Section 2  - Finding and Placing Qualified Workers
Study Unit 4 - Strategic HR Planning and Research
4.1 Types of HR Planning
· The company can choose whether it wants to be proactive or reactive. 
· Organisations can make a decision regarding the breadth of the planning. 
· The formality of the plan. the company decision here can be the formal or informal route. Informal route - the planning is done in the heads of managers and HR staff. In the formalised approach, the plan is clearly spelled out in writing and backed up by supporting documentation and data. 
· Craft has identified the following possible types of linkages:
· Input linkages. Here HR information is made available either before or during the strategic planning process. This can take place through a specialised HR unit doing scanning or through specialised Committee of HR personnel.
· Decision inclusion linkages. Here HR personnel are either directly or indirectly involved in the strategic planning process of the company. 
· Review and reaction linkages. Here HR personnel can respond to a proposed or final strategic plan. The plan may be reviewed from an HR flexibility (can the necessary manpower be obtained?) and desirability (will there be a strike?) viewpoint or they may even have sign-off authority.

4.2 Planning Horizon
· Short range Objectives = < 1 year & objectives are specific
· Intermediate objectives = 2 – 4 years & Objectives are specific
· Long range objectives =  5 - 15 years & objectives are General

4.3 Strategy-linked HRP
· Strategic HR Planning The process through which company goals as put forth in mission statements and company plans are translated into HR objectives to ensure that the company s neither over nor understaffed, that employees with the appropriate talents, skills and desire are available to carry out their tasks in he right jobs at the right times.

4.4 Who is responsible for SHRP?
· Main responsibility lies with HR Managers,  should not be done in isolation but with line managers
· HR managers must be knowledgeable about company – enable them to analyse, collect data, develop plans & programmes and ask questions that relate to the company mission and goals
· HR professional to demonstrate competence & expertise to line managers
· Developing linkages between HR planning & strategic company planning as process over time.
4.5 Why Is SHRP so Important
· Strategic change refers to major transformations in the structure, size or functioning  of an organisation for the purpose of achieving strategic objectives.
4.6 Elements of SHRP
· HR Objectives – objectives for change sate what is to be achieved with regard to the firm's human resources. Objectives may be stated in both quantitative and qualitative terms: when specifying objectives it is important to also indicate who is responsible for making the needed changes. 
· HR Plans – can be thought of as blueprints for action. They specify who needs to do what, when, where & how

4.7 Steps In the SHRP Process
· Step 1 : Situation analysis
· Monitor and assess the company mission & core business
· Conduct environment scanning to gather info about trend and anticipated developments in external & internal environments
· Step 2 : HR Demand analysis
· The determination of total manpower requirements of company
· Types, skills &location of employees must be determined
· Analyse past trends & productivity then linking company plans to productivity levels and projecting future needs
· Step 3 : HR Supply analysis
· Entails evaluation of future supply of labour (internal & external)
· Step 4 : Strategy Development
· Step 5 : Succession Planning – the process of identifying a longer-term plan for the orderly replacement of key employees 
4.8 Common pitfalls in SHRP
· The Identity Crisis – HR planners must develop strong sense of mission (direction) or their existence might be challenged
· Top Management Support – it must have the full support of management, not always forthcoming.
· Size of effort – programmes fail in beginning due to complex start, better to start with basic 
· Coordination with Other Functions – process must be coordinated with other management & HR functions
· Integration with Company plan – HR plans must be derived company plan. isolation plans will not work
· Non-involvement of operating Managers – coordinated efforts between Operating managers & HR staff if not done designed / formulated plans will not be implemented by line managers
· The technique trap – companies must decide on purpose of activity and obtain/use techniques most suited to particular need
4.9 HR research
HR Research is the collection & investigation of facts related to HR problems in order to eliminate/reduce those problems
Specific uses of HR Research:
· Measurement & evaluation of present conditions
· Prediction of condition, events & behavioural problems
· Evaluation of current policies /programs/activities
· Discovery of rational bases for revising current policies/ programs/activities
· Appraisal of proposed policies/ programs/activities
Types of research:
· Basic (pure research) – done to advance knowledge in particular field or to gather info on given subject e.g universities, consultants, private – and non-profit institutions
· Applied –  is done to solve a particular problem, its results might be put to immediate use
The researchers:
· Government –  many government departments Labour & Human Science Research Counsel (HSRC)
· Private organisations –  Deloitte& KPMG
· Universities – 
· Business Firms – on going research responsibilities of HR staff include:
· Evaluating T&D programmes
· Conducting periodic wage and salary surveys
· Predicting future HR staffing requirements
· Conducting surveys of employee attitudes
· Performing studies of employee productivity
· Validating selection & testing instructions
· Requests from other departments
· Investigation of extreme high employee grievances in particular department
· A programme to reduce absenteeism among clerical personnel
· Evaluation of changes in a labour-management agreement that may affect productivity
· Develop special performance appraisal method for sales personnel

HR Research publications – it's the most practical & expedient way for HR professionals to keep on top of the research is by regularly a selected group of HR journals & magazines, or subscribing to electronic bulletin boards via the internet

4.10 Research techniques – 
Important for 2 reasons:
1. The appropriate research technique must be applied to the issue at question as inappropriate techniques may seriously affect the validity and usefulness
2. A broad knowledge of techniques is needed to read and understand the studies reported by other employers and researchers

· Surveys – employees survey most widely used technique e.g wage- & job satisfaction survey (aka attitude or morale survey)
· Job satisfaction survey – linked with absenteeism & turn around studies. 
· Factors contributing to good job satisfaction:
· The job itself – the kind of work performed & freedom to determine how work is done
· Co-worker relations –  the extend of acceptance , friendliness and support by fellow workers
· Good supervision –  the perceived attributes of a good supervisor 
· Opportunity to grow –  the chance to develop new skills and climbing the corporate ladder
· Factors contributing to negative job satisfaction
· Poor supervision – insensitive , incompetent & uncaring supervisors
· Interpersonal conflicts – interpersonal conflicts, lack of teamwork unfriendliness
· Poor work environment – dirty, noisy, unsafe or unhealthy factors
· Poor pay – low, uncompetitive pay


· Specific-use questionnaire – focus on a particular problem or issue, are generally custom-made by members of Hr staff or outside consultant. Site-specific / specific-use questions are often added to another  for more general use
· Survey Administration  - steps to be considered:
· Objective – management must identify the objectives of survey
· Top Management Commitment – must be willing to share and discuss outcomes with employees
· Survey development – developed either internal or external. External is more acceptable
· Announcing the Survey – different opinion on this, analyse locally 
· Implementation – important considerations:
· Allow for sufficient time to complete
· Rollout survey to all employees at same time
· Administer the survey on company premises
· Analysis – results can reflect total organisational results in comparison to individual groups.
· Feedback – results should be communicated. Most effective is face-to-face
· Follow-up – important to ensure good relationships maintained and implemented actions
· Caution – results gain meaning by virtue of relevant comparison. Appropriate questions to be selected

· Exit interviews:  done when persons leaves company voluntary, valuable source of information regarding  reason for leaving, perceptions of supervisor, salary, benefits, training & opportunities of advancement. Must be done by HR and not direct supervisor
· Historical Study – HR researchers track data over time and helps them gain greater insight into Human Behaviour
· Controlled Experiments
· Define the problem
· Evaluate alternatives & select alternatives
· State the hypothesis
· Select experimental & controls Groups
· Measure experimental & Control Groups prior to experiment
· Conduct experiment
· Measure experimental & Control Groups after to experiment
· Analyse Data, Draw Conclusion, report results

4.11 Human resource information systems (HRIS) – most important factors are timely, accurate & relevant HR information
4.12 Cost-benefit analysis – analysing HR activities and problems by cost, HR can evaluate proposed programmes but also costly personnel problem that require immediate attention
Activities also analysed:
· Turn Over  - costs associated with turnover that maybe estimated include separation, replacement & training costs
· Absenteeism –  costs include lost salaries, benefits payment, managers time spent on it, and incidental absenteeism cost
· Smoking – attaching cost to extra insurance, property damage, on-the-job time lost(smoke breaks)
· Employee Attitudes – improved job satisfaction generally improves performance, in areas of absenteeism, turnover, tardiness and grievances 
· Labour Contracts – labour costs are largest cost , management must know, how proposed labour contact will effect financially 



Study Unit 5  - Job design and job analysis
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5.1 Dividing work into job

· Work – is effort directed toward producing and accomplishing results. 
· Job – grouping of tasks, duties and responsibilities, that constitute the total work assignment for employees

5.1.1 Workflow Analysis – studies the way work moves though organisation. Can establish if too many steps are involved with too many different jobs. The process to be redesigned requiring redefined tasks, duties& responsibilities of several jobs
· starts with examination of desires and actual outputs(goods & services) in terms of quality and quantity
· the activities that lead to outputs are evaluated to see if they meet requirements
· inputs are assessed to determine if inputs make the outputs & activities more efficient and better
5.1.2 Re-engineering business processes – generates the needed changes in the business process – this is done to improve activities like product development, CS, service delivery, may result is changes in way company is now functioning
5.1.3 External organisation factors – environmental uncertainty, available technology in the worlds and the profile of the labour market within which the company
5.1.4 Internal organisational factors – the management and leadership style with technology available within the company

5.2 Designing Jobs
· 2 important concerns: employee productivity and job satisfaction
· Job design: the manipulation of the content, functions & relationships of jobs in a way that both accomplishes organisational goals and satisfies the personal needs of individual job holders.
· The content of the job encompasses: 
· variety of tasks performed
· the autonomy of job holder
· the routines of task performed
· difficulty of tasks
· the identity of job holder
· the extend the whole job is performed  by person
· The functions of a job encompasses:
· The work methods used
· The coordination of the work
· Responsibilities
· Information flow
· Authority of the job
· The relationship of the job encompasses:
· The work activities shards by job holder and other individuals
· 3 approaches to job design:
· Specialisation-intensive jobs:  
· Motivation-intensive jobs
· The “Sociotechnical” approach

5.2.1 Specialisation-intensive jobs:  -aka job simplification.
· Jobs characterised with very few tasks that are repeated often during the workday e.g.CC operators, data entry , product support (individual), automotive assembly lines (work groups)
· Job specialisation evolved from preoccupation with command & control systems
Management’s role in job design in 3-step process: 1)The manager determines the one best way of performing the job, 2) Manager hires individuals according to their abilities, 3) Management trains workers in the best way the job should be performed

· The problem of overspecialisation – Jobs designed to achieve standardisation, simplification & division of labour. Hampers people is several ways:
· Repetition – become quickly bored. People need stimulation and challenges
· Mechanical pacing – restricted to assembly line. Line is automatically paced- might be too fast or too slow
· No end product – cannot identify with end product, have little pride or enthusiasm of work
· Little social interaction – related to assembly lines. Requires constant attention but wish for social bonding
· No input – have little chance to influence how they perform jobs, tools to use and work procedures
· Job dimensions –  2 types of dimension
· The job scope – how long it takes a worker to complete the total task (job cycle)
· The job depth – refers to how much planning, decision-making & controlling done in total job
5.2.2 Motivation-intensive jobs:
· The challenge to balance the human needs (employee) and the economic goals (employer)
· Advantages to this approach – less absenteeism, higher productivity, less turnover, higher product quality, more employee involvement, greater job satisfaction

· Job rotation – the process of shifting an employee from job to job
· Job enlargement –  a change in the scope of a job so as to provide greater variety to a worker
· Job enrichment – enhancing a job by adding more meaningful tasks & duties to make work more rewarding or satisfaction
5.2.3	The “Sociotechnical” approach:
· Based on 2 premises:
· The organisation is a combined, social-plus-technical system
· This system is open in relation to its environment
· Most popular application found in self-managed work teams (self-directed, self-regulating / high-performance work teams
· Members expected to perform/ rotate to more than 1 job for the team – multiskilling
· Being paid for variety of skills mastered rather than for the job actually being performed
· Employees are more committed, have a sence of ownership
· These teams also proven to be essential element for companies planning major restructuring -TQM / re-engineering
· Also virtual teams performing on international markets
· 2 other types of teams:
· The problem solving team – consists of volunteers who meet 1 or 2 hours per week to discuss quality improvement  or improvement of work environment (doesn't affect company structure as they exist for short period or until they have achieved their goal)
· Special-purpose team – consist of employees who span functional or organisational boundaries. Their purpose is examine complex issues – introducing new technology

5.3 New Organisational approaches
5.3.1 Total Quality Management (TQM)
TQM IS an organisation-wide approach that focuses on the quality of all the processes that TQM is an organisation-wide approach that focuses on the quality of all the processes that In  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 empowerl1ent of the workforce and emphasises a team orientation. 
5.4 The office environment
The work environment - space, workstations, light, furnishings, and so on - affects employee morale, productivity and quality, absenteeism and turnover. 
5.5 Robotics - Industrial robots are often divided into two classes: anthropomorphic robots ,approximate the appearance and functions of humans, and non-anthropomorphic robots are machine-like and have limited functions
5.6 Ergonomics - Taking into account the human factor in designing the employee's workstation 
· Posture – incorporate enough movement in the design of the job to prevent prolonged immobility in the same position, which 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. 
· The hand – · Excessive back-and-forth movement can cause inflammation of the hand.
· The environment – Noise can be distracting and harmful when it is higher than routine background noise. The use of sound-absorbing materials and machine covers can reduce many noises. 

5.7 Productivity measures
Productivity: A measure of the output of goods and services relative to the input of labour, material and equipment
Productivity has 3 major components:
· Utilisation – is the extent businesses use their resources (labour, materials & capital)
· Efficiency – is the rate of conversion while resources are being used. Satisfactory relationship between cost & benefit
· Effectiveness – is measured in terms of “doing the right things” e.g. satisfying customer needs
Requirements for sound productivity:
· Measurement should be understood or at least trusted by those being measured
· All resources & operation 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

5.8 Other Job design Issues: work schedules and locations
Work Schedules:
· Flexitime – provide a true alternative work schedule for employees who may follow different schedules of work each day of the workweek
· Compressed workweeks – are schedules with fewer than the traditional five workdays a week. Hours worked each day are increased so hours worked per week are still the same
Alternative physical work locations – employers allow employees to partly work from home and partly from office; others have to share office space.
· Telecommuting:  a new technological opportunity such as email and groupware networking have created a new alternative in the working schedule 
· Minimising not being seen :
·  the home  office work must deliver significant benefits to boss/business
· Staying flexible
· Cultivating the boss’s active support for the home arrangement
· Keeping in touch and interested 
· Should be prepared to use telephone and emails frequently
· Qualities to look for in telecommuters:
· Has little need for face-to-face contact with co-workers / customers
· Can commute directly from home to customers
· Access to quite office space at home
· Access to needed equipment at home
· Is a self starter able to work with little supervision
· Performs tasks that can be done at home
· Reports to a supervisor who manages by results, not surveillance or time clock
· Works for someone who trust him/ her
· Hoteling – workers use a assigned office for a day or more
· Virtual office – is a office anywhere and any time


5.9 The nature of job analysis (JA).
· Job analysis: systematic way to gather and analyse information about the content, context and the human requirements of jobs
· The process includes investigating the level of decision-making by employees within a job category, the skills employees need to do a job adequately (such as bilingualism), the autonomy of the job in question and the mental effort required to perform the job. Machines operated, reports completed and specific financial or other responsibilities must be included in an analysis of a job. 
· Is also known as job review or job classification, is done by management either indirectly through various techniques or directly through an intentional job analysis programme
· Emphasis shifts from description of the present to prescriptions about what the future should be like
	
5.10 Importance of Job Analysis:  
· Organisational restructuring due to downsizing that calls for basic changes in “who does what, where and with what”
· Need to motivate and reward people (managers& professionals) on basis of what they know, along with traditional job objectives
· The impact of technology, information systems technology, on jobs throughout organisation
· Labour legislation pertaining to employment equity & general discriminatory practices
· Implementation of teams
 
5.11 Components of a job – has several components & can be arranged  in to a hierarchy of work activities
· Job family – A category in which similar occupations are grouped together.
· Occupation – jobs that are combined across organisations based upon the skills, efforts and responsibilities required by the job, e.g. compensation specialist.
· Job – group of positions that are similar enough in their job elements, tasks and duties to be covered by the same job analysis, e.g. payroll manager.
· Position – the combination of all the duties required of the person performing a job. Each person in organisation holds a position, e.g. compensation policy administrator.
· Duty – Several distinct tasks that are performed by an individual to complete a work activity for which they are responsible, e.g. payroll processing.
· Task – An identifiable unit of work activity that is produced through the application of methods, procedures and techniques, e.g. preparing payroll forms.
· Element – the smallest practical unit into which any work activity can be subdivided, e.g. signing pay cheques,

5.12 Programme implementation - a standard format in conducting job analysis includes a committee review, information collection, choosing a job-analysis method(s), product completion and updating.
Committee review
· Participants on the committee normally include: representatives from the labour unions, representatives from all the major departments in the organisation to be studied and members from the professional bodies of which employees are members. 
· The quality of the job analysis will depend on the accuracy of the information gathered by he job analyst, the consistency and objectivity of the job analyst's evaluation of the information and the ability of the committee members to make critical decisions where necessary. 
· First step, the committee should decide the end products of the job analysis: 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? There may be more than one end product of job analysis.
· The committee needs the cooperation of both employees and supervisors during information gathering.
Information collection - When analysing a job, background research must always be among the first steps to be undertaken. 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 – Factors such as cost and job complexity will influence the choice of method used.
· Site observations – observing people at work permits the analyst to pinpoint precise details about the 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 assesses the actual physical tasks that make up the job. One problem with site observation is that it can be used only in jobs that are easily discernible or measurable. Another problem is that some employees may resent being observed or may be uncomfortable, and thus may not perform in their normal manner. 
· Work sampling –randomly samples the content of a job instead of observing all of an employee's behaviour. Work sampling is particularly useful for highly repetitive, mostly mental jobs, such as are often found in clerical and service concerns. 
· Interviews – interview either job incumbents or the job supervisors. This method of collecting job information is particularly valuable when the primary purpose of the job analysis is for designing performance appraisal standards, identifying training needs and determining job worth.
· Diaries –normally filled out at specific times of the work shift (e.g. every half-hour) 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.
· Questionnaires – 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, especially when each question is Associated with a quantitative scale that measures the importance of the job factor or the frequency with which it Occurs. Whenever information gathered through a questionnaire is insufficient, follow-up interviews can be scheduled with certain employees. Constructing the questionnaire demands thoughtful planning and may require numerous revisions to ensure that the desired information is accurately pinpointed.
· Specific methods
· The Position Analysis Questionnaire (PAQ) – consists of 194 elements that are grouped within six major divisions and 27 sections; with the aid of a computer program, each job being studied is scored 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 families, i.e. jobs of a similar nature. The PAQ has demonstrated a high degree of reliability even when the level of cooperation of employees is quite low or when attempts are made to manipulate the information provided. 
· Functional Job Analysis (FJA) - FJA is a very popular method because it generates a job description that sounds a reasonable rendering of what the job is all about. Probably the main disadvantage of the method is that it takes considerable time to learn to use it and it is thus costly to the organisation.  Used to analyse what workers do on their jobs in relation to three work domains: · 
· Things –  like working with machines, tools, equipment; requires drawing on physical resources (e.g., handling, setting-up); · 
· Data – like working with information; requires drawing on mental resources (e.g. analysing, comparing):
·  People – like communicating; requires drawing on interpersonal resources (e.g. negotiating, supervising). The first step in the process is to develop a list of tasks for the job being analysed. A task is defined as a fundamental, stable, work element consisting of behaviour and a result. The method analyses the extent to which each job involves each of the three work domains mentioned above.
· The Common-Metric Questionnaire (CMO) – the CMQ is designed to be useful for any job in any organisation. Although the major part of the questionnaire is completed by the job expert (i.e. the incumbent, supervisor or Job analyst), certain sections are the responsibility of the job analysis administrator. The CMQ is divided into five sections with between 41 and 80 questions in each section. One drawback of the CMQ is that the respondent must read all the questions to determine whether they are applicable to the job or not. As a result, this is enormously time-consuming.
· Work Profiling System (WPS) – t. The WPS is a job analysis system containing three different questionnaires.
· (1) managerial and professional, (
· 2) service and administrative, and 
· (3) Manual and technical. 
· Each of the questionnaires consists of a job content part (establishing the 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 Technical Report provides a detailed and comprehensive picture of a job. 
· The WPS Technical Report provides a detailed and Comprehensive picture of a job.e.g
· Job description. A summary of the key tasks and responsibilities;
· 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 a job,
Information review:
Product Completion:
· Job Descriptions – written summery of task requirements for a particular job
· Uses of Job Descriptions - Several employment and compensation activities depend on job information normally included in the organisation's job descriptions. In
· Recruitment - used to develop recruitment advertisements and to provide applicants with additional information about job openings.
· Interviewing - 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 t en 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 – that part of a compensation system in which a company determines the relative value of one job in relation to another
· Wage/salary Survey - job descriptions provide information for both internal comparisons (through job evaluation) and external comparisons (through survey analyses).
· Performance appraisal - Job descriptions may specify the basis on which an employee will be judged during performance appraisal. If employees are told which areas and duties they are responsible for performing, they are forwarded about what will be evaluated.
· Outplacement - Job descriptions may also play an important role in the career-change process.
· Elements of job descriptions - list of job duties is one element found in all job descriptions. Most of them will contain some identification and a brief job summary. They often contain job specifications, though it is also common practice to list job specifications on separate forms.
· Job identification - Usually includes the title of the job, the location of the job (e.g. plant, department or division), the title of the immediate supervisor, the job status (e.g. administrative or professional) and the pay grade or pay range. Other useful elements sometimes included in the identification section are the name of the job analyst who approved the description, the name of the employee who provided the basic information, the date the description was approved, the recording category and the point total in a point system of job evaluation.
· Job summery - A job summary is a one- to three-line description of the essence of the job. Job summaries usually start with a verb, such as supervises, coordinates or directs. Job summaries should emphasise the most common function, the primary output or the objective of the job.
· Job duties and responsibilities - · 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 immediately which functions are important. A more popular format is grouping the tasks of a job and listing them separately
· Job specifications – statement of the needed knowledge, skills and abilities of the person who is to perform the job
· These qualifications are often grouped into three categories: skills, knowledge and ability (SKAs). 
· Skills include observable capabilities performed on the job. 
· Knowledge constitutes the body of information in a particular subject area that is required by a new employee to perform the job satisfactorily.
· Ability refers to any mental or physical activities required of a new employee.
· Job specifications may also include required education, experience and training, as well as any specific certification required for the job
· As a job specification, effort might encompass specific physical tasks the job holder must be able to perform or some necessary experience in a supervisory position. Responsibility might encompass reporting responsibility, supervisory responsibility for inventory maintenance or financial responsibility such as making up shortages in a cash drawer.
· Job specifications might also include working conditions, such as the hours the employee must be available, as well as other unusual conditions, such as high levels of noise

Future use and updating: - The last step in the job analysis procedure will be to determine how the information will be stored for future use. Updating the information in the job analysis programme maintains its accuracy and guarantees its usefulness in the future
5.13 Job analysis problems
· Employees see a job analysis as the threat to their current jobs or pay levels or both.
· Reducing employee fear is to involve employees or I their representatives in as many aspects of the job analysis procedure as possible.
· Before the procedure begins, employees should be told why it has to be instituted, who will initiate it, how the employees will be affected and why their input is critical.
· The need to update the information gathered & how to keep the information current
· One method is the annual review of the job analysis information, in which the HR department sends the information to supervisors, asking them to note any changes that have occurred during the past year. A  
· Second method is to have managers submit proposed changes n jobs or reclassifications.
·  Job is held by only one or two employees.
· Often of the person's performance and not of the job itself. The analyst must look at what the job should entail and not at how well or how poorly one employee is performing it.
· Job descriptions handed out to new employees. 
· Employees often feel that the description is a contract describing what they should and should not do on the job. 
· If a task is done rarely or is never to be repeated, changing the job description or a single situation is unnecessary.



Study unit 6 – Recruitment and selection
6 
6.1 The recruitment process - Is a sequence of steps that should be followed to ensure the best possible applicant, with the ability to be an above-average employee, is obtained
· Recruitment encourages individuals to seek employment, the purpose of the selection process is to identify and employ the best-qualified individuals for specific positions.
· Selection The process of choosing from a group of applicants the individual best suited for a particular position.

6.2 Recruitment strategies in a diverse workforce
· 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. 
· "designated groups" (these are identified by government in the Employment Equity Act, No. 55 of 1998 (as amended) as blacks, Asians, coloureds, women and persons with disabilities) will play major role 
Non-traditional recruitment strategies:
· Disadvantaged training programmes –   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 Adult Basic Education and Training (ABET) Scheme.
· Learner ship /apprenticeship & mentoring programmes – Employers are also introducing students to the opportunities available through education by means of learnership/ apprenticeship and mentoring programmes they offer. Mentoring an on-the-job approach to training and development in which the trainee is given an opportunity to learn on a one-to-one basis from more experienced organisational members.
· Career exhibitions - The Department of labour and a number of large companies sponsor national career exhibitions in locations that are likely to attract the designated groups. At the exhibitions they emphasise special incentives designed to attract older applicants, such as bursaries, housing, transport and free education for children.
· Telerecruiting – Television has enabled employers to buy time on IV channels to aim advertisements at potential recruits. Interested persons typically telephone the advertising employer and the initial interview is conducted over the telephone (Le. telecruiting). The CV (curriculum vitae) information is entered on a computer data bank, which is then accessed when vacancies occur. 
· Diversity data banks – Employers striving to increase the diversity of their workforce often find qualified, culturally diverse candidates difficult to locate since they are less likely to respond to traditional recruitment methods. This

6.3 Labour market information – the geographical area from which employees are recruited for a particular job
· The first step in the recruiting 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. 

Labour market sources:
· Part-time employees – because of a decrease in benefit costs and lower salaries, part-time employees are often less expensive to the organisation; if part-time employees can produce at the same level as full-time employees, they then become an attractive alternative. That part-time employees often have greater enthusiasm for jobs that are traditionally boring and routine as they do not face constant repetition, day after day, for long periods of time.
· Underemployed individuals – Some full-time employees feel they are underemployed because their jobs are unrelated o 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. They pirate an individual away from another employer by offering a more attractive salary, better working conditions or other benefits. In some industries and for some large companies, pirating is preferred to hiring recent university graduates because trained, experienced persons can more quickly become productive and successful.
Operation of the labour market:
6.4 Recruitment sources
· ·The first decision made is whether a particular job opening should be filled by someone already employed (transfer or promotion) or by an applicant from outside. Normally, companies recruit both internally and externally. 
· Advantages of recruiting internally and externally
	Internal recruitment
	External recruitment

	Increases morale of all employees
	Applicant pool is greater

	Knowledge of personnel records ,
	New ideas, contacts

	Chain effect of promotion
	Reduces internal infighting

	Need to hire only at entry level
	Minimises Peter Principle

	Usually faster, less expensive
	



· Disadvantages of recruiting internally and externally
	Internal recruitment
	External recruitment

	Unhealthy competition amongst employees
	Destroys incentive of employees to strive for promotion

	Inbreeding resulting in no new ideas developing 
	The individual's ability to fit in with the rest of the organisation is unknown

	Morale problem for those not promoted
	Increased adjustment problem

	Strong management development programme "needed
	



Internal applicants
· The most important is the increase in morale for employees who believe that the organisation will reward successful performance and that they will be promoted to higher positions. The lack of possible promotion and advancement opportunities within an organisation can be a major cause of turnover and dissatisfaction.
· A promotion within the organisation often leads to a vacant position, which can then be filled from within the organisation. 
· One potential problem associated with internal promotions is the creation of a glass ceiling.
· When organisations promote from within, often only entry-level vacancies are filled from the outside. The advantage of this approach is that it is not necessary to experiment with unknown people at high levels in the organisation;

· Employee relocation
· internal promotion within large companies often involves the relocation of an employee from one city to another
· Remains one means of filling a vacant position. 
· Advantage is that the employer is well aware of the employee's ability and work record.
· Person can quickly become productive on the new job with a minimum of training and orientation.
· Disadvantage  - it’s very costly
External applications:
· One of the advantages of recruiting from the outside is that a greater number of applicants can be recruited than could normally be recruited internally. 
· Outside applicants may bring new ideas, work techniques, production methods or training to the organisation, resulting in increased employee productivity.
· Recruitment of outside applicants for mid-level and higher positions will eliminate infighting by employees jockeying for promotion. 
· Concept that every employee will be promoted beyond their level of competence is called the Peter Principle. This theory may be a self-fulfilling prophecy for their own lack of good internal recruitment methods. 

6.5 Methods of recruitment
· The most common methods of internal recruiting are biddi.ng and job posti.ng. 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. 

Internal recruitment Methods
· Job posting methods include at least three proven, effective processes: 
· (1) traditional bulletin boards, 
· (2) computer e-mail-based systems and 
· (3) Telephone voicemail based systems. 

· Job posting – a system in which the employer provides notices of job openings and employees respond to apply

· Managers should consider several aspects of the job posting process.
· 1) The job-posting procedure should be clearly explained to the employees and should be allowed to the letter each time a position is open. 
· 2) Job specifications should be clear and should include the years of experience, skills or training employees must have to apply for the posted position. 
· 3) job-posting procedures should specify the exact period during which posted positions will remain open. 
· 4) The application procedure should be clear. 
· 5) HR department should ensure that applicants receive adequate feedback once a selection has been made. 
· The rejected employees should be given a counselling interview:
· Reasons for 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, 
· Information concerning possible openings the candidate might apply for in the future;
· Assistance in the posting process, such as how to bid for a new job and how to conduct a job interview,
· Job posting helps employees feel that they have some control over their future m me organisation.
External recruitment methods
· Direct Applications – For most organisations, direct applications by mail or by individuals applying in person are the largest source of applicants. The usefulness of direct applications will often depend on the image the organisation has in the community and, therefore, the quality of applicants who will apply directly to the organisation. While the cost of recruitment is low, if large numbers of applications are received, the cost of screening and maintaining a file of applicants can be quite high. 
· Employee referrals – 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, e.g. monetary. Employees who recommend applicants place their own reputations on the line; therefore, they are usually careful to recommend only qualified applicants. Employee referrals are a quick and relatively inexpensive means of recruitment. 
· University / School campus recruiting – employers' pre-screening of students has, in many cases, replaced the old method of selection from the placement office's CV book. 
· Private Employment /recruitment agencies – a good employment agency can save the personnel office valuable time by screening unqualified applicants and locating qualified ones. 
· Advertising - Creative advertisements that have the following in common:
· Images that sell the company first and specific jobs second;
· Recognition 01 high-tech pr01essionals as people, not just as techno-buffs;
· Strong visuals as attention-getters that are "flipper proof" - meaning that the most casual observer cannot flip the page without reading them;
· Humour as well as graphics to attract attention,

· A successful recruitment advertisement is base on answers to 4 Questions:
· What do you want to accomplish?
· Who do you want to reach?
· What should the advertising message convey?
· How and where should you advertise?
· Direct mail - this technique is generally used to lure professionals who are employed but willing to consider a job with greater opportunities. 
· Radio, TV and Internet (e-recruiting)
· Useful tips for online recruiting:
· Define corporate culture
· Create interactive self-assessment tools
· Make career opportunities accessible
· Update job openings weekly and remove jargon
· Integrate e-mail
· Build repeat business
· Check out the best-practice sites
· Outsource
Advantages and disadvantages of internet recruiting:
	Advantages
	Disadvantages

	Saves costs 
	may get more unqualified applicants

	Saves considerable time
	internet recruiting creates additional work 

	expanded pool of applicants can be generated
	People may submit resumes just to see what happens.



6.6 Hiring alternatives
· Employers increasingly seek alternatives to the recruitment and selection of permanent new staff
· Willing to pay a premium to escape the legal responsibilities, paperwork id commitment required in the traditional hiring of additional employees. 
· Alternatives of Assigning overtime to permanent employees, using temporary employees or leasing employees must be carefully reviewed.
Assigning overtime – assigning overtime to employees is an attractive alternative because it is a temporary situation rather than a permanent staff increase. also means additional fatigue for employees who have already worked their full shift , Certain limitations regarding weekly overtime  regulated by government Conditions of Employment Act, 75of 1997
Temporary help – Temporary help may be less costly than hiring new permanent employees, particularly for companies with great seasonal demands or for an unforecasted temporary absence of important personnel. 
Leasing employees - · Leasing companies that provide workers too many clients enjoy the economies of scale that enable them to offer employees benefits that many small employers cannot afford. Employees may also realise greater job security if they work for a successful leasing company. They can be transferred to another client rather than being fired if their relationship with the current client becomes unsatisfactory for either the client or the employee. 
6.7 Recruitment and the Law
· the Labour Relations Act, No. 66 of 1995 as amended (Act 12 of 2002), 
· the Basic Conditions of Employment Act, No. 75 of 1997 as amended (Act 11 of 2002) and 
· The Employment Equity Act, No. 55 of 1998, as amended (Employment Equity regulation ,of 18 August 2006) a number of important issues relating to the recruitment process have arisen. 
6.8 Selection
6.9 An HR responsibility
6.10 Selection and the Law
6.11 The selection process
· 1) Setting of organisational goals - Must include the general hiring policy of the organisation. Management can either employ the best people in the marketplace for particular jobs - often involving high salaries and benefits - or pay relatively low wages and salaries, unconcerned with employee turnover or dissatisfaction about wages, benefits and working. 
· 2) Job design - involves determining what duties and responsibilities each job will entail
· 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 - comes 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 determine which combination of interviews, tests or other selection devices to use in the selection process. 
The steps in the selection process re Employment Equity Act (as amended):
· reviewing current applications gathered through the organisation's recruitment effort,
· Applicants who appear to be qualified for the position are then screened according to the minimum requirements, 
· Applicants complete an application blank, standardises information about all the applicants to be considered.
· Interview applicants within the HR department. 
· Finally, the few applicants remaining re interviewed by the departmental supervisor or department head. 

6.12 Steps in the selection process
· Initial screening 
Initial screening minimises the time the HR department must spend on the selection process by removing obviously unqualified or undesirable applicants. In reviewing CVs or letters from applicants, the HR officer must determine which applicants have the minimum qualifications indicated in the job specification.
The CV must be carefully scrutinised. 
Warning signs that may require further investigation:
· Time gaps in employment.
· Vague answers, such as listing the province the employer was in and not the full address.
· Vague reasons for leaving previous jobs.
· Lack of employment history.
· Inconsistencies in salary history.
· When all employers listed are out of business.

· CV tracing system - An increasing number of employers are using computer/internet CV scanning and tracking systems to provide initial screening of CVs. CV scanning provides several advantages:
· Reduced use of recruitment agencies because of the speed and capacity of the system;
· Ease and speed of storage, which enables all CVs (even thousands of unsolicited ones) to be stored and retrieved;
· Faster recruitment of applicants because of computerised screening of CVs;
· Improved service to applicants;
· A paperless system that eliminates filing, copying and sorting of CVs.

· Application Bank - is a formal record of an individual's application for employment. It. The information obtained from a completed application blank is compared to the job specification to determine whether a potential match exists between the company's requirements and the applicant's qualifications. 
· Uses of the applicant bank
· To develop background checks and interview questions.
· Used as screening devices to generate global assessments, the HR specialist reviews the total applications and determines the general desirability of each applicant.
· HR specialist rates each applicant on particular job-related areas, such as the level of specific skills or experience in particular work areas or in supervisory positions. 

· Pre-employment testing - Some tests were not reliable and others were found not to predict employee job performance accurately. 
· Reliability – Consistency with which a test measures an item.
· 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.
· Managerial Selection devices - selection devices for managerial groups can differ from none-managerial employee selection.
· Assessment centre method - 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.
· Although there is considerable variability in what an assessment centre includes, most evaluate each candidate's abilities in four areas: organising, planning, decision-making and leadership. 
· the assesses are required to complete a variety of tasks, include:
· in-basket techniques where a job candidate must decide how to organise numerous letters and memorandums by priority, ask lore 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 3ubordinates;
· delivering speeches,

· Interviews – 
· 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 & validity of interviews - Research has constantly shown that the selection interview is low in both reliability and validity. The interview is not as consistent or reliable a selection technique as other methods.
· Problems in the interview 
· interviewers must constantly work to reduce personal biases 
· The content of the interviews changes because no two interviewees have the same background and experience; different aspects of the individuals, their skills and their work histories must be discussed with each individual.
· The setting of the interview may affect the outcome.
·  Company has established a maximum number of people to interview and a deadline for filling the position, additional pressure is placed on the interviewer. 

· A structured, objective process - Today various companies have developed structured, objective interview processes with the goal of achieving controlled subjectivity. 
· Effective interviewing
· Characteristics of an objective interview:
· Setting – Prepare a system of written records and formalised procedures for the interview.
· Documentation – Prepare a system of written records and formalised procedures for the Interview.
· 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 will provide a framework for consistency in the information-gathering process.
· Scoring – Determine how the interview will be scored. 
· Reviewing specifications – Review the job description and job specification for the particular job before each interview
· Reviewing the application bank – Review the application before the interview, looking for possible problem areas that require additional information and areas of possible strengths and weaknesses that should be discussed in more detail during the interview,
· Training the interviewer – train the interviewer to recognise personal biases and other possible detriments to interview reliability,
· 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.
· Types of interviews
· Panel interview – an interview in which a board of interviewers questions and observes a single candidate
· The structured (directive / patterned) interview - A structured or patterned interview requires the interviewer to ask a series of predetermined, job-related questions.
· Characteristics of structured interview
· Questions - The interviewer asks questions exclusively concerned with job duties and requirements critical to the job.
· Scored responses - The interviewer is provided typical answers to questions on, 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.
· Types of Questions asked at structured interview:
· Situation questions - The applicant must respond with what he/she would do in a certain situation : "Give me an illustration of how you have assigned work when two employees are absent",
· Job-knowledge questions - These are questions that concern the job knowledge the applicant must have before being hired, for example: "Describe a diesel engine that you have overhauled"
· Job- simulation questions - -these are questions that approximate the content of the job, for example: "Describe the steps involved in replacing drum-type brakes",
· Worker-requirement questions - These are questions that concern the applicant's willingness or availability for certain working conditions, for example: "Are you willing to relocate after a six-month training programme?"

· Realistic job preview. The process of giving applicants a more accurate picture of the job and the organisation during the interview, including the negative aspects, is called a realistic job preview (RJP)

· Reference checks
· There are several methods of checking references. 
· Can personally visit previous employers or friends of the applicant. 
· Check references by mail.
· the telephone call
· Use of outside services, for a fee will investigate the background of applicants. 
· Personal references - Employers continue to request that applicants list the names, occupations and addresses of three or more individuals who are not previous employers or relatives but who can attest to he applicants' suitability. A realistic use of personal references includes:
· Verifying the data received on the application blank or during the interview.
· Evaluating the quality of the personal recommendation. 
· Determining how well the person knows the applicant.
· Previous employees - The most important reference check involves the previous employer, co-workers and supervisor. Employers should not release the following information without written consent: credit information, medical records, school records and results of employment tests. Employers should never release false or unverified reference information or information that s vague or misleading. 
· Medical Examinations - ·A job offer is usually made contingent on the app1i [It's passing a medical exam. 

6.13 The selection decision
Deciding which applicant should be offered the position may be accomplished by one of two processes: 
Compensatory selection - all applicants who pass the initial screening complete the application blank and are tested; each applicant is interviewed before the final choice is made.
· Advantage - particularly beneficial to candidates who receive low interview: cores because they are very nervous and lack self-confidence during interviews but perform very "ell on aptitude and reference checks. 
· Disadvantage - is its cost; a larger number of candidates must be processed through the complete selection procedure before  final decision is made.
Multiple hurdles selection - requires the applicant to pass each hurdle: initial screening, application blank, testing, interview, reference checks and department interview.
6.14 Record keeping 
I t has become necessary for companies to keep a complete set of records pertaining to the recruitment and selection of staff. This is especially important should a company have to prove that it did not discriminate against an individual. It is recommended that documents from every step in the process be kept - from copies of advertisements and contracts with employment agencies, to CVs and final decisions to hire or reject. 


Study Unit 7 – Employee orientation, motivation and retention
7 
7.1 An objective of orientation – Orientation is the process of integrating the new employee into the organisation and acquainting them with the details and requirements of the job.
Objectives are:
· Acquainting new employees with job procedures
· Establishing relationships with co-workers
· Creating a sense of belonging and position within company
· Acquainting new employees with goals of organisation
· Show employees  preferred means of how goals to be attained
· Identifying the basic responsibility of the job
· Indicate the required behaviour patterns of effective job performance

7.2 A model of orientation – “the getting in”, “breaking-in” & “selling in”
Phase 1: Anticipatory socialisation
· Realism about the organisation – The new member will gain a full and accurate picture of what e goals and climate of the organisation are really like.
· Realism about the job – The new member will gain a full and accurate picture of what their new duties will entail.
· Congruence of skills & abilities – The new member will gain the appropriate skills and abilities needed to successfully complete task assignments.
· Congruence of needs & value – The new member will share the values of the new organisation and will also have personal needs that can be met by the organisation.
Phase 2:  Encounter - sees what the organisation is truly like and in which some initial shifting of values, skills and attitudes may occur.
· Management of outside-life conflicts – The new member will have to make adjustments regarding the conflicts between personal and work life 
· Management of intergroup role conflicts – he new member will have to adapt in dealing with conflicts between the role demands of their own group and the demands of other groups in the organisation,
· Role definition – The new member will have to clarify their own role within the Immediate workgroup, deciding on job duties, priorities and time allocation for tasks,
· Initiation to the tasks – the new member will have to learn new tasks at work.
· Initiation to the group – The new member will have to establish new interpersonal relationships and learn group norms.
Phase 3: change and acquisition - datively long-lasting changes cake place.
· Resolution of role demands – · The new member must either implicitly or explicitly agree with the work group on what tasks to perform and on task priorities and time allocation.
· Task mastery –the new member must master the skills required for their new job and successfully in the new roles.
· Adjustments to group norms and values – thee new member must make some adjustments to accept the work group's values and norms.
3 types of behaviour that’s essential to engage in organisation to function:
· To carry out the role assignment dependably – The new member must be able to carry out the assigned roles. Minimal levels of performance, both quantitatively and qualitatively, must be met.
· To remain with the organisation – Clearly if the new member leaves the organisation, it has failed successfully transforming the outsider into a participating member.
· To innovate & cooperate spontaneously – The organisation must encourage new members to achieve organisational objectives that go beyond role specifications. The organisation must encourage supportive actions of an innovative or relatively spontaneous sort to achieve this type of behaviour.
3 affective outcomes
· 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.

7.3 Benefits of orientation - : will reduce the adjustment problems of new employees by creating a sense of security, confidence and belonging for them 
 Result from on effective orientation 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 & time –consuming mistakes
· Reduction in absenteeism
· Better customer service
· Improved manager/subordinate relationships
· Better understanding of company policies, goals and procedures

7.4 Reasons for the lack of effective orientation
· Supervisors lack time or ability 
· Organisations don't regard anxiety & stress as primary cause of labour turnover
· Organisations regard effective recruitment, selection, training & development as substitutes for orientation
· Orientation programs lack key components
· More aim is focused on practices & procedures instead of loyalty and commitment to organisation
· Transferred or promoted persons are not subjected to orientation programmes
· Orientation programmes are not followed up
· Orientation programs concentrate on promoting the image of organisation

7.5 Responsibility for orientation:
· 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. This
· The head of the department – meet all new employees and briefly explain to them the role and responsibilities of the particular department within the organisation.
· The HR department – IS responsible for issues such as the employment contract, compensation, loan facilities, medical schemes, pension plans and the development and monitoring of the success of the orientation programme.
· A mentor or “buddy” – is responsible for assisting new employee regarding how to operate basic equipment such as photocopiers, telephones and faxes and how to dispose of the mail.
· The shop steward/staff representative – is responsible for explaining issues such as grievance and disciplinary procedures.
· New employees – responsible for the completion of orientation evaluation forms. They must also provide informal feedback to the human resources department and supervisors if requested.

7.6 Who should be given orientation training?
· New Employees - · A manager should not assume that new employees would immediately know what it has taken others months or years to learn. It is thus vital that all new employees should receive proper orientation training.
· Transferred/promoted employees - they should receive orientation training, especially if the transfer or promotion involves a significant change of environment.
· All current employees - A reorientation programme involving all current employees should take place periodically. This type of programme is especially important if significant changes in organisational policies or structures have taken place. 

7.7 The scope of orientation training
· General organisation orientation – This orientation will affect all employees within the organisation.
· Specific departmental orientation – This orientation will be tailored to the new employee's specific department and job.
The employee handbook: organisations should against including too much detailed information. Information is also often available on the website of the HR department within organisations.

7.8 Approaches in orientation
Two types of employee orientation:
· Formal orientation – This is planned and officially conducted by the organisation at set times.
· Informal orientation – is unplanned and unofficially conducted by co-workers, as well as the individual himself/herself. As far as the individual approach is concerned this is known as a self-directed orientation.
3 basic approaches followed during the orientation programme:
· Verbal – This kind of approach can be conducted individually or in small groups. Although expensive and time-consuming, it provides good feedback and promotes maximum understanding.
· Written – continuous reference can be made to the material used. The main advantage is that it is on record.
· Audiovisual – this kind of approach combines both the verbal and written approaches and once developed can be used repeatedly if it is kept up to date.

7.9 How long should the orientation training be?
The period of orientation should be linked to the length of time it takes to become effective on the job and to learn and understand the new activities. If the job usually takes three months to master, it is recommended that the orientation programme (the planned off-the-job learning plus the formal orientation course) should cover this period. It is essential that a follow-up session is also held after the employee has been on the job for approximately two months.
7.10 Planning the orientation programme
Before the orientation programme can be developed - this process normally takes between three to six months - a number of planning considerations must be looked at.
Key planning considerations:
· 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 thus be made available for this purpose.
· Other planning considerations - A number of other aspects must also be considered:
· · Time needed to plan and implement the programme;
· Programme goals, topics to be included, methods of organising and presenting them, duration of orientation sessions;
· · Materials, facilities and personnel to be used;
· General organisation topics versus department and job topics to be covered;
· Qualifications and training needs of HR personnel, line managers and supervisors; and
· · Programme flexibility to accommodate employee differences in education, intelligence and work experience,

7.11 Designing an orientation programme
· It is important to note that the different groups of employees within the organisation require different orientation programmes. This is particularly the case when looking at the different requirements of management and non-management workers, graduates, school leavers and people with disabilities. Should be designed to include information that the newcomer will need to do their job effectively and efficiently. 
· The need to know information is essentially information the newcomer requires as soon as possible to fit in and be effective: nice to know information can be given over a period of time as the newcomer settles in.
· The information the newcomer will require can be divided into two main categories:
· Job-related information. This information describes what the job entails and how it is done.
· General information. This includes a great deal of information, such as fringe benefits, safety and accident prevention and physical facilities.

7.12 Implementing the orientation programme
The contact that the new employee has with the officer in charge of the recruitment process can also have an important impact on the orientation process. The recruitment officer is responsible for informing the employee of all the advantages and disadvantages of their new job. 
Various steps can be taken:
· Pre-employment preparations – The orientation process begins during the recruitment and election stage. First impressions of the organisation are formed at this stage.
· Pre-employment information – The letter will contain the following: a description of the job offered, starting salary, salary progression, grade of the job, basic terms and conditions of employment, location of the job and the probationary period, if any. 
· 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 welcome pack – The welcome pack, which contains more information on the organisation, could also be sent to the newcomer. 
· Organising the work – The duties that the new employee will perform must be discussed by the supervisor and his employees. 
· briefing colleagues – Other staff and colleagues should be briefed about the new employee 
· Administrative arrangements – The office the newcomer will occupy must be cleaned and made ready for their arrival.
· Training – Consideration should be given to any training the newcomer may need.
· 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, has prior knowledge of their arrival. This will create a favourable impression.
· 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. Here some particulars regarding bank account, new address or telephone number will be obtained, 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 conversation 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 head 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 organisation chart and at the same time indicating where the department and the 1ewcomer fit into the scheme.
· 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 buddy or mentor - This parson, who should be about the same age and grade as the newcomer, will assist him/her informally regarding questions as they arise. This is only a temporary arrangement, to be of. assistance to the newcomer in the early days,
Weeks 2-5: When all the activities hove been covered, the newcomer can settle in and practise his/ her skills. During this period the employee will attend a number of formal and informal orientation sessions as planned.
End of week 6: By now the recruit should be settling down into a steady work routine. Performance levels should be improving and he/she should be integrated into the work group. Future training and development plans should also be discussed at this stage. Also, promotion and transfer possibilities are two essential aspects that must be explained if they have not already been discussed. 
7.13 Evaluation of the orientation programme
Benefits arising from procedure:
· To ensure organisation is spending money wisely and achieving positive results
· That methods used to assist new employees to integrate and become most effective workers in  organisation 

7.14 Problems with orientation programmes
· Too much emphasis on paperwork.
· Information overload
· Scare tactics
· Too much selling of the organisation
· Emphasis on formal one-way communications
· One-shot mentality
· No diagnosis or evaluation of the programme
· Lack of follow-up

7.15 Motivation
Motivation: force that energises behaviour gives direction to behaviour & underlies the tendency to persist, even in the face of one or more obstacles.
· Maslow, hierarchy of needs:
· five levels of needs namely: 
· physical needs,
·  security needs, 
· social needs, 
· self-esteem needs and
·  Self-actualisation needs. (Set
· Alderfer’s ERG theory (existence, relatedness and growth) 
·  When one need is frustrated, we simply concentrate on the others. 
· Achievement motivation )
· Only three needs are emphasised: achievement, affiliation and power. 
· The need to achieve (nAch) 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-oriented. Unfortunately, the need to achieve is often associated with lack of group orientation
· The need for affiliation (nAff) 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 (nPow) refers to the desire to obtain and exercise control over others, resources and the environment. McClelland found that when affiliation and power were strong, the individual demonstrated a propensity for either totalitarian methods of control or more the individual democratic methods
· Goal – setting
· The best-known expression of goal-setting theory is management by objectives (MBO).
· Goal-setting strategies involve a systematic process whereby the manager and subordinate discuss and agree on a set of jointly determined goals. With pr<
· If the process is functioning effectively, the final result will be a set of goals that is in keeping with the overall goals of the organisation.

· Positive Reinforcement
· .. 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, whereas behaviour that results in an unpleasant response tends not to 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 2-factor theory of motivation
· Herzberg applied his specifically to the workplace and job design.
· Noticed that respondents identified different things as sources of work dissatisfaction - subsequently called hygiene - from those that were sources of satisfaction - which he called motivators.
· Factors that prevented dissatisfaction as hygiene factors.
·  Hygiene factors, such as salary and working conditions  reflect the context of the job
· the two-factor theory states, the more resources that are poured down the hygiene drain (e.g. by 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
· Motivators are intrinsic in nature. They reflect the content of the job. 

7.16 Individual / Organisational relationships
· The psychological Contract
· Psychological contracts which lay the foundation of employment relationships entail belie! About what employees believe they are entitled to receive or should receive because they perceive that their employer conveyed promises to provide these things? 
· the psychological contract accomplished 2  tasks namely
·  it firstly defines the employment relationship and 
· secondly manages expectations
· is part of the glue that binds employees to organisation consequently, when psychological contracts go unfulfilled or are perceived to have been violated, employees may experience reduced organisational commitment, 
· Violations of the psychological contract
· Two types of violations of the psychological Contract can occur, namely, 
· Reneging - Occurs when either party to a psychological contract knowingly breaks a promise to the other. 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 - 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,
· Changing of the psychological contract
· Psychological contract is being challenged ' issues such as company relocations, reorganisations/ restructuring and downsizing.
· The traditional psychological contracts existed in organisations which were characterised by stability, predictability and growth,
· Differences between old & new Psychological Contracts:
· Old Contracts:
· Organisation is “parent” to employee “child”
· Employees identity & worth are defined by organisation
· Person who stay=good& loyal ;persons who leave = bad & Disloyal
· Persons who do what they are told work till retirement
· Primary route of growth is promotion
· New Contracts:
· “adult” type contacts focused on mutually beneficial work
· Employees identity & worth are defined by employee
· Regular flow of people in& out is healthy & should be celebrated
· Long-term employment is unlikely, expect/prepare for multiple relationships
· Primary route for growth is a sense of personal accomplishment 

· Practical implications for companies regarding the psychological contract
· the potential 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. 
· Although not all the questions mentioned can be answered fully, psychological Contracts can serve as a basis to help practitioners and researchers to predict individual behaviour.

7.17 Retention of human resources
· the question that can be asked is what issues can be identified as the building blocks, the mutual obligations of the psychological contract that will enable organisations to retain their best talent. They are:
Organisations expect following categories of obligations from employee:
· Work contracted hours
· Quality work
· Deal honestly with clients
· Be loyal and guard organisations reputation
· Treat property carefully
· Dress & behave correctly
· Be flexible & go beyond jobs description 
What employees expect from Employer:
· Provide adequate orientation and training
· Ensure fairness in selection, appraisal, promotion
· Provide justice in disciplinary procedures
· Provide equitable pay
· Be fair in allocation of benefits
· Allow time off for personal needs
· Recognise /reward special contributions or long service
· Provide save work environment
· Provide job security


Study unit 8 – internal staffing and career management issues
8 
8.1 Reasons underlying the design of a proper internal staffing programme 
· 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. 
· Internal staffing The placement of individuals already in the service of the organisation is based on additional information such IS all aspects of their performance since appointment, as well as skills, competencies and qualifications obtained.
· Line managers are  ultimately responsible for making internal staffing decisions, the primary role of the HR department is to recommend policies and procedures, develop programmes where needed and provide guidance to line managers regarding these matters.
· A number of reasons why it is important to design a proper internal staffing programme can be identified:
· Employee dissatisfaction - where companies manage their workers strategically, they will understand that their opportunities within the company are dependent on the success of the business. If employees are frequently confronted by lay-offs they may lose confidence in their employer and consequently work less diligently. Also applies to employees who are passed over for promotion in favour of persons appointed from outside. Managers should thus strive at all times to assist employees to perform effectively by creating an environment within which personal growth and satisfaction are possible. This desirable situation can only be achieved by having a properly designed and satisfactory internal staffing programme. 
· Increasing concerns with job security - In the face of the present adverse conditions, employees in many companies have made personal sacrifices in order to maintain their jobs. These include benefit concessions and taking lower-level jobs at reduced pay. As a result of this, employers have been forced to anticipate future economic changes and design more realistic strategic plans. , To be successful requires the design of a formal staffing programme to enable managers to manage the internal deployment of their employees more effectively.
· Changing employee attitudes & concerns - One of these changes is an increasing reluctance, especially among managerial and professional employees, to accept transfers, e.g. between cities. The usual reasons for this attitude are the high cost of obtaining housing at the new location. Employees, especially those who are highly educated, are also increasingly likely to request information about opportunities for promotion and the qualifications needed to attain hem. This requires organisations to furnish detailed information about career moves within a company. Without a well-formulated staffing programme this will not be possible.
· Employment equity issues - In South Africa the role of women and that of blacks, coloureds, Asians and people with disabilities continues to be a social concern. The employment of people with disabilities has been especially slow. However, with the implementation of the employment equity legislation this process should gain momentum. The Employment equity Act requires companies to draw up and submit an employment equity plan. The forms to be completed by companies can be found on the website of the Department of Labour. The plan must include objectives, numerical goals for each year and a time· able for the achievement of the goals.
· Labour union presence - With the greater presence of labour unions within organisations in South Africa, internal staffing and development procedures are inevitably affected in a number of ways Joe of the most notable in view of the employment equity actions 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.

8.2 Factors influencing staffing decisions
· Organisation growth - business or government expansion generally results in filling new positions promoting existing employees. Increases in the number of new positions are particularly common for companies in growth industries.
· Reorganisation - A major restructuring of an organisation will result in various types of personnel action. Also, a management philosophy of operating with a flatter organisational structure has a wide range of effects on staffing considerations. .
· General economic trends & other Issues - one consequence of major economic downturns is that a significant number of workers will temporarily or permanently lose their jobs. Economic cycles are clearly an important variable in changes in internal staffing. 
· Attrition  - Employee reductions that result from termination, resignation, retirement, transfer out of he business unit and death

8.3 Advantages of internal staffing
· Employers can maintain closer control of skill/competencies & work habits
· Preparation of employees to fill complicated /critical positions without sudden training needed
· If vacancies are filled by internal staff, no orientation is need
· Detailed info about abilities , aptitudes & habits are available of current staff
· Internal staffing promotes employee satisfaction & commitment
· Enables organisations to fulfil hiring goals & time table according EEA
· Employees can placed in best interest of both organisation and person
· Can contribute to organisations bottom line

8.4 Requirements for effective internal staffing
· To pay close attention to identifying the current employee skill levels and development needs.
· Equity exists in matters such as compensation, promotion and access to training. 
· human resource information system  must exit in organisation
· it must have the involvement of top-level managers as well as line manager

8.5 Types of internal staffing strategies

· Pure selection strategy – the most qualified person for each position is chosen. This approach is maximally responsive to the organisation. 
· Vocational guidance strategy – places the person in the position for which they arc 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. The compromise staffing strategy attempts to achieve the best allocation of available employees to fill vacancies while meeting individual and organisational needs. Compromise strategies thus place people in jobs so that all jobs are filled by individuals who meet at least the same minimum standards of performance.

8.6 Guidelines for the selection of the most effective internal staffing strategies
· When choosing a strategy, HR managers should consider the following conditions:
· The ratio of openings to applicants;
· The relative costs associated with performance in the position;
· The nature of the interrelationship between jobs.

· Selection ratio – (The number of job applicants compared with the number of persons to be hired.)
· 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. 
· Many positions to fill and a few applicants (a large, election ratio) 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. 
· Equal number of openings and applicants, the compromise strategy will optimise the classifications and placements for both the individuals and the organisation.

· Performance costs – If performance errors are extremely costly to the c()m )any, a pure selection strategy based on scores with maximum validity will ensure that the best person is placed in the job
· Type of Job – 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.


8.7 Various approaches to internal staffing
· 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. 
· internal staffing is designed with two objectives in mind:
· Organisational effectiveness;
· Employee satisfaction and commitment. 
Various types of internal moves:
· Promotion - Upward internal moves in an organisation that usually involve great responsibility and authority along with increases in pay, benefits and privileges.
· Two main approaches are used to recruit employees for promotion. 
· The closed promotion system, - 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.
· The open promotion system or job posting. 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 and a personal fit in the organisation.
· Criteria for promotions:
· Seniority – ;directly related to an employee's length of service or the period spent in a specific job grade
· Performance – many organisations strongly consider current performance when promoting employees. 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, .g. an assembly-line worker to first-line supervisor.
· Assessment centre – employees' promo-ability is evaluated by a series of exercises. These exercises focus 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. 
· Unofficial promotion criteria - social factors such as membership of a certain club or political party, graduation from the right university and participation in the right sport are important in getting promoted in some organisations. Friendships can also play an important role.
· Advantages of internal promotions:
· Employees feel more secure with organisation that provides them with opportunities
· Use internal abilities to greatest extent possible
· Encourages excellent performances for employees
· Promotes job satisfaction
· Internal employees are better qualified
· Less expensive for company
· Disadvantages of internal promotion
· More highly qualified personnel from outside can be overlooked.
· People promotions can be to disadvantage of company
· Can lead to a form of “infighting” and “inbreeding”
· In growth periods – employees are promoted regardless of qualification (managerial deficiencies)

· Demotion
· The process of moving a worker to a lower level of duties and responsibilities, typically involves a pay cut.
· The economic climate can force a company to close down some of its operations, forcing the remaining employees to accept lower positions. 
· Transfers – the lateral movement of a worker within an organisation
· Lay-offs – temporary termination of employees / elimination of jobs during periods of economic downturn/restructure
· Downsizing/retrenchment – reduction in the number of people employed by a firm (aka – restructuring/rightsizing)
· Where downsizing aims to cut costs by cutting heads, rightsizing aims at having the right number of people to do the right kind of things. It thus focuses on the deployment of HR rather than wage and salary expenses
· Three types of downsizing strategy can be identified namely: workforce reduction organisation redesign and systemic 

· 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 - 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 dismissals - The maximum total compensation for both procedural and substantive unfairness would be 12 months in cases other than automatically unfair dismissals

· Resignations , quits and dismissals
· Resignation – done by employee
· Quitting – employee leave without notice
· Dismissal – employer terminates due to incompetence, violation of rules or dishonesty. 
· Retirement
· Retirements are a special case of resignation. In many ways, they are similar to quits in that they are initiated by the employee and are thus the product of a choice process. Retirement may occur at a certain age or after a number of years' service. Upon retirement, the employees usually receive a monthly pension until their death. Sometimes employees will retire before they reach the required age or achieve the length of service stipulated. Organisations are not eager to allow employees to retire early as it is often more costly and may cause a disruption of the organisation's operations.
· Cost of employee separations
· The costs of the various employee separations discussed above depend on whether the organisation intends to eliminate the position or to replace the departing employee. By eliminating positions, the company can reduce costs in the long run. However, even when the positions are eliminated, the separation costs can be considerable. 

8.8 Career management
Important terms:
· Career – sequence of jobs held during a person's working life.
· Career management – the process of designing and implementing goals, plans and strategies that enable HR professionals and managers to satisfy workforce needs and allow individuals to achieve their career objectives,
· Individual career planning – the process whereby each employee personally plans career goals. ,
· Organisational career planning – the process whereby management plans career goals for employees.
Benefits to the organisation:
· Staffing inventories – will help ensure a continuous supply of professional, technical and managerial talent so that future organisational goals may be achieved. .
· Staffing from within –many potential advantages of promotion from within, most within requires a strong career management programme to guarantee that employees can perform effectively in their new jobs. 
· Solving staffing problems – 1), a high rate of employee turnover may be caused, at least in part, by a feeling that little opportunity exists within the organisation. 2) Recruiting 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 workers hold their employers responsible for providing opportunities so that those expectations may be realised.
· Enhanced motivation – Because progression along the career path is directly related to job perform; once, 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.

8.9 The changing face of career management
Differences between levels in organisations with flatter structures are far greater: there is a qualitative leap rather than a quantitative step involved.42 Moves sideways rather than upwards are more frequent - this is the so-called boundary-less organisation. , career management means building up the knowledge and skills capital of the business to meet future requirements. organisational needs should be linked with individual career needs in a way that joins personal effectiveness 11 lid satisfaction of employees with the achievement of the organisation's strategic objectives.
8.10 Successful career management
· Four factors determine the success of an organisation's career management efforts. 
· career management must be planned: haphazard or ill-conceived attempts to manage careers will fail
· Top management must support career management.
· Administrators must not omit or neglect any of career management's many programmes and processes. 
· Career match, has been found to be the most critical factor in career management programmes.

· Organisational career planning
· Career ladder – the progression of jobs in an organisation’s specific occupational fields ranked from highest to lowest based on level of responsibility and pay
· many employers have now developed two career ladders
· The traditional managerial ladder - included three steps up in technical jobs (service representative 1, 11 and Ill), then three steps in management (supervisor, manager I and 11). 
· The professional ladder - allows employees who have never taken a formal managerial assignment to move up the corporate ladder. E.g. department head in customer service, may now allow three steps of additional technical or professional jobs (service analyst, service consultant I and II) to substitute for the steps in management. 
· Main reasons for dual ladder approach:
· To retain best professional/technical people
· To create career path for this not interested in a career in management
· To increase morale of technical staff
· To create more equitable non –management compensation structure

· Individual career planning
· Career counselling is voluntary and available to all employees. 
· Career planning steps:
· The first step is the assessment of personal interests, aims, skills and abilities.
· The second step is the collection of information about existing and future opportunities in an organisation. 
· The final step in the individual planning process is the development of a strategy to achieve career goals.

· Integrating plans - To be effective, career management efforts must strike a workable balance between the organisation's HR needs and employees' career goals. 

· Implementing programmes - The primary elements in implementing a career management programme include publication of job vacancies, the implementation of employee performance appraisals, the establishment of T&D activities and the evaluation of career progression. 
· Job Vacancies – Publicising job vacancies (job posting) is an excellent way to disseminate career information and notify employees who may be qualified for the vacant job. 
· Appraisal Data – Sound employee performance appraisal (PA) data are particularly important for career development. 
· T&D experiences - Effective T&D enables the employee to assume increasingly challenging job responsibilities and 10 perform at higher job levels. Many T&D activities - e.g. job rotation, coaching, committee assignments and away-from-the-job educational strategies - are core components of career management for many organisations.
· Career evaluation - the final phase of the career development process is evaluation of an employee's progress toward career goals. Evaluation usually takes place annually or biannually, possibly during a formal appraisal review. During evaluation, employees review the progress of their careers with supervisors and perhaps career counsellors. Particular emphasis is placed on whether career goals and timetables have been reached.

· Career stages - , that employees generally progress through career stages. Each stage represents a unique set of opportunities, problems and circumstances, and the needs of employees change as they pass from one stage to the next. 
· Establishment – At the beginning of a career, the employee faces anxiety and uncertainty over their performance potential and competency. 
· Advancement – employee demonstrates competence and knowledge of the politics of organisational life.
· Maintenance – People generally achieve their highest advancement during the maintenance stage, devoting a considerable amount of their energies to developing and guiding others with less experience.
· Withdrawal – Withdrawal begins as one retires or moves on to a new career. During this stage, the Individual devotes greater time to leisure and to the family. 

· Evaluation of career programmes - Criteria include internal versus external hiring rates, turnover rates, exit interview results and audit reports
· Career Problems
· Some employees think that the organisation should bear the major responsibility for career development. 
· The impatience and frustration employees feel when advancement opportunities are limited. 
· The supervisor is the employee's most important career counsellor, but
· career planning was a burden;
· career planning for subordinates was not part of their job;
· they were not equipped to assist employees in career planning and counselling

8.11 The plateaued employee
Career plateau – occurs when an employee has reached the highest position level possible within organisation and has no future prospect of being promoted due to lack of skills, company restructuring or other factors
8.12 Dual-career couples
Dual-career partnerships – couples in which both members follow their own careers and actively support each other’s career development
Personal & organisational problems dual-career couples face:
· Conflicting alternatives – Problems with employing the "trailing spouse" can be difficult.
· Reluctance to approach the company – may feel that openness about their career problems may harm their chances of advancement.
· Possibility of a no-career couples – couples are both retrenched within the same time period, sometimes from the same company.
· Family versus work – Who assumes responsibility for raising the children
· Lack of experience with conflict resolution – Many couples lack the skills necessary to solve career-family crises
· Baby panic – Should the dual-career couples have children, and if so, when?
Characteristics of programmes to help couples with their problems:
· Dual – career audit – An audit, performed through a company Survey, should be a starting point for a company to recognise the extent of the problem. 
· Special recruiting techniques – giving a potential employee and his or her spouse a realistic view of the company's workload, travel and career opportunities. Employers may be able to avoid a potentially poor job match. 
· Revision of transfer policies – Employers are now finding ways to enhance their employees' careers without permanent geographical transfer.
· Examination of nepotism policies – Many employers are revising their policies to allow both spouses to work for the company, as long as an employee does not supervise a relative or participate in decisions concerning the relative's salary, performance or advancement.
· Assistance for dual-career couples - employers is helping couples learn how to manage their careers.




Section 3 Assessing & Developing Qualified Worker
Study Unit 9 - Performance management and appraisal
9 
9.1 South Africa’s performance appraisal Dilemma
· Performance appraisal  - The process of evaluating how well employees perform their Job when comparing to n set of standards, and then communicating that Information to employees
· Performance management - a process which significantly affects organisational success by having managers and employees work together to set expectations, review results and reward performance.
9.2 Performance criteria
3 types of performance criteria:
· Trait-based criteria – · Focus on the personal characteristics of an employee, e.g. loyalty,
· Behaviour-based criteria – , These are concerned with specific behaviours that lead to job success
· Results or outcome-based criteria – Focus on what was accomplished or produced rather than how it was accomplished or produced. 

9.3 Performance appraisal objectives
· PAs are a key element in the use and development of an organisation's most vital resource its employees.
· Appraisals are used for a wide range of administrative purposes, such as making decisions about pay, promotion and retention.
· Effective appraisals can significantly contribute to the satisfaction and motivation of employees - if they are used correctly
· PA fall into two categories:
· Evaluative objectives – (merit review or merit evaluation)
· Compensation decisions - short run it may determine merit increases for the following year; in the long run, it may determine which employees are promoted into higher-paying jobs.  
· Staffing decisions constitute a second evaluative objective of PA
· Evaluate selection system - the recruitment, selection and placement system.
· Development objectives –( developmental objectives )
· Performance feedback is a primary developmental 
· Direction for future performance
·  Identify training and development needs

9.4 The appraisal process
Steps in developing a PA system
· Determine performance requirements – determine what skills, outputs and accomplishments will be evaluated during each appraisal. 
· Choose an appropriate appraisal method – different appraisal methods may be used for different groups, such as production, sales and administrative employees,
· Train supervisors – they need to prepare fair and accurate appraisals and effectively communicate the evaluation 
· Discuss methods with employees – discussion should specify which areas of performance are evaluated, how often, how the evaluation takes place and its significance to the employee,
· Appraise according Job standards – employee's work evaluated according to predetermined work requirements
· Discuss appraisal with employees – supervisor should emphasise positive work performance - as well as areas that need improvement.
· Determine future performance goals – setting goals for the employee's future appraisal period is critical because it gives the employee direction for continued or improved performance.

9.5 Legal considerations
Legal guidelines to protect company
· Written appraisals should be done regularly for all employees
· Supervisors should be trained thoroughly
· Appraisers should apply constant, explicit 7 objective job-related standards
· Audit system must be implanted to guard against leniency &  rater errors to ensure appraisals are unbiased
· Problem areas should be detailed and documented
· Specific goals & timetables to be set up for corrective action on problem areas
· Employees given opportunity to respond to negative appraisals
· Employer should be able to prove employees received the PA
· Circulation of appraisals to be restricted to selected management 
· Check last PA.

9.6 Methods for appraising performance
· PA methods were broken down into two categories
· Comparative methods, such as ranking or forced distribution, rate the overall performance of one employee directly against that of other employees. 
· Objective methods, such as rating scales or management by objectives (MBO), rate the employee against some objective, selected or imaginary goal(s).

· Work standards 
· Primarily to measure the performance of clerical and manufacturing employees whose jobs are production- or output-oriented.
· Work standards establish the normal Dr Average production output for employees on the job. 
· Standards are set according to the production per hour or the time spent per unit processed or served.
· allows firms to pay employees on a piece-rate basis

· Category rating methods
· Graphic rating scale - Method of performance appraisal that requires the rater to indicate on a scale where the employee rates on factors such as quantity of work, dependability, job knowledge and cooperativeness.
· Non –graphic rating scale - is usually more valid than a graphic scale because the former contains a brief description of each point on a scale rather than simply low and high points of a scale. The rater can give a more accurate description of the employee's behaviour on a particular attribute because a description clarifies each level of the rating scale. On the graphic scale, raters arbitrarily decide what various points represent about an attribute; for example, what is "below average" cooperation?
· Checklist of critical incidents - by developing a checklist of critical behaviours related to an employee's performance. Such an appraisal form may have 20 or 30 critical items for one specific job. The supervisor simply ticks whether the employee has performed in a superior manner in anyone of the incidents. 
· Comparative 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
· Forced distribution – performance appraisal method in which ratings of employees’ performance are distributed along a bell-shaped curve
· Paired comparison –  a variation of the ranking method of PA in which the performance of each employee is compared with that of every other employee in a particular group
· Narrative methods
· Critical incidents – the use of specific examples of job behaviour that have been collected from supervisors or employees or both.
· Annual review file or calendar – the supervisor or appraiser to keep an ongoing record of employees' critical incidents contemporaneously during the period of appraisal. 
· Essay method – The supervisor or appraiser writes an essay, in narrative style, describing the employee's performance, specifying examples of strengths and weaknesses.
· Behavioural / objective methods
· Behaviourally anchored rating scales (BARS) – a behavioural approach to performance appraisal that consists of a series of vertical scales, one of each important dimension of job performance
· Important advantages
· A more accurate gauge 
· Clearer standards 
· Feedback 
· Independent dimensions 
· Consistency 
· Management by objectives (MBO) – philosophy of management that rates performance on the basis of employee achievement of goals set by mutual agreement of employee and manager
· Goal-setting – 
· The individual goal-setting level, goals are mutually set by the employee and his/her manager. 'The aspect of participation in goal-setting is one of MBO's major strengths, as there is general agreement that participation in decision-making strengthens employee motivation and commitment.
· Characteristics of good goals:
· Description of what & how the accomplishment of a goal will be measured
· Target dates for goal accomplishment
· The amount or resources to be used to accomplish goal
· Action planning
· Goals specify what is to be achieved; action plans specify how goals are to be achieved. In essence, the action plan constitutes a road map for accomplishing the goals. Action plans are important because they provide direction as well as a mechanism (often called milestones) for measuring accomplishment toward goals.
· Self-control
· Employees will accomplish their goals if given management and organisational support. Inherent in this assumption is that those who are being apprised with MBO have a fairly high level of motivation, commitment and achievement drive.
· Periodic review
· A mechanism for periodically measuring progress toward goals. A review process is particularly important to discuss problems that an employee may be experiencing in reaching goals; perhaps goals need adjusting to account for problems that could not be forecast during the goal-setting process. In more fortunate situations, exceptional performance may require that goals be adjusted upward. While the actual review periods may vary from firm to firm, typical periods are quarterly or monthly. 
· Steps to ensure:
· Translate strategy into a scorecard of clear objectives
· Attach measures to each objective
· Cascade scorecards to the frontline
· Provide performance feedback based on measures
· Empower employees to make performance improvements
· Reassess the strategy

9.7 Common rater errors
· Rates bias – error that occurs when a rater’s values or prejudices distort the rating
· Halo effect – rating a person high on all items because of performance in one area
· Central tendency – a common error in PA that occurs when employees are incorrectly rated near the average  or middle of a scale
· Leniency – giving undeserved high performance appraisal rating to an employee
· Strictness – being unduly critical of an employee’s work performance
· Recency/primacy effect – a rating error occurring when an appraiser assigns a rating on the basis of the employee’s most recent performance rather than on the long-term performance
· Overall ratings – often compensation decisions e.g. the amount of pay increases or bonuses - are determined by the employee's overall rating, it’s difficult for a rater to combine all the separate performance dimensions into one accurate overall rating

9.8 Who should do the rating?
· Supervisors – The person in the best position to observe the employee's behaviour and determine whether the employee has reached specified goals and objectives is the best person to conduct the appraisal.
· Peer evaluation – performance appraisal done by one’s fellow employees, generally on forms that are compiled into a single profile for use in the performance interview conducted by the employee’s manager
· Customer / client evaluations - Specialised customer questionnaires, telephone follow-up surveys and other techniques are used in addition to comment cards to try to get the customer's evaluation of the employee performance. 
· Assessments can still fail due to :
· Changing the ground rules after the process has begun
· Inadequate attention to identifying what each rather should rate.
· Involvement in design
· Choice of raters
· Concise versus meaningful
· Different interpretations
· Advantages for organisations using 360 assessments
· Improves 2 way communication & opportunity for employee involvement
· Demonstrates respect for employees – their opinion counts
· Created better working relationships within Organisation 
· Advantages for individuals:
· Feedback is invaluable
· Can increase reliability
· Serves a directional purposes on strength and weaknesses
· The system has limitations:
· Can place increased pressure on managers
· Person feels threatened by this form of assessment
· Organisation may be saturated with forms
· Value of the results may be limited
· Individuals may select friendly raters
· Questionnaires might be too time consuming
· Process can be expensive
· System requires training to work effectively
· Positive aspects of the system:
· System is more comprehensive
· Quality of information is better
· It complements TQM initiatives
· May lesson bias/prejudices
· Feedback from peers may increase employee self-development
· Self –rating – PA done by the employee being evaluated, generally on an appraisal form completed by the employee prior to the performance interview
· Reverse appraisals - the employees rate the supervisor. 
· Team portfolio appraisals - a team appraise the performance of individual team members.

9.9 Assessment centres
Assessment centres are used for:
· Identify employees who have higher level management potential
· Select first-line supervisors
· Determine employee development needs

9.10 Monitoring employees on the job - With the advancement of computer and other technology, it is now also possible to evaluate employee performance electronically. Monitoring employees by computer or any other method is open to serious invasion and privacy issues. Despite these concerns, computerised/electronic appraisal could be a valuable aid to human resource managers.

9.11 Effective PA system
PA systems to be designed to:
· Help determine merit pay and bonuses
· Comply with employment equity legislation
· Be easy to administer

Design input
HR department input -the HR department continues to be involved in the PA system, but it no longer dominates the entire process.
· Steps to involve employee in the PA design:
· Step 1: group formation - A cross-functional team should be assembled similar to the manner in which other task groups are chosen. 
· Step 2: objectives and concerns - Team members should discuss their own goals and the problems they would like the new PA system to overcome. 
· Step 3: dimensions of performance - the team should identify the dimensions of performance that need to be evaluated. 
· Step 4: policies and procedures - the team should prepare guidelines for implementing the new PA system that support the objectives established in Step 2. 
· Total quality management or system approach
· TQM is founded on the philosophy that quality products are a function of the system in which they are produced. System variables can include anything that influences the final product or service. Availability of raw materials and supplies, the leadership style of supervisors, the culture of the organisation and the efficiency of the manufacturing line are all system variable
· TQM should promote a systems assessment and should minimise the individual differences between employees that are the focus of traditional PAS.
· 
Training appraisers
· Modern approaches – 
· There is general agreement that training will improve the performance of the rater.
· Every rater needs information about the PA system used, the forms and ratings and the legal issues involved in the PA process. 
· Appraisal processes and techniques are often included in training programmes for new supervisors. 
· Raters should be able to eliminate many misunderstandings, and consistency between raters should increase if they receive training. 
· Impression management – 
· Often overlooked in training programmes on P systems is the strategy used by the employee-ratee to get a favourable rating. 
· They disguise their shortcomings and dramatise their strengths - all to create a PA rating higher than their actual performance warrants.
· By identifying the shrewd political tools employees use to bias their performance ratings, raters can protect themselves from making inaccurate ratings.
· The two general strategies employees use are
·  demotion-preventive strategies and
· Giving accounts or excuses ,apologies; dissociation 
·  promotion-enhancing strategies,
· entitlements , enhancements ; obstacle disclosure , association

· Formal and informal methods
· Regular informal appraisal sessions let employees know how they are doing and how they can improve their performances. Good work should not go unnoticed, and frequent supervisory recognition is an important technique for sustaining high levels of employee motivation.
· Appraisal system evaluation
· An organisation's PA programme is generally created and implemented to meet both evaluative and developmental objectives. 
· How can an appraisal system be evaluated? 
· Interviews. Managers from various departments were interviewed. 
· Analysis of employees' records. A random sample of PA forms can uncover possible discrimination. 
· Analysis of the relationship between the employees and their ratings. Employee ratings were correlated with certain personal and work factors 
· Analysis of PA systems in comparable settings. The organisation's appraisal was compared to the systems used by other organisations.
· One method for evaluating the appraisal system is:
·  For upper management to review the appraisals conducted by first level managers. 
· Providing feedback to managers about the quality of their performance appraisals has several advantages. 
· It is relatively easy and inexpensive.
· managers are aware that their performance as appraisers will be evaluated,
· There is a tendency to reduce errors of leniency, strictness and central tendency.

9.12 The appraisal interview
· Three types of information supervisors raters relay in PA interviews:
· Performance improvement feedback
· Corporate goal feedback
· Salary information
· Problems with the appraisal interview
· Playing “God”
· Inability to give criticism
· Personality biases
· Inability to give effective feedback
· Interview format
· Prepare for the interview
· State the purpose of the interview
· Indicate specific areas of good performance and areas that need improvements
· Invite participation
· Focus on development
· Problem-solving interviews
· According to many HR professionals, the problem-solving interview lies at the core of the employee development process. To conduct a problem-solving interview successfully, a supervisor must assume a certain role and possess certain attitudes and skills. 



Study unit 10 – training and development
10 
10.1 Training versus development
Training – a process whereby people acquire capabilities to aid in the achievement of organisational goals
Development – the managerial function of preserving and enhancing employees’ competence in their jobs by improving their knowledge, skills, abilities and other characteristics
10.2 Traditional managerial skills
· Technical skills – knowledge of equipment, work methods & work Technologies
· Conceptual skills – ability to view organisation as a whole & coordinate & integrate organisational functions, activities, goals and purposes
· Human relations skills – the ability to communicate with employees, establish strong interpersonal relations &to build  cooperative, satisfying relationships, among work group members

10.3 Purposes of T&D
7 major purposes:
· Improve performance – employees who perform unsatisfactorily because of a deficiency in skills are prime candidates for training. Sometimes a new or newly promoted employee does not possess the skills and abilities required to be competent on the job. 
· Update employees’ skills – Managers In all areas must always be aware of technological advances that will make their organisations function more effectively, management personnel who fail to adapt to these changes become obsolete and ineffective.
· Avoid managerial obsolescence – 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 reform 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 Shortfalls, high levels of absenteeism and turnover, labour-management disputes and a restrictive legal environment. Organisational problems are addressed in many ways. 
· Orient new employees – new employees form their initial impressions of the organisation and its managers. New employees may experience surprise or even shock when events do not conform to their expectations. As a result, they may seek information about organisational realities and their preconceived assumptions. 
· Prepare for promotion and managerial succession – One important way to attract, retain and motivate personnel is through a systematic programme of career development. 
· Satisfy personal growth needs – most managers and many front-line employees are achievement-oriented and need to face new challenges on the job. T&D can play a dual role by providing activities that result in both greater organisational effectiveness and increased personal growth for all employees.

10.4 T&D priorities for the 21st Century 
3 most important issues:
· Quality improvement programmes – have been instituted in response to increasingly higher demands for quality from the customer and the need to be more competitive in a global economy. Basic skills and other remedial training programmes have become a required prerequisite of other quality programmes because of the skill deficiencies found in the workforce 
· Technological change-related programmes – the rate of advancement of technology continues to accelerate, so employers must continue to offer T&D to keep front line as well as managerial employees from obsolescence. This has been a training priority in countries since the industrial revolution.
· Customer service T&D programmes - These programmes are now a top priority for organisations that consider themselves service oriented - an ever-growing group. 


10.5 Strategic training
· Training is strategic when it: develops essential worker capabilities; encourages adaptability to change; promotes ongoing learning in the organisation; creates and disseminates new knowledge throughout the organisation and facilitates communication and focus.
Strategic training plan has 4 major stages
· Stage 1: Strategise – -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 – now  must be decided how training will occur and how much resources will be needed,
· Stage 4: justify – The effective implementation of strategic training requires the use of a systematic training process 

10.6 A systems approach to T&D
· The three major phases training are: (1) assessment; (2) T&D (3) evaluation

· Phase 1: need assessment – systematic analysis of specific training management development activities required by an organisation to achieve its objectives.
· Organisational analysis -involves analysing organisation-wide performance criteria .The purpose of this analysis is to uncover major problem areas that may indicate a need for training.
· Operational analysis - also called job/task analysis, is to determine how a job should be performed - the desired level of performance. Data is collected that enable training personnel to create programmes that focus on the right way to perform a job.
· Individual analysis - focuses on the employee and is used to identify employees for training. Specifically, the two purposes of individual analysis are to determine: 
· (1) who currently needs T&D; 
· (2) What skills, knowledge, abilities or attitudes need to be acquired or strengthened now and for the future. 
· Individual analysis is important to ensure that employees who need training are the ones who actually receive it and that programmes are designed to fill the gap between actual and desired performance, called the performance gap.
· There are numerous ways to collect individual analysis data. They are:
· Request from management
· Employee interviews
· Advisory committees
· Assessment centres
· Attitude surveys
· Group discussions
· Questionnaires
· Skills test
· Observations of behaviour
· Performance appraisals
· Performance documents
· Exit interviews

· The special case of T&D for Managers
· Strengths and weaknesses are closely examined to predict how managers will perform if promoted. During this assessment managers with many skills and broad experience may be considered promotable without formal development. A certain percentage of managers may have "peaked" in their present jobs and thus may be deemed un-promotable, others may be judged promotable but only after further preparation. For the last group of managers, an analysis must be made of the specific skills and abilities they will need in order to be successful after being promoted.

· Management succession chat – chart or schedule that shows potential successors for each management position within an organisation

· Selecting needs-assessment techniques
· Employee involvement – enhances motivation as feeling of participation
· Management involvement – they have accurate information about employees
· Time required – allocation of time to activity
· Cost of the assessment method -  cost must be considered
· Needs-assessment information – must be relevant & quantifiable
· Many employer perform NO formal T&D needs assessment

· T&D objectives – indicates the kinds and levels of skills, knowledge, abilities, and attitudes the participant should possess after the programme is completed
· Well-written objectives will benefit training in at least three important ways:
· T&D objectives help determine which methods are appropriate by focusing on the areas of employee performance that need to change;
· T&O objectives clarify what is to be expected of both the trainer and the participants;
· T&O objectives provide a basis for evaluating the programme after it has been completed.
· A well-written T&D objective will have three parts:
· a statement of outcome behaviour, i.e. what the employee will be able to do on completion of training;
· a description of the conditions under which the outcome behaviour is expected to occur;
· A statement of the minimum level of achievement that will be accepted as evidence that the employee has accomplished what was required.

· Phase 2: design and delivering of T&D
· After needs assessment has identified a performance gap (the difference between desired and actual performance) or another specific set of developmental needs, and after particular objectives have been set that a T&D approach should accomplish, the organisation is ready to seek or design a T&D programme. The organisation should be careful to select or design a T&D programme that will yield verifiable results; otherwise, the large financial investment in training will not payoff. 
· Training design – 
· Principles of learning – 
· Motivation – 
· Participation – 
· Feedback – 
· Organisation – 
· Repetition
· Application – 
· Training delivery – 
· On-the-job (OTJ) T&D – training showing the employee how to perform the job and allowing person to do it under the trainers supervision
· Job rotation – training that requires and individual to learn several different jobs in a work unit or department and perform each for a specified time period
· Enlarged & enriched job responsibilities – 
· Job instruction training – 
· Coaching – an on-the-job approach in which a manager has the opportunity to tech an employee on a 1-on-1 basis
· Mentoring – 
· Committee assignments – 
· Away-from-the-job T&D
· Lecture – 
· Conference/discussion – 
· Vestibule or simulation – training that takes place away from the production area on equipment that closely resembles the actual equipment used on the job.
· Technology-based systems
· Case study – 
· Role-playing – a training method in which participants are required to respond to specific problems they may actually encounter in their jobs
· Management games – 
· In-basket exercise
· Membership of professional organisations
· Wilderness training
· 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
· Effectiveness of behaviour modelling
· Sensitivity training – an organisational development technique that is designed to make people aware of themselves and their impact on others
· Packages of T&D programmes
· A T&D plan and implementation

· Phase3: evaluation 
· 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. While T&D costs (materials, supplies, lost work time, travel expenses, consultant fees, etc.) are relatively easy to measure, T&D benefits are difficult to translate into economic terms. 
· Another strategy for evaluating T&D is to assess the extent to which the objectives were met.
· Levels of T&D evaluation
· Level 1: How did the participants react? - trainee normally completes a questionnaire about the adequacy of the T&D facilities, the skill of the trainer, the quality of the programme content and the relevancy of the T&D techniques.
· Level 2: what did the participants learn? - Learning is often assessed by testing a trainee both before and after a programme. 
· Level 3: how did participants’ behaviour change? - Participants in T&D are expected to learn a skill or body of knowledge that results in a positive change in job behaviour. 
· Level 4: what organisational goals were affected? - examines the impact of T&D on organisational goals of productivity, quality and job satisfaction, as well as decreased turnover, accidents and grievances. 
· Applying evaluation strategies
· Combining the four levels of T&D evaluation with a cost-benefit strategy would certainly enable management to ascertain whether a programme was contributing to the effectiveness of the organisation, but this approach would involve considerable time and money.

10.7 Successful T&D programmes for Managers
· 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 end, a number of conditions must be satisfied.
· Performance appraisal - The developmental needs of current managers are most effectively pinpointed through objective, results-oriented appraisal techniques. 
· 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. 
· Top management support - must be earned by demonstrating how programmes are contributing to the strategic and operational goals of the organisation. Because of the importance of the bottom line, demonstrating the cost effectiveness of T&D may well be the most productive way to gain the support of top management. 
· HRD professionals acquire four sets of skills: 
· Power skills - to influence the people he or she interacts with: bosses, subordinates, line managers and professionals outside the organisation.  
· Relationship skills - Is enabling the development of supportive relationships. 
· Technical skills - must maintain state-of-the-art knowledge not only of adult learning but also of related topics, such as productivity improvement and organisational change processes.
· Entrepreneurial skills - the ability to solve human resource problems creatively and to take calculated risks - are important for contemporary HRD professional
· Climate of change - managers must be able to transfer these new skills and abilities to the work environment. Therefore the work environment must be receptive to new ideas and techniques, allowing managers to depart from well-established but ineffective ways. Problems of transfer of learning become significant when managers attempt to apply new ideas in rigid, uncompromising climates. Therefore, the transfer climate in the organisation plays an important role in T&D success for managers.
· Professional staff - , management HRD professionals must possess strong conceptual skills while being technically able to conduct T&D activities. Training professionals must be familiar with the great variety of T&D activities available and be able to select activities to satisfy myriad development needs.

10.8 The learning organisation
· Learning organisation: an enterprise in which learning is open-ended, takes place at all levels and is self-questioning
· Learning organisation has the following characteristics:
· There’s a shift of emphasis from trainer to learner ownership
· The whole range of learning opportunities  within organisation is recognised 
· Managers are encouraged to develop coaching, mentoring & assessing skills
· Additional learning opportunities are created

10.9 South Africa’s training challenge
· The biggest challenge facing is rebuilding the economy. This process can only be successful if companies raise performance and productivity standards through skill enhancement and development. Many studies have reduced the factors for sustainable productivity increases to three aspects:
· Education and training;
· Economic restructuring; and
· Better management practices. .
· South Africa inherited a training and education system with a number of serious shortcomings:
· there was a lack of adequate planning for future skill requirements;
· The unemployed were inadequately trained;
· There was inequality of education which left a highly differentiated system with far greater resources being made available on a per capita basis to white students than to blacks, with the ratio region of 3:1;
· Personnel costs constituted more than 80 per cent of all present education budgets.
· In order to succeed in the rebuilding process, it is imperative that the various stakeholders - the private sector, the 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.
· If South Africa wants to succeed in this new environment it will have to start by building its competency base. This can be done on four levels:
· National competencies with the external driver being the national economic strategy;
· Organisational competencies with a subcategory of core and strategic, driven by the corporate strategy;
· Occupational competencies with a subcategory of vocational and managerial, driven by individual career management;
· Individual generic competencies driven by personal motivation and ability.
· Two types of organisational competency can be distinguished: core and strategic. 
· Organisational core competencies can be defined as the combination of individual technologies and production skills that underlie a company's product lines. Hence, core competence can be recognised as the competitive advantage gained from a capability that lies behind the products.
· Strategic competencies provide the company with a distinctive capability.
· The combination of units of learning required for a particular job function or profession can be seen as occupational competencies.
· Vocational competencies can be identified as the technical competencies required by a lob or occupation. 
· Individual generic competencies are those that are largely inferred from performance in a given situation.
· In addition to these competencies, interest is growing in other types of generic competencies, such as the ability to:
· Find, process and use information;
· Solve complex problems; and
· Use technology.
· the Department of Labour in February 2001, launched the National Skills Development Strategy (NSDS) with the following objectives:
· Support economic growth for employment creation and poverty eradication;
· Promote productive citizenship for all by aligning skills development with national strategies for growth and development;
· Accelerate Black Economic Empowerment (BEE) and employment equity;
· Learners with disabilities should be reasonably accommodated to enable them to have access to and participate in skills development;
· Support, monitor and evaluate the delivery and quality assurance systems necessary for the implementation of the NSDS;
· Advance the culture of excellence in skills development and lifelong learning.

10.10 The National Qualifications Framework Act, No 67 of 2008
· In order to rectify the enormous shortage of skilled manpower with the limited budgets available, the South African government embarked on a number of innovative and resourceful programmes:
· The merging of different education departments into one controlling body;
· The acceptance of an education policy that integrates the education and training effort within the country, thus
· The passing through parliament of the South African Qualifications Authority Act, No, 58 of 1995, this Act has now been replaced by the National Qualifications Framework Act, No. 67 of 2008
· Objectives of the NQF
· To create an integrated national framework for learning achievements;
· Facilitate access to, and mobility and progression in, education, training and career paths;
· To enhance the quality of education and training;
· To accelerate the redress of past unfair discrimination In education, training and employment opportunities,
· NQF framework levels
· The NQF is organised as a series of levels of learning achievement, arranged in ascending order from one to ten. 
· Each level on the NQF is described by a statement of learning achievement known as a level descriptor. 
· A level descriptor provides a broad indication of learning achievements or outcomes that are appropriate to a qualification at that level. 
· Level descriptors must be developed and determined, and there will be one set of level descriptors for the NQF.
· NQF structure
· The General and Further Education and Training Sector. This includes formal education Institutions 
· The Higher Education Sector (Universities and Universities of Technology);
· The Trades and Occupation Sector. This comprises education and training for the workplace.
· Instruments of the NQF
· to develop, foster and maintain an integrated and transparent national framework for the recognition of learning achievements;
· to ensure that South African qualifications meet appropriate criteria; and
· to ensure that South African qualifications are of an acceptable quality 



10.11 The Skills development Act,No97 of 1998, The Skills development Amendment Act,No37 of 2008, The Skills development  Levies Act,No9 of 1999, 



10.12 The Skills development  Levies Act,No9 of 1999 
· Aims of the Skills Development Levies Act
· The purpose of the Skills Development Levies Act. 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,
· Levy from 1 April 2000 was 0.5 per cent of the employer’s payroll and from 1 April 2001 it increased to 1 percent. 
· The Act has been criticised as levy is another form of de facto tax paid by companies, which therefore impacts negatively on the profitability of the business. 
· Consequently, some employers envisage cutting their current internal training budgets in order to make up for the money paid in levies. 
·  Those who take a long-term view will recognise that the skilling of employees must go beyond purely legal compliance to asserting specific strategic business objectives.




Section 4 Keeping Qualified Worker
Study Unit 11 - Managing compensation and benefits
11 
11.1 Compensation objectives
Compensation/total rewards – refers not only to extrinsic rewards such as salary & benefits, but also to intrinsic rewards such as achieving personal goals, autonomy and more challenging job opportunities
The term wage and salary administration usually refers strictly to the monetary rewards given to employees. 
Compensation refers to all forms of financial/nonfinancial returns and tangible services and benefits employees receive as part of an employment relationship
· Attracting talented employees –, using wage surveys, which estimates average salaries for amongst others entry-level positions. The employer has two alternatives: the first is for the organisation to conduct a wage survey and determine the going rate for jobs in the local labour market; the second is to use published market data. Conducting a wage survey is a difficult, expensive process for an individual organisation. A further requirement for conducting wage surveys is determining which information about each job is necessary. Organisations have turned more to published wage survey information for a variety of reasons. 
· First, published information can be obtained quickly, at low cost and with little effort by the organisation. 
· Second, conducting wage surveys has become a science in recent years; few organisations have personnel capable of undertaking such a task.
· Third, using an organisation's wage survey may cause problems in cases involving the labour union. 

· Retaining talented employees – To provide for equity among jobs, administrators usually create a systematic relationship among the pay scales for various jobs within an organisation. This process is usually called job. Evaluation. Primarily, jobs arc 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. 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 local labour market. Internal consistency, often called internal equity, refers to the relationship between the pay structure and the design of the organisation and the work. It focuses attention on the importance of designing a pay structure that supports the workflow, is fair to employees and directs their behaviours toward organisation objectives. · Not only must an organisation have a very equitable system but this system must be explained to its employees. The most equitable compensation system is useless unless employees perceive it to be equitable.
· Motivation – Employees expect that their performances will correlate with the rewards received from the organisation. Examples of such rewards include merit increases, promotions and intrinsic rewards such as goal accomplishment and increased self-esteem. t. Employees consider the relationship between their performance and the reward related to that performance and the reward related to that performance and then the fairness of that relationship. . The final step in the process involves employees setting new goals and expectations based on prior experience within the organisation. To safeguard this relationship of performance and motivation which benefits the organisation and the employee, the organisation must provide the following:
· Accurate evaluation. Management must develop a system of accurate performance appraisal in order to identify those employees who are outstanding, average and poor performers. 
· Performance rewards. Management should identify which rewards relate to performance levels and tell employees that pay, increased benefits, change in hours or working conditions or recognition will be directly related to high performance.
· Supervisors' feedback. Supervisors must give complete and accurate feedback to employees when appraising their performances
· Legal considerations – Government has affected compensation by-legislating pay levels, hours of work, pay for overtime and holidays and non-discriminatory pay practices. The Basic Conditions of Employment Act, No. 75 of 1997 as well as the Basic Conditions of Employment Amendment Act 11 of 2002 have a direct impact on the compensation strategy of a company.

11.2 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
This analysis is the basis of a job hierarchy and pay ranges. The result is a pay, system with the pay rate for each job commensurate with its status within the le hierarchy of jobs. Job evaluation does 10t review the employees within a position but rather assesses the worth of the position to the organisation. 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. 
· Popular job evaluation methods:
· The most popular job evaluation methods found include job ranking, the factor comparison method, the classification method and the point method. 
· The Patterson method, based on decision-making
· The Hay method – based on factors such as know-how, problem-solving, accountability & working conditions
· TASK (Tuned Assessment of Skills and Knowledge) measures changes in the level of skills &/ knowledge needed or used in a job
· Peromnes – based on 8 factors: problem-solving, consequences of judgement, pressure of work, knowledge required, job impact, educational qualifications and training and experience
· The JAS is a completely different approach to job evaluation. Instead of conducting job evaluation, the company conducts appreciations of the strategic role and type of contribution that can be made by the job. The system first appreciates the degree of complexity inherent in the work role and this then forms the basis for determining the nature and type of compensation. The information obtained through this process gives the organisation a clear view of the strategic level and type of value added by the job

· Job evaluation committee – The expertise and varying backgrounds of different committee members contribute to the accuracy of the evaluation process. The members of the committee should have adequate knowledge of all work areas within the organisation and a basic familiarity with the jobs within each department. Once established, the job evaluation system should be flexible and reviewed periodically. The job evaluation committee can provide this review since those individuals are most familiar with the compensation system. 


· Outside assistance – The first decision the job evaluation committee makes is whether the organisation should produce a job evaluation system or hire outside consultants. r. Often faster and more objective than internal employees, outside consultants need substantial internal input to analyse jobs and make difficult comparison decisions. A better alternative is hiring an evaluation consultant to organise the evaluation process and train the job evaluation committee. Once trained, the members do the decision-making; the consultant can be brought in at the end of the process to make necessary adjustments.

11.3 Pay systems
· Time-based systems - Most time-based systems use a schedule of pay grades and steps. The matrix can include hourly rates or annual rates of pay, depending on whether the jobs are hourly or salaried. When job evaluation is completed, administrators must determine a final pay system to apply to jobs within the organisation. · Their decisions involve establishing minimum and maximum pay levels for each pay grade and determining how individuals will advance in pay grades.
· Number of steps – Deciding how many steps should be included within each pay grade is a difficult decision. Having few steps in each pay grade creates larger increases and motivates employees to work for merit increases. Employees reach the top of their pay grades more quickly when grades have few steps. 
· Red circle employees – payment rates above the maximum of the pay range. Those individuals who are currently paid below the minimum step of their pay grade are in green circle jobs and receive green circle rates
· Overlap of grades – The organisation must also decide whether to overlap pay grades so that the maximum of one pay grade is higher than the minimum of the next higher pay grade. One advantage is that employees can be transferred or promoted from one job to the next without t necessarily being given pay increases. 
· Pay increases – 2 types
· Across- the-board increases – everyone in the organisation receives an equal pay increase, 
· Merit increases – pay increase given to employees based on their level of performance as indicated in the appraisal. Many managers believe that linking pay increases to performance is effective because behaviours that are rewarded are more likely to be repeated; behaviours that are punished are less likely to be repeated. When employees receive merit increases, they do not change pay grades, since a pay grade is based on the point total of their jobs or their classifications. Some organisations give seniority increases to employees who have successfully performed their jobs for a certain length of time. 
· Person-based systems – (company pays for the person)
· Broadbanding – a compensation technique that collapses many pay grades (salary grades) into a few wide bands in order to improve organisational effectiveness. What it does is to eliminate multiple salary grades in favour of just a few. The idea is to encourage flexibility in moving workers from one job to another without being constrained by narrow salary grades
· Skills/competency-based pay – pay based on how many skills employees have or how many jobs they can perform. This approach concentrates on paying workers according to their proficiency in learning and using a wide variety of skills/competencies that organisations need. 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 (see I
· 5 types of skill-based plans :
· Vertical skills plans – IS. Measure the acquisition of Input/output skills (e.g. a drill press operator mastering preventive maintenance and in process Inspection) within a single job.
· Horizontal skill plans – Reward the acquisition of complementary skills (e.g. a clerk learns how to do both accounts payable and accounts receivable) across several jobs.
· Department skill plans – Reward skill specialisation (e.g. a computer programmer specialising in database programming).
· Basic skill plans – IS. Reward employees for developing expertise in basic skill areas (e.g. four functions - maths, reading, writing and speaking English).
· Combination plans – Reward any of the skills previously discussed.29
· Performance-based systems - The purpose of an incentive or performance-based system is to relate employees' pay directly to their performance. In general, performance-based systems or variable pay can be divided into three categories:
· individual-based incentive systems, which provide a pay incentive to each worker based on their own level of productivity; 
· team-based incentive systems; and 
· Organisation-wide incentive systems, which base their rewards on total organisational performance. 

· Individual incentive plans – plans include a guaranteed 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. The standard, the output an average employee should be able to produce, is usually determined by industrial engineers using time-and-motion studies
· Piece-rate systems – n. Each worker is quoted a fixed or standard rate of pay for each unit of output produced. This is called the straight piecework plan. Jobs that are good candidates for piece rate systems are typically found in manufacturing. 
· 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. 
· 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 :
· (1) straight commission, which means 1hat their total pay is determined by the commission formula, 
· (2) salary-plus-commission, which combines a monthly salary base with a commission incentive. 
· Special incentive programmes – Numerous special incentive programmes that provide awards to individuals are also found, ranging from one-time contests for meeting performance targets to rewards for performance over time. For example, safe-driving rewards

· Team-based incentive systems – Team incentive arrangements differ from traditional incentives in many ways. One difference is that goals and results are clarified and established for teams, not for individuals. Also, teams are 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. Teams are typically more comparable (but not necessarily equal) 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. One problem with strong individualism within a team is the difficulty of putting the group's need first. Team members who cannot put the good of the group before their own are called social loafers and free riders. An important measurement tool used in most team-based incentive systems is something called 360° feedback 

· Organisational incentive plans – Employers want employees to realise the link between a portion of their compensation and the performance of their group or the entire organisation. organisational incentive systems fall into three types:

·  Profit-sharing plans - which tie employee compensation to the bottom-line profits; focus the incentive on the organisation's ability to pay bonuses, and obviously, bonuses are not paid when no profits are earned. 
· Gain sharing plans - which tie compensation to specific productivity measures such as time, materials or cost savings, focus on the contributions to specific productivity target goals, 
· Employee stock ownership plans - allowing employees to buy company stock. Allows the employee to increase their share value when the company does well.
· 
· Gain sharing – programmes under which both employees and the organisation share the financial gains according to a predetermined formula that reflects improved productivity & profitability. I1s. One of the strengths is its simplicity. It is easy to negotiate, easy to explain and easy to implement. In financial terms this means turnover divided by costs. Other strengths of the scheme include drawing employees into teams, fostering participative management and promoting a team effort that is directed at the achievement of common goals.

· Profit – sharing plans – any procedure by witch and employer pays, or makes available to all regular employees, in addition to base pay, special current or deferred sums based upon the profits of the enterprise
· 3 types of profit-sharing plans:
· 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 – allows employees to receive a portion of each period's profits in a cash bonus, with the remainder put into a deferred plan.

· Employee stock ownership plans (ESOPs) this type of stock ownership plan 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.

11.4 Guidelines for incentive plans
· 5 general 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.
· Quick feedback – 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.
· Above- average base – base pay should be set above the norm for comparable jobs in the geographical 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. 

· Problems with incentive plans
· Individual-based plans are limited to jobs in which the employee can directly increase their output without affecting the productivity of others and without having output affected by others. 
· Quality standards must be carefully maintained to ensure that quality is not sacrificed for quantity. In general
· In general, individual systems require employees to perform the same job every day, or else their pay is adversely affected. 
· Individual-based systems can also escalate rivalries among employees, which obviously can be counterproductive.
· A major morale problem can occur if employees start to rely on their bonus cheques and then receive smaller bonuses because of unanticipated declines in productivity or profits. Employees
· Employees can also develop a short-term mentality and not make decisions that provide for maximum long-term profits. 

· Economic value added (EVA)
· This system is used to measure performance. 
· to get the maximum value out of performance-based incentive schemes, a new accounting system known as EVA 
· EVA is a theoretically sound and empirically tested measure of corporate performance that is tied directly to shareholder value.
· It 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, e.g. 2 per cent
· One advantage is that it is easily understood by non-financial managers.

11.5 Executive compensation
· Compensation done in 4 forms:
· Base Salary - at the centre of executive pay, are generally determined through job evaluation and serve as the basis for the other types of benefits.
· Annual Bonus - · 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 division 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. It is thought that they will make decisions more in line with the company's long-term future if they have a personal stake in that future.
· Benefits & perquisites (perks) - range from the traditional executive motor vehicle and dining room to the more unusual country club membership, private use of company aircraft and personal legal counselling.
· Golden parachutes – a perquisite provided for the purpose of protecting executives in the event their company is acquired by another. Serves two major purposes - to retain key executives and to discourage the takeover of hostile organisations. Golden handcuffs are bonuses available only if the executive stays for a specified time period. Similar protection of non-executives is called a silver parachute.
· Stock options – an incentive plan in which managers can buy a specified amount of stock in their company in the future at or below current market price

11.6 Benefits (fringe benefits) - award benefits based on employee performance; instead, such benefits as paid vacations and pension plans are tied to factors other than performance (e.g. seniority). Benefits have not become a motivational tool because few employees realise the cost of benefits or appreciate many of their benefits until later years.
· Types of benefits:
· Those that are required by law
· Retirement benefits
· Pay for time not worked
· Insurance
· Employee services

· Benefits required by Law
· Unemployment insurance. The Unemployment Insurance Act, No. 63 of 2001, provides for the insurance of employees who are contributors to the Unemployment Insurance Fund against the risk of loss of earnings arising out of unemployment due to the termination of their employment, illness, ·s. The Act does not apply to the following categories of people:
· Employees who work for less than 24 hours per month with a particular employer and their employers;
· Employees who receive remuneration under a learnership agreement registered in terms of the Skills Development Act No. 97 of 1998 and their employers;
· Employers and employees in the national and provincial spheres of government;
· Persons who enter the Republic for the purpose of carrying out a contract of service, apprenticeship or learnership within the Republic where, upon the termination thereof, the employer is required to repatriate that person to his country of origin and their employers,49 ,
· Compensation for injuries and diseases. The Compensation tor Occupational injuries and Diseases Act, No. 130 of 1993, regulates the payment of compensation to persons who are injured or who contract a disease while working. The Act was previously known as the Workmen's Compensation Act, No. 30 of 1941.50 All pen

· Voluntary benefits
· Retirement benefits - individuals are expected to provide for their retirement through either a private/government pension, or personal savings. The consequences of poor retirement investments can be costly. Plans on how to handle various retirement funds should be prudently thought out and implemented. 
· Financing
· Contributory plan – the employee and employer share the cost of the example pension benefit. ;. The percentage contributed by the employer changes according to the type of contributory plan. 
· Non-contributory plan – costs of for example a pension plan is financed entirely by employer. Employees and union want the employer to pay the pension costs.
· Retirement flexibility – members are allowed to make their own investment decisions suitable to their particular circumstances from a range of investment options. The electronic administration system also relieves the employer of a significant amount of the burden of retirement fund administration, yet still leaves them in control. Internationally this type of fund has become very popular 

· Paid time off - Employees expect to be paid for holidays, vacations and miscellaneous days they do not work - paid time off work. Employers' policies covering such benefits vary greatly.  Vacations ,Public holidays, Personal absences, Sick leave , Maternity leave, Family responsibility

· Insurance
· Medical aid schemes - One of the most important components of the insurance package is the membership of a medical aid scheme. Membership is normally compulsory and a medical examination is also required.
· Life/disability insurance - Many companies today recognise that salary continuation for injuries and major illnesses is almost more important than life insurance. Besides disability insurance, companies also offer life insurance to their employees. The standard policy provides for a death benefit of one to five times an employee's annual rate of pay.

· Employee services - Employee services include a variety of employee benefits. , Employee services have been developed to increase employee loyalty to organisations and decrease absenteeism and turnover. 
· Childcare programmes
· Food services
· Education expenses
· Transportation programmes
· Housing subsidy

11.7 Total benefits planning -  
· Some HR specialists believe that most employees do not truly understand the nature of their benefit packages, nor do they appreciate the total cost of providing them with benefits. When given the choice between additional benefits or disposable income, employees overwhelmingly choose additional disposable income. The organisation may find it less expensive and more popular to offer employees fewer benefits and higher wages.

· Flexible benefit plans – · in a typical Flexible benefit plans, employees are allowed to choose the benefits they believe will best meet their needs from a wide range. Generally, however, their choices are limited to the total cost the employer is willing to assume. 
· Types of flexible plan – There are at least three major types of flexible employee benefit plans
· The core cafeteria plan, which provides employees core (minimum) coverage in several areas and allows them to choose either additional benefits or cash, up to a maximum total cost to the employer.
· The buffet plan, which starts employees with their exact current benefit coverage and allows them to decrease coverage in some areas (life insurance, medical insurance, etc.) in order to earn credits for other benefits (dental care, daycares, etc.).
· The alternative dinners plan, which provides a number of packages ("dinners") to choose from. For example, one package might be aimed at the employee with a non-working spouse and children, another at the single employee and a third at an employee with a working spouse and no children. The total cost of each dinner would be approximately the same.
· Advantages of flexible plans
· Meet diverse needs of employees – As workforce changes, with an increasing number of, single parents, dual-career couples, second-career retirees, and so forth, flexible plans become increasingly effective as a means of matching employees' needs with their benefit plan.
· Control benefit costs – Employers can avoid automatically absorbing cost increases, which they generally must pay under a fixed benefit plan, or reduce the level of benefits they provide to employees.
· Improve benefits offered – Employers can better meet the needs of their employees by expanding the variety of benefits offered to employees. Since the total cost of all benefits is set by the employer, the cost of adding a new benefit to the package can be minimal.
· Attract & retain employees – The changing workforce is causing employers in some industries to consider flexible benefits as a tool in the recruitment and retention of employees.
· Avoid unions – A flexible benefit plan can provide an effective tool against union organisers. 
· Avoid duplicated coverage - s. Flexible plans may allow a married couple to save thousands of Rands in wasted duplicate coverage.

· Publicising benefits
· Without communication, some employees cannot visualise the entire benefit programme and its value to them.
· Considering companies' investments in providing benefits to employees, it is unusual that more companies do not do a better job of making employees aware of the costs of the benefits.
· Only when a company translates benefits into Rand values can employees appreciate the magnitude of what their company does for them
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12.1 Stress
Health – general state of physical, mental and emotional well-being
Safety – protecting the physical well-being of people
Stress – and adjective demand caused by physical, mental or emotional factors that requires coping behaviour
Eustress -is positive stress that accompanies achievement and exhilaration. Eustress is the stress of meeting challenges such as those found in a managerial, technical or public contact job. 
Distress – in negative Stress and becomes distress when we begin to sense a loss of our feelings of security and adequacy. Helplessness, desperation and disappointment turn stress into distress,
Organisational managers are interested in maintaining a lower level of job stress for good reasons: 
· high levels of stress can result in low productivity, 
· increased absenteeism and turnover and 
· An assortment of other employee problems including alcoholism, drug abuse, hypertension and a host of cardiovascular problems. 
· Various definitions of job stress include:
· The force or stimulus acting on the individual that results in a response of strain
· The physical/psychological response an individual makes to an environmental stressor
· The consequence of the interaction between an environmental stimulus & idiosyncratic response of the individual
· Eustress – positive stress that accompanies achievement and exhilaration
· Distress – harmful stress characterised by a loss of feelings of security and adequacy
· What causes stress?
· Pressure at work
· Too many social commitments
· An uncomfortable living or working environment
· An inability to organise & manage your time effectively
· Controlling stress:
· Organisational policies & strategies include
· Preventive management - managers Identify potential problems that may become serious stressors and take steps to reduce or eliminate them. 
· Maintaining a productive culture - The development of and adherence to a mission statement that includes the maintenance of a positive organisational environment and satisfied employees set the right direction. 
· Management by objectives – identify employees' goals, clarifies roles and responsibilities and strengthens communication can reduce stress by eliminating uncertainty in critical aspects of employees' jobs.
· Controlling the physical environment - management undertake one or two different strategies (or both). The first strategy is to alter the physical environment (reduce noise, institute better control of temperature, etc.). The second strategy is to protect employees from the environment (with improved safety equipment)
· Employee fitness facilities - facilities include exercise equipment and programmes such as aerobics, weight training, racquet sports and running.

· Personal strategies :
· Meditation
· Exercise
· Removing the causes of stress
· Become a mentor
· Seeking counselling
· Extended leave

· a stress process model
· The first step of the model is to identify the sources of stress. 
· The personal sphere, which concerns the relationship with yourself
· The interpersonal sphere, regarding the relationship with people around you;
· The work sphere, which covers all work-related issues;
· The recreational sphere, regarding free time,
· The second step of the model revolves around the symptoms of stress. 
· you have too many sources of stress; ,
· one or more of the sources have become too heavy a burden to carry comfortably; ,
· you feel threatened instead of challenged by your sources of stress; and
· Your symptoms of stress interfere with your mental and/or physical well-being.


12.2 Burnout
Burnout – occurs when a person believes they cannot or will not continue to do the job
· Managers can take steps to mitigate burnout occurrences:
· Acknowledge the problem – recognise that burnout can occur. Let employees know, through policy, orientation and training that the organisation has policies to help them should it occur.
· Train managers - Managers must be trained to recognise the symptoms of employee burnout and refer potential victims to counselling.
· Time limits - Time limits are a key to preventing burnout. Constant excessive overtime is a common cause of stress and burnout.
· Recognise people’s contributions - Positive feedback helps people refuel psychologically and improves their self-image.
· Provide emotional outlets - Provide outlets for anger, frustration, helplessness and depression.
· Provide retraining - Retraining opportunities even lateral moves for people who feel stuck in a dead-end position, can keep valuable employees motivated and at work.

12.3 Employer 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.
· Employee assistance programmes - The typical employee assistance programme addresses psychological and physical problems, including job stress, chemical dependency (alcohol and drugs), depression, marital and family problems, financial problems, health, anxiety and even job boredom.

· Essentials for an effective EAP include:
· Confidentiality - Employees must believe that all information about their problems will be kept confidential by the counsellor. 
· Normal disciplinary procedures - No employee should receive lenient or harsh treatment due to participation (or lack of it) in an EAP. Some programmes allow the suspension of discipline as an incentive to enter the programme. 
· Voluntary participation - Supervisors can strongly urge an employee to participate and even give termination as the alterative but the employee must seek help voluntarily for any chance of success.
· Job security - No employee will be affected by disciplinary or other actions because they participated in the programme.
· Insurance coverage - Both in-patient and out-patient treatment must be covered by insurance.
· Management support - Management must provide written assurance that the company is committed to the process.
· Accessibility -Employees must know how and for what types of problem they can receive assistance. A broad range of assistance ensures a better image and greater use.
· Follow-up- Periodic follow-up, whether by in-house counsellors or outside agencies is critical to a high recovery rate.
· Separate location - The programme should be located away from the workplace to help ensure privacy,
· Wellness programmes
· A complete wellness programme has three components:
· It helps employees identify potential health risks through screening and testing.
· It educates employees about such health risks as high blood pressure, smoking, poor diet and stress
· It encourages employees to change their lifestyles through exercise, good nutrition and health monitoring.

· Coors model to achieve behavioural change:
· Awareness – The health-hazard appraisal (HHA) gives each employee and spouse personal information about their potential for premature death or disease.
· Education – · The HHA counsellor describes the variety of on-site fitness activities as well as programmes that can help change employees' behaviour.
· Incentives – the company provides the financial incentive of refunding the cost of a programme if participants achieve and maintain their personal goals.
· Programmes – A range of programmes is offered, and employees are given a choice of one that interests them and meets their needs. 
· Self-action – for the programme to succeed in the long run, employees must take responsibility for their health.
· Follow-up and support – Follow-up information, such as direct-mail reminders of blood pressure screenings and mammograms, are provided.
· Substance abuse in the workplace
· Alcohol abuse
· Drug abuse
· Smoking in the workplace
· AIDS in the workplace

12.4 Safety management
· Benefits of a safety programme:
· Reduction in insurance premiums
· Reduction in related legal expenses
· Saving in salaries/wages & benefits paid to injured workers
· Less overtime and training of new workers to replace injured employees
· Greater productivity
· Safety engineers encourage the  following 5 steps:
· Eliminate hazards
· Use safeguards on equipment
· Past warning signs near dangerous chemicals or machinery
· Train workers
· Require proactive clothing, shoes, goggles, etc.

12.5 Occupational injuries and illnesses / diseases
· Cumulative trauma disorders –repetitive motion injury – CTD is caused, repetitive movements of the same muscles hundreds or thousands of times each day, which results in injuries to the back and wrist. This is common in occupations such as meat packing, assembly-line work and computer data entry. ALSO the computer vision syndrome (CVS). Symptoms of CVS include blurred vision, headaches and light sensitivity.
· Sick building syndrome – occupants experience acute health problems and discomfort that appears to be linked to the time spent in a building.
· Occupational diseases – Environmental hazards in the workplace have been linked to thyroid, liver, lung, brain and kidney cancer, white, brown and black lung disease, leukaemia (in the radiation field), bronchitis, emphysema, lymphoma, a plastic anaemia, central nervous system damage and reproductive disorders. 





12.6 Occupational safety and health administration
· Occupational Health & Safety Act, no 85 of 1993
· Purpose of the ACT
· The health and safety of persons at work and those in connection with the use of plant and. machinery;
· The protection of other persons from hazards to health and safety caused by the activities of persons at work; and
· The establishment of an Advisory Council.

· General duties of employers to their employees
· Providing safe systems of work, plant and machinery;
· Eliminating hazards; ,
· Arranging for the safe production, processing, use, handling, storage or transport of articles or substances;
· Providing information, instructions, training and supervision required to ensure the necessary safety; 
· Not permitting an employee to perform any work unless the precautionary measures have been taken;
· Ensuring that the requirements of the Act are complied with by all employees;
· ensuring that work is supervised by persons trained to understand hazards associated with the work; and
· Informing al\ employees of their duty under the Act.

· General duties of the worker
· Take care of their own health and safety, as well as that of other persons who may be affected by their actions or negligence to act. This includes playing at work.
· Where the Act imposes a duty or requirements on the worker to cooperate with the employer.
· Give information to an inspector from the Department of labour if they should require it.
· Carry out any lawful instruction which the employer or authorised person prescribes with regard to health and safety.
· Comply with the rules and procedures that the employer gives.
· Wear the prescribed safety clothing or use the prescribed safety equipment where it is required.
· Report unsafe or unhealthy conditions to the employer or health and safety representative as soon as Possible.
· If they are involved in an incident that may influence their health or cause an injury, report that incident to the employer and authorised person or the health and safety representative as soon as possible, but no later than by the end of the shift.
· Advisory council for occupational Health and Safety
· Health & safety representatives
· Duties of health and safety representatives
· Review the effectiveness of health and safety measures;
· Identify potential hazards and potential major incidents at the workplace;
· Examine the causes of incidents at the workplace;
· Investigate complaints by employees relating to their health or safety at work;
· Make representations to the employer on general matters affecting the health and safety of the employees, or to the health and safety committee, or to an inspector where the representations to the other parties were unsuccessful;
· inspect the workplace;
· Participate in consultation with inspectors at the workplace and accompany them on inspections;
· Receive information from inspectors;
· Attend meetings of the health and safety committee of which they are a member.
· Health and safety committees
· Reporting of incidents
· Occupational diseases
· Inspectors
· Victimisation
· Fines

12.7 NOSA international
An organisation that plays an important role in South Africa regarding the promotion of health and safety in the workplace is NOSA International. NOSA is making enormous strides in advancing health, safety and environmental preservation techniques on a wide front and is reaching out to the health and safety fraternity in Southern Africa and around the world.
12.8 Workplace violence

· Things to do to avoid violence:
· Hire carefully – Screen out employees whose histories show a propensity to violence
· Draw up a plan and involve employees - Develop a plan for preventing violence and for dealing with it if it does occur. The plan should also be shaped by employee participation.
· Adopt a “zero tolerance policy” - the perpetrator of the violence will be dealt with
· Enlist the aid of professionals - External resources should be used when a potential problem reveals itself.
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13.1 Unions
· Union - A formal association of workers that promotes the Interests of Its members through collective action.
· What is a union?
· A union is any number of workers in a particular enterprise, industry, trade or profession who are united for the purpose of organising relationships between themselves and their employer/employers or some of the employers in that enterprise, industry, trade or profession.
· Types of unions
· Industrial unions - is a union composed primarily of semi-skilled blue collar employees in a single well-defined industry. Thus, unions may be found in the construction, textile, mining, paper, transport, food, and auto, metal and chemical industries.
· A trade union (sometimes called a craft union) generally includes among its membership skilled employees in a single trade, such as electricians, carpenters, plumbers and machinists.
· 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. 
· Registered or unregistered - the rights accorded to unions (e.g. the rights to access, to hold meetings on the employer’s premises) can be claimed by registered unions only. Unregistered unions, although they may enter into agreements with employers, have no statutory rights.
· Why join a union?
· Job security - Employees need to have a sense of job security and want to believe that management will not make unfair and arbitrary decisions about their employment. 
· Wages and benefits - with its collective power, will be able to achieve a higher level of wages and benefits than could employees acting individually.
· Working conditions - Employees want a healthy and safe working environment. Employees may feel more secure knowing that a union is directly involved in safety and health issues.
· Fair and just supervision  - union employee who thinks he or she 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 - Through unionisation, employees have a powerful collective voice that may be used to communicate to management their dissatisfactions and frustrations. 
· Need to belong - the need to belong is strong in all human beings, in both their personal and work lives. e four major reasons why employees will probably decide not to join a union
· The cost of union dues;
· Union ineffectiveness, e.g. poor recruiting methods;
· No co-worker support or political intimidation;
· Employer intimidation.
·  Union membership 
· 1The four main players in the field at present are: Cosatu (Congress of South African Trade Unions), Fedusa (Federations of Unions of South Africa), NACTU (National Council of Trade Unions) and CONSA WU (Confederation of South African Workers' Union).
· 1.13 The Department of Labour stresses that union membership figures should be treated with caution because they are based on the principle of self-reporting and there are indications that some unions may be inflating figures.
· Union goals
· 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. 
· Closed shop agreement: 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. · No membership subscription or levy deducted from members may be:
· Paid to a political party as an affiliation tee;
· Contributed in cash or kind to a political party or a person standing for election to any political office;
· Used for any expenditure that does not advance or protect the socioeconomic interests of employees 
· Agency shop agreement - A representative trade union and an employer or employers' 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 
· Job security is one of the primary goals of unions. 
· Improved economic conditions - · Demands for higher wages are almost certain to be presented during labour-management. Collective bargaining.
· Working conditions - Improvements in working conditions have been important union concerns in recent years.
· Fairness and justice -  Unions hope to minimise the potential for favouritism and unequal treatment by insisting that major personnel decisions, such as wage increases, promotions, transfers, lay-offs and other job actions, be made according to acceptable criteria that do not, for example, discriminate against historically disadvantaged groups. 
· Social action. Today many unions advocate goals that affect society as a whole. These goals are not achieved through the normal collective bargaining process but by lobbying for legislation and government-sponsored programmes and policies.
· The registration of trade unions
· The registration of trade unions and the regulations regarding registered trade unions are contained in Sections 95 to 106 of the Labour Relations Act, No. 66 of 1995.
· Any trade union may apply to the Registrar of Labour Relations in the Department of Labour for registration on the prescribed form, provided it is independent, has an address in the Republic of South Africa and has adopted a name and constitution that meet the requirements.
· A copy of the trade union constitution must accompany the registration application. 
· Obligations of registered trade unions.
· Keep books and records of its income, expenditure, assets and liabilities.
· Within six months after the end of each financial year, prepare financial statements,
· Arrange for an annual audit of its books and records of account and its financial statements by an auditor
· Make the financial statements and the auditor's report available to its members for inspection.
· Submit those statements and the auditor's report to a meeting or meetings of its members or their representatives as provided for in its constitution.
· Preserve each of its books of account,
· Keep a list at its members.
· Keep the minutes of its meetings, in an original or reproduced form
· Keep the ballot papers for a period of three years from the date of every ballot.
· Provide the Registrar:
· By 31 March each year, with a statement, certified by the secretary that it accords with its. records, showing the number of members as at 31 December of the previous year and any other related details that may be required by the Registrar;
· within 30 days of receipt of its auditor's report, with a certified copy of that report and of the financial statements;
· within 30 days of receipt of a written request by the Registrar, with an explanation of anything relating to the statement of membership, the auditor's report or the financial statements; 
· within 30 days of any appointment or election of its national office-bearers, with the names and work addresses of those office-bearers, even if their appointment or election did not result in any changes to its office-bearers;
· 30 days before a new address for service of documents will take effect, with notice of that change of address.

· Trade union rights in the workplace
· A registered trade union that is sufficiently represented (less than 50 per cent of the employees are members of the union but the agreed upon threshold of representativeness is met) at a workplace can apply for the following organisational rights:
· Access to the workplace by office-bearers and officials of the union;
· Union meetings at the workplace; balloting of union members;
· Stop-order facilities and leave for trade union activities.
· If, however, a registered union has more than 50 per cent of the company employees as members, it is regarded as a majority representative union (a trade union can be regarded as a majority representative union if they have the membership of 50 per cent of the employees plus 1 additional membership - for example if the company employs 400 people a majority representative trade union would need 201 employees as members) and can apply for the following additional rights:
· Election of trade union representatives (known as shop stewards);
· Disclosure of relevant information by the employer in the context of consultations and negotiations
· The above are not obtained automatically. The union must first recruit members among the workers and, when it believes that it has gained enough support, it must approach the employer and request one or more of the rights mentioned. The employer must meet the union within 30 days and conclude a collective agreement in respect of the rights to be exercised in the workplace.
· If the employer, however, refuses to grant the union's request within 30 days of receiving the request, the union can write to the Commission for Conciliation, Mediation and Arbitration (CCMA) asking them to intervene.
· The CCMA will, in order to resolve the issue, appoint a Commissioner to settle the differences between the employer and the union by conciliation. Should this not be successful, either party may request that the matter be resolved by arbitration. When this occurs, the Commissioner can decide: 
· If the union should receive any rights at al\;
· If any rights are awarded, how these rights may be exercised.
· The decision made by the Commissioner is legally binding on both parties.
· Trade union structure 
· Unlike companies, where power resides in the top corporate officials, union leaders and officials are theoretically the servants of those beneath them.
· In general the following levels can be found in union structures: 
· At base level is the general membership, who may, at each plant, elect shop stewards. One of the tasks of the shop stewards is to liaise with management and the local union body. Plant-based or area-based shop steward committees may be established, depending on their numbers
· The next major level in the structure is the local branches. The local branch provides secretarial services and coordinates the activities of the union such as strike ballots, dispute handling, controlling finances and conveying general union policy to local members. 
· · A branch is normally constituted of all the trade union members in a particular area every branch has its own chairman, secretary and treasurer. The branch committee may consist of shop stewards and elected local members
· Larger unions also find it necessary to establish some form of regional organisation, such as a regional committee. This committee usually consists of representatives from the various branches. The regional committee will act as coordinator of branch activities and as a liaison between branches and the national committee or the national executive
· At the highest level is the national committee or the national executive, consisting of the chairman or president, general secretary and treasurer. In some cases the members of the national committee/ executive come from the ranks of the local or regional committees, while in others they are I elected by the national congress.
· The shop steward 
· On the one hand they are a representative of the union and on the other a worker of the company.
· Despite this unique situation, the shop steward is responsible for ensuring and maintaining good relations between management and labour.
· An agreement with the union may be reached regarding the appointment of a full-time shop steward, who is normally paid by the company. Such an agreement can also include issues relating to the holding of elections on the premises, using company telephones, photocopiers and meeting rooms.
· Apart from their normal duties as a worker, a shop steward can perform the following functions
· Enrol members;
· See that agreements between the union and the company are adhered to;
· Discuss complaints with management;
· Look after the general well-being of union members (i.e. their safety, helping with claims relating to medical and unemployment insurance).
· Meetings between management and the shop stewards normally take place monthly. 
· Number of shop stewards in companies.
· If there are 10 members of the trade union employed in the workplace, 1 trade union representative;
· If there are more than 10 members, 2 representatives;
· If there are more than 50 members of the trade union, 2 representatives for the first 50 members, plus 1 representative for every additional 50 members, up to 7 representatives;
· If there are more than 300 members, 7 representatives for the first 300 members, plus one representative for every 100 additional members, up to a maximum of 10 representatives;
· If there are more than 600 members of the trade union, 10 trade union representatives for the first 600, plus 1 additional representative for every 200 additional members, up to 12 representatives;
· If there are more than 1000 members of the union, 12 trade union representatives for the first 1000 members, plus one additional representative for every 500 additional members, up to 20 representatives.
· Time off during working hours
· Subject to reasonable conditions, a trade union representative is entitled to take reasonable time off, with pay, during working hours: 
· To perform the functions of a trade union representative;
· To be trained in any subject relevant to the performance of the functions of a trade union representative (Section 14(5) of the LRA).
· Disclosure of information
· Under Section 16 of the LRA, an employer must disclose to a trade union representative all relevant information that will allow the trade union representative to perform the functions previously mentioned. 
· The employer is not required to disclose information that is legally privileged, confidential or prohibited by any law or order of any court, which is private, personal information relating to an employee, unless the employee concerned gives his/her consent. 
· Trade union federations 
· Where trade unions affiliate with each other to gain greater bargaining power, they become known as trade union federations. 
· Federations that affiliate are known as confederations. These federations must, within three months of their formation (and thereafter yearly by 31 March), give the names and addresses of affiliated unions and the number of persons represented by each of the affiliates. 
· Also within three months of its formation, the federation must give the names and addresses of the national office-bearers and a certified copy of its constitution to the Registrar (Section 107 of the LRA).
· International trade union involvement
· South African unions now have relations with bodies such as the International Trade Secretariats, the International Confederation of Free Trade Unions (ICFTU) and the Organisation of African Trade Union Unity (OATUU)
13.2 Employers’ organisation
· The Labour Relations Act (Section 6 and 7) also grants employers a similar right relating to freedom of association as it does to trade unions. 
·  Every employer has the right to form, join or participate in the lawful activities of an employers' organisation. 
· the functions of these registered sector based employer organisations are:
· To provide a forum for the development of a coordinated strategy in dealing with organised labour; I
· To control wage increases by negotiating on a collective basis with trade unions;
· To provide procedures for the resolution of disputes and the orderly conduct of industrial action and to develop a body of rules which are accepted by both trade union and employer parties;
· To assist member companies with information on a broad range of issues such as legislative changes, guidance on industrial relations action and advice on the administration of the agreement;
· To provide a coordinated system of employee benefit schemes such as pension and sick fund schemes;
· To proactively use their collective power to lobby the government in order to ensure that I government serves the interest of employers by passing acceptable legislation;
· To react by collective protest against any government actions which may not be acceptable to employers;
· To liaise with trade union federations at a centralised level over issues of national interest such as economic policy , public holidays and labour legislation which are of major importance to employees and employers;
· To use the media as a means of promoting support for policies and positions that the organisation may have adopted and to counteract any unfavourable publicity. .
13.3 The International Labour Organization (ILO)
· · Its main aim is the protection of workers throughout the world
· In order to achieve this goal, it sets international labour standards by way of conventions and recommendations that are subsequently ratified and implemented by member countries and become part of international law.
· it seeks to bring together representatives of employers, employees and governments, and each group has a voice in the formulation of policies
· The organization played an important role in the drafting of the Labour Relations Act, No. 66 of 1995,

13.4 The Labour Relations Act, No 66 of 1995
· Reasons for the LRA
· The old labour Relations Act, No. 28 of 1956, had been amended so often that it no longer formed an intelligible piece of legislation.
· The system of collective bargaining did not function adequately.
· There was no statutory support for worker participation in decision-making.
· The dispute resolution system was ineffective. The procedure was long, complex and overly technical.
· The old Act failed to meet international labour law standards, particularly regarding freedom of association and the right to organise and bargain collectively.
· The old Act did not comply with the labour provisions in the Interim Constitution.
· The needs of small business were not adequately addressed.
· Aims of the LRA
· The purpose of this Act is to advance economic development, social justice, labour peace, and the democratisation of the workplace by fulfilling the primary objects of this Act, which are:
· To give effect to and regulate the fundamental rights conferred by Section 27 [in the final Constitution it is Section 23] of the Constitution.
· To give effect to obligations incurred by the Republic as a member state of the International Labour Organisation.
· to provide a framework within which employees and their trade unions, employers and employers' organisations can:
· collectively bargain to determine wages, terms and conditions of employment, and other matters of mutual interest; and
· Formulate industrial policy.
· To promote:
· orderly collective bargaining;
· Collective bargaining at sectoral level;
· employee participation in decision-making in the workplace; and
· The effective resolution of labour disputes.
· Who is covered by the LRA? 
· all workers are covered except some groups of government workers, namely:
· The National Defence Force; 
· The National Intelligence Agency;
· The South African Secret Service.
· What does the LRA mean for workers?
· The LRA benefits workers by giving them the right to
· Join trade unions and participate in their activities;
· Strike;
· Picket in support of a protected strike or against any lockout;
· Be consulted by employers on various proposals if there is a workplace forum, e.g. job grading, plant closures and new technology;
· Joint decision-making on various proposals if there is a workplace forum (such as disciplinary codes);
· Information on matters that affect workers at work; 
· Fair dismissals;
· Protection against victimisation for exercising any rights in terms of the LRA.
· What does the LRA mean for employers?
· Employers benefit by:
· The right to join employers' organisations and to participate in their activities
· The right to lockout workers;
· less production time lost (through a decrease in labour unrest);
· The possibility of successful restructuring of the workplace through information sharing and consultation;
· The joint solution of problems, training and development;
· Quick, inexpensive and non-legalistic procedures for the adjudication of dismissal cases;
· The accommodation of the needs of small business.

13.5 Building Blocks of the LRA
· Rights and obligations of employees, unions, employers and their organisations
· Freedom of association
· !very employee's right to participate in the formation of a trade union, to join a trade union and to be elected as a trade union representative.
· Employers, on the other hand, may also form an employers' organisation, join an employers' organisation or be elected as a representative.
· It is important to note that the protection of freedom of association is extended to cover persons who are not yet employees.
· Organisational rights
· These include: access to the workplace, deduction of trade union subscriptions, rights to elect representatives, rights to exercise their duties and rights to disclosure of information. Note that these rights apply to registered trade unions only.
· Unfair dismissal
· the following dismissal categories are included in the LRA:
· Automatic unfair dismissal;
· Dismissal based on the employee's behaviour;
· Dismissal based on operational requirements;
· Dismissal based on the capacity of the employee.
· Unfair labour practice
· an unfair labour practice means any unfair act or omission that arises between an employer and an employee, involving:
· [paragraph deleted by Section 64 of Act 55 of 1998};
· the unfair conduct of the employer relating to the promotion, demotion or training of an employee or relating to the provision of benefits to an employee;
· the unfair suspension of an employee or any other disciplinary action short of dismissal in respect of an employee;
· The failure or refusal of an employer to reinstate or re-employ a former employee in terms of any agreement.
· Strikes and lockouts
· The right to strike and recourse to lock out are protected by the LRA in Sections· 64-77.
· The LRA no longer differentiates between legal and illegal strikes but between protected and unprotected strikes and lockouts. 
· A strike or lockout is protected by the LRA if the action is not absolutely prohibited and the prescribed requirements (procedural requirements) are met. 
· The promotion of collective bargaining and worker participation
· Collective agreements are defined as follows:
· A collective agreement means a written agreement concerning terms, conditions of employment or any other matter of mutual interest concluded by one or more registered trade unions on the one hand and on the other hand
· one or more employers;
· one or more registered employers organisations;
· Or one or more employers and one or more registered employer's organisations.
· Bargaining councils
· Bargaining councils have replaced the old industrial councils in terms of the LRA. The main changes to these councils are the following:
· Councils can now consist of parties drawn from the private and public sectors;
· Councils will be responsible for settling most disputes in their industry;
· Councils will have to accommodate small- and medium-sized enterprises in their constitutions;
· Where council agreements have been extended to non-parties, councils are required to set up independent bodies to consider applications by employers for exemptions. Councils will determine the matters to be bargained at sect oral and at workplace levels.
· The establishment of bargaining councils
· · Membership of a bargaining council is on a voluntary basis and the following general conditions apply:
· The parties to the council must adopt a constitution which complies with the labour Relations Act;
· Half of the council representatives must be appointed by the employer party and the other half by the union parties;
· There is equal voting power;
· Provision must be made for the representation of small- and medium-sized enterprises to ensure that their specific interests are not overlooked;
· The parties to the council appoint the chairperson and other office-bearers;
· Minutes must be Kept of every meeting;
· In order to finance the administration of the council, small levies are paid by employers and employees.
· The registration of bargaining councils
· On receipt of the application, the Registrar of Labour Relations publishes a notice in the Government Gazette to inform the public that they may object to the registration. An objection may be lodged, for example, that the trade union 1S not representative in the sector or area. 
· Bargaining councils in the public service
· The Public Service Coordinating Bargaining Council. This council, which may perform all the functions of a bargaining council, may designate a sector of the public service for the establishment of a bargaining council. 
· Agents of bargaining councils
· The Minister of Labour may, at the request of a bargaining council, appoint an agent to help the council enforce any collective agreement concluded in the council. Once the agent has been provided with a certificate stating that they are a designated agent in terms of the LRA, the agent obtains powers similar to those of a commissioner.
· Statutory councils
· In areas and sectors where bargaining councils do not exist, the LRA (Sections 39-48) makes provision for the establishment of statutory councils.
· The powers and functions of a statutory council are:
· To perform dispute resolution functions;
· To promote and establish training and education schemes;
· To establish and administer, among other things, pension, provident, medical aid and - unemployment funds;
· To conclude collective agreements on the above. –
· Statutory councils will normally not engage in collective bargaining over wages and terms and conditions of employment; however, allowance is made for certain matters to be regulated in a sector. 
· Workplace forums
· The aims of these forums are the promotion of the interests of all workers as well as efficiency in the workplace.
· For these forums to be successful, employees and employers should jointly aim to change their attitudes and skills, 
· There are two ways in which workplace forums can provide this shift - through consultation and through joint decision-making.
· Consultation
· a workplace forum is entitled to be consulted by the employer about proposals relating to any of the following matters:
· Restructuring the workplace, including the introduction of new technology and new work methods;
· Changes in the organisation of work;
· Partial or total plant closures;
· Mergers and transfers of ownership, in so far as they have an impact on the employees;
· The dismissal of employees for reasons based on operational requirements;
· Exemption from any collective agreement or any law;
· Job grading;
· Criteria for merit increases or the payment of discretionary bonuses;
· Education and training;
· Product development plans;
· Export promotion.
· Joint decision-making
· On a number of issues the employer cannot take a decision alone - it must be made jointly with the workplace forum. If, however, no agreement can be reached on these issues, the matter must be referred for conciliation. If unsuccessful, it must be referred for arbitration.
· these issues include:
· Disciplinary codes and procedures;
· Rules relating to the proper regulation of the workplace in so far as they apply to conduct not related to the work performance of employees;
· Measures designed to protect and advance persons disadvantaged by unfair discrimination;
· Changes by the employer or by employer-appointed representatives on trusts or boards of employer-controlled schemes to the rules regulating social benefit schemes.
· Setting up a workplace forum
· In any workplace with more than 100 workers, a workplace forum may be established.
· Only registered unions with a majority membership in the workplace may apply to the (CCMA) for the establishment of a workplace forum.
· The Commission will appoint a commissioner to assist the parties to establish a workplace forum by collective agreement. 
· I the commissioner must set a date for the election of the first members of the forum and appoint an election officer to conduct the election. 
· The forum must have a constitution indicating, among other lings, the number and distribution of seats in the forum, the election date, procedures for the election and ballots, how vacancies will be filled and meetings held.
· Where more than 1000 employees are in a workplace, provision for full-time members of the workplace forum must be made. 
· The employer must pay a full-time member of a forum the same remuneration that the member would have earned in the position the member held immediately before the appointment.
· 

13.6 The role of NEDLAC
13.7 Collective bargaining
13.8 Discipline, counselling and dismissal
13.9 Performance Problems
13.10 Discipline
13.11 Disciplinary dismissal
· , A disciplinary dismissal occurs, however, when an employee has committed a serious offence, has repeatedly violated rules and regulations or has shown a consistent inability to meet performance expectations. 
· Any dismissal should be carried out fairly and legally.
· Dismissal and the law
· Automatically unfair dismissals
· a dismissal is automatically unfair if the employer, in dismissing the employee, acts contrary to Section 5 (the right of freedom of association and on members of workplace forums) or, 
· that the employee participated in or supported, or indicated an intention to participate in or support, a strike or protest action that complies with the provisions of Chapter IV;
· that the employee refused, or indicated an intention to refuse, to do any work normally done by an employee who at the time was taking part in a strike that complies with the provisions of Chapter IV or was locked out, unless that work is necessary to prevent an actual danger to life, personal safety or health;
· to compel the employee to accept a demand in respect of any matter of mutual interest between the employer and employee;
· That the employee took. action, or indicated an intention to take action, against the employer by:
· exercising any right conferred by this Act;
· participating in any proceedings in terms of this Act;
· the employee's pregnancy, intended pregnancy, or any reason related to her pregnancy;
· that the employer unfairly discriminated against an employee, directly or indirectly, on any arbitrary grounds, including, but not limited to race, gender, sex, ethnic or social origin, colour, sexual orientation, age, disability, religion, conscience, belief, political opinion, culture, language, marital status or family responsibility.
· A transfer, or a reason related to a transfer, contemplated in section 197 or 197 A; or
· A contravention of the Protected Disclosures Act, 2000, by the employer, on account of an employee having made a protected disclosure defined in that Act. .
· Despite subsection (f), 
· (l) a dismissal may be fair if the reason for dismissal is based on an inherent requirement of the particular job, and 
· (2) a dismissal based on age is fair if the employee has reached the normal or agreed retirement age for persons employed in that capacity
· Other unfair dismissals
· A dismissal that is not automatically unfair, is unfair if the employer fails to prove:
· that the reason for the dismissal is a fair reason
· Related to the employee's conduct or capacity; or...
· based on the employer's operational requirements; and
· That the dismissal was effected in accordance with a fair procedure.
· Any person considering whether or not the reason for dismissal is a fair reason or whether or not the dismissal was effected in accordance with a fair procedure must take into account any relevant code of good practice issued in terms of this Act.
· Substantive and procedural fairness
· Substantive fairness - Relates to the reason for the dismissal. The reason for the dismissal must be fair (in terms of common law, the employer need give no reason for dismissing the employee whatever 
· Procedural fairness - Relates to the manner (the procedure) in which the employee is dismissed. Employer has to give the employee the opportunity to state a case in reply - give the employee an opportunity to defend him or herself. 
· Thus for a dismissal to be fair, it must be both substantively and procedurally fair.
· a list of the three main reasons for dismissal, namely: 
· the conduct of the employee, 
· the capacity of the employee and 
· The operational requirements of the employer's business.
· Grounds for dismissal in terms of the LRA.
· Dismissal for misconduct
· Misconduct relates to the employee's behaviour.
· to determine whether or not a dismissal for misconduct was fair questions must be asked:
· Did the employee contravene a workplace rule or standard regulating conduct in, or at relevance to, the workplace?
· Was the rule or standard reasonable and valid?
· Was the employee aware (or could the employee reasonably be expected to have been aware) o the rule or standard?
· Has the rule or standard been consistently applied by the employer?
· Is dismissal an appropriate sanction tor the contravention of the rule or standard?
· other factors :
· The gravity of the misconduct;
· The nature of the job and the nature of the workplace;
· The circumstances of the employee and the employer.
· Steps regarding procedural fairness when dismissing an employee for misconduct 
· The matter must be investigated.
· The employee must be given prior notice of the charge brought against them as well as the results of the investigation.
· The employee must be given a reasonable time in which to prepare a response to the charge.
· The employee must be entitled to state their case in response
· The employee must be entitled to assistance and representation by a trade union official or fellow worker (not legal representation).
· The employee must be notified in writing of the employer's decision. .
· The employer must provide the employee with reasons why dismissal was seen as the most appropriate sanction. 
· Dismissal for incapacity
· Focus on ability to do the work for which he or she was employed.
· The key aspect is whether or not the employee's performance meets the required standards set by the employer as agreed in the performance contract. 
· The capacity of the worker relates to the worker's ability to do the job that he has been employed for. 
·  Incapacity comes one of two forms: 
· the employee is either incapable of doing the work as a result of incompetence, 
· or is incapable of doing the work for medical reasons (ill health or injury)
· whether a dismissal for poor work performance is unfair should consider the following:
· whether or not the employee failed to meet a performance standard; and
· if the employee did not meet a required performance standard, whether or not: 
· the employee was aware, or could reasonably be expected to be aware of the required performance standard;
· the employee was given a fair opportunity to meet the required performance standard
· Dismissal was an appropriate sanction for not meeting the required performance standard.
· The employer must, as in the case of misconduct, prove that there was a result for the dismissal e.g. the employee did not meet the standard required - and that the employee was indeed aware of what was expected of him/her.
· Regarding the procedural aspect, the employee must have been given the opportunity to improve, and dismissal should thus be seen as the appropriate sanction for poor work performance provided there are no other alternatives (such as warnings or transfers to other departments) 
· If the incapacity of the employee is based on ill-health or injury, Section 11 of the Code of Good Practice: Dismissal lays down the following guidelines:
· Any person determining whether a dismissal arising from ill-health or injury is unfair should consider:
· Whether or not the employee is capable of performing the work; and.
· if the employee is not capable: 
· the extent to which the employee is able to perform the work;
· the extent to which the employee's work circumstances might be adapted to accommodate disability, or, where this is not possible, the extent to which the employee's duties might be adapted; and
· The availability of any suitable alternative work.
· Dismissal due to ill health or injury cannot be regarded as a disciplinary measure because the employee was not at fault
· the following additional guidelines were provide by the Court to assist companies in this regard namely:
· The first stage is for the employer to enquire into whether the employee with a disability is able to do her work. If the employee can do her work, that is the end of the matter and the employer must restore her to the position she originally held (or one substantially similar). 
· · But if the employee cannot do her work, the following three stages follow:
· The second stage is for the employer to enquire into the extent to which the employee can do her work. To answer this question, the employer will no doubt need medical or other expert advice and guidance. 
· Stage three is for the employer to find out to which extent the employee's job can be adapted to accommodate her disability. If the employer cannot adapt the employee's work circumstances, the employer determine the extent to which it can change the employee's duties. Put differently: the first question is whether the employer can change the employee's work circumstances (for instance, her desk or her chair). This is clearly the better option. But if this is not possible, the employee's duties could perhaps be changed.
· The final, fourth, stage is for the employer to consider alternatives short of dismissal. The employer must take into account issues such as the nature of the employee's job, the period for which the employee will be absent and the seriousness of the injury or illness. Naturally, the question of the employer securing a temporary replacement for the employee must also be considered.
· Note that a dispute about a dismissal based on incapacity can be resolved using the same procedure as is used in the case of a dispute about a dismissal for misconduct.

· Dismissal for operational reasons
· The dismissal for operational reasons is an extremely wide ground for dismissal,
· 
13.12 Outside Misconduct

