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PREFACE

additions that reflect the rapidly evolving terrain of strategic, technologi-
cal, practical, and legal issues confronting organizations and their staffing
systems. As in previous editions, we have considerably updated our references,
found as chapter endnotes. We have also made significant changes to the opening
material in each chapter. Each chapter now opens with a list of learning objectives
to facilitate student learning. The chapter introductions have been revised as well.

A second major change to the book is a “freshening” of the writing style. While
readers have found the book well written, some have suggested that the writing
could be a bit livelier. Hence, we have made extensive changes to each chapter and
are confident that these changes make the book more accessible.

Technology continues to transform all aspects of human resources, and staffing
is no exception. Accordingly, in this edition, we provide enhanced coverage of
human resources information systems (HRISs) and their role in all phases of the
staffing process, including legal implications. We have also substantially expanded
our coverage of some increasingly important topics, including diversity in the
planning process, emotional intelligence tests, and video and computer interviews.

Even with the many changes and the significant additions to the book, we have
held the length by trimming those areas that have waned in interest or importance.

We have also added a coauthor to the book, John Kammeyer-Mueller. Previous
users of the book will remember John’s work on the Tanglewood Stores case. This
case continues in the book, and John has contributed to many other areas as well.
We are excited to have him onboard.

For the Tanglewood Stores case, at the end of Chapters 1, 3, 5,7, 9, 11, and 14,
you will receive a brief description of the situation relevant to that chapter, along
with tasks that require you to analyze the situation by applying material directly
from the chapter. The full text of the case and your assignment are located online
at www.mhhe.com/heneman7e.

In preparing this edition, we have benefited greatly from the critiques and sug-
gestions of numerous people whose assistance was invaluable. They helped us
identify new topics, as well as clarify, rearrange, and delete material. We extend
our many thanks to the following individuals:

The seventh edition of Staffing Organizations contains many updates and

* Amy Banta, Franklin University

 Fred Dorn, University of Mississippi

« Hank Findley, Troy University

» Diane Hagan, Ohio Business College

e Mark Lengnick-Hall, University of Texas—San Antonio

We wish to extend a special note of thanks to the McGraw-Hill/Irwin publish-
ing team—in particular, John Weimeister, Laura Spell, and Susanne Riedell—for
their hard work and continued support of the number one staffing textbook in the
market. Thanks also to the staff at Kinetic Publishing Services, LLC, for their dedi-
cated work in this collaborative undertaking. Finally, we wish to thank you—the
students and faculty who use the book. If there is anything we can do to improve
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your experience with Staffing Organizations, please contact us. We would be happy

to hear from you.

The Staffing Organizations Model

Organization

Mission
Goals and Objectives

v

Organization Strategy |«

v

HR and Staffing Strategy

A4

I

v

Staffing Policies and Programs

Support Activities

Core Staffing Activities

Legal compliance
Planning
Job analysis and rewards

Recruitment: external, internal
Selection: measurement, external, internal
Employment: decision making, final match

Staffing System and Retention Management
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PART ONE

The Nature of Staffing

CHAPTER ONE
Staffing Models and Strategy

LEARNING OBJECTIVES AND INTRODUCTION

Learning Objectives

* Define staffing and consider how, in the big picture, staffing decisions matter

* Review the five staffing models presented, and consider the advantages and
disadvantages of each

* Consider the staffing system components and how they fit into the plan for
the book

e Understand the staffing organizations model and how its various components
fit into the plan for the book

» Appreciate the importance of staffing strategy, and review the 13 decisions
that staffing strategy requires

* Realize the importance of ethics in staffing, and learn how ethical staffing
practice is established

Introduction

Staffing is a critical organizational function concerned with the acquisition, deploy-
ment, and retention of the organization’s workforce. As we note in this chapter
and throughout the book, staffing is arguably the most critical function underlying
organizational effectiveness, because “the people make the place,” because labor
costs are often the highest organizational cost, and because poor hiring decisions
are not easily undone.

This chapter begins with a look at the nature of staffing. This includes a view
of the “big picture” of staffing, followed by a formal definition of staffing and the
implications of that definition. Examples of staffing systems are given.

Five models are then presented to elaborate on and illustrate various facets
of staffing. The first model shows how projected workforce head-count require-
ments and availabilities are compared to determine the appropriate staffing level
for the organization. The next two models illustrate staffing quality, which refers
to matching a person’s qualifications with the requirements of the job or organiza-
tion. The person/job match model is the foundation of all staffing activities; the
person/organization match model shows how person/job matching could extend
to how well the person will also fit with the organization. The core staffing com-
ponents model identifies recruitment, selection, and employment as the three key
staffing activities, and it shows that both the organization and the job applicant
interact in these activities. The final model, staffing organizations, provides the
entire framework for staffing and the structure of this book. It shows that organiza-
tions, human resources (HR), and staffing strategy interact to guide the conduct of
staffing support activities (legal compliance, planning, and job analysis) and core

1
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PART ONE The Nature of Staffing

staffing activities (recruitment, selection, and employment); employee retention
and staffing system management are shown to cut across both types of activities.

Staffing strategy is then explored in detail by identifying and describing a set of
13 strategic staffing decisions that confront any organization. Several of the deci-
sions pertain to staffing levels, and the remainder to staffing quality.

Staffing ethics—the moral principles and guidelines for acceptable practice—is
discussed next. Several pointers that help guide ethical staffing conduct are indi-
cated, as are some of the common pressures to ignore these pointers and compro-
mise one’s ethical standards. Suggestions for how to handle these pressures are
also made.

Finally, the plan for the remainder of the book is presented. The overall structure
of the book is shown, along with key features of each chapter.

THE NATURE OF STAFFING
The Big Picture

Organizations are combinations of physical, financial, and human capital. Human
capital refers to the knowledge, skill, and ability of people and their motivation to
use them successfully on the job. The term “workforce quality” refers to an orga-
nization’s human capital. The organization’s workforce is thus a stock of human
capital that it acquires, deploys, and retains in pursuit of organizational outcomes
such as profitability, market share, customer satisfaction, and environmental sus-
tainability. Staffing is the organizational function used to build this workforce
through such systems as staffing strategy, HR planning, recruitment, selection,
employment, and retention.

At the national level, the collective workforces of US organizations total over
115 million (down from a peak of nearly 140 million in 2005), with employees
spread across almost 8 million work sites. The work sites vary considerably in size,
with 55% of employees in work sites of fewer than 100 employees, 37% in work
sites between 100 and 1,000 employees, and 12% in work sites over 1,000 employ-
ees.! Each of these work sites used some form of a staffing process to acquire its
employees. Even during the great recession that began in 2008 and its slow recov-
ery, there were more than 4 million new hire transactions nationally each month,
or over 50 million annually. This figure does not include internal transfers, promo-
tions, or the hiring of temporary employees, so the total number of staffing transac-
tions was much greater than the 50 million figure.? Volumewise, even in difficult
economic times, staffing is big business for both organizations and job seekers.

For most organizations, a workforce is an expensive proposition and cost of
doing business. It is estimated that an average organization’s employee cost (wages
or salaries and benefits) is over 22% of its total revenue (and generally a higher
percentage of total costs).> The percentage is much greater for organizations in
labor-intensive industries—the service-providing as opposed to goods-producing
industries—such as retail trade, information, financial services, professional
and business services, education, health care, and leisure and hospitality. Since
service-providing industries now dominate our economy, matters of employee cost
and whether the organization is acquiring a high-quality workforce loom large.

A shift is gradually occurring from viewing employees as just a cost of doing
business to valuing employees as human capital that creates competitive advantage
for the organization. Organizations that deliver superior customer service, much
of which is driven by highly knowledgeable employees with fine-tuned customer
service skills, have a definite and hopefully long-term leg up on their competitors.
The competitive advantage derived from such human capital has important finan-
cial implications.

Organizations are increasingly recognizing the value creation that can occur
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through staffing. Quotes from several organization leaders attest to this, as shown
in Exhibit 1.1.
Definition of Staffing

The following definition of staffing is offered and will be used throughout this
book:

Staffing is the process of acquiring, deploying, and retaining a workforce of
sufficient quantity and quality to create positive impacts on the organization’s
effectiveness.

This straightforward definition contains several implications, which are identified
and explained next.
Implications of Definition

Acquire, Deploy, Retain
An organization’s staffing system must guide the acquisition, deployment, and

EXHIBIT 1.1 The Importance of Staffing to Organizational Leaders

“Staffing is absolutely critical to the success of every company. To be competitive in

today’s economy, companies need the best people to create ideas and execute them for

the organization. Without a competent and talented workforce, organizations will stagnate

and eventually perish. The right employees are the most important resources of companies
today.”*

Gail Hyland-Savage, chief operating officer

Michaelson, Connor & Bowl—real estate and marketing

“The new economy, very much the Internet and the entrepreneurial opportunities it created,

intensified the competition for outstanding people. And we started to grow to a size and

scope where it was important for us not only to get outstanding people but also to get them

in significant numbers. So the emphasis shifted towards making to people value propositions
that were the absolute best they could be.”>

Rajat Gupta, managing director

McKinsey & Company—consulting

“I think about this in hiring, because our business all comes down to people. . . . In fact, when

I'm interviewing a senior job candidate, my biggest worry is how good they are at hiring. |
spend at least half the interview on that.”®

Jeff Bezos, chief executive officer

Amazon.com—Internet merchandising

“We missed a really nice nursing rebound . . . because we just didn’t do a good job hiring

in front of it. Nothing has cost the business as much as failing to intersect the right people at
the right time.””

| David Alexander, CEO

Soliant Health—health care

“GE’s 100-year-plus track record is simply about having the very best people at every single
position. That is its No. 1 core competency. No one has better people. No one else’s bench
strength comes even close. It’s that obsession with people that requires all GE leaders to
spend a huge amount of their time on human resources processes—recruiting, reviewing,
tracking, training, mentoring, succession planning. When | was at GE, | spent over half of
my time on people-related issues. When you get the best people, you don’t have to worry as
much about execution, because they make it happen.”®
Larry Johnston, chief executive officer
Albertson’s—retail grocery
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retention of its workforce. Acquisition activities involve external staffing systems
that govern the initial intake of applicants into the organization. It involves plan-
ning for the numbers and types of people needed, establishing job requirements in
the form of the qualifications or KSAOs (knowledge, skill, ability, and other char-
acteristics) needed to perform the job effectively, establishing the types of rewards
the job will provide, conducting external recruitment campaigns, using selection
tools to evaluate the KSAOs that applicants possess, deciding which applicants are
the most qualified and will receive job offers, and putting together job offers that
applicants will hopefully accept.

Deployment refers to the placement of new hires in the actual jobs they will
hold, something that may not be entirely clear at the time of hire, such as the
specific work unit or geographic location. Deployment also encompasses guiding
the movement of current employees throughout the organization through internal
staffing systems that handle promotions, transfers, and new project assignments.
Internal staffing systems mimic external staffing systems in many respects, such
as planning for promotion and transfer vacancies, establishing job requirements
and job rewards, recruiting employees for promotion or transfer opportunities,
evaluating employees’ qualifications, and making job offers to employees for new
positions.

Retention systems seek to manage the inevitable flow of employees out of
the organization. Sometimes these outflows are involuntary on the part of the
employee, such as through layoffs or the sale of a business unit to another orga-
nization. Other outflows are voluntary in that they are initiated by the employee,
such as leaving the organization to take another job (a potentially avoidable turn-
over by the organization) or leaving to follow one’s spouse or partner to a new
geographic location (a potentially unavoidable turnover). Of course, no organiza-
tion can or should seek to completely eliminate employee outflows, but it should
try to minimize the types of turnover in which valued employees leave for “greener
pastures” elsewhere—namely, voluntary-avoidable turnover. Such turnover can be
very costly to the organization, as can turnover due to employee discharges and
downsizing. Through various retention strategies and tactics, the organization can
combat these types of turnover, seeking to retain those employees it thinks it can-
not afford to lose.

Staffing as a Process or System

Staffing is not an event, as in, “We hired two people today.” Rather, staffing is a
process that establishes and governs the flow of people into the organization, within
the organization, and out of the organization. Organizations use multiple inter-
connected systems to manage the people flows. These include planning, recruit-
ment, selection, decision making, job offer, and retention systems. Occurrences or
actions in one system inevitably affect other systems. If planning activities show
a forecasted increase in vacancies relative to historical standards, for example,
the recruitment system will need to gear up for generating more applicants than
previously, the selection system will have to handle the increased volume of appli-
cants needing to be evaluated in terms of their KSAOs, decisions about job offer
receivers may have to be speeded up, and the job offer packages may have to be
sweetened to entice the necessary numbers of needed new hires. Further, steps will
have to be taken to retain the new hires and thus avoid having to repeat the above
experiences in the next staffing cycle.

Quantity and Quality

Staffing the organization requires attention to both the numbers (quantity) and the
types (quality) of people brought into, moved within, and retained by the organiza-
tion. The quantity element refers to having enough people to conduct business, and
the quality element refers to having people with the requisite KSAOs so that jobs
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are performed effectively. It is important to recognize that it is the combination of
sufficient quantity and quality of labor that creates a maximally effective staffing
system.

Organizatior{ Effectiveness

Staffing systems exist and should be used to contribute to the attainment of organi-
zational goals such as survival, profitability, and growth. A macro view of staffing
like this is often lost or ignored because most of the day-to-day operations of staff-
ing systems involve micro activities that are procedural, transactional, and routine
in nature. While these micro activities are essential for staffing systems, they must
be viewed within the broader macro context of the positive impacts staffing can
have on organization effectiveness. There are many indications of this critical role
of staffing.

Leadership talent is at a premium, with very large stakes associated with the new
leader acquisition. Sometimes new leadership talent is bought and brought from the
outside to hopefully execute a reversal of fortune for the organization or a business
unit within it. Other organizations acquire new leaders to start new business units
or ventures that will feed organization growth. The flip side of leadership acquisi-
tion is leadership retention. A looming fear for organizations is the unexpected loss
of a key leader, particularly to a competitor. The exiting leader carries a wealth of
knowledge and skill out of the organization and leaves a hole that may be hard to
fill, especially with someone of equal or higher leadership stature. The leader may
also take other key employees along, thus increasing the exit impact.

Organizations recognize that talent hunts and loading up on talent are ways to
expand organization value and provide protection from competitors. Such a strat-
egy is particularly effective if the talent is unique and rare in the marketplace,
valuable in the anticipated contributions to be made (such as new product creations
or design innovations), and difficult for competitors to imitate (such as through
training current employees). Talent of this sort can serve as a source of competitive
advantage for the organization, hopefully for an extended time period.’

Talent acquisition is essential for growth even when it does not have such com-
petitive advantage characteristics. Information technology companies, for example,
cannot thrive without talent infusions via staffing. An Internet start-up called edocs,
inc., sold Internet bill presentment and payment software. It doubled its employee
ranks to over 100 in five months and sought to double that number in another five
months. The CEO said this was necessary, or “we won’t have the resources we
need to keep up the growth and go public. You grow fast or you die.””'° Shortages in
the quantity or quality of labor can mean lost business opportunities, scaled-back
expansion plans, the inability to provide critical consumer goods and services, and
even threats to the organization’s survival.

Finally, for individual managers, having sufficient numbers and types of
employees on board is necessary for the smooth, efficient operation of their work
unit. Employee shortages often require disruptive adjustments, such as job reas-
signments or overtime for current employees. Underqualified employees present
special challenges to the manager, as they need to be trained and closely super-
vised. Failure of the underqualified to achieve acceptable performance may require
termination, a difficult decision to make and implement.

In short, organizations experience and respond to staffing forces and recognize
how critical these forces can be to organizational effectiveness. The forces mani-
fest themselves in numerous ways: acquisition of new leaders to change the organi-
zation’s direction and effectiveness, prevention of key leader losses, use of talent as
a source of growth and competitive advantage, shortages of labor—both quantity
and quality—that threaten growth and even survival, and the ability of individual
managers to effectively run their work units.



