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Atter studying this chapler, you should be able to
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Determine the importance of the stafting function
List and explamn the eight elements ol the stalling process
Describe the three pnimary stafling environments

Identty the four activities relaled to human resource planning

List and describe the pnmary screemning dewvices used in the selechion process

Explan the diterences and similanties belween lraining and development
Discuss the purpose ol a performance appraisa

Descnbe the fow pumary employment decisions

Determine the purposes and componenis of compensation




Management in Action
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De
INTRODUCTION impaciones ol e

The primary purposes of staffing are 1o attract, hire, train, develop, reward, and retain staffing function
the required number of good people, helping them meet their needs while they help

the organizations meet their needs. Texas entreprencur Courntland L. Logue has created statfing

or managed 28 companies—runmng them for a time, then selling some and acquiring  enons despnes 1o anvact nee vas
others. Here is what he thinks about the importance of finding and hiring the right  doveiol mwad ad el the peopi

needed 10 accomplsl
number of good people:

Hgareralion

Qoaly and prormale job salsfalion

“Farst, get good peaple. If you don’t have good people, that's your fault. Remember,
200 hitters don't win champronships, Overpay and get 300 husrers. Just don’t hire
more of them than you need™

“Good” people are those with proven performance records or potential that
demonstrates they will or do fit into the organization’s culture and climate, Frank
Sonnenberg, business author and consultant, adds this insight: “The point is, vou dont
just hire bodies, but seck employees that vou value enough to invest in.™ Since most job
applicants have some deficiencies, the key issue 1s the employer's willingness and ability
to help applicants remedy their deficiencies. Providing needed investments (training,
for example) makes good people even better, making them more confident and capable
and more valuable to their organizations,

Once good people are on board, organizations must retain them. This goal leads
to the second part of staffing: helping employees meet their needs while they help
the organization to meet its needs. Lorry Lokey, Founder and CEO of Business Wire,
a wireless news provider, believes the following: "My people spend a fourth of their
lives—or more-—working for this company. so they deserve 1o have their needs taken
care of " His financial chief, Constance Cummings, adds, " There's no fear here because
we believe in doing everything we can to hold on to good employees and 1o improve
the quality of their lives” These few words sum up the essence of the company’s staffing
philosophy.’

Stafhng, which follows organizing, links people and processes. People create an
orgamzation’s mitellectual capital—that which makes the organization unique and
separates it from ats competition. Without dedicated, knowledgeable, and motivated
employees, the best-laid plans cannot bear frun. The Society for Human Resource
Managers (SHRM) reports that 25 percent of the workforce turns over yearly. “Turnover
1s expensive, so it's important to support new employees with comprehensive onboard
ing to ensure their success.” Onboarding is the process by which new hires get adjusted
10 the social and performance aspects of their jobs quickly and smoothly, and learn the
attitudes, knowledge, skills, and behaviors required 1o function effectively within an
organization.”* Empowered people working i a diverse and open dimate—once based
on mutual trust and respect—can make bad plans work and good plans better sl and betavior

T'his chapter examines many major investments that organizations make in theje eV
human resources, along with the laws, principles and processes that affect staffing in
the United States. Appendix B includes stafhng concerns for organizations operating
in an international environment,

Responsibility for Staffing

In small vrganizations, every manager is responsible lor the stafing function; even
worker teams can participate, A large firm usually establishes a separate department
dedicated to staffing. A subunit that focuses on staffing 15 usually called a personnel
or human resource department. Managers of such a department-—human resource
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assist others by planning, organizing, stathng,

coordinating, controlling and sometimes exccuting specific personnel and human

resource (P/HR ) management functions

Some human resource managers and practitioners are specialists who focus on

a specific aspect of P/HR management

compensation, trammng or recruting for

example. Others are generalists responsible for several functions. This book will use the

terms hunan resource manager and human resource specialist to refer 10 both groups,

STAFFING PROCESS

Figure
briefly
1

9.1 summarizes the eight clements of the staffing process. The list that follows
describes each element:

Human resource plannimg. This aspect of statling involves assessing current
employees, forecasting future needs and makig plans to add or remove
workers. To adapt to changing strategies and changing needs, managers must
continually update thar plans.

Recrusting. In this step. managers with positions to il look for qualified people

mside or outside the company

Selecrion. This step involves testing and mterviewing candidates and hiring the

best available.

Orientation. In this phase of staffing, new cmployees learn about their sur

roundings, meet their coworkers, and learn about the rules, regulations and

benetits of the company.

Traming and development, To train and develop employees, emplovers establish

programs (o help workers learn their jobs and improve ther skills,

Performance apprasal. As part of the controlling function of management,

managers must establish the criteria for evaluatng work, schedule formal

sessions 10 discuss evaluations with employees. and determine how to reward

high achievers and motivate others to become high achievers. All these tasks are
4 |3

part of the performance-appraisal clement of stafhing

Compensation. This aspect of stathing relates to establishing pay and, in some

cases, benefits

Employment deasions. Workers' careers involve transters, promotions, demo

tions, layoffs and firings. Making decisions about these career developments s

part of the statfing process

Figure 9.1 Eight Elements of the Staffing Process

1. Human |
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Not all the clements of the stafhing process are components of every staffing
problem. Recruiting, for example, is not necessary unless new employees are needed.
Some elements are constants, however. Planning, training and appraisal accompany
the primary management functions. Therefore, every manager must be concerned
about stafhing.

STAFFING ENVIRONMENTS

Staffing, like other managerial functions, is subject to outside nfluences. Events and
pressures from many sources i an organization’s external environment—customers,
suppliers and compettors, for example—influence staffing and dictate the human
resource plans and strategies necessary to carry them out,

Economic Environment
An indicator of the strength of the cconomy 1s employment rates.

In recent decades, a growing number of stable employment relationships have
given way to somcthing more armslength, from contract situations to temporary
employment to oncoff job opportunitics, or “gigs’, arising from subcontracting, out-
sourcing and other forms of “fissuring.” Technological change is driving some of these
developments, but these broad workplace trends are unfolding across both high and
lowtech sectors, Becawse these trends are taking place in many traditional sectors of
the cconomy, hosprtality, manufacturing, healthcare, etc,—as well as emerging sectors,
they are already affecting a broad swath of the working population.

The sharing economy has led to the gig economy. The sharing economy refers
to the peer-to-peer rental market, In both cases, temporary positions are common
and organizations contract workers to rent rooms, rides or other assets as depicted
in Figure 9.2 below, using mobile Apps or the Internet. Sharing companies like Uber
lTechnologies and Airbnb do not use employees. The contingent workers monetize
their cars for Uber and extra rooms in their homes for Airbnb.

Describe the three
primary staffing
environments

sharing economy

The peer 1o peet teodal marke

gig economy

pengent

iy acton of sell-ermgloyed

Figure 9.2 se of the Sharing Econ
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independent contractors These companics use independent contractors who are available on demand
R ASplep UK wkd iy Cobg inm Since independent contractors have a particular expertise and are self- emploved, they
il are often hired by companies with a verbal agreement for short-term assignments or
under terms speaified i a contract. This allows workers to be flexible and companics
1o lower overhead with respect to planning. The company does not pay contractors
overtime or benefits, such as health insurance, Social Security or FICA taxes

Legal Environment
The laws and principles that govern a community inevitably affect the way companies
do business. Consider just a few of the legal issues that pertain 1o even the smallest
company: contracts, criminal law, negligence and equity. A legal concept that has a
great impact on organizations today 1s the idea that the law is a tool to correct and
prevent wrongs to individuals and groups. Laws and legal principles act as controls on
managers who discharge staffing responsibilities

Executive orders and laws generated by federal, state, county and city agencies
regulate how companics, usually those with 15 or more employees, must conduct
staffing. So complex are these regulations, and so great is the potential for harm due
to noncompliance, that many large companies and institutions hire attorneys and
specialists Lo deal with reporting and disclosure requirements

Figure 9.3 highlights federal laws regarding three topics: equal employment oppor
tunty, afirmative action and sexual barassment. The following paragraphs discuss

these topics in more detail.

Figure 9.3 U.S. Federal Legislation Related to Staffing
Federal Legisiation Description of Provisions

Equal Pay Act of 1963 Prohibits paying employees of one sex less than employees of the opposite sex for doing
roughly equivalent work. Apphes 10 private employers

Title VI 1964 Civil Rights In staffing decisions, prohibits discnmination based on race, color, religion, sex or national
ongin_ Applies to employers receiving tederal inancial assistance

Title Vil 1964 Civil Rights  Prohibits discrimination based on race. color, religion. sex or national ongin Apples to prvale

Act (amended 1972) employers of 15 of more employees. federal. state and local governments; unions, and
employment agencies

Executive Orders 11246 In stafing decisions, prohibits discriminalion based on race, color, religion, sex or national

and 11375 (1965) ongin. Establshes requirernants for affiemative action plans  Applies to lederal contractors and
subcontraciors

Age Discrimination in Prohibis age discrimination in stating decisions agains! people over 40 years of age. Applies

Employment Act of 1967 1o all employers of 20 or more employees

(amended 1978)

Tithe | 1988 Civil Rights Act Prohibits iterference with & person’s exercise of rights with respect 1o race. color, refigion, sex
of national origin

Rehabilitation Act of 1973 In staffing decisions, prohibds discrimination based on certam physical and montal
handicaps Apples to empicyers doing business with of lor the federal government

Vietnam Era Velerans In staffing decisions, prohibits discrimination against disabled veterans and Vietnam-era
Readjustment Act of 1874  velerans

continues
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Figure 9.3 U.S. Federal Legislation Related to Staffing (continued)

Federal Legislation Description of Provisions

Privacy Act of 1974 Establishes the nght of employses 10 examine letters of relerence conceming them unless the
nght is waived
Revised Guidelines on Establishes a single se! of guidelines that define discrimination on the basis of race, color,
Selection religion, sex and national origin. The guidelines provide a framework lor making legal

{1976, 1978, and 1979) employment decisions about hiring. promoting and demnoting and for the proper use of tests
and other selection procedures

Pregnancy Discrimination  Prohibits discrimination in employment based on prognancy, chilgbirth or related medical
Actof 1978 condtions

Equal Employment Prohibits sexual harassment whan such conduct is an exphcit or implict condition of
Opportunity Guidelines of  employment, if the employes’s response becomes a basis for employment or promotion
1881—Sexual Harassment  decisions, or il il interferes with an employee’s performance. The guidelines protect men and

women
Equal Employment identifies potential national-origin discrimination to include fluency-in-English job requirements
Opportunity Guidelines of  and disqualfication due 10 loreign traning or education
1981
National Origin Identifies national-ongin harassment in the work environment to include ethnic siurs and
physical conduct with the purpose of creating an inlimidating or hostile anvironment or
unreasonable interierence with work
Equal Employment Determines that employers have an obligation 1o accommodate religious practices of
Opportunily Guidelines of  employees uniess they can demonstrate that doing so would result in undue hardship.
1981-—Religion Accommodation may be achieved through voluntary substitutes, fiexible scheduling, Iateral

transter and change of job assignment

Mandatory Retirement Act  Datermines that employees may not be forced 1o retire belore age 70

{amended 1987)

Workers Adjustmentand  Empioyer of 100 or more workers must provide 1o employees a 60-day notice of mass layolis

Retraining Act of 1988 of plant closures 5o that they have ampie time to search lor other jobs

Americans with Disabilities Prohibits discrimination on the basis of physical or mental handicap

Act of 1990

Civil Rights Act of 1991 Permits women, persons with disabilities. and persons who are refigious minorities (o have
a jury trial and sue for punitive damages il they can prove intentional hiring and workplace
discimination. Also requires companies 1o provide evdence that the business practice that
led fo the discrimination was not dscriminatory but was b related for the postion in question
and consisten! with business necessily

Genetic information Prohibds discrirmination based on a person's genatic information

Nondiscrimination Act of

2008

discrimination

Jing iilegal ceileta shen makrng
Equal Employment Opportunity Federal laws prohibit disciimmation in emploviment
decisions. Discrimination means using allegal critenia in staffing. Laws that prolubn
discrimination are designed 1o guarantee equal employment opportunity. The Equal
Employment Opportunity Commussion (EEOC) enforces antidiscrimination laws equal employment
Claims of discrimmation filed with the US. Equal Employment Opportunity Com opportunity

mission are based on race/color, national ongin, gender, religion, age or disabiliy,
and proups rpm 4 Ml

egislal e ayresd 10 prole v dud
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According to the US, Senate, it 1s unlawful for an employer 10 do cither of the
following:*
1 lTo fail or refuse to hire or to discharge an individual solely on the basis of race,
color, religion, sex, age, national origin or handicap
2 lo limt, segregate or cassify employees or applicants for employment in any
way that would tend 1o deprive the individual of employment opportunitics
solely on the basis of race, color, religion, sex. age, national onigin or handicap

A company’s best defense against accusations of discrimination or bias in hiring is
to be certain that any employment practice or device adheres 10 the following:

* Analyze the duties, functions, and competencies relevant to jobs. Then create
objective, job-related gualification standards related 1o those duties, functions,
and competencies. Make sure they are consistently applied when choosing
among candidates,

+ Ensure sclecuion criteria do not disproportionately exclude certain racial
groups unless the enteria are valid predictors of successful job performance
and meet the employer's business needs. For example, if educational require-
ments disproportionately exclude certamn minority or racial groups, they may
be illegal if not important for job performance or business needs.

+ Make sure promotion criteria are made known, and that job openings are
communicated 10 all eligible employees. (Source: US. Equal Employment
Opportunity Commission, Best Practices for Employers and Human Resources/
EEO Professionals, hrup://www.eeoc goviecoc/mitatives/e-race/bestpractices-eni-
ployers.cfm.)

Protected Groups The federal government has created several protected groups—
people against whom it is ihlegal to discriminate. These groups are women, the disabled
or differently abled and minornites. Federal law lists socially disadvantaged individuals
as follows:

« Black Amenicans

* Hispanic Amenicans

* Asians Pacific Americans

¢ Native Americans

+  Subcontinent Asian American

As defined under federal law, the ditferently abled in America are those who have a
physical or mental impairment that substantially limits one or more major life activities,
have a record of such impairment, and are regarded as having such impairment.

Two major laws govern the protection of people with such disabilities: the Reha:
bilitation Act of 1973 {covering firms doing business with the federal government)
and the Americans with Disabilities Act of 1990 (covening nearly every firm with 15
or more employees). On September 25, 2008, the President signed the Americans with
Disabilities Act {ADA) Amendments Act of 2008, The ADA contains a broad definition
of disability.

Protection is extended to people with current or past physical and mental cond
tions, Examples of those protected are people with dependency on legal drugs whose
dependency does not impair work performance: people with a history of cancer, heart
trouble or a contagious disease, providing that their conditions do not pose a signifi-
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cant risk to coworkers or render them unable to perform their work: and people who
have undergone or who now are undergoing rehabilitation for their drug dependencies.

Under both laws employers must make reasonable accommodations (that cause
no ndue hardship) for the disabled. Jobs may have 10 be redefined, removing those
tasks that the person with a disability cannot perform. Prerequisites such as passing
a physical exam may have to be waived when parts of that exam are not job related.
Physical facilities may have to be altered to accommodate access by persons with dis-
abilities. Signs in Bratlle and wheelchair ramps are but two examples.

The Job Accommodation Network (JAN), a service of the US. Departiment of
Labor's Office of Disability Emplovment Policy (ODEP), conducts a survey on the cost
ol accommodation. Each vear the survey continues to indicate that the cost of accom-
modation in dollars is low, while the impact 10 the workplace 1s positive in many ways,
JIAN surveys employers who call for accommodation information to obtain feedback
on the cost and benefit of accommaodation. Study results show that more than half of
accommodations needed by employees and applicants with disabilitics cost absolutely
nothing. Of those accommodations that do cost, the typical expenditure by emplovers
15 $500. The most frequently mentioned direct benehts were: (1) the accommodation
allowed the company to retain a qualified employee: (2) the accommodation increased
the worker’s productivity: and (3] the accommodation eliminated the costs of training
a new employee.”

In 1998, the US. Supreme Court ruled that Title VI of the 1964 Civil Rights Act
covers claims of same-sex sexual harassment but does not incdude daims of “sexual
orientation discrimination” (Bibby v. The Philadelphia Coca-Cola Botthing Co.). Several
states, counties and muniaipalities have added the category of sexual orientation to fair
housing, employment, public accommodations and credit laws that already protect
prople in the preceding categories from discrimination. Almost half of the states have
laws protecting lesbians and gay men against workplace discrimination. In addition,
many companies, including Microsoft, Levi Strauss, Hewlett- Packard, Fox Inc., Ben
& Jerry's and Disncy, have adopted nondiscrimination policies with regard 10 sexual
ortentation. A few states and cities, however, specifically exclude protecting people
from discrimination on the basis of their sexual orientation.

By law, managers must refrain from employment decistons that produce a
disparate tmpact on these protected groups. A disparate impact is any result that
harms one group more than another. Not hiring an applicant because she is a woman
causes a disparate impact. Using an emplovyment test that eliminates a significantly
greater percentage of protected groups than unprotected groups also causes a disparate
impact. The actions in both these cases are considered discriminatory under law. The
organization and the managers involved in the discrimmatory decisions would be
subject 1o criminal penalues,

Title VII of the 1964 Civil Rights Act requires parties who file discrimination
complaints to do so within 180 days of the alleged violation. It provides two basic
remedies when discrimination is proved: reinstatement and recovery of lost pay, The
Civil Rights Act of 1991 amended the 1964 Civil Rights Act to allow for the recovery
of punitive damages if it can be proved that a company engaged i a discriminatory
practice with malice or with reckless indifference 1o the law, Limits placed on these
damages are as follows:

* Between 15 and 100 cnployces: $50,000

= Between 101 and 200 employees: $100,000

disparate impact
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* Between 201 and 5300 employees: $ 200,000
*  More than 500 employvees: $300,000

Affirmative Action Somc laws go bevond prohabiting disciimination. Laws that man-
date affirmative action require employers 10 make an extra cffort 1o employ protected
groups. Affirmative action laws apply 10 emplovers that have, in the past, practiced
discrimination or failed to develop a workforce that s representative of the whole
population of their community. {Under current laws, affirmative action is not required
with regard to disabled Americans.)

The fact that an orgamization has an affirmative action plan does not necessarily
mean that the organization practiced unfair employment practices in the past, however.
Managers of many organtzations choose to develop aflirmative action plans even when
the law does not require them to do so. Affirmative action plans must include goals
and timetables for achieving greater representation of and equity for protected groups.

Sexual Harassment Title VI of the 1964 Cial Rights Act and guidelines established
by the EEOC prohibit sexual harassment. Sexual harassment includes unwelcome
sexual advances, requests for sexual favors and other verbal or physical conduct of a
sexual nature when any of these three conditions are present:
1 Submission to such conduct 15 an explicit or imphcit term or condition of
employment.
2 Submission to or rejection of such conduct 1s used as a basis for any employ
ment decision.
3 Such conduct has the purpose of unreasonably interfering with the individual's
work performance or creating an intimidating, hostile or offensive working
environment.

Sexual harassment creates anger, suspicion, fear, stress, mistrust, victims and costs
ina workplace. Costs are both psychological and hinancial. Companies experience losses
in employee morale, loyalty, company reputation and, correspondingly, reductions in
quality and productivity. According to research by Ellen Bravo and Ellen Cassedy:

* Ingencral, men and women have different views of what constitutes harassment

* Most harassers are men, but most men are not harassers.

+ Intentional harassment is an exercise of power, not romantic attraction.

* Nincty percent of harassment cases involve men harassing women; 9 percent

involve same-sex harassment; one percent involve women harassing men.!

Preventing sexual harassment is no casy task; efforts 1o do so begin with top
management. They must create a dlear pohicy and commumicate to everyone that sexual
harassment will not be tolerated. Every employee must be made aware of what sexual
harassment is and is not. In most organizations, creating awarcness means bringing
in outside experts who will conduct traming. The Natonal Association of Working
Women, 9 to 5, offers these gamdelines for creating a meanmngtul policy:

« Involve all employees.

* Clearly define procedures to protect the complainant and the accused.
¢ Investigate promptly, using a team of impartial investigators.

+ Give several options for reporting, including informal channels.

+ Indicate appropriate discipline, including counseling

(Y
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Sociocultural Environment

Ihe ULS. labor force 1s becoming more diverse (see Figure 9.4). On the last Labor Day
of the 20th century, Secretary of Labor, Alexis M. Herman, delivered a repornt titled

“"Futurework

Irends and Challenges for Work in the 21st Century!

" Thas report

examined where the United States has been, where the United States 1s, and where the

country s gomng

In 1995, the Usited States was estimated to be 83 percent white, 13 percent black,
one percent Amerscan Indian, Eskimo, and Alewt, and four percent Asian and Pacifi
f‘f‘d?h!a’l
Nearly one i eleven Americans was foreign born

Ten percent of Americans, mostly blacks and whites, were also of Hispani
origin Trends show that whites
will be a declining share of the future total population wiile the Hispanic share will
grow faster than that of non-Hispamic blacks. By 2050, minorities are projected to rise
from one wn every four Americans to almost one i every two. The Asian and Pacific
Islander population is also expected 1o increase.

Nearly 83 percent of all adults ages 25 and over have completed high school, and
24 percent have obtaimed a bachelor's uf('_s:fg'(' o7 more.

Sunice 1950, the propartion of men in the labor force has declined from 86 percent
to 75 percent. In contrast, the trend for women 1s on the rise. In 1950, one-third of
women worked outside the home. Almost 50 years later, 60 percent of women are int

the labor force!

Cultural Diversity Dniffering sociocultural groups both inside and outside organiza
tions make demands on and contribute to those organizations. They constitute any

Figure 9.4 How Workplace Demographics are Evolving
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organization’s stakeholders, help shape its culture and climate and must have adequate
representation in all statfing activities

In the past. most managers tried 1o create a homogencous workforce—1o treat
everyone in the same way and make people fit the dominant corporate culture
These efforts did not always build a stable, committed group of employees, What was
needed—and what is rapidly appearing in enlightened corporations—is respect for
what workers from different backgrounds bring 10 the workplace. Across America,
n
diverse groups, not just tolerance of one another’s existence. See this chapter's Valuing

1agers are partcipating in workshops designed to facilitate understanding among

Diversity feature for a workshop example

Glass Ceilings and Glass Walls The terims glass cething and glass wall refer to invis
ible barriers of discrimination that block the carcers of women and other protected
groups.'" A glass ceiling is discrimination that keeps individuals from protected groups
out of upper-level management jobs: a glass wall prevents them from pursuing fast
track carcer paths. Nearly a quarter of a century after the Glass Cethng Commission
report. Blacks, Hispanics, Asian Americans and women are underrepresented (when
compared to their represemtation in the whole workforce) in senior management
positions in the nation’s largest companies

Catalyst, a nonproin research organization that focuses on women's issues in the
workplace, updated the Glass Ceiing Commission recommendations and published
Cracking the Glass Ceiling: Strategies for Success. Stercotyped as support providers,
women end up 1 staff positions. One reason for the perpetuation of the stereotype
caally those in the upper ranks of management, feel uncom

is that many men, ¢

fortable dealing with women. Additnonally, Catalyst rescarch discovered that talent

management systems can be vulnerable 10 pro-male biases, which results in even less

Valuing Diversity and Inclusion
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diverse employee pools. Below s the list, “Catalvst’s Top Ten Tactics to Cracking the
Glass Cethng ™+
* Measure women's advancement.
* Move women into line posihions,
= Find mentors for women,
* Create women's networks,
* Make culture change happen.
* Promote women.
*  Get women into nontraditional work.
* Promote women in professional firms.
* Support customized career planning.
«  Make flexibility work,

According to “Holding Women Back,” a speaial report from talent management
consultancy DDI's Global Leadership Forecast 2014/2015," barriers still exist in the
career opportunitics offered 10 women. The study measured the impact of leadership
development initiatives around the world. The rescarch revealed that female leaders are
under-represented in higher levels of leadership. Many companies recognize that glass
ceilings and glass walls exist and have worked hard to elimmate them. The number of
women and minonties in top management jobs is gradually increasing. Each year there
are more leading large companies than there were the previous year,

AIDS and Drug Testing Acquired immune deficiency syndrome (AIDS) is a frighten-
ing condition that—until medical progress can prevent it—eventually leads to death,
HIV, the virus that causes AIDS, cannot be casually transmitted, but fear of AIDS is a
reality in the workplace.

Federal law prohibits discrimination against employees suffering from AIDS and
any other contagious diseases.” Will a company accommaodate the employee who does
not want to work with an employee who has HIV?Z What will management do when
an employee’s routine physical reveals that he or she is HIV positive? Companies need
policies telling emplovees and managers how to deal with the issuc.

Most of America’s largest companies have had experience with employees who are
suffering from some sort of drug addiction. Employees with drug or alcohol depen-
dencies can and do cause losses to their companies, themselves and others. A Substance
Abusc and Mental Health Services Administration (SAMHSA) study revealed that
workers reporting current drug use were more likely to have worked for three or more
employers, to have voluntanly left an employer in the past year, and skipped one or
more days of work in the past month.” Workers with drug problems compromise
salety, quality and productivity.

Many companies require drug testing for all applicants, and some require random
testing of current employees involved in work that is potentially hazardous to them
schves or others. Figure 9.5 shows why the lingering effects of drugs are of such concern
to many companies. { Where a workforce is unionized, 1t is wise 1 involve the union
in any drug-testing efforts before they are instituted.) Workplace safety is the most
common reason given by employers for drug testing. In those occupations identified
with the highest rates of drug information and policies in the workplace, employees
reported significantly lower rates of current drug use and heavy drinking
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Figure 9.5 Duration of Detectability of Drugs in Urine

Drug Retention Time During Which Detectable
Amphetamines and methamphetamines 48 hrs
Barbiturates shon-acting (e.g.. secobarbital), 24 hrs
long-acting {e.g., phenobarbital), 7 or more days
Benzodiazepines 3 days f therapeutic dose ingested
Cocaine metabolites 2-3 days
Opiates 2 days
Propoxyphene (Darvon) 6-48 hrs
Cannabinoids single use, 3 days
moderate smoker (4 imes/week), 5 days
heavy smoker (daily), 10 days
chronic smoker, 21-27 days
Methagqualone 7 of more days
Phencyclidine (LPCP) approximately 8 days

Note: Retention times may vary depending on vanables including drug melabolism and hall-ife. patient’s physical condition
fiuid intake, and method and frequency of ingestion

Source: From “Scientific Issues in Drup Testing,” Journa! of the American Medical Association, 1987, v. 257 (22). p. 3112
Reprinted with permission from the American Medical Association

According to the Americans with Disabilities Act, drug-addicted employees
are protected from discrimination if they are currently enrolled in legitimate drug
intervention programs or have completed such programs and are drug free. Testing
for drugs raises issues about employee privacy, because most drug tests involve blood
and urine analysis. These tests can reveal conditions that an employer has no business

knowing about. In addition, drug tests can ;\rnduu' false positive results,

Genetic Screening Medical wests of a person’s genetic makeup can sdentity his or
her predisposition to discases like heart discase and certain types of cancer. Such tests
were used in the past 1o deny employment, insurance and advancement.”” The Genetic
Information Nondiscrimination Act of 2008 (GINA) 15 a Federal law that prohibits
discrimination in health coverage and employment based on genetic information
Employers with 15 or more employees cannot request genetic testing or consider some

onc's genetic background in hiring, firing or promotions. They cannot ask emplovees

tor their family medical histornies,

Union Environment

According to the US, Bureau of Labor Statistics in 2015 more than 14 million or almost
11.3 percent of wage and salary workers were union members. This is down from a
high of 20,1 percent in 1983, the first year for which comparable union data are avail

able. ™ Most union members belong to unions affiliated with the American Federation
of Labor and Congress of Industrial Organizations (AFL-C10),

2
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Companies that employ umonized workers must bargain collectively 1o create a
contract, to enforce that contract and to process complaints {called grievances) about
how the contract is entorced. Unions typically bargain for their members’ wages, hours
and working conditions. Whether the 1ssue s employment, work methods, equipment,
safety or productivity improvement, a union can impede or support changes that
managers want to make.

Collective Bargaining In collective bargaining, negotiators from management and o collective bargaining

union sit down together and try to agree on the terms of a contract that will apply to '

the union’s members for a fixed period of time. Both parties prepare for these negotia heid ,,: :,;";.',::f,m
tions by analyzing past problems and agreements, polling their constituents, building a

list of demands and creating strategies. Both want what they perceive to be the best deal

for themselves, given ther respective needs and priorities. Negotiations usually begin

before an exasting contract expires, and negotiators try to reach a new agreement while

the contract is still in effect.

Grievance Processing A labor agreement (contract) provides a process by which
managers and workers can file grievances, complaints alleging that a contract violation
has taken place. The process of filing a grievance usually begins at the lowest level. If
no setilement can be reached at that fevel, the complaint is brought before those at
successively higher levels. A grievance can progress to the point that it becomes a focus
for top managers and union officials. When these parties cannot agree, a third panty
may be called . Third parties are usually neutral professionals hired to recommend
or enforce a settlement. A third party might be a mediator or an arbitrator. Mediators
make recommendations. Arbitrators suggest settlements that are enforced. Arbitrators
have the power 10 hold hearings, gather evidence and render a decision to which both
parties agree in advance 1o adhere,

Identity the lour

HUMAN RESOURCE PLANNING activities related

In planning 10 meet stafling needs. managers must know their organization’s plans to human resource

and what human resources are available. They study existing jobs by performing planning
job analyses. They review their firm's past staffing needs, inventory current human

resources, forecast personnel needs in light of strategic plans and compare their human

resource inventory to the forecast. Then. with line managers, they construct plans to

expand the company’s employee roster, mamntain the status quo, or reduce the number

of jobs. Figure 9.6 illustrates this process,

Job Analysis
Belore managers can determime personnel needs, they must perform a job analysis for job analysis
cach job. The first step in a job analysis is 1o prepare up-to-date descriptions that list A shudy trual Setermunes e dules

asoCigled wilh g b and

the duties and skills required of cach jobholder. Then managers must compare all the
analyses 1o ensure that some jobholders are not duplicanng the efforts of others, This
comparison enhances effectiveness and efficiency in the organization,

To prepare an in-depth study of jobs, some companies employ job analysts. To
do their work, job analysts: (1) observe the jobholder executing his or her duties; (2]
review questionnaires completed by the jobholder and supervisor: (3) conduct inter
views with both; or (4) form a committee to analyze, review and summarize the results.
Job analysts may study more than one jobholder in a job category over several months,

quaklies needrd Jo pertonn d



Figure 9.6 Human Resource Planning Process
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The job analysis prnduu‘.\ two coordinated documents: a job dnuiplmn and a
job specification. Figure 9.7 presents an example of a job description. A job description
cites the job title and the purpose of the job. 1t lists major work activities, the levels of
authorty above and below the jobholder, the equipment and matenals the jobholder
must use, and any physical demands or hazardous conditions the job may involve.

Figure 9.8 presents an example of a job speafication. A job specification lists the
human dimensions that a position requires. These include education, experience,
skills, training and knowledge. To avoid even the appearance of discrimination, those
who create job specifications must take care 1o list only those factors directly linked 10
successtul work performance.

Managers should review job descriptions and specifications regularly (usually
cach year) to ensure that they continue 10 reflect the positions to which they refer. Jobs
evolve with time as changes in duties, knowledge bases and equipment 1ake place; the
documents should reflect that evolution. When new positions are added to the organi
zation, job descriptions and specifications must be created.

Human Resource Inventory

The human resource inventory provides information about an organization’s current
personnel. The inventory is a catalog of the skills, abilities, interests, training, experi
ence and qualifications of cach member of its current workforce. A human resource
inventory tells managers the qualifications, length of service, responsibilities, experi

ences and promotion potential of cach person in the firm. This information is updated
periodically and supplemented by the most recent appraisals given to jobholders. What
emerges is something similar to Figure 9.9, a plan for staffing changes in management
ranks. Developing such a chart makes managers aware of strengths and weaknesses in
the current personnel base and allows them to develop a managerial succession plan

Human Resource Forecasting
When forecasting an organization’s personnel requirements, managers need to con
sider the strategic plans of the company and 1ts normal level of attrition. Strategic
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Figure 9.7 Example of a Job Description

1. Job identification
Posinon Title:  Customer Service Representative

Department Policyholders” Service
Ettective Date

1l. Function
To resolve policyholders’ queshons and make corresponding adjustments 1o poli-cies il necessary afler the policy is issued

Hil. Scope
(a) internal (within department)
Interacts with other members of the departmant in researching answers to problems
(b) External {within company)
Interacts with Policy Issue in tegard to policy canceliations, Premium Accounting in regard to accounting procedures,
and Accounling in regard to processing checks
(c) Extarnal {outside company)
Ireracts with policyholders. 10 answer policy-related questions, chent-company payroll deparnmants, to resolve biling
questions, and carriers, 10 modity policies
IV. Responsibilities
The jobholder will be responsible for
(a) Resolving policyholder inquiries about policies and coverage
(b) initiating changes in policies with camers (at the request of the insured)
{c) Adjusting in-house records as a result of approved changes
(g Corresponding with policyholders regarding changes requested
(e) Reporting to the department manager any problems he of she is unable to re-solve

V. Authority Relationships
(a) Reporting relationships: Reports to the manager of Policyholders’ Service
(b} Superviscry relationship. None

VI. Equipment, Materials, and Machines
Personal computer, Calculator and wdeo display terminal

Vil. Physical Conditions or Hazards
95 parceni of the duties are periormed sitting at either a desk or video display ter-minal

Vil. Other
Other duties as assigned

plans determine the company's direction and its need for people. A long-term plan 1o
stabilize the company at its current emplovment level will mean the need 10 replace
those who leave,

Consider how a fictional furniture-making company translates strategic plans
into actual personnel requirements. Suppose managers deade 10 increase production
by 30 percent 10 meet a forecast increase in long-term demand. They analyze current
capabilities, reject the use of overtime, and decide to add a third shift within three
months. Using up-t1o-date job descriptions and specihcations for the jobs 1o be added,
managers determine how many and what kinds of employees to hire: nine production
workers. Then the managers look at antiapated turnover in the existing shifts and
support personnel. They decide to hire two new employees over the next three months
to replace retiring employees. Therefore, the managers must acquire eleven new hires
over the next three months
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Figure 9.8 Example of a Job Specification

1. Job ldentification
Position Fia/Mail Ciork
Department Policyholders’ Service
Efiective Date

I. Education
Minimum: High school or aquivalent

. Experience

Minimum: Six months of expenence developing, montoning, and maintaining a file systermn

IV, Skills
Keyboarding skilis: Must be able to set up own work and operate a computer No minimum WPM

V. Special Requirements
{a) Must be fiexibie 10 the demands ol the organization for overtime and change in work load
(b) Must be able to comply with previously established procedures
(c) Must be tolerant of work requiring detalled accuracy (the work of monitonng Bile signouts and filing Sles, for example)
(1) Must be able to apply sysiems knowledge (to anticipate the new procedures that a system change will require, for
example)
Vi. Behavioral Characteristics
(@) Must have high level of initialive as dembnsiraled by the ability 1o recognize a problem. resolve it and report it 10 the
SuUperasor
(b} Must have imterpersonal skills as demonstrated by the ability to work as a leam member and cooperate with other
departments

Inventory and Forecast Comparison

By comparing the inventory and the forecast, managers determine who in the orgam
zation 1s qualified 1o fill the projected openings and which personnel needs must be
met externally. At the furniture company, managers decide that most of the needed
personnel must come from outside, because many of the positions are entry-level jobs
and members of the existing workforce will be needed to replace retiring workers,

If the managers decide to try to fill some of the vacancies from within, the first
question is whether current employees qualify. If so, the managers must advertise
the jobs within the company and encourage employees to apply for them. If curremt
employees do not qualify, the next question is whether, through tramimg and develop
ment, they can achieve the quahifications. If so, and if the company can afford the
moncy and time, managers should prepare a plan to provide the needed training and
development,

RECRUITMENT, SELECTION, AND ORIENTATION

Recruitment

With the forecast and inventory complete and job descriptions and speaifications in
recruiting hand, managers begin recruiting—the process of locating and soliciting a sufficient
%-' kXl Qulied P - number of qualified candidates. Sources of applicants should include employed and

age The &ty =
b filled unemploved prospects and temporary-help services. Managers may also want to inves

tigate the option of leasing employees. This option mvolves working with a company
that hires workers to lease to a client firm. The lease company hires, fires, complies with
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Figure 9.9 Abbreviated Human Resource Inventory

Codes
Yoars with Company. (numbers) President CEQ
Present Pramolion Polential
Poacy ]

- Not Ready
Cutrert Appraisal Yice Pulid_anl

A Outstanding Manutscturing

B Above Average K Yu 12+ A

C Avwage P Wr

]

Director
Industrial Products
B P Winslow 5B

[ T

Personnel Manager Finance Manager

all government regulations, pays the leased employees and is responsible for all human
relations functions

Company policies define strategies for and limits on hlling vacancies. Among the
concerns many companies have are the issues of nepotism—emploving spouses o1
other relatives of existing employees—and of employing friends of employces. See this
chapter's Ethical Management feature for some recent research in this arca,

Strategies for Recruiting
At our fictitious furniture-making company, managers decide 10 look outside for the
needed applicants. This decision presents several options. They can call private o1
state-operated employment services. They can run ads on the Internet, in newspapers
and in other publications, including trade journals and papers that appeal to racial and
cthnic minorities. They can ask current employees 1o recommend qualified friends
and relatives. ( Many companies offer bonuses to employees who refer people who are
eventually hired.) They can contact schools and offer a traiming program, and they can
participate in job fairs. The managers can ask neighborhood and community groups to
help them reach minonities and other protected groups and encourage them to apply
for the jobs_ If the company employs unton labor, managers can contact trade unions
in their search for skilled workers

Many companies like to recruit for entry-level posittons through mternship
programs. These offer a person, usually a student, a chance to gain some full-or part



Ethical Management

Coping with Workplace Romances

llovang bps 10r workers who

have po

youse. Others

Many organizalions
an existing empic

a8 that preverd the hinng of CareerBuilder offers the io
orbid two employees may wam 10 spark a workplace

omance

once they marry, irom contnuing 10 work al the organzation * Check the chm Handbook Y COMPAanios
one of them must qu# or be fired But Microsofl, like a growng have 5 s around office romances. Acquaint
number ol companies. sees advantages 10 empioymg mar yoursel! before turming a professional rela
ned couple s Seattle headquarers has s 1o one
eral marnec el and courted dunng their long -
rk together have. almost by defini * Proceed with Caution Sor lead into
taleris and aspwal Micr . marmage I:-:..t others can lead ster Seven per
are CEO, Bil Gates, mamied one cont.of workers who have Galed a co-workar reporied
having 10 leave ther jobs because thes oflice romance
1 likely © workplace romances is soured. Take the tme 10 get 10 know someone first and
the people mwolve the othce romance But caretully weigh reks and benefits
workplace romances can lead 1o organzational conflict Out + Compartmentalize Keep your work ife separate from
comes with less favorable results include complaints of favor your home lile. Avosd showing public displays of affec
itism by workers outside of the refationship. claims of sexual tion in the ofhce and don't INvoive CO-wOrkers in pers
¥d decreased producimty of those involved disagreements
* Think Before You Post Be carelul whnat you

The annua! office romance ¢ by CareerBudder ¢c
a oD ite, found tha! nearty 40 percent ol betore you're ready 10 o
respondents sa an oihce rom J

social media You can end up ouling your rela
1

we What experiences that relate to this ethical issue can
you share with your classmates?

nagers think that 415 unacceplable 1o date ¢

or subordinale Yel, one quarter sad they had dated s¢

S il e = if you were a manager, what would you do if you
1 a hugher pOSIton in thew organzatio found out about an office romance?

roen of Workers

-

DCated a Co-Worker

e aboldus/pressreleas e soolad asnn P

tme expenience in his or her specialty area while assising an employer, Networking with
associates 1n various professional groups and trade associations often leads 10 referrals
of likely prospects. See this chapter's Managing Social Media feature for recruiting with
Linkedln. Another option mvolves the use of public and private employment agencices
Industry-specific scarch firms may help companies locate the best employees in the
ficld, despite the price.”’ Fees for hiring through private scarch firms can run as high as

a new hire’s first year's salary

List and describe

the primary Selection Process
screening devices
used in the Selection 1s the process of deciding which candidate out of the pool of applicants
selection process possesses the qualifications for the job 10 be filled. Sclection begins where recrun
ing ends. Its goal 1s 1o eliminate unquabified candidates through use of the screeming
selection devices shown in Figure 9.10
ANl g o o & 1o Application Form Usually, a prospective emplovee must fill out an application form as

part of the selection process. An apphcation form summarizes the candidate’s educa
tion, skills and experiences relating to the job for which he o1 she s applying, To avoid
discrimination in the selection process, employers must not ask for information that is
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Recruiting with LinkedIn

The internet 15 one of the methods employers use to ting
empioyees. One of the methods used by empiloyers on the
intemet is Linkedin, a social network for business prolesson
als. Mambers have a profie page detailing their work hesiory,
caresr aspirations and references. Linkedin aliows members
1o look at the prob ol anyone they know, and in turn anyone

Job sepkers maamize keyword exposure by using vana
tions of the same word within their profiles. For exampie, both
‘managng’ and ‘manager’ can be used at different places
on the profile. Also, i an acronym such as "AMA” is mentioned
in a profile, “Amencan Management Association” might be
used at another place i the profile

Once a potenhal candidate is found, the recruiler can

those people know. growing thew natwork exponentialy Alew
dwect contacts can lransiate 10 hundreds o DUSINGSS USErs
Linkedin members can adjust thew settings 10 indicale

delve doepsr by reading the canchdate ile. How com
pleie is the profie? How well does municale the cand
they are interested in carped Opportuniies and that they  date’s qualiications? The recruter may review the candidate's
Recruters use  references, contact list, group membership and mvohement
in groups Who are the references? Who is in the network?
What does the canddate contribute? Does the candidale
ask questions? Does the canthtate answer queshons? This
review gives the recruter additional information for qualitying
the ob candidate
Find Linkadin at hitp.//www linkedin com

tha
will accep! massages rom othel members
keywords to search lor people in ther deswed field and send
them job quenes "Keywords™ are nouns that meel a set of job
criena. In addition to nouns, skill and &xpPenence verbs may
be used Spe keywords are found in job descriptions and
classified ads for those pastions

unrelated to the candidate’s ability to perform the job successfully. Questions regarding
home ownership, marital status, age, ethnic or racal background and place of birth
are usually wrelevant, When used properly, the completed application yields needed
information. In addition, it indicates a person’s ability to follow simple instructions
and usc basic language skills

Preliminary Interview 1 small firms, a job candidate’s first interview at a irm may be
conducted by the very manager for whom the person hired will work. In large com
panies, someone from the human resource statf may be the designated screening inter
viewer. In very large or sophisticated firms, a human relations specialist may conduct
the preliminary interview. If a team has authority 1o hire. several team members may
question cach applicant. This procedure is usually the case if the team 1 self- managing

A preliminary interview may be structured—scnipted with specific questions—or
unstructured. An unstructured format allows an applicant relative freedom to express
thoughts and feelings. An interviewer uses the preliminary mecting to verify detals
from the application form and to obtain information needed 1o continue the selection
process. Interviewers must avoad topics that are not related to the applicant’s abilities to
perform successfully on the job. Ability necessary to perform a job is called a bona fide
occupational qualification. For example, if a job involves work in a men's locker room,
a question about the gender of the applicant is probably not discriminatory because it
asks about a bona fide occupational qualification

Employers and job candidates must be particularly sensitive 10 the potential for

scnmination ininterviews. Both parties must avoid sensitive issues; Figure 9.11
presents some interviewing guidelines prepared by one state employment agency.

Testing According to Equal Employment Opportuniy Commission guidelines, a test test
15 any criterion or performance measure used as a basis for any employment decision, &y cteon o sty

Such measures include interviews, application forms, psychological and performance
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exams, physical requirements for a job, and any other device that s scored and used
as a basis for selecting an applicant. All tests used for screening should attempt 10
measure only performance capabilities that have been or can be proven to be essential
to successful performance of the job

Regardless of the tests used, employers must avord producing a disparate impact
that is, creating a test that one demographic group is more likely to perform better on
than another. Employers must also ensure that each test has validity. A test with validity
1s a predictor of future performance on a specific joh, A person receiving a high score
on a vahd test will be able o perform the related job successfully. Those who perform
poorly on the test would perform poorly on the job. If test performance does not cor
relate 1o Job performance, the test is probably invalid
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Figure 9.11  Employment Application Forms and Interviews: Potentially Discriminatory Inquiries

The best general guideling 10 follow on employment application forms and in interviews is 10 ensure that nformation slicted
relates 10 qualifications for effective performance on the job. The topics listad in bold in this figure are especially sensitive

Age? Date of birth? in general. asking whether a candidate is under 18 or over 70 is permissible

Arrests? Since an afres! is no indication of guilt and because, proportionally. minorities are arrested mora than thoses in other
segments of the population, questions about arrests are probably cescrimenatory. Such an inguiry is prohibited by the llinois
Department of Human Rights.

Convictions (other than traffic violations)? Military record? Questions about convictions are generally inadvisable. though
they may be approprate lor screening candidates who have been convicted of certain offenses and are under consideration for
cenain kinds of jobs. Questions about less-than-honorable miitary discharges are likewise inappropnate unless the job involves
secunity issues. In general, a candidate can be asked what branch of service he or she served in and what kind of work the
candidate did. Il information about convictions or millitary discharge is necessary, axarcise care in how it is used; avoid possible
discritnination

Avallable for Saturday or Sunday work? Athough knowing when employees are available 10 work is important. a guestion
about avadlabilty on cenain days may discourage applicants from certain religious groups. I busingss requirements necessitate
such a question, indicate that the employer will make an effort 1o accommodate the religious noeds of employees

Age and number of children? Arrangements fior child care? Although the infent of thesa questions may be 1o expiore a source
of absenteeism of tardingss. the effect can be 1o discriminate against women. Do nol ask questions about children or their care

Credit record? Own a car? Own a home? Unless the person hired must use personal credf. a personal car, or do business
from a home he or she owns, avoid these questions. They could discriminate against minorities and women

Eyea? Hair color? Eye and har color are not related 1o job performance and may serve to indicate an applicant’s race of
national onigin

Fidslity bond? Since a bond may have been denied for an arbitrary or discriminalosy reason, use other screening
consigeranons.

Friends or relatives? This question imples a preference tor Inends or relatives of employees and is potentially discriminalony
because such peopie are likely to reflect the demography of the company’s present workiorce.

Garnishment record? Federal courts have held that wage garmishments do not normatly atfect a worker's ability 10 perform
effectively on the job

Height? Weight? Uniess haight or weigh! relates directly 10 job perlormance, do not ask about it on an application lorm or in an
Inlenview.

Maiden name? Prior married name? Widowed, divorced, separated? These gueshions are not related 10 job performance
and may be an indication of redigion o national origin, These inquiries may be appropriate, however, if the information gained is
neaded for a pre-empioynent investigation or security check

Marital status? A federal court has heid that refusal 1o empioy a marmed woman when maried men occupy similar jobs is
uniawld sex discrimination. Do not ask about an applicant’'s marital status

Sex? State and federal laws prohibit discrimination on the basis of sex except where sex is a bona fide occupational qualiication
necessary to the normal operation of business

NOTE: if contain information is npeded for postemployment purposes, such as in the administration of atfernative action plans,
the empiloyer can obiain it after the appi-cant has been hired. Keap this data separale from data used in career advancement
JeCiSIONS

Source; inos Department of Empioyment Securly

Assessmenl centers specialize in screenmg candidates for managenial positions, lests  8ssessment center

administered at assessment centers attempt to analyze a person’s ability to commu A plite wiere cabiizins s sraie
. 3 o) ) ; ‘or MaTegel i #

nicate, decide, plan, organize, lead, and solve problems. The testing techniques used ovalves Sidatisive testing and Kl on

include mterviews, in-basket exercises (tests that present a person with limited time it
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to deaide how to handle a vaniety of problems), group exercises mtended 1o uncover
leadership potential and the abihity 1o work with others, and a variety of hands-on
tasks. The assessments usually last several days and take place away from the usual
job sitc. Many large companies use assessment centers to determine who will make
it into a company or up its corporate ladder. The results from assessment centers are
usually more accurately predictive than paper-and-penal exercises that assess mana-
gerial ability. Figure 9.12 presents the advantages and disadvantages of different types
of assessiment instruments,

In-Depth Interview An in-depth interview 1s almost always conducted by the person
or persons for or with whom the apphicant will work of hired. The goal of an in-depth
interview is 1o determine how well the apphicant will fit into the organization’s culture
and the subsystem in which he or she would work. Eaton Corporation, for example,
screens its applicants 1o be certain they will be willing to share authority. In-depth
interviews may or may not be structured. They can be used to relay mformation

Figure 9.12

Type of Assesament
Instrument

Advantages

Main Advantages and Disadvantages of Different Types of Assessment Instruments

Disadvantages

Ability tests * Mental abilty tesis are among the most + Use of ability tests can resull in high levels
uselul predictors of perdormance across a of adverse impact
wide vanety ol jobs + Physical ability tosts can be costly 10
* Are usually easy and inexpensive 10 develop and adminisier
admarister
Achievement/ * in general, job knowledge and work- + Written job knowisdge 1ests can resull in
proficiency tests sample tests have relatively high validity adverse impact
+ Job knowiedge tests are generally easy + Work-sampie tests can be expensive to
and inexpensive 10 administer develop and administer
+ Work-sampie tests usually result in less
adverse impac! than abiity tests and
written knowledge tests
Biodata inventories * Easy and inexpensive 1o aominister * Privacy conterns may be an issue with
+ Some validity evidence exists some guestions
+ May help to reduce adverse impact when  + Faking is a concem (information should
used in conjunction with other tests and be veritied when possible)
procedures
Employment interviews + Structured interviews, based on job + Unstructured interviews typically have
analyses, tend o be valid poor vahidity
* May reduce adverse impact f used in + Skill of the imenviewer is cntical 1o the
conjunction with other tests qQuality of mterview (inlerviewer training
can help)
Personality inventories * Usually do not result in adverse impact + Need to distinguish between clinical

.

Predictive validity evidence exists for
some personality inventories in specific
stualhons

May help to reduce adverse impact when
used in conpunclion with other tests and
procedures

Easy and inexpensie 10 agminister

.

and employment-oriented personality
inventonies :n lerms of thes purpose and
use

Possibility o! laking or providing socially
gesirable answors

Concern about invasion ol privacy (use
only as part of a broader assessment
banery)

COnbnues
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Figure 9.12

Type of Assessment
Instrument

Honesty/integrity measures

Education and
experience
requirements

Recommendations
and reference checks

Medical examinations

Drug and alcohol tests

Advaniages

* Usually do not resull in adverse impact
* Have been shown to be valid in some
cases

Easy and inexpensive to administer

« Can be usetul for cenan technical
professional, and higher level jobs
10 guard against gross mismatch of
incompetence

+ Can be used to verity information
previously provided by applicants

« Can serve as protection against potential
negligent hinng lawsuis

+ May encourage applicants to provide

more accurate inlormation

Good prediciors of job and training

periormance, managerial potential and

leadership abwiity

Apply the whole-person approach 10

personnel assessment

* Can help ensure a sale work emvironment
when use 1s consisient with relevan!
federal, state and local laws

= Can help ensure a sale and tavorabie
work environmen! when program is
consistent with relevant lederal, state, and
local laws

Main Advantages and Disadvantages of Different Types of Assessment Instruments (cont.)

Disadvantages

.

-

Strong concerns aboul invasion of privacy
{use only as pant of a broader assessment
battery)

Possibilty of laking or providing socially
desirable answers

Test users may require special
qualifications for administration and
interpretation of tast score

Should not be used with current
employees

Some stales restrict use of honesty and
inlegrity tests

In some cases, # is difficult 1o
demonstrate job relatedness ang
business necessity of education and
ExXpenence requirements

Repons are almos! always posttive; they
do not typically help differentiate betweon
good workers and poor workers

Can be expensive to develop and
administer

Specialized training reguired for
assessors, thaeir skill is essantial 1o the
qualty of assessment centers

Cannot be administerad pnos 1o

making a job offer, Restrictions apply 10
administering to applicanis post offer or
to current employees

There is a risk of violating applicabie
reguiations (a writen palicy, consistent
with all relevant laws, should bo
established to govern the entire medical
lesling program)

An alcoho! 1est is considerad a medical
exam and applicable law restricting
medical examinaltion in employment must
be followed

Thore is a nisk of vidlating applicable
regulations (a wrillen policy, consistent
with all relevan! laws, should be
established 1o govern the entire drug of
alcohol testing program)

Source: US Department of Labor Employment and Traning Adrmenusiration, “Testing and Assessment. An Empioyer's Gusde to Good Practices.”
(2000) pp 4-11, 12 <hitps wwe oneicenterogld Mesiemp TestAsse poff >
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specifically related to the job and ns environment, as well as 1o alk about benehis,
hours, and working conditions. Applicants who have passed through the initial screen-
ings and progress 1o in-depth imterviews need the endorsement of the person for whom
they will work, Without this person’s commitment to the success of the new hire, the
applicant’s future at that firm s 1n doubt. As is the case with application forms and
preliminary interviews, interviewers must take care to avoid topics that could lead to
accusations of employment discrimination.

Reterence Checks Since September 11 (9/11/01), employers are conducting more
rigorous reference checks. “In some cases, employers may look at credit reports, civil
court records, driving records, workers” compensation claims and criminal records
going back 10 or more years. Some are conducting background checks on current
emplovees as well as new hires,™

Checking an applicant’s past can present problems, First, employers must avoid
background checks that could be discriminatory, Checks of credit history and arrest
records, for example, are discriminatory. Second, checking references can be difficult
because most former employers refuse 1o cooperate, They may avord saying anything
negative for fear of a defamanion-of-character lawsuit by the ex-employee. Background
checks must comply with the Fair Credit Reporting Act. “The employer must obtain
consent for a check, and if a company wants to check a current employee, they must
get permission from the employee at the time they intend to do the investigation. The
employer must provide the employee with the results of the check.™

David Blumenthal, who owns Flash Creative Management, a small company
tocused on information technology, provides an interesting twist to reference checking.
He requires applicants to “call his references (most of whom are customers) in order
to really undenstand what kind of company they are trying 1o enter.” Why? Blumenthal
believes that by doing so, job candidates will truly "understand his commitment 10
customer service and what he expects of employees. ... Blumenthal asks his customers
for their opintons of prospective hires.... Would the customer feel comfortable work-
ing with that apphcam?™

Physical Exam Employers use physical exams and medical histories to prevent insur-
ance claims for illnesses and injuries that occurred prior 1o employment. Physical
exams also detect communicable discases and certify that an applicant is physically
capable of performing his or her job. If the job description cites physical demands, they
must be valid. According to the Americans with Disabilities Act, employers must make
reasonable accommodations for the physically impaired and not use physical barriers
as an excuse for not hiring.

Offer of Employment At this point in the selection process, the manager or team
offers the job to the top-rated applicant. This step may involve a series of negotiations
about salary or wages, work schedule, vacation time, types of benefits desired and other
special considerations. With the diversity of today's workdorce, an employer might have
to accommodate an employec’s disability, make time for him or her to get children
off to school or be at home when they return, or to arrange for day care. Federal law
requires that within 24 hours from the time of hinng, the new emplovee must furnish
proot of US. atizenship or the proper authorization needed to work in the United
States as a legal alien.
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Orientation

The previous steps in the selection process have done much to familianize the new
comer with the company and the job. What the new hire needs now is a warm welcome
so he or she can begin contributing as soon as possible. The newcomer needs to be
introduced to his or her workstaton, team and coworkers. Managers and coworkers
should answer the new employec’s questions promptly and openly. Someone should
explain work rules, company policies, benefits and procedures, and fill out the paper
work necessary to get the new person on the payroll. All employee assistance programs
should be explained, and the new hire should be told how to take advantage of them,

All of this can be done in stages and by several different people. Human resource
specialists may handle the paperwork: tcam members or a supervisor may take charge
of introductions to the work area and coworkers. All equipment, tools and supplies
that the newcomer needs should be in place when he or she reports for work.

A new emplovee’s fist impressions and early cxpcricug*s should be u-al_i;lic andas o ation
positive as possible. Orientation is the beginning of a continuing socialization process o
that builds and cements employees” relationships, attitudes and commitment to the  ogeua
company. Ortentation should be thoroughly planned and skillfully executed. s i

new employees 1o De
by explaening ther dubws

aztiimating tem o Bt etk ety onmen

TRAINING AND DEVELOPMENT oo

differences
Training teaches skills for use in the present and near future. Development locuses and similarities
on the future. Both involve tcaching the particular attitudes, knowledge and skills a between lraining
person needs. Both are designed 1o give people something new, and both have three and development
srerequisites for success: (1) Those who design training or development programs
prereq c : 3 pment prog i

must create needs assessments to determine what the content and objectives of the 000 L
programs should be; (2) the people who exccute the programs must know how to 200 £Wudes nesded 1o pedonn M ot
teach, how people learn and what individuals need to be taught: and (3) all partici
pants—traimers, developers and those receiving the training or development—musl
be willing participants,
In most U.S. businesses, training and development are continual processes. Accord
ing to the American Sodety for Traimng and Development (ASTD) rescarch report,
2004 ASTD State of the Industry Report, total training expenditures on a per-employee
basis average $1200.°

Purposes of Training

Training has five major aims: 1o mcrease knowledge and skills, to increase motvation
1o succeed, to improve chances for advancement, to improve morale and the sense of
competence and pride in performance, and 1o increase quality and productivity. To
understand just how important training is and will be, consider the following quote
from former U.S, Secretary of Labor, Elamne L. Chao, in her report on the American

worklorce,

Our cconomy 1s making an unprecedented transition st hugh-skilled, mformation-
based industries. This has created a disconmect betweent the jobs that are being created
and the current skills of many workers.”

Today's corporate emphasis on downsizing and flattening hierarchies only leads
1o greater efficiency and customer satisfaction when 1t is accompanied by redesigning
organizational processes. If it is otherwise, all that will happen is that the same amount
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of work must be done by fewer peoaple, who will quickly become stressed out and over
burdened

Reengineering the right way inevitably means "better technology, better processes,
and fewer, better workers. The ideal: technology that actually helps workers make
decisions, in organizations that encourage them to do s Moving 1o open-book
management and empowering workers, however, means preparing people for these
changes through training. Alse, since technology keeps changing, both workers and
managers need to continually train to become and remain technically competent.

Technically competent, multi-skilled workers are the nucleus of both temporarny
and permanent, empowered cross-functional teams that are so pervasive today. Before
people can function effectively in team environments, however, tecam members, team
lcaders, and team facilitators need various types of training to gain the skills, know!
edge, and attitudes necessary for teaming

Challenges of Training

Findings from the U.S. Department of Labor indicate that more than 20 percent of
America’s workforce has serious problems with basic literacy skills {see Figure 9.13).
For this reason, many firms need to conduct remedial traimning so that workers can cope
with job demands and prepare themselves for positions of greater responsibility.

One answer 10 language and illiteracy problems is job redesign. The redesigned
jobs avoid, as much as possible, the need to rely on English and math, “Some ware
houses use computers with speech capability to tell forklift operators who cannot read
where they should go in the warchouse. Some construction firms rely on portable
computers with touch-activated display screens that allow workers to record then

reports by touching appropriate pictures on the screens”

orrow's Jobs

Figure 9.13 Workers Aren't Ready for T

75% of future jobs will be knowledge based, yet:

TODAY N THE NEXT DECADE

ol workiorce will
not be college
graduales

of curtent workiorce
(25-34) has not
completed college

of workers will
need retraining

of currend adult
popuiation has only

basic
P —
Source: US. Deparnrnant of Commerce
e suppiement ¥ teef Exptibive

August/ S
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Another challenge 18 Amenica’s increasingly diverse workforce. In the culturally
diverse workforce of today, employees often need to improve their ability to handle
English, to gain an appreciation of the organization’s diverse cultures, and to learn
how to cope with the many changes that occur on the job, such as new technologies,
methods and duties.

Immigrants, many highly educated in their home countries, bring motivation and
skills to the workplace. They also bring cultural values and norms that may make it
difficult for them 1o find well- paying jobs. Aside from their language difficulties, their
vicws about the value of time, the relative importance of work and family and how
people should interact at work, may not mesh with those of the dominant culture or
the current mix of cultures.

Techniques of Training

A company may train employees in various places. For example, a traince may be sent
to a job sile, a corporate tramming center, a college classroom or various workshops,
seminars and professional gatherings. When the employer does training in-house, it
commonly takes the following forms:

* On-the-pob traming (OJT). In this approach, an employee learns while perform-
mg the job, Training proceeds through coaching or by the trainee observing
proficient performers and then doing the work. Apprenticeships and intern-
ships are on-the-job training programs.

s Machme-based trauming. In this technique, trainees interact with a computer,
simulator, or other type of machine. The environment is usually controlled and
the interaction is one-on-one. The trainees proceed at their own pace or at a
pace set by the training equipment.

o Vestibade traiming. This system simulates the work environment by providing
actual equipment and tools in a laboratory setting. The noise and distractions
ol a real work area and the pressure of meeting production goals are absent,
and so the trainee can concentrate on learning,

* Job rotation. In a job-rotation program, trainees move from one job to another.
The temporary assignments allow them to learn various skills and acquire an
awareness of how cach job relates to others, In the process, trainees become
more valuable because they develop the flexibility 1o perform many tasks,
Internships utilize this form of training. (Job rotation is also used as a develop-
ment technigue.)

»  E-fearming. Inthis technique, traming is delivered over the Internet, Intranet or
via mobile applications. Trainees can proceed at their own pace, at a pace set
by the instructor or in synchronous sessions using teleconferencing systems or
virtual learning environments. Many employees will find their training sessions
now include serious games, simulations or short fact based mobile sessions A
newer trend is the nise in augmented Jeaming, driven by devices such as the
Apple Watch and Google Glass,

Regardless of the techniques used, training must be realistic. It must teach the
skills or competencies that can be apphied directly to the work setting once the training
ends. Training also protects orgamzations by ensuring employees remain compliant
with safety rules or government regulations. Progress must be monitored to determine
how well trainees master the material.
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Purposes of Development
Development is a wav of prepanng somcone lor new and greater challenges he or she
will encounter in another, more demanding job. Workers seck development opportu
nities to prepare for management positions; supervisors need development to prepare
for a move into middle management. All development is really self-development.
Without a personal commitment, development cannot occur. People can be pressured
o training just to keep their jobs, but development, when offered, can be rejected,
Employees cannot depend on their employers for development opportunitics.
Small companies cannot afford it, and many large employers will not pay for develop
ment when it is not directly related to an employee’s current job or career track.

Techniques of Development
Development techniques include job rotation, sending people 1o professional work-
shops o1 seminars, sponsoring memberships in professional associations, paying for
an employee’s formal education courses, and granting a person a sabbatical (leave of
absence) to pursue further education or engage in community service. An employee
should regard a company-sponsored program as a reward and a clear statement about
his or her value to the company. Such programs are conduits through which workers
can gain prestige, confidence and competence.

Development efforts should never end; indeed, they can be part of a daily routine
By reading professional journals and business publications regularly and by interacting
with experts at professional meetings, employees can help keep themselves up 1o date.
Another approach to development involves volunteering for difficult assignments.
Meeting tough challenges encourages a person to expand his or her abilitices.

Mentoring is another form of development that can be extremely sigmificany.
Mentors are professionals who are one or two steps above a person in his or her pro
fession. Mentors can come from a person’s current environment or from another orga-
nization, Whatever their affiliation. mentors are willing to share experiences and give
competent advice about handling advancement opportunities, company politics, and
sell-development, See Appendix D for some ideas on developing mentor relationships.,

PERFORMANCE APPRAISAL

In most organizations, some assessment of job performance takes place every day, at
teast informally. When results for a given period are summarized and shared with those
being reviewed, performance appraisal becomes a formal, structured system designed
(in line with legal limits) to measure the actual job performance of an emplovee by
comparing 1 to designated standards. These standards are introduced and reinforced
in the selection and training processes.

Purposes of Performance Appraisal
Most orgamizations use appraisals to:

* Provide feedback about the success of previous training and disclose the need
for additional training.

* Develop individuals’ plans for improving their performance and assist them in
making such plans

* Determine whether rewards such as pay increases. promotions, transfers or
commendations are due or whether warning or termination is required.
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» ldentify arcas for additonal growth and the methods that can be utihized 1o
achieve 1,

* Develop and enhance the relationship between the person being evaluated and
the supervisor doing the evaluation,

* Give the employee a clear understanding of where he or she stands in relation
to the supervisor's expectations and in relation to the achievement of specific

goals

Company policy establishes the frequency and form of the appraisal. Whatever
form cvaluations take, managers should provide daily feedback to an employee about
performance. The employee’s team members should do the same. If feedback 1s contin
ual, the formal annual or semiannual performance appraisal will contain no surprises

Components of Appraisal Systems
Performance appraisal systems include three major components:
* The criteria (factors and standards) against which the employee's performance
1s measured. Critenia could include quality of work, cfforts at umprovement,
specthic atitudes and quantity of output

» The rating that summarizes how well the emplovee is doing.
+ The methods used to determine the ratings. Methods could involve specific
forms, people and procedures.

Difterent personalities, jobs, organizations and subsystems call for different
crteria, ratings and methods. According to Susan Resnick-West, coauthor of Designing
Performance Apprassal Systems, the major predictor of the effectiveness of a pertor
mance system s whether it is tatlored for individuals, Factors that system designers
should consider include task competency, previous expenience, educational levels and
mndividual preferences.”

.-\pp!.u\.ll systems can be classified as subjective or objective, Subjective systems
allow raters 10 operate from their own personal points of view. Raters may be
allowed the freedom to create factors, define what cach factor means, and determine
the employee's proficiency i cach category. Figure 9.14 shows how one rater uses a
sunple matnx of four categories— Time Management, Attitude, Knowledge of Job and
Communication—and the proficiency categories Excellent, Good, Fair and Poor, What
do these words mean? How is the rater defining cach? In comparison to another person
o1 to an ideal? Defimtions used by one rater using this form may vary from those of
another. Worse, the evaluator’s stereotypes of and prejudices against an employee may
become factors 1n the evaluation. Subjective methods and forms are difficult to justify

Figure 9.14 Subjective Performance Appraisal System

Excelient Good Fair
Time Management
Attitude v
Knowledge of Job v

Communication v

Poor
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when faced with accusations of discrimination. An employer should make every effon
to keep subjectivity out of ratings.

Objective performance appraisals attempt to remove rater biases. Criteria are
clearly defined and shared with the employee well in advance of the actual rating,
Figure 9.15 shows just how concrete standards can be. An objective approach causes
little contusion about the factors used for evaluation,

Appraisal Methods

Four appraisal methods dominate current practice: management by objectives, behav-
iorally anchored rating scales, computer monitoring and 360-degree feedback. After
a brief look at each type. this chapter will examine the legal constraints on all rating
methods.

Management by Objectives Recall from Chapter 4 that a management by objectives
(MBO) system requires a manager and subordinate to meet periodically to agree on
specific performance goals for the subordinate over a fixed period. At the end of that
pertod, an employee working under MBO is evaluated in regard to the number of goals
met, how effectively and efficiemly each one was achieved, and the growth that ok
place during the effort. Evaluators take into account the difficulties that the employece
had to overcome to reach those goals,

Figure 9.15 Portion of an Objective Performance Appraisal System

S LR ol

1o cbserve

1 2
1. Self Improvement  Has no interest Has kmited Has Has shown exira 15 vary inquisitive
Consider the desire i leaming interest in demonstraled eiort 10 leam conceming
to expand curent additonal duties expanding job inlerest in additional duties,  all phases of
capabiities in both assignments addtional Has undertaken job-related
depth and breadth Has litle inferest  assignments advancemen! assignments
3 No opportunity in preparing lor Has shown some  preparation Has unclariaken
to cbseive advancement interest in and advancement
preparaton for preparation
agvancement

. Attendance Excessively Frequently absent  Occasionally Rarely absant AIMOS! never
Consider the absent absen! absent
regulanty with
which the employee
reports 1o work

. Punctuality Excessively tardy  Frequenllytardy  Occasionally Rarety tardy AImost never
Consider number tardy tardy
of occasions iate
Q Punclualty is

not essential

. Work Planning Unsystematic Fair on routine Etficient Skititut in Exceptional
Consider how the unable 1o but unaiple under normal organzing efficiency.
work load is planned  organize work lo organize conditions and planning Keeps priority
and organized for load variations Gives prionity lo work. Meets tems in proper
maamum gfliciency. elecinely imponant jobs BMEINEencids perspactive
3 No oppornunity promptly.
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Behaviorally Anchored Rating Scales BARS, or behaviorally anchored rating scales,
identify important dimensions of job performance anchored by specific behaviors that
correspond to different levels of performance. Each behavior corresponds to a numeric
rating. Fagure 9.16 illustrates a rating scale for the job of quality control inspector on the
dimension of "Quality Strategy: Knowledge of Inspection Methods” The employee's
overall rating is the sum of the points earned in cach category.

Computer Monltoring A computer monitoring system tracks an employee’s per
formance as it is taking place. The performance of those who work with computers
or computerized equipment can be evaluated in terms of the amount of time their
machines are operating productively, the number of keystrokes per minute or total
output. Managers can compare the ratings of various employees in similar jobs and
rank workers according 1o productivity. Performance averages can be used by managers
to set or confirm existing standards. Retatlers, banks, insurance companies, telephone
companies and transport firms use computer monitoring as one objective measure of
employee performance.

360-Degree Feedback Fecdback is sought from all or most of the constituencies with
which an employee has contact, particularly coworkers and customers. The goal of
360-degree feedback is 1o increase employees” self-awareness so that they can improve
their work performance. This is also known as multirater feedback, multisource feed
back, full-cirde apprasal and group performance review.

Legality of Appraisals
An analysis of US. Supreme Court rulings over the past 25 years reveals that perfor
mance appraisals are hikely to be illegal if any of these situations hold:

= The instruments used are invalid,

+ Standards are not job related and objective [quantifiable and observable).

= The results of the process have a disparate impact on women, the disabled or

minoritics.
* The scoring method is not standardized,
* People who are performng similar jobs are evaluated differently, using different

forms, factors or processes.

Figure 9.16 Example of a BARS for Quality Control Inspectors

Qualty Sirategy.; Knowiedge of inspection Methods. This area of periormance concems the abiity of a quality control inspecior 1o
fest and measure assembiled parts and confribute to the sirategic prevention of defects

High 5—Based on machanical and electronic inspections, makes recommendations on process and matesials that
will result in lewer defective assemblies
4—Using specialzed 100is and electronic devices for measurement and calibration, ensures that all components
mee! established standards and assernblies operate correctly

Average 3-—Visually and mechanically inspects assembiled objects and makes minor répairs/modifications as needed
2—Visually inspects assembled objocts 10 ensure all component paris are present and opedating corectly

Low 1—Visually nspects assembled objects 10 ensure all component parts are present

Source: Adapted from Landy, Jacohs and Associates Reprinted with permission
**Nole: Tha exampils is from Bohlande: and Snell, Maneging Muman Resowces 155 p 385
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* Evaluative critenia are not developed according to EEOC guidelines.
* Employees are not warned of declining or substandard performance.

* The evaluation is not based on the employee's current duties.

Raters must be trained to carry out performance appraisals consistently and in
accordance with legal requirements. Also, women, disabled people and minorities
in a proportion that is representative of the community at large should fill the ranks
of performance appraisers. Lawrence H. Peters, Professor of Management at Texas
Christian University, gave practical advice 10 raters and ratees: "It's hard 1o remember
what the employee did 12, 11 or 10 months ago. It’s important for managers to keep
information as 1t occurs, and if you don't, stop and take time to collect your thoughts
before the performance review. Employees should do the same.” In addition, raters
need to reserve adequate facilities and time to review appraisals with subordinates.

IMPLEMENTATION OF EMPLOYMENT DECISIONS

As you recall, employment deasions include deasions about promotions, transfers,
demotions and separations (voluntary or involuntary), These changes are influenced
by appraisals and by how an orgamization recruits, hires, orients and trains. All employ
ment decisions mean change—change that has a ripple effect throughout an organiza
tion's subsystems and its ability to interact with the external environment.

Promotions

Promotions are job changes that lead to higher pay and greater authority and that
reward devoted, outstanding effort, They serve as incentives as well, offering the
promise of greater personal growth and challenges 10 those who seck them. Employees
usually camn a promotion by exhibiting superior performance and going beyond that
which 1s expected.

Sometimes past performance is not the sole criterion for a promotion. Affirmative
action requires that underrepresented groups such as women and minontics be better
represented at all levels within an organization. Therefore, affirmative action goals may
dictate that members of these groups be given special status 1n hiring and promoting
decisions. In many union agreements, seniority is the most significant factor influenc

ing promotion decisions.

Transfers

Opportunitics for promotion are not as available now as they were only a few vears
ago. The leaner, flatter management structures of today and the trend toward teams
mean there simply are not a large number of openings. Transfers arc lateral moves that
require new skills. They comprise one way for companies 1o retan talent,

For years companies have used lateral moves in attempts to train and develop
employees. Job rotation is one way of exposing people to different aspects of an opera
tion and helping them see the big corporate picture. Transfers can help people advance
by moving them from an area where few opportunities exist 1o an area that offers a
less-congested carcer track.

Demotions
A demotion is a reassignment 1o a lower rank i an organization’s hierarchy. In today's
business chimate, demotions are rarely used as punishment. (Incffective performers are
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fired, not retained.) Demotions are used to retam emplovees who lose their positions
through no fault of their own. Some people prefer taking a lower- status, lower-paying
job to the alternative of being laid oft. Others choose a demotion to decrease stress,
allow them more freedom to pursue outside interests, or meet challenges such as
having to care for children or an elderly parent,

Some companies have established what have become known as mommy tracks—
temporary career interruptions for parents. Mommy tracks allow a parent 10 take care
of children from pregnancy through the preschool years. By offering adjustments such
as part-time work, a mix of teleccommuting and in- house office hours, and flexible work
schedules, companies help valued emplovees cope with new interests and demands on
their time. As Joan Beck notes, however, some of these arrangements have drawbacks:

Unfortunately, many employers sl exact a steep price for non-stamdard work
arrangements. Part-time work typically pays low wages and usually mcludes few of
any benefirs. Evert women ar middle- management levels or on fast professional tracks
find that cutting back on work hours and trymng other strategies to cke out more tinie
for family cuts chances for promotion ™

Separations

A separation, the departure of an employee from an organization, may be voluntary
or involuntary. Voluntary separations include resignations and retirements. Involun-
tary separations include layoffs and firings. Employers sometimes encourage voluntary
scparation by offering incentives to encourage employees to retire early. Involuntary
separations seem to be on the rise in US. business. Layoffs due to declining business,
personal performance or company bankruptcies (as in the cases of Enron and Lehman
Brothers) have cost millions of Americans their jobs, Sce this chapter’s Global Applica-
tions feature for a discussion of Japan's custom of lifetime employment.

Layotts Although downsizing can make companies more competitive, 1t can also
undermine the loyalty of employees threatened with layoffs. A disgruntled employee
might destroy data or leave behind a computer virus that will sabotage the system after
the employece has left, An information security consultant, William 1. Murray, says that
the best way Lo protect a company against sabotage is to take steps to prevent emplovee
disaffection—to treat those who must leave as well as possible before the layoff and
compensate rematning emplovees fairly. According 1o Murray, most revenge comes
from those who conclude that their contributions are unrecognized. People need to
know they are appreciated day by day.”

As alternatives to layofls, many companies are implementing other strategies,
Some have enacted hiring freczes, which allow normal attrition to reduce the work
force. Other strategies include job sharing, restricting the use of overtime, retraining
and redeploying workers, reducing hours and converting managers 10 paid consul-
tants, Southwest Airlines hasn't had a lavoff in its history. Southwest managers find
uscful employment for displaced workers by relying on moves and reassignments.

Managers everywhere have good reasons to avoid layofis. See this chapter’s Quality
Management feature for a discussion of lean factones avoiding layofts, which can be
extremely expensive. Processing paperwork, closing facilities and paying severance
costs and higher unemployment-insurance premiums may cost thousands of dollars.
The psychological costs are high as well. Those left behind after fayoffs are fearful and
insecure; those laid off are more likely than employed people to experience family
problems, suffer divorce or commit suiade.

separation
The voluary or mivolunley depariate of
enployers rom a company
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Exit Interviews Exit inferviews are voluntary discussions between managers and
crnplnn‘cs who are being laid off or who are leaving voluntarily. Because the costs
of laying off and replacing workers are high, a manager should use exit interviews to
find out about factors that could cause emplovees to leave. Once the manager iden
tifics a problem, he or she should fix it In its Study of Retention Practices, the Society
for Human Resource Management (SHRM) found that nine out of ten respondents

condudt exit interviews

The study revealed that more than half of those that conduct exnt mterviews have
initiated changes, mcluding reviewng salary structures, forming employee satisfuc

tion/retention commuttees, cstablishing alternative work schedules, providing more
traming, reimbursing employees for expenses such as cell-phone usage, mstituting

casual-dress policies and introducing bonus plans

Managers should realize, however, that exit interviews have a hmitanon. Because
department employees may not wish to leave a negative impression, they may not be
totally open and honest. The fact that exit interviews do not reveal a cause for employee

dissatisfaction does not necessanly mean that a cause does not exist
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Lean Factories Avoid Layoffs
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W Employers with Lean factories maintain stable work-

forces at all costs. Others lay off workers seemingly
at the drop of a hat. What differences could explain
these two extremes in human resources manage-
ment policy?

Determine the

purposes and
Compensation includes all forms of financial payments to employees: salaries and components of
wages, benefits, bonuses, gain sharing, profit sharing and awards of goods or services compensation
The trend today is to offer increases in compensation in response (o INCreases in pet
formance that add value 1o the organization, its services or its products. Increasing l:ompenuﬂon )
compensation is a way of retaiming employees who have proved themselves valuable. b \I‘r Ere ‘:'”
This response makes sense. As employces become more valuable, losing them becomes sies wages a1 benelily

maore costly

Purposes of Compensation

Compensation has three primary purposes: to attract, help develop and retan talented
performers. The level of compensation offered by a firm can either increase or decrease

a company's attractiveness to job scckers. Compensation should encourage workers to
continually improve their performance and to make themselves more valuable, both to
themselves and to their employers. Also, compensation must anchor valued employees
to the company, discouraging them from leaving 1o find other employment. People
who consider their compensation fair and adequate feel that they are being treated with
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recognition and respect. They feel that the organization 1s giving them a fair return on
their investment of time, energy and commitment. Finally, compensation should give
employees a sense of security, freeing them to unleash their full energies without the
distraction that comes with the inability to meet financial needs.

Factors Influencing Compensation
When desigming a compensation package for employees, managers should be con-
cerned about being equitable, mecting legal and strategic requirements, and linking
compensation philosophy 1o vanious market factors. When certain types of workers are
in short supply, managers may have to offer premium compensation 10 attract or hold
them. Similarly, managers who decide to make their organization a leader in terms of
the compensation it offers will probably be able to attract and keep the best employees,
The US. Far Labor Standards Act, passed in 1938 and amended many times,
relates 1o the payment of wages and overtime 10 workers under 18 years of age, Other
federal laws address the level of wages that must be paid 1o workers in companies doing
business with the federal government, Some local and state laws affect compensation
systems, and union contracts sel wages and restrict compensation decisions in the
organizations that are panty to them.

Wages and Salaries

To determine the worth of cach job and establish a compensation package for each that
1s fair in relation to all jobs, organizations use a process called job evaluation. Human
resource compensation specialists usually do job evaluations, To complete the evalua
tion process, the specialist works with a manager with firsthand knowledge of the job
and the employec or employees who hold the job.

One common job evaluation method involves grouping jobs by type and then
choosing factors common 10 cach type. For example, two groups of jobs that job
evaluation specialists often define are manufacturing jobs (wage jobs) and sales jobs
(salary jobs). An evaluation might involve examining cach type of job in light of the
responsibility, education, skills, tramning, experience and working conditions that arc
common to it. Then the evaluator assigns various levels within cach factor and assigns
point values to cach level as measures of achievement.

To illustrate this process, suppose the job being analyzed 1s that of an industrial
products sales professional. The evaluator chooses experience as an evaluation factor
and defines experience as number of years in the sclling profession. The levels for this
factor might be one year or less of experience, one to three years of experience, three to
five years of experience, and more than five years of experience. By assigning points to
cach level, the specialist shows the relative value the organization places on cach. If the
top level is worth ten points and the previous ong is worth five points, the orgamization
is saying that more than five years of experience is twice as valuable as three wo five years
of experience.

Onee all jobs have been evaluated, they can be grouped by total points into what
are usually called job grades or classifications. Evaluators then rank, by pont total, jobs
within cach grade. For example, all jobs with point totals between 0 and 200 might be
in the same grade. What emerges is a "job ladder” that shows jobs with the fewest total
points at the bottom. At the top are the jobs with the most points. Evaluators assign
a salary range to jobs in the same grade. Figure 9.17 shows the result of a typical job
evaluation.
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Figure 9.17 Result of a Typical Job Evaluation
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lob evaluation requires skill, up-to-date job descriptions and specifications,
knowledge and ample time. Many companies conduct pay surveys within their indus
tries as a base for beginning the job evaluation process or as a substtute for i, Pay
surveys show what competitors pay for comparable jobs. These rates of pay may be
available through industry and trade associations as well as from the federal govern
ment. Not all jobs are compared with the survey results; the evaluator compares only
those that are representative of their grades or classes. Compensation for other jobs are
established in relation to the jobs being compared.

In the final analysis, the minimum and maximum compensation assigned to a job
are determined by an organization’s ability to pay, market conditions for specific types
of jobs, and the organization's strategies and philosophy about employee compensation

Benefits
Each year employers spend about an additional 40 percent of their payroll costs on
employee benefits—the additional or indirect compensation employees receive beyond
their direct compensation (wages and salaries}. Benefits can be divaded into two general
types: legally requisred, and voluntary. The first type includes Social Security, unemploy
ment compensation, and worker's compensation insurance. The second type includes
variable work schedules, life and health insurance, pension and savings plans, payment
for hours not worked (sick days), leaves of absence, profit-sharing and bonus plans
{usually one-time payments), and employee assistance programs (EAPs].

EAPs have gained in populanity over the years. Most can be classified as health
and wellness programs that deal with either prevention of health-related problems

benefit
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or coping with chronic work-related prablems. Stop-smoking clinics, weight-loss
programs and exercise facilities are examples of prevention efforts. Stress-reduction
workshops, day-care facilities and financial and psychological counseling concentrate
on coping with work-related problems,

An organization offers benefits, like other forms of compensation, so that it
can antracy, develop, motivate and retain 1alented and committed workers. As with
wages and salaries, managers plan benefits according to their organizations’ financial
resources and strategics and the market conditions the organization faces. An organi-
zation should provide tailored benefits to appeal 10 a variety of needs for its diverse
workforce. Tailored benefits can help an organization achieve its goals; among them,
developing a core of committed managers and workers. As with wages and salaries,
however, benefits must be constantly reviewed for their relevance and economic
feasibility.

Executive Compensation

In addition 1o salaries and the benefis all other employees i their firm receive,
exccutives—members of 1op management—may also receive benefits unique to their
status, These benefits are called perquisites, commonly known as perks.” Most perks
are financial-—actual cash or goods and services that have a measurable cash value.
Such items include shares of the company’s stock, stock options (rights to purchase a
company’s stock at a discount), bonuses based on overall company performance, use
of a company’s airplane and regional residential suites, generous travel and lodging
allowances, paid-for housing, no-interest loans and memberships in various clubs
and associations. In recent vears, discussion of “excessive” executive compensation has
appeared in popular periodicals and the business press.




Review What You've Learned

Chapter Summary

1 Determine the importance of the staffing function.

Staffing breathes life into an organization. It acquires
and nurtures the human resources needed to execute
tasks and functions. People are the key to everything
in organizations. They are the organizaton’s most
valuable resources. As such, they must be selected,
trained, developed, rewarded and retained for effective
and efficient use of the organization’s other resources.
Staffing is every manager’s concern,

List and explain the eight elements of the staffing

process.

1 Human resource planning begins with job analysis.
Performing a job analysis involves creating descrip-
tions and specifications of all jobs and their human
qualifications. Next, an inventory of people on
hand and their abilities 1o meet current and future
needs 1s determined. Planning also includes fore
casting—attempting to predict the future human
resource needs. Finally, forecasts are compared to
the inventory and needs to recrunt or reduce per-
sonnel are determined.

2 Recruiing brings enough qualified people into
a hiring pool. Care must be taken to find suffi
cient numbers of people from all ethnic and racial
groups, Existing employees must be trained and
developed 10 become eligible for future openings

3 Selection involves a series of pre-employment
screening devices used to determine cach candi-
date’s ability to provide the organization what it
needs. Care must be taken to determine a it with
the company’s cultures and to avoid discimination

4 Orientation includes a set of activities designed 10
introduce and welcome newcomers 1o their new
company and working environments. Rights and
duties are explained, along with the intreduction of
existing personnel 1o the new ones

8 Training and development increase and change
employee knowledge, skills and attitudes. Training
is focused on the near term; development focuses
on the future. Both help companies to meet thewr
needs and make employees more valuable to both
themselves and their organizations.

6 Performance appraisal measures outcomes and
behaviors of emplovees against established and
taught standards. Appraisals become the basis for
rewards, punishments, promotions and termina-
tions, and affect nearly every employment decision
made by managers. They provide necessary feed-
back, helping to keep people motivated and focused
on their most essential duties

7 Compensation includes all financial and psycholog-
1cal rewards and incentives provided to employees.
Direct compensation 1s largely composed of wages
and salarics. Indirect compensation includes finan-
cial and nonfinancial rewards and incentives such
as benefits, bonuses, gan and profit sharing, leaves
of absence and employee assistance programs.

8 Employment decisions include transfers, promo-
tions, demotions, layoffs and firings, All have their
specific appropriate applications and must be per-
formed without discrimination

Describe the three primary statfing environments,

The environments are legal, sociocultural and union.
The legal environment sets limits and provides guide-
lines for conducting all staffing activities, Specifically,
it attempts to provide protection for employees and
groups from discrimination and in the arcas of health
and safety. The sociocultural environment is a collec-
tion of diverse individuals and groups, both inside
and outside an organization, that make demands on
and contribute to it. The union environment affects
some companies more than others. Union contracts
govern work rules, wages and conditions of employ

ment. Wages and benefits established in some indus

trics are often duplicated or exceeded by nonunion
organizations

Identify the four activities related to human resource
planning.

In job analysis, groups of jobs are studied 10 determine
their basic duties and the human qualities needed to
perform them. A human resource inventory deter-
mines who are on board, along with their current
qualifications and future prospects. The human
resource forecast is based on both short- and long-




term plans and strategies for the company and its
various parts. Finally, a comparison is made between
the mventory and the forecasted needs to determine
if contraction, expansion or keeping the status quo is
the correct plan to follow.

List and describe the primary screening devices used in
the selection process.

All selection devices must be job related and validated
in order to avoid discrimination. The application
provides essential personal data—job history, edu-
cation, aspirations—about a person’s suitability for a
particular job. Preliminary interviews venify the data
on applications and provide an initial face-to-face
encounter for both applicant and employer. Testing
may include any paper-and-pencil exercise or per-
formance that will be used 10 make a hiring decision,
In-depth interviews are usually conducted by the
person or persons for whom and with whom the new
person, if hired, will work. Reference checks provide
verification of key facts about a job applicant such as
work history, compensation carned, and successes in
various positions. Physical exams help 10 avoid bring-
ing newcomers into an environment that could be
injurious to their health,

Explain the differences and similarities between training
and development.

Training increases knowledge and skills, motiva-
tion to succeed, chances for advancement, morale,
pride in performance and quality and producuvity.
It is usually provided to keep people current in the
jobs and to prepare them for changes to those jobs.
Development focuses on prepanng people for new
and different positions, challenges and opportuni-
ties. It also imparts skills, knowledge and attnudes,
Traning is usually provided by organizations. Devel-
opment is each person’s individual responsibility and
may or may not be aided by one's organization.

7waumpumudlnnmapm1.

The primary purpose is to provide feedback on one's
performances and outputs, enabling rewards and
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needed improvement efforts 1o take place. It helps o
evaluate the results of previous training and to deter-
mine any additional training needs. It helps individu-
als and teams plan for their improvement and choose
the methods they will utilize. Appraisals also help 10
improve the relationships between the evaluator and
the evaluated. People know how they are doing—
what’s right and wrong—and the expectations for
their future performances.

Describe the four primary employment decisions.

Promotions lead individuals to higher levels of
responsibility, greater demands on their talents and
improvements in carnings, They are often carned
rewards for current performance and development
efforts undertaken to qualify them for a new, more
demanding position. Transfers are often tempo-
rary lateral movements to cross train and provide
additional experiences. Demotions are the opposite
of promotions and are primarily used to save good
people until more appropriate  positions  become
available. Separations are voluntary and involuntary.
Resignations and retirements are examples of the first;
layoffs and firings are examples of the latter,

Determine the purposes and components of
compensation.

Compensation in all s forms is intended 1o help
organizations attract, train, develop, reward and
retain good people. Compensation is direct and
indirect. Wages, commissions, picce rates and salaries
are direct because they link directly to hours or days
worked or outputs achieved. Indirect compensation
includes financial and psychological rewards beyond
the preceding, Benefits include the largest segment.
These incdlude such items as insurance, pay for time
not worked, gain sharing, profit sharing, pensions
and employee assistance programs such as wellness
programs. Psychological rewards include satisfaction
achieved through work and various alierations to
one's working schedule,

319
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KEY TERMS
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REVIEW QUESTIONS

=

1

Why is staffing so important to organizations?
What are the components of staffing, and i what

order do they occur?

Which
process most directly? How do they affect it?

external envitonments  affect the stathng
What takes place under the heading of human
resource planning?

What are the prnimary screening devices used n

stathng?

6

9

How are traming and development similar? How are
they different?

What are the

emplovees?

primary purposes ol apprasing

Under what circumstances would an orgamization
perform cach of the following: promouon. transfer,
demotion and separation?

What
through compensation? What forms can compensa

purposes do organizations try 1o achieve

tion take?

DISCUSSION QUESTIONS FOR CRITICAL THINKING

1.

Why are the concepts of equal employment opportu

nity and affirmative action so important to organiza

tions today?

How would an organization recrunt af it 1 looking
for electrical engincers with knowledge of the latest
technologies? If it is looking for medical technicians
with at least three vears of expenence?

3

What kind of compensation do you think 15 most
important to cach of the following: People five years
away from retirement? Single people in thewr twenties?
Young marrieds with their first child on the way?

How are vou appraised in your classes? At work? What

value do you find in such appraisals?



Apply What You Know

Social Media Management Exercises

Network with Twitter

Dan Schawbel, managing partner of Millennial Branding,

LLC, is an authority on personal branding. He 1s author

of Promote Yoursclf amd Me 2.0, which includes a section

on how to use social networks for job search and career
development (htip:/fdanschawbel com). He likes Twitter

( www.twitfer.com) because 1t 1s a public network.

1. Build your network. Identify the type of job vou desire,
L.¢. accounting, finance, human resources, marketing,
public relations, etc.

2. ldentify 3 1o 5 companies where you would like to
work.

3, Choose 3 10 5 locations where you would like 10 live
and work.

Experiential Learning

Try a New Platform

Some people open a social media account in cach new
platform. They want answers to the following questions,
How does 1t work? Who's using it? Is it useful? Social media
platforms for networking indude Facebook, Friendster,
LinkedIn, Ning, Twitter and many others.

* ldentify a new social media platform that could help
you network

6.

.

Prepare a Twitter hist with the names of those you
would like to follow

The people you follow on Twitter can see that you
are following them. You can retweet (RT) what they
tweet, which means to share that tweet with your
followers. Reflect on your Twitter hist. How relevant
do you think preparing a Twitter list would be to your
job scarch? Explain

A direct message (DM) allows you 1o send a private
message to someone via Twitter. Compose a direct
message to someone on your Twitter list. How do you
think this direct message could help you with your job
scarch?

How does it work?
Who is using it?

How is it useful?

List the pros and cons,

Would you use it for job networking? Why or why
not?

Will you continue to use n1?



