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Part One

Management



The human resource is the most impoitant resource in an organization. It seems logical that
the organization would expend a great deal of effort fo acquire and utilize such a
resource, and most organizations do. This type of effort is known as human resources
management (HRM), which is also called staffing and personnel management.

Unit 1

Human Resources
Management

Objectives

After studying this unit, you will be able to:

» understand the function and importance of human resources management.
P get familiar with the basic process of human resources management.

P discuss matters concerning human resources and human resources management.



1.

Introduction

As an ongoing process to keep the organization supplied with the right
person in the right position, human resources management involves such basic
activities as human resources planning, recruitment, selection, socialization,
training and development, performance appraisal, promotions, transfers,
demotions and separations.

Human resources planning is designed to ensure that personnel needs will
be constantly and appropriately met, which is accomplished through the
analysis of internal factors such as current and expected skill needs, vacancies
and departmental expansions and reductions as well as environmental factors
such as the labor market.

Recruitment is concerned with developing a pool of job candidates in line
with the human resources plan. Candidates can be located through newspapers,
professional journals, employment agencies, word of mouth, visits to
universities and colleges and the website; Selection involves using application
forms, resumes (curriculum vitae), interviews, employment and skills tests and
reference checks to evaluate and screen job candidates for the managers who
will ultimately select and hire a candidate; Socialization or orientation’ is
designed to help the selected individuals fit smoothly into the organization, in
which newcomers are introduced to their colleagues, acquainted with their
responsibilities and informed about the organization’s culture, policies, and
expectations regarding emploYee behavior; Training and development aim at
increasing employees’ abilities to contribute to organizational effectiveness,
improving their skills in the present job and preparing them for promotion;
Performance appraisal includes both informal performance appraisal and
formal systematic appraisal, in which an individual’s job performance is
measured according to standards or objectives developed for the individual’s

position. Low performance may prompt corrective action, such as additional
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training, a demotion or separation, while high performance may merit a
reward, such as praise, bonus, or promotion. Although an employee’s
immediate supervisor performs the appraisal, the HRM department is
responsible for working with upper management to establish the policies that
guide all performance appraisals; Promotions, transfers, demotions and
separations reflect an employee’s value to the organization. High performers
may be promoted or transferred to get their skills more developed, while low
performers may be demoted, transferred to less important positions, or even
separated. Any of these options will, in turn, affect human resources
planning.

2. Planning

The need for human resources planning may not be readily apparent.
However, an organization without planning for human resources may find that
it is not meeting either its personnel requirements or its overall goals
effectively. For example, a manufacturing company may hope to increase
productivity with new automated equipment, but if the company does not start
to hire and train people to operate the equipment before installation, the
equipment may remain idle for weeks or even months. Planning for human
resources is a challenging task today, given the increasingly competitive
environment, projected labor shortages, changing demographics and great
pressure from government to protect both employees and the environment.
There are basically four aspects in human resources planning: planning for
future needs by deciding now how many people with what skills the
organization will need; planning for future balance by comparing the number
of needed employees with the number of present employees who can be
expected to stay with the'organization; planning for recruiting or laying off
employees; planning for the development of employees, making sure that the
organization has a steady supply of experienced and capable personnel.

6 | The HR manager must take two factors into consideration. The first is the
organization’s human resources needs. A strategy of internal growth, for
example, means that additional employees must be hired. Acquisitions or
mergers, on the other hand, probably mean that the organization will need to
plan for layoffs, since mergers tend to create duplicate or overlapping positions
that can be handled more efficiently with fewer employees. The second is the

e 4 e
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future economic environment. A booming economy might encourage
expansion, which would increase the demand for employees. However, the
same booming economy would also result in low unemployment, making it
harder and more expensive to attract qualified employees. Organizations that
want to expand overseas may confront similar problems.

Today, more and more companies are going through downsizing or
restructuring and reengineering. Managers at many companies faced with
laying off employees have taken extraordinary measures to help their former
employees find new jobs. ‘

Recruitment

The purpose of recruitment is to provide a large group of candidates for
managers to select the qualified employees they need. Recruiter, before the
recruitment, must have some clear ideas regarding the activities and
responsibilities required in the job being filled. Job analysis is therefore an
early step in the recruitment process. After a specific job has been analyzed, a
written statement of its content and location is incorporated into the
organization chart. This statement is called either a job description or a
position description. Once the position description has been determined, an
accompanying hiring or job specification is developed. The hiring specification
defines the education, experience and skills an individual must have in order to
perform effectively in the position.

Recruitment takes place within a labor market, that is, the pool of
available people who have the skills to fill open positions. The labor market
changes over time in response to environmental factors. Sources for
recruitment depend on the availability of the right kinds of people in the local
labor pool as well as in.the nature of the positions to be filled. An
organization’s ability to recruit employees often hinges as much on the
organization’s reputation and the attractiveness of its location as on the
attractiveness of the specific job offer. If people with the appropriate skills are
not available within the organization or in the local labor pool, they may have
to be recruited from some distance away or perhaps from competing
organizations.

Large companies use various outside recruitment sources to fill vacancies at
different levels of management. For many large companies, college and

e 5.



graduate campuses are a major source of entry-level and new managerial help.
Campus recruiting, however, has some disadvantages: The recruitment process
can be quite expensive, and it is not uncommeon for hired graduates to leave an
organization after two or three years. When recruiting to fill middle
management and top-level positions, many large companies resort to even
costlier and more competitive hiring strategies. When top-quality is in short
supply, middle management recruiting often requires the services of placement
agencies or the purchase of expensive ads in newspapers and national
publications. And when recrhiting is done to fill top-level positions, many
corporate managements turn to executive search firms. These firms generally
locate three or four carefully-considered prospects who are not only highly
qualified but can also be enticed from their present positions by the right offer.
Most companies still have a policy of recruiting or promoting from within
except in very exceptional circumstances. This policy has three major
advantages: individuals rccruited from within are already familiar with the
organization and its members, and this knowledge may increase the likelihood
of their success; the policy can foster loyalty and inspire greater effort among
organization members; it is usually less expensive to recruit or promote from
within than to hire from outside the organization. Obviously, there are also
disadvantages: it limits the pool of available talents; it can reduce the chance
that fresh viewpoints will enter the organization; it may encourage
complacency among employees who assume that seniority ensures promotion.

4. Training

New employees have to learn new skills, and since their motivation is
likely to be high, they can be acquainted relatively easily with the skills and
behavior expected in their new position. However, the needs to train
experienced employees are not always easy to determine, and when they can

be, the individuals involved may resent being asked to change their established
ways of doing their jobs.

There are four procedures to determine individuals’ training needs:

Performance Appraisal. Each employee’s work is measured against the
performance standards or objectives established for his or her job.

Analysis of Job Requirements. The skills or knowledge specified in the

appropriate job description are examined, and those without necessary skills or
« 6 .
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knowledge become the candidates for a training program.

Organizational analysis. The effectiveness of the organization and its
success in meeting its goals are analyzed to determine where differences exist.
For example, members of a department with a high turnover rate or a low
performance record might require additional training.

Employee survey. Managers as well as other employees are asked to describe
what problems they are experiencing in their work and what actions they
believe are necessary to solve them.

With the training needs identified, the human resources manager must
initiate the appropriate training efforts. Managers have access to a variety of
training approaches, the most common of which are on-the-job training
methods, including job rotation, in which the employee, over a period of time,
works on a series of jobs, thereby learning a broad variety of skills; internship,
in which job training is combined with related classroom instruction;
apprenticeship, in which the employee is trained under the guidance of a highly
skilled co-worker.

Off-the-job training takes place outside the workplace but attempts to
simulate actual working conditions. This type of training includes vestibule
training, in which employees are not trained on the actual equipment or in a
realistic job setting but in a room different from the one in which they will be
working, and behaviorally experienced training, activities such as simulation
exercises, business games, and problem-centered cases to enable the trainee to
learn the behavior appropriate for the job through role playing. Off-the-job
training may focus on the classroom, with seminars, lectures and films, or it
may involve computer-assisted instruction, which can both reduce the time
needed for training and provide more help for individual trainees.

A Four C’s Model for Evaluating Human Resources

To evaluate the effectiveness of the HRM process within an organization,
the Harvard researchers have proposed a “four C’s” model: competence, commitment,
congruence, and cost effectiveness.

Competence. How competent are employees in their work? Do they neced
additional training? Performance evaluations by managers can help a company
determine what talent is available, and to what extent HRM policies can
attract, keep and develop employees with skills and knowledge needed now and
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in the future. High competence means that employees are versatile in their
skills, better able to respond to changes in environmental demands and
therefore can take on new roles and jobs as needed.

Commitment, How committed are employees to their work and
organization? Surveys can be conducted through interviews and questionnaires
to find answers to this question. Additional information can be gained from
personnel records about voluntary separation, absenteeism grievances and to
what extent HRM policies enhance the commitment of employees to their
work and organization. High commitment, for example, means better
communication between employees and managers. Mutual trust is enhanced
and all stakeholders are responsive to one another’s needs and concerns
whenever changes in environmental demands occur.

Congruence. Is there congruence or agreement between the basic
philosophy and goals of company and its employees? Incongruence can be
detected in the frequency of strikes, conflicts between managers and
subordinates, and grievances. A low level of congruence results in low levels
of trust and common purpose, and tension between employees and managers
may increase. What levels of congruence between management and employees
do HRM policies and practices enhance or retain? Higher congruence means
that all stakeholders share a common purpose and collaborate in solving
problems brought about by changes in environmental demands. This ability to
collaborate is crucial in an ever-changing environment.

Cost-effectiveness, Are HRM policies cost-effective in terms of wages,
benefits, turnover, absenteeism, strikes and similar factors? Are these costs
kept equal to or less than those of competitors?

The problem of assessing HRM outcomes is more difficult than addressing
and measuring the extent of the four C’s within a company. In other words,
how do you make judgments about the long-term consequence of HRM policies
on employees and societal well-being and organizational effectiveness? How,
for example, do you go about the formidable task of assigning a value to
employee commitment or to an organizational climate and culture that
encourag®s motivation and employee growth? In the final analysis, managers
will need the participation of a broad range of stakeholders (including
management, unions, and government agencies) to obtain the data needed to
evaluate the impact of HRM policies and practices.

.« 8.



Exercises

Task 1
Complete the following statements based on the text.

1.
2.
3.

The process of HRM involves the activities of

Planning for human resources is a challenging task because of
Of the various factors that should be considered in human resources planning, two of them are
important: One is ; the other is

4. What recruiters must do before recruitment is

5. Recruiting may take place from outside and within a company. Recruiting from outside can be

expensive because

6. Recruiting from within may have the following advantages: .

7. Training may be either on-the-job or off-the-job. By on-the-job, it means , and by
off-the-job, it means

8. In evaluating human resources, the following four aspects are usually measured:
D
2)
3
4)

Task 2

Identify in the text the words and expressions which mean;

1. The process of continually feeding back to subordinates information regarding their work
performance. (in section 1)

2. A program designed to help employees fit more easily and smoothly into an organization. (in
section 1)

3. The management function that deals with recruitment, placement, training and development of
organization members. (in section 1)

4. The study of the human beings and the ways they change. (in section 2)

5. The act of stopping a worker’s employment because there is not enough work. (in section 2)

6. Changing the way a business system is organized. (in section 2)

7. The act of an organization to reduce the number of people it employs in order to cut costs. (in
section 2)

8. A written description of a non-management job, covering title, duties, responsibilities and
location on the organization chart. (in section 3)

9

. A written description of the education, experience and skills needed to perform a job to fill a
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