Same as for ranking  
 

• Paired Comparison:  
 

A variation of the ranking method, raters pair employees and choose one as superior in overall job 
performance. This method results in each employee being given a positive-comparison total and a certain 
percentage of the total positive evaluation. 

 
Advantages:  

 

 A percentage of positive comparisons is gained;  

 Does not force the distribution of employees in  each department;  

 The actual distribution of employees is based on performance  

 Quick and fairly easy to use when there are few  employees being rated  
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Disadvantages:  
 

 Time consuming with large numbers of employees  

 Employees are compared to each other on overall performance rather than on specific job criteria  
 

• Narrative Methods 
 

Critical incidents are used to make the appraisal process more job related. Annual review file or calendar – 
appraiser keeps ongoing record of employees critical incident contemporaries during the appraisal period. 

 

• Behavioural / objective methods 
 

Behavioural anchored rating scales (BAR):  The points of the rating scale are critical incidents. They are also 
job related. 

 

Advantages of BARS: 
 

 A more accurate gauge 

 Clearer standards 

 Feedback 

 Independent dimension 

 Consistency 
 

Management By Objectives (MBO’s) 
 
The MBO Process 

 
• Goal setting: The goal setting process starts with the formulation of long-range objectives and cascades 

through the organisational objectives, departmental goals, and finally individual goals. In the context of 
MBO, good goals include: 
 

 A description of what specifically is to be accomplished and how it will be monitored and measured; 
 

 Target dates for goal accomplishment, and; 
 

 The amount of resources to be used in accomplishing the goal. 
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• Action Planning: Goals specify what is to be achieved action plans specify how the goals are to be achieved. 
The action plan constitutes the road map for accomplishing the goals. 
 

• Self Control: A primary assumption of MBO is that employees will accomplish their goals if given 
management and organisational support. In this assumption is that those who are being appraised with 
MBO have a fairly high level of motivation, commitment and are achievement driven. 
 

• Periodic review: Most MBO systems include a mechanism for periodically measuring progress towards 
goals. A review process is particularly important to discuss problems that employees may be experiencing 
in reaching the goals set out. 

 
Advantages of MBO: 
 

 Both supervisor and employee participate in the appraisal process; 

 Appraisals focused on specific goals and not broad personality traits; 

 Better direction, as goals and objectives are determined before execution and before the appraisal. 
 
Disadvantages of MBO: 
 

 The appraisal process requires time and effort by both supervisor and employee. 
 
Common Rater Errors  
 
Appraisers should be made aware of and trained to avoid committing common rater errors  
Training and information can MINIMISE such errors  

 

 Supervisory Bias (rater bias) : Bias usually not related to job performance, but personal characteristics; 
 

 Halo Effect : When a rater allows one particular aspect of an employees’ performance or personal traits 
to elevate the other aspects of performance; 
 

 Central Tendency: The tendency to rate everyone as average; 
 

 Leniency: The tendency to rate everyone highly; 
 

 Strictness: The tendency to rate everyone poorly; 
 

 Recency/primacy effect: The tendency to rate employee’s on the most recent performance rather than 
on the overall performance over a period. 

 
 
Who should do the rating? 
 

• Supervisors 

• Peer evaluations 

• Customer/client evaluations 

• Self-ratings 

• Reverse appraisals 

• Team portfolio appraisals 
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The appraisal interview 
 
There are three types of information that supervisors generally try to rely in PA interviews: 
 

 Performance improvement feedback; 

 Corporate goal feedback; 

 Salary information; 
 
Problems with the appraisal interview 
 

 Playing God: The act of appraising someone, but also required to help and assist; 

 Inability to give criticism:  

 Personality biases:  

 Inability to give effective feedback: Feedback is sometimes given as a general statement instead of 
mentioning specifics. 

 
Interview format 

 

 Prepare for the interview – important in a successful appraisal interview.  Supervisor (or other rater) 
should gather and review all relevant performance records (these include all data regarding work 
output and quality, absenteeism and tardiness etc). 
 

 State the purpose of the interview – the employee should be told if the interview will cover 
compensation and staffing decisions (merit increase, promotion, transfer, etc.), employee 
development or both. 
 

 Indicate specific areas of good performance and areas that need improvement – begin the discussion 
by highlighting areas of good performance.  Appreciation and recognition for good work are important 
parts of the appraisal interview. Areas of performance in need of improvement are discussed next. 
 

 Invite participation:  Throughout the employee should be invited to comment.  This enables the 
employee to let off steam and tell why certain performance problems exist.  It is also an opportune 
time to clear up any misunderstandings that may still exist about job expectations. 
 

 Focus on development – setting up the employee’s development programme.  Employees are much 
more likely to be committed to developmental programmes if they agree with the supervisor that the 
programme is necessary to improve job skills and abilities.  Employees who feel that no performance 
problems exist or that a programme of development is unnecessary to promote career goals will be 
uncommitted to development.  Supervisors must clearly show their employees how development is 
related to job success. 
 

 
 
 
 
 
 
 
STUDY UNIT 10: 
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Chapter 10: Training and Development 
 
Training and Development (Pg 339 TB) 
 
How does the HR manager train and develop employees for their present and future jobs? 
 
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 certainly want to improve their weaknesses 
to ensure a successful career within the company. This is where the human resource manager plays a crucial 
role: 
 

 firstly, by assisting employees to overcome their weaknesses (by means of proper training and 
development), and  

 secondly, by helping them to plan their path up the corporate ladder (by means of proper career 
management). 

 
Effective training and development can contribute greatly to improved performance, as well as motivated 
employee behaviour. It is therefore vital for every human resource manager to be aware of the requirements 
for proper training and development, and to ensure that they are constantly adhered to. 
 
Training versus Development 
 

• Training: 
 

Training is a process whereby people acquire capabilities to aid in the achievement of organisational goals.  
 

 Training programmes focuses on a smaller number of technical skills; 
 

 Training usually concentrates on the short-run (does not go on indefinitely). 
 

• Development: 
 

Development is the managerial function of preserving and enhancing employees’ competence in their jobs by 
improving their knowledge, skills, and other characteristics.  
 

 Management development activities tend to focus on a broad range of skills. A development 
programme focuses on a wide variety of interpersonal and managerial decision-making skills, such as 
planning, leading, communicating, motivating and scheduling; 
 

 Management development is usually aimed at the long run, which should take place continually 
throughout a manager’s career and be an integral, ongoing part of the manager’s job. 

 
Traditional managerial skills 
 
There has been a large movement to redesign jobs in an effort to empower employees and responsibility down 
to the lowest levels of the organisation. This movement together with the conversion from individuals to 
teams, is central to total quality management concepts (TQM) 
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• Technical Skills: This includes knowledge of equipment, work methods and work technologies. These skills 
are much more important for the traditional first-level managers than for middle and top-level managers. 
First-level managers often conduct on-the-job training for employees and troubleshoot problems with the 
organisation’s technology. 
 

• Conceptual Skills: This is the ability to view the organisation as a whole and to coordinate and integrate a 
wide array of organisational functions, activities, goals and purposes. 
 

• Human relations skills: A popular definition of a manager is “one who accomplishes his work through 
others”. In this sense, every manager is a leader, and human relations skills are equally important for 
managers at all organisational levels. 

 
Purpose of T&D (Pg 342 TB) 
 
There are seven major purposes of Training and Development (T&D) as listed below: 
 

 Improved performance: Although training cannot solve all problems of ineffective performance, 
employees who perform unsatisfactorily because of deficiency in skills are prime candidates for 
training. Sometimes a new or newly acquired or promoted employee does not poses all the skills and 
abilities required to be fully competent on the job, this gap can be closed through training; 
 

 Update employee’s skills: Due to the advancement in technology and the improvement of equipment 
and processes, employee skills must be updated through training; 
 

 Avoid managerial obsolescence: Managerial obsolescence may be defined as the failure to keep pace 
with new methods and processes that enable employees to remain effective. Rapidly changing 
technical, legal and social environments have affected the way managers perform their jobs, and 
management personnel who fail to adapt to these changes become obsolete and ineffective; 
 

 Solve organisational problems: Managers are expected to attain high goals in spite of personal 
conflicts, vague policies and standards, scheduling delays, inventory shortages, high levels of 
absenteeism and turnover, labour-management disputes and a restrictive legal environment. Training 
is one important way to solve many of these problems; 
 

 Orient new employees: The impressions, and expectations that new employees have towards their 
new environment can vary drastically from employee to employee, and this may influence their job 
satisfaction and productivity. For this reason orientation of new employees is an important training 
method to address the uncertainties, preconceived ideas, and questions that new employees may 
have; 
 

 Prepare for promotion and managerial succession: A systematic career development programme is one 
way to attract, retain and motivate employees. Training forms the basis of these programmes to 
support the acquiring of new skills; 
 

 Satisfy personal growth needs: T&D can play a dual role by providing activities that result in both 
greater organisational effectiveness and increased personal growth for all employees.  
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T&D priorities for the twenty-first century 
 
While priorities change as new issues confront the organisation, many observers believe that the three issues 
receiving the highest priority are: 
 

 Quality Improvement programmes: These have been driven as a result of increasingly higher demands 
for quality from the customer and the need to be more competitive in a global economy T&D 
leadership, team-building, goal-setting, problem-solving, decision-making and so on are part of a 
quality improvement (or TQM) programme. In South Africa basic skills and remedial training 
programmes have become a pre-requisite of other quality programmes because of the skills 
deficiencies found in the workforce; 
 

 Technological change-related programmes: These programmes continue to challenge organisations. As 
the rate of technological advancement continues to accelerate, employers need to offer T&D to keep 
front line and managerial employees from obsolescence. This has been a training priority since the 
industrial revolution; 
 

 Customer service T&D programmes: These programmes are now a top priority for organisations that 
consider themselves service orientated – an ever – growing group. Financial, banking insurance and 
other such industries have clearly been placing increasing emphasis on service to the customer as a 
possible competitive advantage in their industries. TQM programmes in such industries focus on the 
responsibility that employee has to the customer or client. 
 

Strategic Training 
 
Strategic training refers to training that is linked to the organisations objectives, goals and business strategies 
which adds value to the organisation. Training is considered strategic when it develops essential workers 
capabilities, encourages adaptability to change, promotes ongoing learning in the organisation, creates and 
disseminates new knowledge throughout the organisation and facilitates communication and focus. 
 
A strategic training plan is needed in order to execute this process successfully; a strategic plan consists of 
these for major stages: 
 

• Stage 1 – Strategise : During this stage HR and training managers work with management to determine the 
strategic linkage between training and the strategic business plan. 
 

• Stage 2 – Plan: Training objectives and expectations of training should be identified and specific 
measurable learning objectives created. 
 

• Stage 3 – Organise: It must now be decided how training will occur and how much resources will be 
needed. 
 

• Stage 4 – Justify: The process must be evaluated to determine to what extent the goals set in stage 1 have 
been met. The effective implementation requires the use of a systematic training process as discussed 
below. 
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A Systems approach to T&D 
 
The process of training people is only a small part of the training process. Successful T&D involves considerable 
effort and is thought of as a complex system involving a number of distinct but highly interrelated phases. 

 

• Phase 1 – Needs Assessment: The systematic analysis of the specific training management development 
activities required by an organisation to achieve its objectives.  
 
Not all T&D situations require assessment at each level; the needs analysis may be conducted at three 
levels; Organisational analysis, operational analysis and person analysis. 
 

 Organisational analysis: Organisational analysis involves analysing organisational wide performance 
criteria (such as accidents and injuries, absenteeism, turnover, productivity, quality, operating costs, 
Employment Equity, etc). The purpose of this analysis is to uncover major problem areas that may 
indicate a need for training. 
 

 Operations analysis: The purpose of operations analysis, also called job / task analysis, is to determine 
how a job should be performed – the desired level of performance. Data is collected through the 
operations analysis process which enables training personnel to create programmes that focus on the 
right way to perform a job. 
 

 Individual analysis: Individual analysis focuses on the employee and is used to identify employees for 
training. Individual analysis determines (1) who currently needs T&D, and (2) what skills, knowledge, 
abilities or attitudes need to be acquired or strengthened now and for the future in order to close the 
performance gap. Individual analysis data can be obtained as follows: 
▪ Advisory committees 
▪ Assessment centres 
▪ Attitude surveys 
▪ Group discussions 
▪ Questionnaires 
▪ Skills test 
▪ Observations of behaviour 
▪ Performance appraisals 
▪ Performance documents 
▪ Exit interviews 
 

 Special case of T&D for managers: HR professionals should ensure that PA (performance appraisals) 
systems used for managers are aimed at managerial development, not just evaluation. This is especially 
essential where an organisation promotes from within. 
 

 Management succession chart: This is a chart or schedule that shows potential successors for each 
management position within an organisation. Although the primary focus of a succession chart is on an 
organisation’s current structure, the performance and promotion data on the chart are valuable for a 
growing company in determining promotions in the future. 
 
The assessment of development needs – whether to improve current performance or to prepare 
employees for promotion – should result in a programme of T&D approached which are as far as 
possible individualised for each manager. 
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 Selecting needs – assessment techniques: Several criteria may be used in selecting a needs – 
assessment method. 
 
▪ Employee involvement 
▪ Management involvement 
▪ The time frame requirement 
▪ Cost of the assessment method 
▪ Information must be relevant and quantifiable 

  
Many organisations will “buy-in” to the latest fad or purchase a mimic in training in the hope that it will 
be of use in their organisation. It is essential that a training needs analysis is conducted. 
 

 T&D Objectives: Following the assessment of training needs, T&D objectives should be written to 
reflect what the participant should be able to do on completion of training. T&D objectives indicate the 
kinds and levels of skills, knowledge, abilities and attributes the participant should possess after the 
programme has been completed.  
 
Well written T&D objectives will; 
 
▪ Help determine which methods are appropriate by focusing on the areas of employee performance 

that need to change; 
 

▪ Clarify what is to be expected of both the trainer and the participants; 
 

▪ Provide a basis for evaluating the programme after it has been completed. 
 
The Qualities of good and well written T&D objectives include; 
 
▪ A statement of outcome behaviour; 

 
▪ A description of the conditions under which the outcome behaviour is expected to occur; 
 
▪ A statement of the minimum level of achievement what will be accepted as evidence that the 

employee has accomplished what was required. 
 

• Phase 2 – Design and Delivering of T&D: After a needs assessment has identified the performance gap, or 
another specific set of developmental needs, and the T&D objectives defined, the organisation is ready to 
seek or design a T&D programme.  
 

 Training design:  
 

 Principles of learning: T&D is a form of education, employees are expected to learn and apply new skills 
and abilities to benefit both the organisation and themselves. 
 

 Motivation: Employees may feel T&D is a waste of time, this can be alleviated by showing employees 
what benefits can be derived from T&D and how it facilitates improved work performance and assists 
in promotion decisions. 
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 Participation: Another way to inspire employees is to through direct involvement and active 
participation in the T&D process. Active participation enables trainees to become directly involved in 
the learning process. 
 

 Feedback: Feedback on progress reduces anxiety and lets trainees what they must do to improve. 
 
 

 Organisation: Training material must be constructed and presented in such a manner that concepts 
build on one another. A logical and methodical approach must therefore be taken in order to avoid 
“gaps” or ambiguities.  
 

 Repetition: Behavioural research shows that repetition and frequent practice assists in the process of 
learning and development of skills. 
 

 Application: Job training is useless unless it can be applied practically in a real work situation. The 
application of skills learned during training to the working environment is known as the transfer-of-
knowledge. The following training methods can be used to create a successful or positive transfer: 
 
▪ Maximise the similarity between T&D and the job; 

 
▪ Provide as much job knowledge and experience as possible while the task is been taught; 

 
▪ Provide for a variety of work related examples when teaching concepts or skills; 

 
▪ Label or identify important features of a task; 

 
▪ Ensure that the general principles are understood; 

 
▪ Ensure that the T&D is rewarded on the job; 

 
▪ Design the T&D so that trainees can see its applicability; 

 
▪ Use questions to guide trainees’ attention. 

 

 Training delivery:  
 

On-The-Job T&D techniques typically involve job instruction given by an employee’s supervisor or an 
experienced co-worker. OJT may involve learning how to run a machine, complete reports and related 
computer/paperwork, conduct interviews and so on. OJT techniques can also be used to practise 
management skills, make mistakes and learn from their mistakes under the guidance of an 
experienced, competent manager. 

 
OJT methods may include job rotation and lateral promotion, enlarged and enriched job 
responsibilities, job instruction training, coaching, mentoring and committee assignments. 
 
▪ Job rotation: job rotation or “cross training”, is training that requires an individual to learn several 

different jobs in a work unit or department and perform each for a specified time period. On lower 
job levels, job rotation normally consumes a short period, such as a few hours or days. At higher 
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job levels, job rotation may consume much longer periods because more complex functions and 
responsibilities are involved. 

 
▪ Enlarged and enriched job responsibilities: By giving an employee added job duties and increasing 

the autonomy and responsibilities associated with the job, the firm allows an employee to learn 
more about the job, the department and the organisation. Redesigning the job can be seen as a 
T&D approach since the employee can be stretched and tested in new ways. The “empowerment” 
philosophy focuses on needs satisfaction and motivation but it can also play a major role in T&D. 

 
▪ Job instruction training: Job Instruction Training (JIT) is a series of steps for supervisors to follow 

when training their employees. Because of its simplicity and common sense approach, JIT remains 
a popular tool for many modern trainers, even in South Africa. The simple steps in the JIT system 
are (1) preparation, (2) presentation, (3) performance, and (4) follow-up. 

 
▪ Coaching: Coaching is an on-the-job approach in which a manager has the opportunity to teach an 

employee on a one-to-one basis. This is a method by which a manager plays the role of a helper 
and a teacher, very much like an athletics coach. The coach achieves developmental objectives by 
setting goals, providing assistance and by giving timely and constructive performance feedback. 
The coach answers questions, lets the employee participate in making decisions, stimulates the 
employees thinking and helps when problems occur. 

 
▪ Mentoring: This is a method by which a trained and experienced manager provides guidance to a 

junior manager or professional and facilitates his or her personal development. Mentoring is often 
used with young professional employees who have high career aspirations. Mentorships can be 
formed formally or informally. 

 
▪ Committee assignments: Serving on a committee and participating in decision-making enable a 

manager to strengthen a variety of skills. 
 

 Away-from-the-job T&D: This includes any form of training performed away from the employees place 
of work, and may take the form of (1) In-house programmes, or (2) off-site programmes. 
 

 Lecture: Lectures are the second most popular away-from-the-job T&D techniques, with some 85% of 
organisations in RSA using this controversial method. Its strength lies in delivering uniform information 
to a large group of people in a timely manner, and most T&D methods contain some lectures. Lectures 
are however, constructed on the basis of one way communication, and behavioural skills seem to be 
learned more effectively through more interactive methods. 
 

 Conference/discussion: Discussing problems and critical issues in a conference/discussion format 
permits a dialog between the trainer and trainee, as well as among the trainees. This two-way 
communication provides trainees with immediate feedback on their questions and ideas and heightens 
the motivation for the learner. 
 

 Vestibule or simulation: In a training area created to resemble the employee’s actual work area, 
vestibule or simulation training is performed with the aid of an instructor, who demonstrates on the 
same kinds of machine(s) and uses processes the trainee will use on the job. 
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 Technology based systems: There are two main types of Computer Based Training (CBT) approaches; 
namely CD_ROM approaches and web-based training. E-learning is the use of internet or an 
organisational intranet to conduct training on-line. 
 

 Case study: A case study is a written description of an organisational problem. The case method was 
developed at the Harvard Business School. Case studies require participants to identify and analyse 
specific problems, develop alternative courses of action and recommend the best alternative. 
 

 Role Playing: A training method in which participants are required to respond to specific problems they 
may encounter in their jobs. The primary goals of role playing are to analyse interpersonal problems, 
and develop human relation skills. Useful in training aspects of negotiation, interviewing, counselling, 
performance appraisals, sales and so on. 
 

 Management games: Management games or simulation exercises are designed to replicate conditions 
faced by real organisations and usually involve competing teams that both make decisions concerning 
planning, production, finance and control of hypothetical organisation. As a team member, participants 
are able to study group dynamics – conflict resolution, communication patterns and development of 
interpersonal relationships. 
 

 In-basket exercise: The in-basket exercise is designed to develop the analytical and problem-solving 
skills of lower level managers. The technique centres on a series of hypothetical problems that a 
supervisor may find in a typical in-basket. Example of items the in-basket may contain include 
 

▪ A note from an employee requesting a six-week leave of absence to work for a family business. 
Without his work, production goals will probably not be met. 

 

▪ A note from a trusted employee who will resign if she doesn’t get a 10% increase. 
 

▪ A letter from the personnel manager stating that he is unable to find qualified candidates for five 
vacant positions in your work unit. 

 

 Membership of professional organisations: An informal way to keep abreast of new theories, 
principles, methods and techniques in a field is through membership of a professional organisation. 
 

 Wilderness training: The purpose of wilderness training is not to develop technical skills but to develop 
and hone interpersonal skills such as confidence, self-esteem, teamwork, goal-setting and trust.  
 

 Behaviour modelling: Acting as a role model. The fundamental characteristic of modelling is that 
learning takes place by observation of the role model’s behaviour or by imagining his or her 
experience. Each module contains the following elements (1) Trainers introduce the topic – employee 
orientation, (2) A model of effective supervisory behaviour is illustrated by film  or videotape – a 
discussion of key learning points follows the film. (3) The training group discusses the model of 
effective behaviour. (4) Trainees practice desired behaviours, using role-playing as other trainees 
observe in turn. (5) Trainees receive feedback on the effectiveness of their behaviour from their fellow 
observers. 
 

 Sensitivity training: Through sensitivity training (also called – T-Group), individuals become more aware 
of their feelings and learn how one’s behaviour affects the feelings, attitudes and behaviour of others. 
Research has proved inconclusive regards the effectiveness of sensitivity training, but according to 
studies it can cause behavioural changes such as greater openness, trust and respect. 
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• Phase 3 – Evaluation: The purpose of T&D evaluation in the training process is to determine whether 
trainees actually learned new skills and attributes or a body of knowledge as a result of the T&D 
programme. Training is always seen as coming to an end once the programme has come to finalisation. The 
truth is that the full cycle has not been completed once trainee and trainer have parted separate ways. 
Training and the associated skills learnt requires implementation by the trainee within his area of 
responsibility. 
 
There are several strategies that may be used to evaluate training. Cost-benefit analysis measures T&D 
costs against the monetary benefits of T&D. Whilst costs are easy to calculate, the benefits of T&D is 
sometimes difficult to translate into economic terms, for example, how does an improvement in 
communication affect the bottom line?  
 
Another way to measure the effectiveness of T&D is to measure the extent to which the objectives were 
met. 
 
Levels of T&D evaluation: 

 

 Level 1: How did participants react? 
 

 Level 2: What did participants learn? 
 

 Level 3: How did participants’ behaviour change? 
 

 Level 4: What organisational goals were affected? 
 
Successful T&D programmes for managers 
 
Modern facilities, expensive equipment, abundant administration staff and a sufficient budget will not 
guarantee the success of T&D efforts. In particular, the success of management development is measured by 
its ability to produce a steady stream of competent, motivated managers who are able to meet current and 
future organisational goals. To achieve this, a number of conditions must be satisfied; 
 

• Performance appraisal: The development needs of current managers are effectively pinpointed through 
objective, results-oriented appraisal techniques. Results oriented systems, such as MBO, remove any 
obstacles in conducting a thorough, valid assessment programme. 
 

• Long-range planning: T&D activities must be based not only on current but also future needs of managers 
and the skills required to fulfil future job responsibilities. Potential changes in technology, government 
legislation and other internal or external variables must be analysed and incorporated into T&D activities to 
prevent managerial obsolescence in the future. 
 

• Top management support: T&D activities must receive strong endorsement from top management. 
Without this support T&D programmes may be viewed as a form of entertainment. Support from top 
management must be earned by demonstrating how programmes are contributing to the bottom-line, and 
demonstrate the cost-effectiveness of T&D.  
 

• Professional staff: HRD staff must possess strong conceptual skills to design and implement T&D 
programmes, whilst being technically able to conduct the T&D activities. 
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South Africa’s training challenge 
 
The biggest problem facing South Africa in the new millennium is that of rebuilding the economy. This process 
can only be successful if companies raise performance and productivity standards through skill enhancement 
and development. The factors for sustainable productivity increases are as follows: 
 

• Education and training; 

• Economic restructuring, and; 

• Better management practices. 
 
In order to succeed in the rebuilding process, it is imperative that private sector, state and the providers of 
education interact to establish the composition of required skilled teams so that tactics can be developed to 
train the individual team members. The training and development of previously disadvantaged groups for entry 
into the job market, as well as their training for progression through managerial ranks, is a great challenge 
facing South Africa. 
 
Developing countries such as South Africa should identify their key industries (examples include the mining 
industry and the auto industry) and develop the competency clusters by creating the necessary research and 
development facilities needed to support the industry. 
 
If South Africa wants to succeed in this new environment it will have to start building its competency base, this 
can be done on four levels: 
 

• National competencies 

• Organisational competencies 

• Occupational competencies 

• Individual competencies 
 
STUDY UNIT 11: 
Chapter 11: Managing compensation benefits 
 
Managing compensation benefits (Pg 401 TB) 
 
Introduction 
 
When a person does a favour or a job for another person, they will expect some form of reward for their 
efforts. This usually takes the form of a returned favour or hard cash. Most people seem to have difficulty 
doing things for others without ever expecting something in return! In the context of managing people, the 
reward system highlights a core fact of the employment relationship – the economic exchange or relationship. 
Thus, an employee undertakes a certain amount of physical and/or mental effort and accepts the instructions 
of others, in return receiving a level of payment or reward (Bratton & Gold, 2007). Reward management holds 
a key position within the HR theory today for the following reasons: 
 

• Pay is a central organisational issue because questions of financial control and cost management are 
themselves important to the organisation and to management decisions. 

• Discussion and negotiation about those decisions and about the level and distribution of pay bring the HR 
function into a central organisational position. 

• Reward management is one of the key levers to be deployed in pursuit of effective HRM. 
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One of the most significant tasks confronting 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 human resource 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 human resource manager go about compensating employees? 
 
Compensation is what employees receive in exchange for their contribution to the organisation. 
The purpose of compensation is to attract, retain and motivate employees in order 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 in order 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 
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 human resource manager faces in determining the compensation and benefits 
applicable to the different positions in his or her organisation. 
 
Compensation objectives 
 
Primarily the goals of any organisation in designing a compensation system should be to attract and retain 
talented employees. Also, the system should be motivational for employees and it should comply with all legal 
requirements. 
 

• Attracting talented employees: 
 
When attracting talented employees, employers try to remain competitive within the labour market by offering 
salaries that are similar to those offered by competing employers. This usually means determining what the 
going rate is for jobs within the local labour market, which entails using wage surveys to estimate the average 
salaries. 
 
The employer has two alternatives, firstly the employer starts by conducting wage or salary surveys, and 
secondly the employer may also use published market data. Job titles are no longer an acceptable means of 
providing comparability of positions, whereas comparing job descriptions the HR specialist can determine if the 
job is similar. 
 
When conducting wage surveys, it is important to determine what information about each job is necessary, 
and what wages are been paid for each. The survey information should include salary ranges, incentives, 
normal wage changes such as cost of living increases and specific wage policies and practices within each 
organisation in the survey. 
 
Conducting wage surveys has become a science, and few organisations have personnel capable of undertaking 
such a task.  
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Using an organisation’s wage survey may cause problems in cases involving labour unions. The relative 
availability of market data today has changed the basic approach to salary classification work. Employers can 
receive wage survey information from local chambers of commerce, the Department of Labour and 
consultants. 
 

• Retaining talented employees: 
 
While many factors may cause employees to leave an organisation, inadequate compensation is often the 
cause of turnover. The compensation system should therefore not hinder efforts to retain productive/talented 
employees, and the HR manager should ensure that there is compensation equity within the organisation. 
 
Research has found that employee perception of equitable treatment, were affected when an organisation 
altered its pay system to increase pay of about 50% of its employees. But the same employees reported 
diminished perceptions of inequality nine months after a change in pay systems. This suggests that such 
perceived inequality is short-term in nature; however, perceptions of unfair treatment may cause employees to 
leave the organisation. 
 
Job satisfaction is often considered to be a strong determinant of turnover. However, employee perceptions of 
inequitable treatment have been found to be even stronger predictors of absence and job turnover than job 
satisfaction. 
 
Job evaluation techniques are used to create a systematic relationship among the pay scales for various jobs 
within an organisation. Job evaluation is the systematic determination of the relative worth of a job within the 
organisation that results in an organisation’s pay system. Primarily, jobs are compared on the traditional basis 
of skills required to complete the job, effort required to perform the job, responsibility of the job holder and 
working conditions on the job.  
 
The primary purpose of job evaluation is to develop a system of compensation that employees will perceive to 
be equitable, and thus job evaluation strives to obtain internal consistency among jobs, while wage surveys 
help the organisation to maintain external consistency with other organisations in the labour market. 
 
If management is able to reduce turnover and lost production due to perceptions of inequitable compensation 
then the organisation has achieved its goal of retaining good employees. Within the context of workplace 
forums, the compensation system must be explained to employees, and indicate the various wage rates paid 
for various positions and how they were determined. The most equitable compensation system is useless 
unless employees perceive it to be equitable. 
 

• Motivation: 
 
Employees set expectations about rewards and compensation to be received if certain levels of performance 
are achieved. These expectations determine goals or levels of performance for the future. Employees achieving 
the desired level of performance expect a certain level of compensation, at some point, management evaluates 
and rewards the employees’ performance. 
 
If employees see that hard work and superior performance are recognised and rewarded by the organisation, 
they will expect such relationships to continue in the future, and therefore set higher levels of performance, 
expecting higher levels of compensation. 
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• Legal considerations: 
 

The fourth objective of the compensation system is to comply with government legislation. The Basic 
Conditions of Employment Act have a direct impact on the compensation strategy of an organisation. 
 

Job Evaluation 
 

Job evaluation is the systematic determination of the relative worth of a job within the organisation that 
results in an organisation’s pay system. 
 

Job evaluation should not be confused with performance evaluation, the process of determining how well 
employees are performing their jobs. Through job evaluation, management can recruit productive employees 
to fill positions and maintain internal perceptions of pay equity by paying each position fairly in comparison 
with all other positions within the organisation. 
 

Job evaluation methods 

Job Evaluation 
Method 

Advantages Disadvantages 

Job ranking 
method 

• fast and easy to complete 

• Due to been fast, it is relatively 
inexpensive 

• Easy to explain 

• Limited to smaller organisations where 
employees are very familiar with 
various jobs 

• Assumes equal intervals between the 
rankings which is usually not true 

• Highly subjective 

Job classification 
method 

• Due to its continued use, it is readily 
accepted by employees 

• Readily adaptable to very large 
organisations 

• Because classifications are broad and 
not specific, the system can last for 
years without substantial change 

• The classification descriptions are so 
broad that they do not relate to specific 
jobs, causing employees to question 
the grades of their respective jobs. 

• Due to the broad and general 
classifications, job evaluators may 
abuse the system. 

Point Method • Detailed and specific – jobs are 
evaluated on a component basis and 
compared against a predetermined 
scale 

• Employees generally accept this 
method due to its mathematical 
nature 

• The system is easy to keep current as 
jobs change 

• Due to its quantitative nature, it is 
easy to assign monetary values to 
jobs 

• It is relatively time-consuming and 
costly to develop 

• Requires significant interaction and 
decision making by the different parties 
involved in conducting the job 
evaluations 

Factor 
compensation 

method 

• Relatively detailed and specific – jobs 
are evaluated on a component basis 
and compared against other jobs 

• Usually easier to develop than the 
point method 

• It is tied to external market wage 
rates 

• It is relatively difficult to explain to 
employees 

• Not easily adapted to changes in the 
jobs being evaluated 



    

 

 

 
90 

 
 
 
Job evaluation committee 
 
The process of job evaluation is expensive and not completely objective. Job evaluation requires the best input 
from individuals within the organisation, as it is impossible for one individual to have adequate knowledge of 
all the jobs in the organisation, a job evaluation committee is necessary. The committee must include members 
with the necessary expertise and backgrounds in order to contribute to the accuracy of the evaluation process.  
 
Once established, the job evaluation system should be flexible and reviewed periodically, which can be 
conducted by the evaluation committee since they are familiar with the compensation system. 
 
Outside assistance 
 
The first decision a job evaluation committee will make, is whether the organisation should produce a job 
evaluation system or hire outside consultants such as Delloitte, PricewaterhouseCoopers or others, who can 
offer experience and expertise in this area. 
 
A better alternative could be to hire an evaluation consultant to organise the evaluation process and train the 
job evaluation committee. Once trained, the members do the decision-making, and the consultant can be 
brought in from time to time to review the process and make any necessary adjustments. 
 
Pay Systems 
 
The method by which individuals are paid for performing their jobs constitutes the pay system of the 
organisation. Generally, people are paid for the time they contribute to the job or the amount of work they 
produce on the job. Time-based systems, the more common type, are used for jobs in which employees are 
paid by the hours worked (hourly) or by the fraction of an annual rate of pay (salaried), such as a week or 
month. 
 
In general, blue collar jobs and unskilled positions are hourly paid, while white-collar workers are usually 
salaried employees who are paid monthly, semi-monthly or weekly. 
 
A second method of compensation is paying people for their skills they learn and use. These are generally 
called employee-based systems. Jobs that pay employees according to their performance are referred to as 
performance-based systems or incentive pay systems. They include price-rate, sales commission and 
organisation-wide plans. 
 
1) Time-based systems: Time-based systems use a schedule of pay grades and steps in a matrix format. The 

matrix can include hourly rates or annual rates of pay, depending on whether the jobs are hourly or 
salaried. Jobs are assigned to a particular pay grade depending on the results of the job evaluation. 
 
When the job evaluation is completed, the administrators must determine a final pay system to apply to 
jobs within the organisation. Importantly a minimum and maximum pay level must be determined for each 
pay grade and determine how individuals will advance in the pay grades. Management must be able to 
defend its pay system.  
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 Number of Steps: The number of steps within the progressive pay scales must be specified. Generally 
there are a few pay steps with a grade and at a certain step the pay grade goes to the next pay grade 
level. 

 

 Red circle employees: Red circle employees indicate that for some reason – be it seniority, exceptional 
work performance or for other reasons – the individual is currently being paid more than the maximum 
for that pay grade (red circle rates). Red-circled individuals remain at the same pay until they are either 
promoted to a higher pay grade, or cost-of-living adjustments increase the salaries in their pay grade. 

 

 Overlap of grades: Organisations can decide to overlap pay grades so that the maximum of the one 
grade is higher than the minimum of the next higher pay grade. If required the compensation system 
should be constructed in this manner. 
 
Advantages of a pay grade overlap include; (1) employees can be transferred or promoted without 
necessarily being given a pay increase (2) pay grade overlaps gives grades a greater range, with more 
steps of a meaningful size, employees are thus rewarded with merit and seniority increases while they 
stay in the same job and pay grade. 

 

 Pay increases: Two types of pay increases can be made (1) across the board increases, where everyone 
in the organisation receives an equal pay increase, and (2) merit or seniority increases given to selected 
individuals. 

 
2) Person-based systems: Should organisations pay for the job or for the person? Job based pay include 

performance-based programmes, while person based introduces two new ideas; 
Person-based programmes allow workers to increase their pay by taking on new or additional activities. 
 
(1) Broadbanding – which eliminates the need for multiple salary grades in favour of just a few. This 
encourages flexibility in moving employees from one job to another without been constrained by narrow 
salary grades – and; 
  
(2) skill-based pay – the skills or competency based pay approach concentrates on paying workers 
according to their proficiency in learning and using a wide variety of skills/competencies in organisations. It 
consists of formal systems of cross-training, with financial rewards linked directly to acquiring more 
knowledge and skills. Skill-based plans are usually applied to so-called blue-collar work, while competency-
based plans to so-called white collar work. 

 
3) Performance-based systems: The purpose of an incentive or performance-based system is to relate 

employees’ pay directly to their performance. Research indicates that firms who have converted from 
time-based pay systems to performance-based pay systems have reported average productivity increases 
of between 29-63 per cent. In general, performance-based systems or variable pay can be divided into 
three categories namely (1) Individual based incentive systems, (2) Team-based incentive systems, and (3) 
organisation-wide incentive systems; 
 
Individual incentive plans: Such plans include a guarantee base rate of pay for individuals who fail to 
achieve a standard level of production. The guaranteed rate is usually an hourly rate determined through 
job evaluation.  

 

 Piece-rate systems: Piecework is a system whereby each worker is quoted a fixed or standard rate of 
pay for each unit of output produced. This is called the straight piecework plan (can typically be used in 
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manufacturing industries). A standard is prescribed indicating how many pieces should be produced in 
a day over say an 8hr period. If the standard amount of pieces is determined at 80 pieces per day the 
worker will be entitled to an increased pay rate for any additional units produced over the standard 80 
pieces required.  
 
Piece-rate systems are easy to understand, simple to calculate and is an effective motivational tool. The 
problem with implementing a piece-rate system is that most jobs do not have an output that can be 
objectively measured. 
 

 Standard hour plans: These are similar in concept to piece-rate plans except that standard time is set to 
complete a particular job instead of paying the employee a price per piece. Motor repair and servicing 
firms use this method. 
 

 Commissions: Employees are given a percentage of sales (measured in units or Rands). The percentage 
may change at predetermined levels in a manner similar to falling or rising piece rates. 
Employees who are paid on commission generally receive either; 

▪ Straight commission, which means that their total pay is determined by the commission 
formula, or; 

▪ Salary-plus-commission, which combines a basic monthly salary with a commission incentive. 
 

 Special incentive programmes: Special incentive programmes exist, ranging from one-time contests for 
meeting performance targets to rewards for performance over time. 

 
Team-based incentive systems: Organisations are recognising that individual based incentive systems can 
do more harm than good, particularly in those situations where teamwork and coordination amongst 
workers are becoming more important. With interrelated tasks such as in assembly lines, the performance 
of one individual affects the productivity of everyone on the line. Sometimes a pay system that encourages 
competitive behaviour amongst workers may result in the “competitor” been a colleague rather than an 
external business competitor. 
 
Team based incentives are clarified and established for teams, and not for individuals. Teams are therefore 
evaluated on the degree to which performance targets are met. Goals must be clearly communicated and 
performance measurably defined, neither of which is an easy task to achieve. 
 
Team-based incentive awards are typically more comparable across participants. Members may be 
rewarded using a formula based on the final output of the team – whether it is piece rate or standard hour 
does not really matter. What does matter is when too much disparity occurs among the members. 

 
Organisational incentive plans: The problems associated with individual incentive systems and the 
increased designing of more technical and interdependent jobs have led to increased use of organisational 
incentive plans. Employers need employees to realise the link between a portion of their compensation 
and the performance of their group or the entire organisation. 
 
In general, organisational incentive systems fall into three types (1) profit sharing plans – which tie 
compensation to the bottom line profits; (2) gain-sharing plans – which tie compensation to specific 
productivity measures such as time, materials or cost savings and (3) employee stock ownership plans 
allowing employees to buy company stock. 
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 Profit sharing plans: focus on the incentives on the organisation’s ability to pay bonuses, but where 
profits are not made, bonuses are not paid. The profit share is paid in addition to the employee’s 
regular salaries and is generally intended to increase their incentive to work. There are three major 
types of profit-sharing plans, namely; 

▪ Distribution plan: Annual or quarterly payments are paid out in a cash bonus according to a 
predetermined formula. The payment is made on a quarterly or annual basis as soon as the 
profit-sharing pool is calculated. This is the most common type of profit-sharing plan. 
 

▪ Deferred plan: Employees earn profit-sharing credits instead of cash payments, which are not 
distributed until disability, death or retirement. This type of plan is similar to a deferred-income 
retirement plan. 
 

▪ Combination plan: This type of plan allows employees to receive a portion of each period’s 
profits in a cash bonus, with the remainder put into a deferred plan. 

 

 Gain-sharing plans: focus on the contributions to specific productivity target goals. Although the 
application of gain-sharing in various industries has been questioned, it has been found to work equally 
well in manufacturing industries. One of the strengths of the gain-sharing plan is its simplicity, it is also 
easy to negotiate, explain and implement. It is measured on productivity gains (output divided by 
input), which in financial terms means turnover divided by costs. 
 
Its other strengths include drawing employees into teams, fostering participative management and 
promoting a team effort that is desired at the achievement of common goals. 
 

 Employee stock ownership plans (ESOPs): Another form of an organisational wide incentive is an 
employee stock ownership plan (ESOP). This type of stock ownership allows employees to borrow 
against corporate assets to buy stock. In some cases employees accept wage concessions in return for 
stock. When companies do well, participants can accumulate a significant amount of wealth. 
 
The objective of ESOP’s is to create an ownership interest in the company so that employees who 
participate will be more concerned about the efficiency and profitability of the company than 
employees who do not share in the ownership. 
 

Guidelines for incentive plans 
 
A highly acclaimed book Thriving on Chaos by Tom Peters states that American productivity and quality 
problems are directly linked to a failure to involve workers in their jobs and in the success of the organisation. 
Incentive plans can provide that involvement and in general should adhere to the following guidelines: 
 

• Bold incentives: Provide bold financial incentives to everyone, from the general manager to the sweeper. 
The ultimate recognition should be that their performance is linked to improved company performance. 

• Emphasis on team performance: Everyone in an incentive programme must clearly perceive how they can 
influence the results. Therefore their additional effort, cost-saving suggestion or emphasis on quality will 
affect the bottom line. Group incentives should focus on the 10 – 30 person workgroup and emphasis team 
performance. The basic building blocks of the organisation such as the department or division should be 
used to structure the incentive system. 

• Quick feedback: If possible, at least monthly feedback in terms of group or individual performance and the 
resulting bonus should be given. The money should be distributed separately from the regular pay cheque. 
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• Above-average base: In contrast to what might be assumed, base pay should be set above the norm for 
comparable jobs in the geographic area. With incentives added, total pay will be substantially above the 
norm. 

• Simple formula: Keep the formula and process straightforward. People’s motivation to increase 
productivity and profits will not improve if they do not understand the formula, thus numbers and 
percentages like 5% should be used instead of 7.33%. 

 

Problems with incentive plans: When incentive plans are undertaken it is important to ensure that the correct 
quality and performance standards are identified and maintained so that quality is not replaced by quantity. 
Incentive plans if properly designed, can avoid the limitations of individual-based plans, but they can also cause 
problems. Major morale problems can occur if employees start to rely on their bonus cheques and then receive 
smaller bonuses because of unanticipated decline in productivity or profits. 
 

Employees can also develop a short-term mentality and not make decisions that provide for maximum long-
term profits. If plans are poorly designed, they can lead to employee apathy and even a decrease in 
productivity if employees perceive that they are being used or misled. Then there is the additional problem of 
different cultural values and beliefs regarding the role of compensation. 
 

Economic value added (EVA): This system is used to measure performance. In order to get the maximum value 
out of performance-based incentive schemes, a new accounting system known as EVA developed by Stern 
Steward Inc. in the USA, can be used. EVA is a theoretically sound and empirically tested measurement of 
corporate performance that is tied directly to shareholder value. 
 

EVA differs primarily from other performance measures in that it defines a company’s true economic profit 
after subtracting the cost of the capital employed to generate those profits. EVA can be used in many different 
ways as the basis for incentive compensation. The simplest formula is to give management a fixed percentage 
of EVA each year, such as 2% of net income in excess of an 11% return on equity, companies such as Murray 
and Roberts, Nissan and Rennies are using this system One advantage is that it is easily understood by non-
financial managers. 
 

Executive compensation and benefits 
 

In large, established organisations, members of top management are paid differently from mid-level and lower-
level managers. In general, executives’ employment pay comes in four forms: 
 

1) Base salary; 
2) Annual bonus; 
3) Long-term incentives; 
4) Benefits and perquisites (“perks”) 
 

Base salaries, are generally determined through job evaluation and serve as the basis for the other types of 
benefits. Annual bonuses for executives include both cash and stock payments. Bonuses are usually tied to the 
performance of the company as a whole for the previous year or, for divisional managers, to their particular 
area. 
 

Long term incentives are designed to allow the executive to accumulate wealth. The basic philosophy is that 
the individuals should have a stake in the long-term future of the company, on the premise that because they 
have a personal stake in the company, they will make decisions which will benefit, and be in-line with the 
company’s long-term future. 
 

• Golden parachutes: This is a perquisite provided for the purpose of protecting executives in the event that 
their company is taken over by another. A parachute is a clause in the employment agreement that 
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provides certain compensation if the executive’s employment is terminated for certain reasons, such as 
acquisition, merger or demotion. 
 
Termination due to normal retirement, resignation or disability is not included in the provision. The 
parachute serves two main purposes; (1) to retain key executives and (2) to discourage the takeover of 
hostile organisations. Golden handcuffs are bonuses available only if the executive stays for a specified 
time period. Similar protection for non-executives is called silver parachutes. 

 

• Stock options: Stock options have become extremely important to most executive compensation plans. The 
gist of the stock option is that the executive is given the right to buy the company’s stock at an option price 
up to a fixed future point in time. The option price is usually the current market price. 

 
Executive compensation can be defined as the total remuneration or financial compensation a top executive 
receives within a corporation. This includes a basic salary, any and all bonuses, shares, options, and any other 
company benefit. Over the past few years, executive compensation has risen dramatically beyond the rising 
levels of an average worker’s wage (The Guardian 2005). Executive compensation is an important part of 
corporate governance, and is often determined by a company’s board of directors. Executives in any 
organisation (CEO, top management, and so forth) receive “special treatment” either in the form of add-on 
packages not received by other employees or in the form of compensation components entirely unique to the 
organisation. Milkovich and Newman (2008) identify two characteristics of this group: (1) these employees 
tend to be strategically important to the company. If they do not succeed at their job, success for the entire 
organisation is in jeopardy. (2) Their positions have built-in conflict. Conflict that arises because different 
factions, place incompatible demands on members of the group. The above explains why executive 
compensation is different from the rest of the organisation’s compensation. Executive compensation has 
become a controversial issue in recent years. Cases of CEOs leaving office with large sums of money while the 
companies they led were in financial difficulties are regularly covered by the media and presented as proof that 
there is a problem. More recently, the economic crisis and government rescue of failing firms with public funds 
has justified imposing caps to executive pay (Kelly-Gagnon & Guénette 2010). Adding to this, with the 
implementation of the King III report, the focus will be more on executive compensation than ever before. 
 
Benefits 
 
The cost of benefits is higher and getting higher. Employers spend an average of 26.7% of their payroll on 
benefits such as retirement plans, medical plans, insurance plans, paid leave and educational assistance. Few 
organisations award benefits based on employee performance, instead, benefits such as paid vacations and 
pension plans are tied to factors such as seniority. Benefits have not become a motivational tool because few 
employees realise the cost of benefits or appreciate them till years later. 
 
Government influences employee benefits through regulations concerning safety, healthcare, retirement and 
unemployment compensation as well as workers’ compensation. Government appears to be actively 
transferring the cost of welfare or social programmes to private industries in the form of required employee 
benefits. 
 
To stem the tide of the rising costs of benefits, many companies have instituted flexible benefit plans: 
 
Types of benefits: The various benefits offered by employers can be divided into five types: 
 
1) Those required by law; 
2) Retirement benefits; 
3) Pay for time not worked; 
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4) Insurance; 
5) Employee services. 
 

• Benefits required by law: The employee and employer pay a 50-50 contribution towards the UIF benefits. 
These benefits include; 
 

 Unemployment Insurance: Provides for the insurance of employees who are contributors to the 
Unemployment Insurance Fund against the risk of loss of earnings arising from unemployment due to 
the termination of their employment, or through illness, or maternity. 

 

 Compensation for injuries and diseases: The compensation for Occupational Injuries and Diseases Act, 
regulates the payment of compensation to persons who are injured or who contract a disease whilst 
working. All employers who employ one or more employees is required to register and pay annual 
assessment fees to the Compensation Fund. These amounts may not be claimed from the employee. 
 

• Voluntary Benefits: The number of benefits offered by an organisation depends on management’s budget. 
These benefits include; 
 

 Retirement Benefits: In South Africa, individuals are expected to provide for their retirement through 
either, a private / government pension, or personal savings. Today it is not unusual for people to have 
several pensions, by means of a number of annuities. Planning for retirement can be a complicated 
process, and the consequences of poor retirement planning can be costly. 
 

 Financing: Pension benefits are financed primarily through one of two plans; 
 

▪ Under a contributory plan the employee and employer share the cost of pension benefits in 
accordance to a percentage. 

▪ Under a non-contributory plan the employer contributes entirely to the cost of the pension 
plan. 

 

 Retirement Flexibility: Retirement funds offering flexible investment choices to their members are now 
being offered by Financial Institutions such as Old Mutual, known as the Flexible Investment Choice. 
Here members are allowed to make their own investment decisions suitable to their particular 
circumstances from a range of investment options. 

 

• Paid time off: Employees expect to be paid for holidays, vacations and miscellaneous days they do not 
work, know as paid time off. These benefits vary amongst employers, but the common time-off-with-pay 
benefits include; 

 

(1) Holidays, (2) Sick Leave, (3) Vacations, (4) Time off to vote, (5) Study leave, (6) Moving leave, (7) Acting 
as an election officer, (8) Lunch, rest, and wash-up periods, (9) Witness in court, (10) Paternity leave, (11) 
Sporting leave, (12) Compassionate leave, (13) Sabbatical leave, (14) Maternity leave. 

 

• Insurance: Many employers provide employees with life and medical insurance plans and pay part of the 
plan’s costs. Health insurance packages normally cover group life, accident and illness, hospitalisation and 
accidental death or dismemberment. The health and life insurance programmes are usually part of a group 
insurance plan, which permits the business and the employee to benefit from lower rates based on the 
total value of the group policy. Insurance packages include; 
 

 Medical aid Schemes: One of the most important components of an insurance package is the 
membership of a medical aid scheme. Membership is usually compulsory and a medical examination is 
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also required. This is one of the most valued benefits as it provides medical coverage for both 
themselves and their dependants. 

 
 

 Life disability insurance: Many organisations today recognise that salary contribution for injuries and 
major illnesses is almost more important than life insurance. For this reason almost all employers in 
South Africa offer some type of disability insurance. Many schemes pay benefits amounting to between 
70 – 80% of the gross salary earned. 
 
Apart from disability insurance, some companies also offer life insurance to their employees. 

 

• Employee services: Employee services include a variety of employee benefits, and organisations vary 
drastically in the services they offer and the service costs they pay. Employee services, has been developed 
to increase employee loyalty and decrease turnover. Services offered include the following; 
 

 Childcare programmes: This is one of the most rapidly growing employer services offered. The 
childcare services consist of (1) On-site programmes, where the employer builds a facility on the 
premises or nearby, which allows employees to bring their children to work and visit them during lunch 
times. (2) Flexible benefits, employers may offer money to employees to reimburse them for existing 
childcare programmes. Employees who do not need childcare can spend their wages on other benefits. 
(3) Referral centres, The employer contracts with a firm that maintains information on childcare 
facilities and assists employees in finding a suitable service. (4) Consortium of employers, several 
organisations located together pool their resources to purchase and manage a childcare centre for 
their employees. 
 

 Food services: Most companies offer some type of food facility to minimise the time taken for breaks 
and lunch periods. Some organisations provide only vending machines, whilst others provide a 
complete cafeteria service underwritten by the company. 
 

 Education expenses: Many organisations offer employees partial or total tuition reimbursement. 
Employees often use this highly-sought-after benefit to prepare themselves for promotion 
opportunities. In some instances employees are reimbursed as a percentage based on the results 
achieved. Obtaining an A would in this case constitute a 100% reimbursement of tuition fees. 
 

 Transportation programmes: Higher energy costs have caused employees to consider methods of 
helping employees to get to work, many alternatives are available, such as; (1) Paying transport 
allowance, (2) Motor financing scheme, (3) Company cars for certain grades, (4) A company bus. 
 

 Housing subsidy: An important component in the benefits offered by companies is the payment of a 
housing subsidy. Assistance is normally given on the basis of a subsidy towards the repayment of a 
housing loan with a registered financial institution. 
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STUDY UNIT 12: 
Chapter 12: Health and Safety 
 
Health and Safety (Pg 443 TB) 
 
Introduction 
 
A concerned human resource manager will realise that employees who are safe and healthy will be able to 
contribute much more to the achievement of the organisation’s goals than those who have to struggle with 
their health and contend with safety issues. Fortunately, human resource managers can do much to enhance 
the health and safety of employees, and you would probably agree that employees are entitled to working 
conditions that enhance rather than diminish the efforts they put into their jobs. There is also legislation that 
regulates the health and safety of employees in the workplace. Obviously, a focused effort by the human 
resource manager to ensure the safety and health of employees will also help to retain them.  
 
The key question therefore is: How does the human resource manager establish a healthy and safe work 
environment? 
 
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, the working environment is made as safe and comfortable as possible, and 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.  
 

Health and safety are therefore crucial factors in any business environment, especially when people are 
involved. Unsafe and/or unhealthy working conditions, together with physical injuries, can lead to 
psychological distress such as stress or burnout. Human resource managers therefore have to ensure that they 
are familiar with all the factors (both inside and outside the organisation) that can 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: 
 

 What strategies are available to control job stress at organisational and individual level? 

 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 health and safety issues face companies that operate internationally? 
 

What strategies are available to control job stress at organisational and individual level? 
 

Numerous situations, both inside and outside the organisation, contribute to stress at work. Different people 
also deal with stress in different ways. Because of the effects of stress on human behaviour (and consequently 
on employee behaviour), managers need to know how to control stress at organisational and individual level.  
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A number of programmes and techniques which effectively prevent job stress are available. You will probably 
agree that other organisational programmes (while not specifically designed as stress relievers) could also play 
a major role in reducing the stress experienced by the organisation’s employees. These include equitable 
compensation, proper performance appraisal, effective career planning and development, organisational 
development, effective communication, proper motivation, leadership styles, proper job analysis, physical 
fitness of employees, substance abuse and the availability and effectiveness of employee assistance 
programmes. 
 
As mentioned earlier, it is possible that unsafe and unhealthy working conditions can also contribute to stress 
and burnout. Because job stress and burnout are so closely intertwined, it is important for human resource 
managers to be aware of the difference between these two concepts. 
 
What is the difference between job stress and burnout? 
 

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. Certain events, for example, 
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. Stress 
affects two behaviours (1) the employee’s psychological and physical well-being, and (2) the employee’s efforts 
to cope with the stress by preventing or reducing it. Psychologists distinguish between positive and negative 
stress;  
 
Eustress: positive stress that accompanies achievement and exhilaration. 
Distress: harmful stress characterised by a loss of feelings of security and adequacy. 
 
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.  
 
Stress can be the result of numerous interrelated factors, and not only one cause. These factors can include; 
 

 Work pressures, such as having consistently high levels of stress due to the nature of the work, and 
individuals who cannot cope with continued stress; 

 Too many social commitments; 

 An uncomfortable living or working environment; or 

 An inability to organise and manage your time effectively. 
 
Controlling stress: In general can be seen from an organisational point of view and a personal point of view: 
 

• Organisational policies and strategies include: 

 Preventative management: Managers identify potential problems that may become serious stressors 
and take steps to reduce or eliminate them. 

 Maintaining a productive culture: Mission statements that include the maintenance of a positive 
organisational environment and satisfied employees would set the right direction. Maintaining a 
positive culture is the most important facet of a stress-reduction strategy. 

 Management by objectives: A management by objectives or similar performance appraisal technique 
that identifies employees’ goals, clarifies roles and responsibilities and strengthens communication can 
reduce stress by eliminating uncertainty in critical aspects. 
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 Controlling the physical environment: Reducing stress in the physical environment requires that 
management undertake one or two different strategies (or both); (1) alter the physical environment – 
reduce noise, institute better control of temperature or other conditions – or (2) protect employees 
from the environment, for example by use of improved safety equipment. 

 Employee fitness facilities: An increasing number of organisations in South Africa provide physical 
fitness facilities to improve employee health and morale and to reduce stress. 

 

• Personal strategies include: 

 Meditation:  

 Exercise: 

 Removing the causes of stress: Sometimes, one can identify the causes of stress, such as a 
confrontational supervisor, difficult support staff, no possibility of advancement, and so on. The 
strategy would be to remove or reduce this stress. 

 Becoming a mentor: When a certain job has been mastered, mentoring a junior person to learn the job 
and the organisation’s culture can reduce excessive stress. 

 Seeking counselling: Stress is a common psychological problem, and counsellors can offer helpful 
insights and stress-reduction techniques. 

 Extended leave: Sometimes one can put stress-causing problems into a larger perspective by taking 
extended leave, such as an extended vacation, sabbatical or personal leave. 

 
Burnout is a state of fatigue or frustration. In essence, it is the perception that an individual is giving more than 
he or she is receiving – whether it is money, satisfaction or praise and they often feel that they cannot and will 
not continue to do 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. Human resource managers should also 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. 
 
What types of employee Health Care 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 human resource managers should do 
everything possible to ensure that all their employees remain healthy and feel safe in their working 
environment. This will increase productivity and improve morale which, in turn, will benefit the organisation. 
But, exactly how can the human resource manager contribute to the improved health of employees? 
 
The human resource manager, unlike most other functional managers (say, marketing, financial and production 
managers), is in the unique position of dealing with “live” objects, namely human beings. 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 work force if employees believe that their employer really cares about their health 
and safety in (and even outside) the workplace. 
 
Employee Healthcare programmes 
 
Employee assistance programmes (EAPs) designed to help employees overcome personal crises such as 
alcoholism, job burnout or family problems are offered by many large employers in South Africa and 



    

 

 

 
101 

internationally. In South Africa one of the biggest expenses is the cost of healthcare, and this gives employers 
more reason to be concerned for their employees. 
 
There are an array of programmes available to employers seeking to reduce healthcare costs, these include (1) 
Wellness programmes, and (2) substance abuse programmes. 
 
Safety Management 
 
It is estimated that 70 – 95% of all injuries resulting from workplace accidents can be attributed directly to 
employees engaging in unsafe acts. It is therefore necessary to ensure that safety programmes are orientated 
towards training and motivating employees to adopt a safe work ethic. 
 
Safety incentive programmes usually provide cash rewards or prizes to employees for each week or month on 
the job without an accident. The search for new incentives is never ending yet necessary to maintain the safety 
culture. The cost of an incentive programme, however, will be greatly outweighed by the benefits of a 
successful programme, which include; 
 
1) The reduction in insurance premiums; 
2) Reduction in related legal expenses; 
3) Savings in salaries / wages and benefits paid to injured workers; 
4) Less overtime and training of new workers to replace injured employees; 
5) Greater productivity. 
 
Employers are advised to use the three E’s of Safety; Engineering, Education and Enforcement of safety rules. 
Designing safe working conditions is the task of safety engineers, who for example, design a workstation to 
include sufficient lighting, the right tools or equipment for the job, required safety guards and proper electrical 
grounding for tools and equipment, adequate ventilation, safe storage and use of chemicals, paints and so on, 
and the wearing of safety apparel. Safety programmes must include training to ensure that employees can 
conduct tasks in a safe manner. 
 
Safety engineers encourage the following five steps in designing and maintaining a safe workplace: 
 
1) Eliminate hazards; 
2) Use safeguards on equipment; 
3) Post warning signs near dangerous chemicals or machinery; 
4) Train workers; 
5) Require protective clothing, shoes, goggles, safety hats and so on. 
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TOPIC 4 

 
STUDY UNIT 13: 
Chapter 13: Labour Relations (Pg 480 TB) 
 
Introduction 
 
The Union – Management relationship, employee discipline and dismissal 
 
Labour relations can be viewed as that part of management that encompasses a study of those factors and 
dynamics that emanate from and are related to employment relationships. 
 
In the past two decades business in South Africa has passed through an extremely dynamic phase. This country 
is very uncompetitive by international standards. In terms of the country’s human resources we are rated as 
even more uncompetitive. It is well known that winning nations and excellent organisations or firms 
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, and sound relationships between working people are a key requirement 
for sound labour relations, competitiveness and the success of any organisation. Clearly it is essential that 
every person involved in HRM in South Africa should be familiar with the issues related to the collective 
dimension of labour relations. 
 
Trade unions 
 
Organisations and people in general are no doubt aware of the (possibly unwelcome) presence of trade unions 
in most organisations. Trade unions exist for the benefit of the employees in order to give them a collective 
“voice” with which to express their grievances and demands. Trade unions are key 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.  
 
A union is a formal association of workers that promotes the interests of its members through collective action. 
 
The presence of a union has significant implications for the structure of an organisation and for the 
management of human resources. For union employees, HR procedures and policies are largely shaped by a 
written agreement between management and the union. A labour relations officer’s job in a unionised firm is 
vastly different from the same job in a non-unionised firm. 
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• Types of unions: Traditionally, three kinds of trade unions can be found. 
 

 Industrial unions; a union composed primarily of semi-skilled blue collar employees in a single well-
defined industry. Such unions may be found in the construction, textile, mining, paper, transport, food, 
automobile, metal and chemical industries. In South Africa, the largest industrial unions are the 
National Union of Metal Workers of South Africa (NUMSA) and the National Union of Mine Workers 
(NUM). 
 

 Trade unions; sometimes called a craft union generally includes amongst its membership, skilled 
employees in a single trade, such as electricians, carpenters, plumbers and machinists. Amongst some 
of the oldest craft unions in South Africa is the South African Boilermakers Society.  
 

 Employee associations; an employee association is generally composed of white collar or professional 
employees, such as teachers, police officers, defence force personnel, and clerical, administrative, 
technical and healthcare employees. An example of an employee association is the Public Servants’ 
Association. 

 

• Why would employees want to join a union? Studies have failed to find a reason or even a list of reasons 
that apply to organisations where employees join a union. Labour experts however agree that certain 
issues are likely to lead an organised drive behind employees that eventually join a union 
 

 Job security: employee need a sense of job security and it is the belief that through the processes of 
negotiation, management will not make unfair and arbitrary decisions about employment. Further, 
employees wish to be protected against lay-offs and may look to the union to assist in protecting jobs 
against technological advancements such as automation and robotics. 
 

 Wage benefits: Bread-and-butter economic issues have always been an important concern for 
employees and are always important in unionisation. Specifically, employees want to be paid fairly and 
receive wages on a par with those of other workers in the community. Benefits such as hospitalisation, 
insurance, pensions and paid sick leave and holidays are significant issues in employees decision to join 
a union. They may think that the union, through its collective bargaining power, may be able to achieve 
higher levels of wages and benefits than could employees acting individually. 
 

 Working conditions: Employees want a safe and healthy working environment. Although legislation 
exists to protect health and safety in the workplace, employees may feel more secure knowing that a 
union is directly involved in safety and health concerns. 
 

 Fair and just supervision: One the significant reasons for the general shift in leadership styles from 
autocratic to people-orientated patterns is the insistence by unions that supervisors treat their 
employees fairly, justly and respectfully. Most collective agreements specify that employees can only 
be disciplined for “just cause”. A union employee who thinks that he has been mistreated may file a 
written grievance against the employer, initiating a formal procedure through which the complaint will 
be heard by both union and management representatives. 
 

 Mechanism to be heard: Employees often complain that they have to little or no say in matters that 
affect their work. Through unionisation, employees have a collective voice that may be used to 
communicate to management. The greater participation by workers in the management of the 
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company, has led to the establishment of workplace forums in South Africa, unions fear that these 
forums will undermine their efforts. 
 

 Need to belong: The need to belong is strong in all human beings, in both the workplace and in our 
personal lives. The union provides a mechanism to bring people together to promote common job 
related interests and also to provide programmes, activities and social events that cater a strong bond 
among union members. There are a few reasons why employees would choose not to belong to a 
union as follows: 
 

▪ Cost of union fees; 
▪ Union ineffectiveness; 
▪ No support or intimidation; 
▪ Employer intimidation. 

 
Union goals 
 

The goals of unions, internationally as well as in South Africa, have not changed significantly over the years. The 
primary goal of any union is to promote the interests of its membership. Through collective bargaining and 
lobbying for labour legislation, union leaders enhance their members’ standard of living and improve many 
conditions that surround their work. 
 

Union security: or the ability to grow and prosper in either good or poor economic times, is organised labour’s 
foremost goal. Labour legislation has created the following security provisions for union members: 
 

• Closed shop agreement: The Labour Relations Act, Section 26(1) makes provision for what is called a closed 
shop agreement, which states; 
 

 “A representative trade union and an employer or employer’s organisation may conclude a collective 
agreement, to be known as a closed shop agreement, requiring all employees covered by the agreement to 
be members of the trade union” 
 

This clause raises an interesting question about freedom of association. To what extent can a person be 
forced to become a member of a trade union? However, before a closed shop agreement can be binding, a 
ballot of the employees to be covered by the agreement must be held. Two-thirds of the employees must 
vote in favour of the agreement and there must be no provision in the agreement requiring membership of 
the representative trade union before employment commences. 

 

• Agency shop agreement: The Labour Relations Act, Section 25(1) makes provision for an Agency shop 
agreement, which states; 
 

 “A representative trade union and an employer or employer’s organisation may conclude a collective 
agreement, to be known as an agency shop agreement, requiring the employer to deduct an agreed agency 
fee from the wages of employees identified in the agreement and who are not members of the trade union 
but are eligible for membership thereof” 

 

This arrangement is believed to be reasonable since all employees within the bargaining unit (union and 
non-union) received the same negotiated wage and benefits. 

 

• Job security: Job security is one of the primary goals of unions. Without jobs, union goals of higher wages 
and greater benefits are meaningless. Unions provide for job security by negotiating for clauses in 
collective agreements dealing with issues such as subcontracting or lay/offs/retrenchments of staff. 
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• Improved economic conditions: Economic issues have been a central concern to unions since the beginning 
of the labour movement. Demands for higher wages are almost certain to be presented during labour-
management collective bargaining. 

 

• Working conditions: Improvements in working conditions has been an important union concern in recent 
years’. Unions have successfully bargained for better safety programmes, shorter working weeks, less 
mandatory overtime, longer break periods and a clean, healthy work environment. 

 

• Fairness and justice:  Underscoring the union philosophy is the fair and equal treatment of all employees. 
Without the protection of organised labour, union leaders claim that management will show favouritism by 
providing or withholding privileges from certain workers. 

 

• Social action: Many unions today advocate goals that affect society as a whole. These goals are not 
achieved through the normal collective bargaining process, but by lobbing for legislation and government-
sponsored programmes and policies. 

 
 

The International Labour Organisation (ILO) 
 
 
The International Labour Organization 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 in making 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 function is the adoption by the tripartite (governments-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. 
 
 
 
LABOUR LEGISLATION 
 
 
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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Constitution of the Republic of South Africa 108 of 1996  
 
This 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 coming into force of the Interim Constitution (the Constitution of South Africa Act 2000 of 
1993), which 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. In order 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 in November 1996 and the Labour Relations Amendment Act 12 of 2002. 
 
OTHER ACTS THAT 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.  
 

• The Labour Relations Act, Act 66 of 1995 (LRA) as amended – the central theme of the LRA is, one could 
say, the promotion and regulation of collective bargaining in order to enhance prosperity, equity and 
democracy. The LRA lays the foundation for the regulation of the employer-employee relationship in the 
workplace.  
 

• 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 below which an individual employer and employee may not go – in other words, an employee 
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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 this Act 
include working time, leave, remuneration, deductions, notice of termination, administrative obligations, 
prohibition of the employment of children and forced labour. 
 

• 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. To this end, 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). 

 

• 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 Compensation for Occupational Injuries 
and Diseases Act 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 reason, 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, in order to ensure their equitable representation in all occupational categories and 
levels in the work force. 

 

• The Skills Development Act 97 of 1998 (SDA) has the following aims: 

 to develop the skills of the South African work force 

 to increase the levels of investment in education and training in the labour market and 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 
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• 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 services will be the national collection agency. Every employer must 
pay a levy at a rate of one percent of an employee’s total remuneration. 


	TOPIC 1
	Introduction
	The scientific management approach of the 1930’s and 1940’s shifted to human relations. The Hawthorne studies demonstrated that employee productivity was affected not only by the way the job was designed and the manner in which employees were rewarded...
	Introduction
	Introduction
	TOPIC 2
	Introduction
	The long-term success of any organisation ultimately depends on having the right people in the right jobs at the right time. The key to the desired result is effective HR planning (HRP) sometimes referred to as workforce planning.
	When doing HRP, companies can consider a number of options.
	 The company can choose whether it wants to be proactive or reactive.
	TOPIC 2
	Dividing work into jobs (Pg 140 TB)
	Designing jobs (Pg 142 TB)
	New organisational approaches (Pg 148 TB)
	The office environment (Pg 150 TB)
	Robotics (Pg 151 TB)
	Ergonomics (Pg 151 TB)
	Productivity measures (Pg 152 TB)
	The nature of Job Analysis (Pg 158 TB)
	Job Analysis – Programme Implementation (Pg 159 TB)
	Product Completion (Pg 165 TB)
	Job Analysis problems (Pg 170 TB)
	TOPIC 3
	Performance Management and Appraisal (Pg 292 TB)
	Training and Development (Pg 339 TB)
	Managing compensation benefits (Pg 401 TB)
	Health and Safety (Pg 443 TB)
	TOPIC 4
	Introduction



