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Chapter 1: Strategic Role of HR Management

· HR Mgmt (HRM):  Management of people in organizations to drive successful organizational performance and achievement of the organization’s strategic goals
· Must finds/hire best people, develop their talent, create productive work environment, and build and monitor these human assets continually 
· Attract, retain, engage diverse talent to meet commitments made to customers/shareholders 
· Primary responsibility is managing the workforce that drives organizational performance and achieves goals
· Crucial that HR strategy is aligned with company’s strategic plan so that the workforce has the competencies and behaviours required to achieve the organizations strategic objectives
· Human capital: knowledge, education, training, skills, expertise of workforce
· More organizations are seeing the importance of human capital as a competitive advantage
· Effective HR practices are related to better organizational performance  employee empowerment, productivity (from extensive training), etc. HR contributes to knowledge of firm’s culture, history, processes, context, etc.
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· 3 HR practices (profit sharing, resulted-oriented performance appraisal, and employment security) have strong relationships with important accounting measures of performance (ROA, ROE)
· High-performance HR practices have positive relationship with turnover, productivity, and financial performance (gross rate of return on capital)

BRIEF HISTORY OF HRM
· HRM has become an increasingly strategic role and HR practices have been shaped by society’s prevailing beliefs and attitudes about worker rights, which evolved in 3 stages
· Scientific Management: (Frederick Taylor) focused on production, it is the process of scientifically analyzing manufacturing processes, reducing production costs, and compensating workers based on their performance levels. Mgmt practice in 1800-1900s emphasized task simplification and performance-based pay to lead to higher wages for employees and increased profits for the organization. However, Mary P. Follett advocated self-mgmt., cross-functional cooperation, empowerment, and managers as leaders (vs. dictators)
· Human RESOURCES movement: Concern for People & Productivity: mgmt philosophy focusing on concern for people and productivity. There are 4 evolutionary phases.
1. Early 1900s: HRM (personnel administration) played a minor role of hiring/firing, payroll department, and benefits administration. Job was mainly ensuring that procedures were followed.
2. Union liaison, compliance with new laws, orientation, performance appraisal, employee relations  operational efficiency increased but wages did not, causing workers to distrust mgmt. Higher unionization led to HR serving as the primary contact for union representatives. After the depression in 1930s, more laws were enacted so legal compliance was added to responsibilities of “personnel managers”. In 1940-50s, HRM dealt with impact of the human relations movement. (Did orientation, performance appraisal and employee responsibilities)
3. This phase was a result of legislation during 1960-70-80s that affected worker human rights, wages, and benefits, working conditions, health, etc. and penalized for failure to meet them. (Began to do compensation, recruiting, mgmt development and training). Tech advances resulted in outsourcing of specific HR activities (contracting with outside vendors permanently for benefits admin, recruitment, mgmt. development, training) and emphasis on corporate contribution, proactive mgmt. and initiation of change. 
4. Current phase where the role of HR evolved to help organizations achieve strategic objectives. EVERY line manager (not only the HR dept) has responsibilities related to employees as they move through the stages of the human capital life cycle (selection/assimilation, development of capabilities, transition out). All potential managers must be aware of the basics of HR. 
· 5 critical pieces of knowledge required by HR professionals by propriety order: business acumen, understanding of employment law and legislation, talent mgmt., broad HR knowledge, and employee-labor relations knowledge
· Core competencies that those responsible for HR activities both within HRM dept and out of it) must secure (New roles of HR in phase 4)
1) Credible activist: be credible (respected, listened to, trusted) and active (takes a position) in order to optimize the value added to the organization. This role is shared with non-HR positions. New study by Monster.com that 73% of CEO’s spend more than 25% of time on talent-related activities (want employee satisfaction, engagement and high performing employees).
2) Culture and change steward: ability to appreciate, help shape, and articulate the corporate culture includes understanding, guiding, and reacting to internal and external stakeholder expectations. Global competition and need for more responsiveness to environmental changes put a premium on employee engagement, the emotional and intellectual involvement of workers in intensity, focus, and involvement.  Engaged workers go beyond requirements (it’s the emotional/intellectual involvement of employees in their work, i.e. intensity, focus and involvement in their job)  helps company performance (sales growth and shareholder return).
3) Talent manager and Organizational Designer: Importance of effectively managing HR is even more critical with employees moving around. HR must embed theory, research, and practice into the processes, policies, and structures of an organization. They are important in lowering labor costs (strategies  for less turnover or absenteeism), the single largest operating expense in many companies, particularly service (i.e. maybe asking behaviour based interview questions)
4) Strategy Architect: HR professionals contribute to strategy by integrating internal/external stakeholder expectations. Through identifying, forecasting, and facilitating organizational responses to a changing internal workforce and volatile external pressures. Today, HR professionals formulate/implement organizations strategy.
· Strategy: company’s plan for how it will balance its internal strengths and weaknesses with external opportunities and threats to maintain a competitive advantage 
5) Operational Executor: it’s not the content of strategy that differentiates the winners and losers, it’s the ability to execute. HR specialists are expected to be change agents (specialists who lead the company and its workers through organizational change). Flattening the pyramid, empowering workers, organizing around teams etc. helps companies respond quickly to needs and challenges. Many operational aspects of employees policies still remain within HR’s responsibility.
6) Business ally: organizational goal setting depends on external opportunities or threats. HRM and other managers affect environmental scanning to identify and analyze external threats and opportunities.  HR supplies info about internal strengths and weaknesses, and help determine how organizations should be structured.
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HR Role Continues to Evolve: 5 forces driving this change
1) Changing technology: technology automates basic HR functions (day to day transactions and self-service systems for workers). Instead of maintaining HR technology experts, 50% of companies outsource operational functions of HR (payroll, benefits, recruitment). This shift freed HR from repetitive tasks to focus on more critical functions (decrease turnover, quality of talent, developing leaders, etc.)
2) New rules: corporate accounting scandals in early 2000s resulted in more focused alignment of organizational activities with new laws. Financial rises of 2008 included more regulations. HR role is more strategic, to help recover from changes and comply with new rules
3) Succession planning: 50% of companies don’t have succession plan for CEO. HR thinks critically about complexities, time, and contingencies that must be considered in succession planning. HR execs are critical to organizational success through mgmt. of succession planning process.
4) Identifying top talent: Some companies believe all employees must be motivated, educated rewarded and evaluated, others believe better ROI is to focus on a smaller portion (top 3%). HR continually establishes commitment to talent development that is fair, realistic, aware of limitations, and sustainable (not every worker can be perfect). 
5) [image: tb01_01]New breed of HR leaders: rise of CHRO (chief HR officer) or CTO (chief talent officer) confirms the intent of many BoD in elevating and recognizing the role of HR in leadership. HR participation at highest level of organizational decision making marks the transformation of the role of HR from operational expert to strategic expert.

Measuring the Value of HR: Metrics
· Metrics: statistics used to measure activities and results
· HR must measure value & impact of their human capital and HRM practices
· Traditional operational measures focused on amount of activity and costs of HR, but today’s measures must reflect quality of people and effectiveness of HRM initiatives that build workforce capability (linked to productivity, sales, quality, market share, profits)  ex: % of first choice job candidates accepting the job offer indicates organization’s employment brand in the marketplace
· Balanced scorecard: measurement system that translates an organization’s strategy into a comprehensive set of performance measures. Includes financial and operational measures that balance LT and ST actions. Measures success of relating to financial results, customers, internal business processes and human capital management. (ex: % of senior mgmt. positions with fully job-ready successors ready to move up)

ENVIRONMENTAL INFLUENCES ON HRM
· Those with a responsibility for HR, must monitor the environment, assess the impact of any changes, and be proactive in responding to challenges
6 Major External Environmental Influences
1) Economic conditions: affect supply and demand for products/services, which impact # and types of workers required as well as employer’s ability to pay wages and provide benefits. Healthy economy means more hired since demand for products rise. Unemployment rate falls, competition rises for good workers, and training/retention = more important. However, in economic downturn, firms reduce pay and benefits, downsize with early retirement/early leave/layoffs, unemployment rises, etc. 
· Productivity: the ratio of an organization’s outputs (goods and services) to its inputs (people, capital, energy & materials). Canada’s relatively low productivity growth rate is concerning because of increasing global competition. 
· Primary sector: agriculture, fishing, trapping, forestry, mining  shrunk to only 4% of jobs
· Secondary sector: jobs in manufacturing and construction  fell to only 19% of jobs
· Tertiary or service sector: public admin, personal and business services, finance, trade, public utilities, and transportation/communications  grown to 77% of jobs, dominate economy
· Many service sector jobs demand highly knowledgeable employees 
2) Labour market issues: increasing workforce diversity is important. Canada’s workforce is one of the most diverse (cultural values and demographic factors like race, gender & age). The proportion of visible and ethnic minorities entering the Canadian labour market is expected to grow at a faster pace than the rest of the population. 
· Canada admits the most immigrants per capita; we have over 200 different ethnicities
· 2/3 of visible minorities are immigrants, and 20% of Canadian population will be visible minorities by 2017
· Employment rate for women converges toward that of men, and companies accommodate working women and shared parent responsibilities  ex: onsite daycare, flexible hours
· Women are the sole breadwinners for 29% of dual-earner couples in Canada
· Young Aboriginals are untapped source of employees; they face difficulty in finding jobs & advancing. The Aboriginal population is growing at a rate almost 2x the rest of Canadian population
· Although there is no performance difference in terms of productivity, attendance, and average tenure between those with/without disabilities, those with disabilities experience unemployment rate that is 50% higher than that of able-bodied population, and average income is 17% lower.
· Another aspect of diversity is generational differences. There are 4 generations. ½ of Canadians say they’ve clashed with other age group of workers, while ¼ workers say they don’t notice age differences. The other ¼ thinks the situation provides great learning opportunities.
· Traditionalists: individuals born before 1946 and grew up in era of hardship (depression/war)
· Baby Boomers (1946-64): largest group; grew up during major optimism and change. They’re retiring now, so the ratio of people not in labour force per 100 people in working population is expected to fall from 44% in 2005 to 61% in 2031.  labor shortage (large experienced group will be leaving labour force and there will not be enough workers to take over their jobs)
· Generation X: (1965-80) smaller group than Boomers. Also called Baby Busters. They grew up as divorce rates rose, and they provide out-of-the-box thinking that helps deal with uncertainty. (first technology literate generation)
· Generation Y (Millennial, Net Generation): (1980s) children of Baby Boomers, and known as over-involved parents. Tech-savvy, comfortable with diversity, eager to make contribution, also impatient and action oriented. Beginning to enter the workforce, values CSR, and expects to change jobs often.
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· 50% of Canada has some postsecondary education, so managers are expected to ensure that the capabilities of workers are fully utilized/there are opportunities for growth. 
· However, only 26% have marginal literacy skills, meaning that inadequate reading and writing skills have replaced lack of experience as the major reason for rejecting candidates  higher level of education overall, but higher level of functional illiteracy
· 15% of working-age Canadians are functionally illiterate: unable to read, write, calculate, solve problems at level required for independent functioning or routine technical tasks  takes a toll on organizations social/economic opportunities, accident rates and productivity levels
                                                                                                                                                                
3) Technology: Twitter, Facebook, and other technology is available today to make working in and managing a dispersed workforce easier and enables people to work anywhere. Improvements in organization’s structures and work processes. Line between family time/work has become blurred. Data control, accuracy, right to privacy, and ethics are at the core of controversy brought from new information technologies. Sophisticated computerized control systems monitor employee speed, accuracy, emails, voice mail, phone, and efficiency in some firms. 
4) Government: many laws impact on employer-employee relationship in Canada. In Canada, 14 different jurisdictions are involved, so employment law is challenging. Also, 10% of the workforce is covered by federal employment legislation. Laws differ greatly among jurisdictions despite certain laws that apply to all employers and employees across Canada, such as EI and Pension Plan. 
5) Globalization: emergence of a single market for most products/services. This increases competition and leads HR became a source of competitive advantage for some firms.  There are more multinational corporations (firms operate outside their headquartered country). Thus, HR professionals must be familiar with employment legislation in other countries and manage ethical dilemmas when labour standards are substantially lower than those in Canada (like in Africa). For example, dealing with high death rate of employees with AIDS.
6) Environmental Concerns: issue especially for younger generations because of sustainability, global warming, pollution, extinction, etc.  People want to work for environmentally friendly companies (i.e. Fairmont Hotels). Such companies gain market share easier and have strong employee retention. 

3 Internal Environmental Influences
1) Organizational Culture: core values, beliefs, and assumptions that are widely shared by members of an organization. It’s conveyed through the mission statement, and stories, symbols, ceremonies. It communicates what the company “stands for”, provides workers with direction and expected behaviour (norms), shapes workers’ attitudes about themselves/the organization/their roles, creates identity, orderliness and consistency which fosters employee loyalty/commitment  all managers with HR responsibilities must create and maintain the desired culture because positive culture has positive impact on employer branding, recruitment, retention and productivity
2) Organizational climate: prevailing atmosphere (or internal weather) that exists in an organization and its impact on employees. Friendly/unfriendly, open/secretive, rigid/flexible, innovative/stagnant. Major factors influencing climate are management’s leadership style, HR policies and practices, and amount/style of communication. Climate is reflected in employee motivation levels, job satisfaction, performance, and productivity. HR plays key role in establishing and maintaining climate.
3) Management practices: changed over past decade with many HRM implications. Traditional bureaucratic structure with many levels of mgmt. is being replaced by flatter organizational forms using cross-functional teams and increased employee empowerment (giving them the skills/authority to make decisions that would traditionally be made by managers).

GROWING PROFESSIONALISM IN HRM
· HR must be professionals in performance AND qualifications. Every profession has characteristics:
1) Common body of knowledge (stays current with knowledge)
2) Benchmarked performance standards
3) Representative professional association
4) An external perception as a profession
5) Code of ethics
6) Required training credentials for entry and career mobility
7) Ongoing need for skill development (fosters/promotes advancement of the profession)
8) Need to ensure professional competence is maintained and put to socially responsible uses
· Every province has an association of HR practitioners that assumes dual roles
1) As a professional association serving the interests of its members
2) As a regulatory body serving the public
· These  2 roles may conflict, like when disciplinary role of regulator conflicts with professional interests of a member 
· The Canadian Council of HR Associations (CCHRA) is the 40,000 member national body where all provincial HR associations are affiliated  member of World Federation of People Mgmt. Associations (WFPMA)
· International {Personnel Mgmt. Association (IPMA) Canada is the national association for public and quasi-public sector HR professionals
· The Certified HR Professional (CHRP) designation is a nationally recognized certification (recognition of having met certain professional standards) for Canadian HR professionals. Managed by CCHRA and administered through provincial HR associations, CHRP is similar to other professional designations like CA. it recognizes member qualifications and experience based on established levels of 187 required professional capabilities in 7 functional dimensions: 
· 1) Professional practice 2) Organizational effectiveness 3) Staffing 4) Employee and labour relations 5) Total compensation 6) Organizational learning, training, and development           7) Occupational health, safety, and wellness
· Senior HR Professional designation (SHRP) is for those who have other internationally recognized designations, or a work history demonstrating leadership, advisory capabilities, strategic orientation, a breath of general business knowledge, and significant impact of their organization and profession. 
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Chapter 2: The Changing Legal Emphasis Compliance and Impact on Canadian Workplaces

THE LEGAL FRAMEWORK FOR EMPLOYMENT LAW IN CANADA
· 2011 survey to HR professionals by Queens for top 5 critical pieces of knowledge: 1) Business Acumen 2) Employment Law/Legislative Awareness and Talent Management
· While HR professionals are expected to provide guidance, training, programs and policy developments that are legally defensible, the actions of supervisors and managers as agents of the organization must also abide by legislated rules and regulations
· There are informal and formal expectations between the employee and employer. Informal expectations are difficult to manage and correct if one feels that the other has violated the expectations within the mutual relationship. 
· Therefore, the influence of formal expectations (legislation) is important in workplace.
· Primary goal of employment legislation in Canada = prevent employers from exploiting paid workers
· Government’s role is to balance the employee and employer needs (because employer can change the work terms based on legitimate business needs) and interprets legislation based on precedent (past judicial rulings)
· Canadian employment legislation is modelled on the US National Labor Relations Act with 3 significant changes:
1) Canadian population is more inclined to accept & expect government-mandated regulations about organizational activities, since Canadians are more receptive to governmental intervention.
2) In the US, the historical notion of “employment at will” allowed either employee or employer to break relationship with no liability as long as no autonomous employment contract exists and employees are not represented by a collective bargaining unit. In Canada, employers may terminate employment with no reason as long as there’s reasonable notice. In return, the worker is allowed to quit, strike, or leave the job without penalty, provided they align with appropriate legislation.
3) US employment legislation model is centralized, but the primary responsibility for employment laws resides with the provinces/territories in Canada. Provincial/territorial employment laws govern 90% of Canadian workers. The other 10% governed by federal employment legislation. Thus, there are 14 jurisdictions (10 provinces, 3 territories, and Canada entirely) for employment law.

· The more general the impact of the legislation, the more it supersedes lower levels of legislation. From general to specific:
1) Canadian Charter of Rights and Freedoms: Basic rights to all residents of Canada
· ALL companies must abide
2) Human Rights Legislation: Protection from discrimination in employment relationships & the delivery of goods/services
3) Employment Standards Legislation: Establishes minimum terms and conditions of the employment relationship within jurisdictions, like minimum wage, hours of work, maternity leave
4) Ordinary laws: Protection under context or content/context-specific laws affecting workplaces (like Occupational Health and Safety)
5) Collective Bargaining Agreement: A legally binding agreement establishing minimum terms of employment affecting unionized positions
6) Employment Contract: A contract between each worker and the employer about specified employment conditions in specified roles
· There’s also a series of employment-specific legislation employers must abide by which vary slightly between jurisdictions (i.e. statutory holidays, minimum wage)
· Company with workers in different provinces/territories must monitor legislation in each, and remain current as legislation changes  ensuring legality all across can be complex 
· There are laws that specifically regulate areas of HRM: health/safety, union relations, pensions/compensation

· Issue of Contract law which governs collective agreements and individual employment contracts (impose requirements/constraints on management and employee policies, procedures, and practices) 
· Ex: collective bargaining agreement is a contract regarding terms that both employers and workers must abide by
· Canada also had English system of Tort law: judge-based law where the precedent and jurisprudences set by one judge through his assessment of a case establishes how similar cases are interpreted; Intentional (assault, trespass, etc.) or Unintentional (negligence)
· To avoid flooding courts with minor complaints, government in each jurisdiction has special regulatory bodies to enforce compliance with the law by developing regulations (legally binding rules) & evaluating complaints

· Employees often see regulations as the minimum (statutory floor) and expect higher; employers see guidelines as contractual ceilings and align maximum commitment levels to these minimums  HR professionals must balance these expectations with obligations to employers and employees

LEGISLATION PROTECTING THE GENERAL POPULATION
· Human Rights Legislations makes it illegal to discriminate, even unintentionally, against various groups (it’s reactive – complaint driven in nature)
Included in this category:
1. Charter of Rights and Freedoms
· Definition: Federal law enacted in 1982 that guarantees fundamental freedoms to all Canadians
· Cornerstone of Canada’s legislation about issues of human rights is the Constitution Act, which contains the Charter of Rights & Freedoms, which applies to all levels of government (federal, provincial, territorial) and agencies under their jurisdiction
· Charter takes precedence over all other laws
· All legislation must meet Charter standards, so the Charter is far reaching in scope
There are 2 exceptions to this generalization:
1) Charter allows laws to infringe on Charter rights if they can be justified as reasonable limits in a free and democratic society. Since this requirement is open to interpretation, such issues end up in the Supreme Court of Canada; it’s the ultimate interpreter.
2) When a legislative body invokes the notwithstanding provisions, which allows the legislation to be exempted from challenge under the Charter

Charter provides the following fundamental rights/freedoms to every Canadian: 
1) Freedom of conscience and religion
2) Freedom of thoughts, belief, opinion, expression, including freedom of the press and other media of communication
3) Freedom of peaceful assembly
4) Freedom of association
Also provides Canadian multicultural heritage rights, First Nations rights, minority language education rights, equality rights, right to live and work anywhere in Canada, the right to due process in criminal proceedings and the right to democracy. 
Equality rights: provides basis for human rights legislation & guarantees right to equal protection and benefit of the law without discrimination (to race, ethnicity, colour, religion, sex, age or mental/physical disability) – Section 15 of Charter of Rights and Freedoms

2. Human Rights Legislation
· Definition: Jurisdiction specific legislation that prohibits intentional and unintentional discrimination in employment situations and in the delivery of goods/services (for every person residing in Canada)
· Very broad scope: affects almost all aspects of HRM when applied to employment relationship
· Supersedes the terms of any employment contract or collective agreement  managers must be familiar with the human rights legislation of their jurisdiction/their legal obligations
· Most provincial/territorial laws are similar to the federal statute (in scope, interpretation, application)
· All jurisdictions prohibit discrimination on race, color, religion/creed, sex, marital status, age, disability, and sexual orientation (some further prohibit on basis of family status, nationality, ethnicity)

Discrimination (in context of employment)
· Definition: a distinction, exclusion, or preference based on one of the prohibited grounds that has the effect of nullifying or impairing the right of a person to full & equal recognition and exercise of his or her human rights and freedoms 
· Law prohibits unfair discrimination = making choices on the basis of perceived but inaccurate differences to the detriment of specific individuals or groups
· Law prohibits intentional discrimination: except in certain circumstances discussed later
(An employer cannot discriminate directly by deliberately refusing to hire, train, or promote an individual, for example, on any of the prohibited grounds.)
· Deliberate discrimination isn’t necessarily overt (blatant) as this is rare. Subtle or indirect discrimination can be difficult to prove. 
· Firm is prohibited from Differential/Unequal treatment: treating people differently in any aspect of terms and conditions of employment based on any of the prohibited grounds
· Like only asking for only female applicants to demonstrate their lifting abilities 
· Prohibits indirect discrimination: through another party: you get someone to discriminate on your behalf (i.e. make hiring agency only interview men)
· Prohibits discrimination because of association (intentional): denial of rights because of friendship or relationship with a protected group member  ex: rejecting someone because his wife is sick & it will restrict his willingness to travel on company business
· Unintentional discrimination (constructive or systemic discrimination): embedded in policies and practices that appear neutral on surface and are implemented impartially, but have an adverse impact on specific groups of people for reasons that are not job-related or required for the safe an efficient operation of a business  most difficult to detect and combat 
· Min height and weight requirements (usually affects women and Asians)
· Internal hiring policies/word-of-mouth hiring in workplaces that haven’t embraced diversity
· Limited accessibility to company premises (barrier to persons with mobility limitations)
· Culturally biased/non-job-related employment tests (discriminate against specific groups)
· Job evaluation systems: aren’t gender-neutral (under­value traditional female-dominated jobs)
· Promotions based exclusively on seniority/experience in firms that are white-male dominated
· Lack of harassment policy, or climate in which certain groups feel unwelcome 

Permissible Discrimination via Bona Fide Occupational Requirements (BFOR)*
· BFOR: a justifiable reason for discrimination based on business necessity, such as requirement for the safe and efficient operation of the organization or a requirement that can be clearly defended as intrinsically required by the tasks an employee is expected to perform
· Ex) A person can’t be blind if they want to be a bus driver
· Meiorin Case: Established 3 criteria that are used to assess if discrimination qualifies as a BFOR
1) Question of rationale: was the policy/procedure based on a legitimate, work-related purpose?
2) Question of good faith: did the decision makers or other agents of the organization honestly believe this requirement was necessary to fulfill the requirements of the role?
3) Question of reasonable necessity (most difficult to prove): was it impossible to accommodate those who have been discriminated against without imposing undue hardship on the employer?
· Ex: adherence to Roman Catholic Church is a BFOR for staff to teach in Roman Catholic school
· Reasonable Accommodation: Adjustment of employment policies and practices that an employer may be expected to make so that no individual is denied benefits, disadvantaged in employment, or prevented from carrying out the essential components of a job because of grounds prohibited in human rights legislation  ex: scheduling adjustments to accommodate religious beliefs, redesign for disabilities 
· Employers are expected to accommodate to Undue Hardship: where the financial cost of the accommodation or health and safety risks to the individual concerned/other employees would make accommodation impossible
· Failure to make every “reasonable” (vague/open to interpretation) effort to accommodate employees is a violation of human rights legislation in all Canadian jurisdictions, they don’t need to completely alter the essence of the employment contract (show you tried to accommodate employee  Pass Test)

Human Rights Case Examples
· For discrimination, it doesn’t matter if the protected grounds were the heaviest weighted factor in the decision being challenged or if it was one of many factors in the decision. 
· If 1 out of 20 criteria used to make a decision violated protection against discrimination (as per human rights legislation), the entire decision made by the employer can be deemed illegal
· Provincial/territorial human rights commissions most often encounter cases about disability (50%), gender (including pregnancy) and harassment (20% combined), and race/ethnicity (15%), with the remaining protected clauses accounting for 10% of discrimination claims

Disability (50% of Human Rights Claims)
· Visible vs. not visible; physical vs. mental; from birth vs. developed or by accident 
· Temporary illnesses are not generally considered to be disabilities (except mental disorders)
· Employers owe an obligation to be aware of differences between individuals, and differences that characterize groups, and they must build conceptions of equality into workplace standards
· Focus of a disability isn’t just the presence of it, but its effect. Sometimes, the presence of the disability isn’t a concern to jobs, but the impact of it may create functional limitations. (Firing someone because they have Crohn’s disease is discrimination if the job is still done normally)
Supreme Court suggested 3 broad inquires to determine if discrimination occurred:
1) Differential treatment: Was there substantively differential treatment due to a distinction, exclusion, or preference or because of a failure to take into account the complainant’s already disadvantaged position within Canadian society?
2) An enumerated ground (a condition or clause that is explicitly protected by legislation): Was the differential treatment based on an enumerated ground? 
3) Discrimination in substantive sense: Does the differential treatment discriminate by imposing a burden upon or withholding a benefit from a person? Does the differential treatment amount to discrimination because it makes distinctions that are offensive to human dignity?
There are general principles for accommodating those with disabilities:
1) Accommodation should be provided in a manner that most respects that person’s dignity, including privacy, confidentiality, autonomy, individuality, and self-esteem (each person’s needs are unique and must be considered). Barrier should be removed to the point of undue hardship. Workplace policies should combat “social handicapping”: societal attitudes and actions create non-inclusive thinking against those who have no or few limitations. 
2) If discrimination exists, it must be legally defensible. The company must demonstrate individualized attempts to accommodate the disability to the point of undue hardship. Meiorin test is used to establish if the company reached the point of undue hardship. Employers have legal duty to accommodate, and the employees must seek accommodation, cooperate during the process, exchange relevant information and explore solutions together. Often, accommodations can be made easily and at minimal cost.
3) Most appropriate accommodation must be undertaken to the point of undue hardship. Accommodations are unique, numerous, part of a process, and a matter of degree. There may be many options available to accommodate a disability. An accommodation is appropriate if it results in equal opportunity to attain the same level of performance/benefits/privileges others experience, or if it achieves equal opportunity to attain same level of performance and meets disability-related needs. If alternative options preserve the same level of dignity/respect, employers can select the less expensive/disruptive option.
· Accommodation of employees with “invisible” disabilities is becoming more common. An employee with bipolar disorder was terminated when he began to exhibit pre-manic symptoms after waiting for a response regarding his request for accommodation. The company had not investigated the nature of his condition or possible accommodations; awarded employee over $80 000 in damages.

Harassment
· 1982: Sexual harassment was interpreted as NOT sex discrimination (not illegal) and employers were not responsible for the actions of their employees. Perspectives have shifted significantly over the last three decades.
· Janzen and Govereau were harassed while waitressing at work. Govereau was fired for her “attitude”. Both complained under the Manitoba Human Rights Code. The adjudicator set initial damages of #3980 and $6k to Janzen and Govereau respectively, to make people aware of the psychological damage. Pharos (the harasser’s boss) appealed the ruling, the Court reduced the award to $1480 and $2k. He appealed again, saying he shouldn’t be responsible for the action of his cook (harasser). The waitresses appealed, suggestion original damages be restored. Judges at Manitoba high court said harassment is not discrimination. The women appealed to the Court of Canada, which ruled that they were harassed and discriminated, and employers are responsible for employee actions.  IMPACT: gave people unrestricted definition of sexual harassment 
· Some jurisdictions prohibit harassment on all prescribed grounds, while others only expressly ban sexual harassment. 
· Harassment includes unwelcome behaviour that demeans, humiliates, or embarrasses a person and that a reasonable person should have known would be unwelcome.
· Minority women often experience harassment based on both sex and race.
· Examples of harassment on page 38
· 2004: Quebec law prohibiting workplace psychological harassment came into effect to end bullying in workplace. Over 2500 complaints were received, and number of investigators rose from 10 to 34. 
· Employer Responsibility: protecting workers from harassment is employer’s responsibility to a safe & healthy working environment. Employer and harasser can both be charged if they were aware. Also includes employee harassment by clients or customers once it has been reported.
· Sexual harassment: offensive or humiliating behaviour that is related to a person’s sex, as well as behaviour of a sexual nature that creates intimidating, unwelcome, hostile, or offensive work environment, or that could reasonably be thought to put sexual conditions on a person’s job or employment opportunities 
2 Categories of Sexual Harassment
1) Sexual coercion: harassment of a sexual nature that results in some direct consequence to the worker’s employment status or some gain in or loss of tangible job benefits 
· Typically involves a supervisor using control over employment, pay, performance appraisal results, or promotion to attempt to coerce an employee to grant sexual favours.
2) Sexual annoyance: sexually related conduct that is hostile, intimidating, or offensive to the worker but has no direct link to tangible job benefits or loss thereof (“poisoned environment”)
To reduce liability, employers should establish sound harassment policies, communicate them to all employees, enforce them in a fair and consistent manner & take active role in maintaining a working environment free of harassment.
Effective harassment policies should include
1. An anti-harassment policy’ statement (Org. is committed to safe/respectful workplace/it’s illegal)
2. Information for victims (for example, identifying and defining harassment)
3. Employees’ rights and responsibilities (respecting others, speaking up, reporting harassment)
4. Employers’ and managers’ responsibilities (putting a stop to harassment, being aware)
5. Anti-harassment policy procedures (What to do if you’re being harassed, etc.)  
6. Penalties for retaliation against a complainant
7. Guidelines for appeals
8. Other options such as union grievance procedures and human rights complaints
9. How the policy will be monitored and adjusted

Race and Colour discrimination 
· Discrimination on the basis of race and colour is illegal in every’ Canadian jurisdiction

Religion discrimination
· Can take many forms in Canada’s multicultural society. 
· It is a violation of human rights laws across Canada to deny time to pray/prohibit clothing recognized as religiously required
· Discriminatory hiring practices and workplace racism toward hijabi Muslim women are common. Ex: 4 years after Bhinder first started working for CN, the company introduced a rule requiring all employees working in the coach yard to wear a hard hat, citing safety reasons. Bhinder was unable to wear the hard hat due to his turban. He was fired and launched a discrimination case. Federal Court of Appeal overturned the Tribunal’s ruling, identifying the hard hat as a BFOR.  Thus, it was not considered to be a discriminatory process and CN did not have to accommodate Bhinder.
· Length of time and multiple opportunities for appeal that exist within the legislative systems in Canada puts pressure on HR & management to be aware of and proactively manage programs in a legally defensible way to mitigate the likelihood of lengthy/expensive court proceedings.

Sexual Orientation
· Discrimination on the basis of sexual orientation is prohibited in all jurisdictions in Canada 
· Supreme Court ruled that all laws must define “common-law partners” to include same-sex couples.
· Ex: Lesbian employee was harassed by a co-worker. She made a complaint to her supervisors but felt the complaint was not investigated properly. She alleged that she was given a poor performance review because of her complaint and that her request for a transfer to another work site was denied. 
· The Canadian Human Rights Commission ordered her employer to provide a letter of apology, financial compensation for pain and suffering, and a transfer to another work site. 

Age
· Rare to find evidence to support age as an accurate indicator of a person’s ability to perform a particular type of work
· Mandatory retirement age eliminated in many jurisdictions
· Ex: Firing people because they’re too old and keeping only the younger ones = discrimination

Family Status
· Decisions regarding the specific meaning of discrimination based on family status (the status of being in a parent-child relationship) are evolving  rising need to accommodate parental duties
· Ex: employee whose shift was changed by the employer requested a return to her previous shift because the new shift time made it difficult for her to find a caregiver that could provide for her son’s special needs. 
· The employer refused, and court adopted a middle ground between a narrow definition of family status as being a parent and a broad definition of all possible parental obligations

Enforcement
· Enforcement of human rights acts is the responsibility of the human rights commission in each jurisdiction. All costs are borne by the commission, not by the complainant  makes the process accessible to all employees, regardless of financial means. The commission itself can initiate a complaint if it has reasonable grounds to assume that a party is engaging in a discriminatory practice.
· Challenges of human rights legislation are heard by the human rights tribunal, whose role is to provide a speedy and accessible process to help resolve discrimination conflicts through mediation. 
· Once claim is filed  organization is notified and given a short period of time to prepare their case 
· Employer has duty to investigate claims of discrimination  fulfilling duty starts with selection of appropriate investigator

Checklist for employers when selecting a workplace investigator
1) Internal or external investigators: depends on resources (time, money), complexities of the case (potential conflicts of interest), the expertise of the in-house staff, and severity of the case
2) One or two investigators: depends on nature of the case (Ex: one male and one female for sexual harassment claim)
3) Respecting the mandate: investigators should not stray too far off track from within mandate
4) Impartiality or neutrality: should have no conflict of interest in case they are handling
5) Reliable, thorough, professional: competent, effective, and professional communicator. Capable of making credible assessments.
6) Quality of written report: details and word selection can become evidence in a case
7) Respects confidentiality: should only discuss investigation when required 

Employer’s obligations include:
1) Demonstrating an awareness of the issues of discrimination or harassment, having policies in place for them, a complaint mechanism, and training available for employees
2) Fulfilling post-complaint actions, including assessing the seriousness of the complaint, launching prompt investigation, focusing on employee welfare, and taking actions based on the complaint
3) Resolving the complaint by demonstrating reasonable resolution and communication
2 forms of remedies for discrimination
1) Systemic remedies: forward looking solutions to discrimination that require respondents to take positive steps to ensure compliance with legislation, for current complaints and any future practices
2) Restitution/Institutional remedies: monetary compensation for the complainant to put him back to the position he would have been had the discrimination had not occurred (May add apology letter)
· Most common reason is compensation for lost wages; others include compensation for general damages, complainant expenses, and pain and humiliation  can be anywhere from $0 - $20k
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EMPLOYMENT EQUITY LEGISLATION
· This complaint-based approach was insufficient for 4 groups—women, Aboriginal people, persons with disabilities, and visible minorities—had been subjected to persistent patterns of differential treatment by employers 
· 
· applies only to federally regulated employees 
· Occupational segregation: the existence of certain occupations that have traditionally been male dominated and others that have been female dominated  Ex: majority of women worked in a very small number of jobs, such as nursing, teaching, sales, and secretarial/clerical work
· Glass ceiling: an invisible barrier caused by attitudinal or organizational bias, that limits the advancement opportunities if qualified designated group members (i.e. women) 
Figure 2.8 is from survey from 2008 (shows glass ceiling is still intact)
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· Employment equity legislation: intended to remove employment barriers, promote equality for these 4 groups & bring them into the mainstream of Canada’s labour force 
· Based on Charter of Rights and Freedoms
·  “Employment equity” distinguishes Canada’s approach from the “affirmative action” approach used in the U.S., which has come to be associated with quotas, which is a divisive political issue.
· Employers under federal jurisdiction must prepare an annual plan with specific goals to represent those 4 groups, and timetables for goal implementation. Employers also must submit an annual report of progress in meeting goals, indicating representation of the designated group members by occupational groups and salary ranges, and giving info on those hired, promoted, and terminated. 
· EE Programs are basically non-existent in provincial/territorial jurisdictions
· The Federal Contractors Program requires an employment equity plan for contracts of $200k or more 
· Employment equity program: detailed plan designed to identify and correct existing discrimination, redress past discrimination, and achieve a balanced representation of designated group members in the organization  major management exercise due to major work environment change for diversity 
The employment equity process usually takes 6 months
1) Demonstration of senior management commitment and support
2) Data collection and analysis of current workforce demographics
3) Employment systems review
4) Plan development and implementation
5) Monitoring, evaluating, revising the plan
· Diversity initiatives should be taken slowly: may need to overcome employees resistance to change, stereotyped beliefs or prejudices 

The Plight of the Four Designated Groups
· Women: 47% of the employed workforce in 2006
· 2/3 of all employed women were working in teaching, nursing, and related health occupations, clerical or other admin, and sales & service occupations  this hasn’t really changed so far
· Underrepresented: engineering/natural sciences/math, unlikely to change (from student enrolment)
· Equal pay for equal work: specifies that an employer cannot pay male and female employees differently if they are performing the same or substantially similar work  in every jurisdiction 
· Incorporates this principle, either in employment standards, or human rights legislation
· Aboriginals: most Aboriginal employees in the workforce are in low-skill, low-paid jobs, and unemployment rate for Aboriginals is much higher than others, and their income’s much lower
· People with Disabilities: 45% of them are in the labour force vs. 80% of non-disabled population
· Although 63% of people with mild disability are in the workforce, only 28% of those with severe disabilities are working. Median employment income of workers with disabilities sis 83% of that of other Canadian workers
· Visible Minorities: according to the federal Employment Equity Act, a visible minority is people other than Aboriginals who are non-Caucasian in race or non-white in color. 
· Not same as immigrant; immigrant is a person who is not born in Canada, but resides in Canada
· 2006: there were almost 6.2 million immigrants in the Canadian population, and 5.1 million people who self-identified as visible minorities (mostly South Asians & Chinese)
· 1981: 55.5% of new immigrants to Canada were visible minorities
· 2001: 72.9% of new immigrants were visible minorities 
· 3/10 immigrants are not visible minorities, but millions are born in Canada who are visible minorities but not immigrants 
· KSA: knowledge, skills, and abilities
· Visible minorities were unable to obtain jobs that took full advantage of their KSAs
· 13% of leaders in the GTA are visible minorities (even though visible minorities = 50% of GTA)

EMOLOYMENT/LABOUR STANDARDS LEGISLATION (ESA)
· Definition: laws present in every Canadian jurisdiction that establish minimum employee entitlements and set a limit on the max number of hours of work permitted per day or week 
· To establish minimum terms/condition pertaining to wages, paid holidays and vacations, maternity, parental or adoption leave, bereavement or compassionate care leave, termination notice, overtime 
· Covers all employers and employees in Canada, including unionized employees  
· No party can choose to opt out of or waive their rights as established in the ESA 
· But minimums of ESA can be exceeded in employee contract!
· If there’s conflict between ESA and another contract, principle of greater benefit is applied  so whichever benefits the employee more is used (Between ESA and employment contract)
· ESA is not totally inclusive; students on work exchange programs, inmates, police officers, independent officer, and others are excluded from ESA protection
· Regulations for some occupations (doctors, lawyers, managers, architects, etc.) modify the applicability of certain sections of the ESA

Enforcement of the ESA
· Governed by federal, provincial, or territorial standards act, ESAs enforcement is complaint based, and violators can be fined - Occurs through the filing of a formal written/electronic complaint to the appropriate authorities (provincial/territorial Ministry of Labour)
· A person, union, or corporation can file a complaint with the ministry for violations, given that the ESA has an interest in mitigating the employment relationships between employee and employers
· Employees can’t sue an employer in civil court once a claim is filed with ministry of labour
· There are strict limitation periods, establishing the maximum amount of time that can elapse between the violation and the filing of a complaint
· There is a general maximum claim limit (ex: $10 000 under the Ontario ESA) for unpaid wages
· Under the ESA, employees have been awarded compensation for actual unpaid wages and direct earnings losses, time required to find a new job and expenses to seek a new job, benefit plan entitlements, severance pay, and loss of “reasonable expectation” of continued employment


RESPECTING EMPLOYEE PRIVACY
· Problem: how to balance employee privacy rights with the need to monitor the use of technology related tools in the workplace  want to eliminate time wasted and abuse of company resources
· Employees are concerned with privacy (control over information about themselves)
· The Personal Info Protection and Electronic Documents Act (PIPEDA) governs the collection, use, and disclosure of personal info across Canada, including employers’ collection and dissemination of personal info about employees. Any info beyond name, title, business address, and phone number is personal and private including health information for insurers
· Employers must get consent from workers whenever personal info is collected, used or disclosed 
· Electronic monitoring is easier and cheaper to track websites visited by workers and the time spent on each. Courts in Canada permit electronic surveillance as long as there’s proper balancing of opposing interests. Employers are in a stronger position if there’s a written policy in place. These policies should be updated regularly and address use of all types of technology. 
An example:
1. Employees shall not use the Internet or email in any manner that may harm the business interests of the employer, subject the employer to liability, or be offensive to other employees.
2. Employees may use the Internet and email for reasonable limited personal use 
3. Employees shall not send, retrieve, or archive any material that may be considered discriminatory, harassment, or creates a hostile work environment.
4. Employees shall not compromise the bandwidth of the employer’s system.
5. Employees acknowledge the employer has the right to and does monitor Internet and email use.
6. Employer has the right to keep and store any information resulting from this monitoring.
7. Employer has the right to block access and filter any material that is inappropriate, offensive, etc.
8. Employees can store personal information in “personal" files that do not violate any provisions 
9. Employer may access any file, including personal files, to protect the interests of the employer.
10. Disclose to all employees the extent of monitoring, the type of reports, the level of detail, etc.
11. Disclose to all employees who is responsible for enforcement of email and Internet policy, clarifying interpretation of policy, granting employee use exceptions, and resolving disputes.
12. Disclose to all employees the penalties for violation of acceptable use policy.
13. Establish a procedure for both parties' involvement in design and implementation of the company’s Internet and email policy, including a system for continual evaluation of that policy and procedures for making changes to it as necessary.

Video Surveillance 
· Some use this to prevent employee theft and vandalism to monitor productivity (they must be made aware of the surveillance) 
· Unions and Courts have generally decided that it’s not reasonable and other means could be used


The federal, BC, and Alberta privacy commissioners have jointly issued guidelines:
1) Determine whether a less privacy-invasive alternative to video surveillance would meet your needs.
2) Establish business reason for conducting video surveillance and use it only for that reason.
3) Develop a policy on the use of video surveillance.
4) Limit the use and viewing range of cameras as much as possible.
5) Inform the public that video surveillance is taking place.
6) Store any recorded images in a secure location with limited access, and destroy them when they are no longer required for business purposes.
7) Be ready to answer questions from the public Individuals have the right to know who is watching them and why, what information is being captured and what is being done with recorded images.
8) Give individuals access to information about themselves. This includes video images.
9) Educate camera operators about the obligation to protect the privacy of individuals.
10) Periodically evaluate the need for video surveillance.
Chapter 4 – Designing and Analyzing Jobs

FUNDAMENTALS OF JOB ANALYSIS
· Job analysis: process by which info about jobs is systematically gathered and organized   
· Sometimes called the cornerstone of HRM
· Job: group of related activities and duties, held by a simple employee or a number of incumbents
· Ideally the duties of a job should be clear/distinct from other jobs, work should be similar/related (helps minimize conflict and enhance employee engagement)
· Position: collection of tasks and responsibilities performed by one person 
· To clarify, in a department with 1 supervisor, 1 clerk, 40 assemblers, and 3 tow-motor operators, there are 45 positions, and 4 jobs

Using Job Analysis Info
· Job analysis: procedure for determining the tasks, duties, & responsibilities of each job, and the human attributes (in terms of knowledge, skills, and abilities) required to perform it  Used to develop job descriptions (what the job entails) and job specifications (what the human requirements are) 
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This info is the basis for many interrelated HRM activities
1) Human Resources planning: knowing the requirements of a company’s jobs is essential to plan future staffing needs; this information, with the knowledge of skills/qualifications of current workers, you can determine which jobs can be filled internally and which need external recruitment
2) Recruitment and selection: the job description & specification info can help decide who to recruit and hire, identifying bona fide occupational requirements and ensuring that all activities related to recruitment and selection are based on these requirements is necessary for legal compliance
3) Compensation: determining the relative value and appropriate compensation for each job. Job evaluation should be based on the required skills, physical and mental demands, responsibilities, and working conditions (assessed through job analysis). Relative value is used to justify pay differences if challenged under legislation. Information about actual job duties is necessary to determine whether job qualifies for overtime and for maximum-hours purposes
4) Performance Management:  Criteria used to assess employee performance must be directly related to the duties identified through job analysis. For routine tasks, performance standards are determined through job analysis. For complex jobs, standards are jointly established by workers and supervisors. To be realistic, standards should be based on actual requirements as identified through job analysis.
5) Labour relations: in unionized environments, the job descriptions developed from the job analysis info are subject to union approval. This then becomes the basis for classifying jobs and bargaining over wages/performance criteria/working conditions. Once approved, description may be negotiated.
6) Training, development, & career management: by comparing KSAs that employees bring with those that are identified by job analysis, managers determine gaps that require training. Also, workers can prepare for advancement by finding gaps between current KSAs and those specified for jobs they want.
7) Restructuring: analysis ensures that all duties have been assigned. It’s also used to identify areas of overlap within duties, identification of unnecessary requirements, areas of conflict/dissatisfaction, or health/safety concerns that can be eliminated through job redesign/restructure.

STEPS IN JOB ANALYSIS  6 STEPS!!
· Companies collect job details relatively continuously for several uses 
· You should first determine the intended use of the job analysis info; this shows what data should be collected and how  but usually people don’t do this due to diverse uses of job analysis info 
1) RELEVANT ORGANIZATIONAL INFO IS REVIEWED
· Relationship between people and tasks must be structured so the company achieves it’s strategic goals in an efficient and effective manner through a motivated/engaged workforce 
· Organizational structure: the formal relationships among jobs in an organization
· Organization chart: a “snapshot” of the firm, depicting the organization’s structure in chart form at a particular time  indicates the types of departments established and the title of each manager’s job. 
· Lines clarify the chain of command and show who’s accountable to whom. 
· Dotted lines mean secondary reporting (if it’s not excluded)
· Does not give details about actual communication patterns, degree of supervision, amount of power and authority, or specific duties/responsibilities 
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· Designing and organization involves choosing a structure that is appropriate given the company’s strategic goals. 3 common types of organizational structure:
1. Bureaucratic: top down mgmt. approach with many levels and hierarchical communication channels & career paths. Highly specialized jobs with narrow job descriptions. Focus on independent performance 
2. Flat: decentralized management approach with few levels and multidirectional communication. Broadly defined jobs with general job descriptions. Emphasis on teams and product development. Managers have increased spans of control (higher number of workers reporting to them) and thus less time to manage each one – so employees jobs involve more responsibility
3. Matrix: each job has 2 components: functional and product.  ex: Finance personnel for product B are responsible for finance (functional) exec AND product B exec (product) 
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Process Chart: Figure 4.4
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· Process chart: diagram showing the flow of inputs to and outputs from the job under study  Ex: In figure, inventory control clerk is expected to receive inventory from suppliers, take requests for inventory from the two plant managers, provide requested inventory to these managers, and give information to the plant accountant on the status of in-stock inventories
· Step 1 includes the review of relevant background information: such as organizational charts, process charts, and existing job descriptions 

2) SELECT JOBS TO BE ANALYZED
· Selection of representative positions and jobs to be analyzed  necessary because it’s too time-consuming to analyze every position and job 
· Job design: process of systematically organizing work into the tasks that are required to perform a specific job.  Influenced by the organization’s strategy and structure, and human/technological factors
· Ex: In bureaucratic organization, because of hierarchical division, jobs are highly specialized
· Rapid product and technological change, global competition, deregulation, political instability, demographic changes, and a shift to a service economy
· Have increased the need for firms to be responsive, flexible, competitive
· The organizational methods managers use to accomplish this have helped weaken the traditional definition of a “job” (as a set of well-defined responsibilities)
· Requiring employees to limit themselves to narrow jobs requires people to switch from task to task as jobs and team assignments change (work becomes more cognitively complex, team-based & dependent on technological competence, more time pressured, more mobile, and less dependent on geography)
· Now some organisations focus on personal competencies/skills in job analysis, hiring, and compensation, rather than on specific duties/tasks 
· The Evolution of Jobs and Job Design
· Usually, work is divided into manageable units and into jobs that can be performed by employees
· “Job” is an outgrowth of the efficiency demands of the Industrial Revolution. As machine power (vs. people) became more widespread, experts wrote glowingly about the positive correlation between
(1) job specialization 
(2) productivity and efficiency.
· The popularity of specialized, short- cycle jobs soared—at least among management 
· Work simplification: Evolved from scientific management theory
· An approach to job design that involves assigning most of the administrative aspects of work (like planning and organizing) to supervisors and managers, while giving lower-level employees narrowly defined tasks to perform according to methods established and specified by management
· It is based on the premise that work can be broken down into clearly defined, highly specialized, repetitive tasks to maximize efficiency. 
· Can increase operating efficiency in a stable environment 
· Good for individuals with intellectual disabilities or those lacking education/training
· It is not effective in a changing environment with custom-designed products or high-quality services, or one in which employees want challenging work
· Among educated employees, simplified jobs lead to lower satisfaction, higher absenteeism & turnover, and to a demand for premium pay to compensate for the repetitive nature of work.
· Industrial engineering: analyzing work methods and establishing time standards to improve efficiency. Industrial engineers systematically identify, analyze, and time the elements of each job’s work cycle and determine which elements/tasks can be modified, combined, rearranged, or eliminated to reduce the time to complete the cycle  evolved with scientific management
· Too much emphasis on industrial engineering may result in human considerations being neglected
· Ex: an assembly line embodies industrial engineering but may lead to repetitive strain injuries and low satisfaction because of the lack of psychological fulfillment 
· By mid-1900s, reacting to the “dehumanizing” aspects of highly repetitive and specialized jobs, various theorists proposed ways of broadening the activities employees engaged in
· Job enlargement (horizontal loading): assigning workers additional tasks at the same level of responsibility to increase the number of tasks to perform. This reduces monotony and fatigue by expanding the job cycle and drawing on a wider range of employee skills
· Job rotation: systematically moving employees from one job to another (reduces monotony and boredom). Although the jobs don’t change, workers experience more task variety, motivation, and productivity  Creates more versatile employees who can cover for others efficiently
· Job enrichment (vertical loading): any effort that makes an employee’s job more rewarding or satisfying by adding more meaningful tasks and duties  Build opportunities for challenge and achievement into jobs through increasing autonomy and responsibility  (best way)
· Enriching jobs can be accomplished through activities such as
1. Increasing the level of difficulty and responsibility of the job;
2. Assigning workers more authority and control over outcomes;
3. Providing feedback about individual or unit job performance directly to employees;
4. Adding new tasks requiring training, thereby providing an opportunity for growth; and
5. Assigning individuals entire tasks rather than only parts of it, such as conducting an entire background check rather than just checking educational credentials.
· Not all employees want additional responsibilities and challenges. Some people prefer routine jobs and may resist job redesign effort  May lack the physical/mental skills or education needed
· Effective job design also requires considering physiological needs and health/safety issues. 
· Ergonomics: interdisciplinary approach; seeks to integrate and accommodate the physical needs of workers into job design. It aims to adapt the entire job system (work, environment, machines, equipment, processes) to match human characteristics.  Results in eliminating or minimizing product defects, damage to equipment, and worker injuries or illnesses caused by poor work design
· Competency-Based Job Analysis
· In high-performance work environments in which employers need workers to seamlessly move from job to job and exercise self-control, job descriptions based on traditional job analysis procedures (lists of job-specific duties) may inhibit the flexible behaviour companies need
Companies are shifting towards:
· Competency-based job analysis: describing a job in terms of the measurable & observable behavioural competencies an employee must exhibit to do a job well (Not based on job duties: what you must be capable of doing, not a list of the duties you must perform)
· Competencies: demonstrable characteristics of a person that enable job performance 
· Job competencies are always observable, measurable behaviours that comprise part of a job 
· Focuses on the HOW to meet objectives (Worker Focus), not WHAT is accomplished (Job Focus)
3 reasons to use Competency Analysis
1) Traditional job descriptions (with specific duties) can backfire if a high-performance work system is the goal. Encourage workers to work in a self-motivated way by organizing the work around teams, encouraging team members to rotate freely among jobs, by pushing more responsibility for daily supervision to the workers, and by organizing work around projects where jobs can blend/overlap  a list of specific duties gives you a “that’s not my job” mentality
2) Describing job in terms of KSAs (Knowledge/Skills/Abilities): worker-needs is more strategic
3) Measurable skills, knowledge, and competencies support the employer’s performance management process: Training, appraisals, and rewards should foster and reward the skills/competencies required to achieve work goals. Describing the job in terms of skills and competencies facilitates understanding of those required competencies.
Examples of Competencies: (3 clusters)
· General/core competencies: reading, writing, mathematical reasoning
· Leadership competencies: leadership, strategic thinking, and teaching others
· Technical/task/functional competencies: specific competencies for specific types of jobs
Comparing Traditional versus Competency-Based Job Analysis
· Some familiar duties and responsibilities can’t easily be turned into competencies while others are more easily expressed as competencies.  
· Competency: “In order to perform this job competently, the employee should be able to...”
· Not Competency: “Works with writers and artists and oversees copywriting, design, layout, and production of promotional materials” (cannot be measured)
· Team-Based Job Designs: job designs that focus on giving a team (rather than individual) a whole and meaningful piece of work to do and empowering team members to decide among themselves how to accomplish the work  often cross-trained and rotated through different tasks 
· Best suited for flat and matrix organization structures
· More organizations are using virtual teams: people working together across boundaries of time and place and using software to make team meetings more productive
· Team: small group of people with complementary skills who work toward common goals for which they hold joint responsibility and accountability
3) COLLECTING JOB ANALYSIS INFORMATION
· Various qualitative and quantitative techniques are used to collect information about duties, responsibilities and requirements of the jobs - When the information is being used for multiple purposes, several techniques may be used in combination.
Collecting job analysis data usually involves a joint effort by 3 people: 
1. The HR specialist (an HR manager, job analyst, or consultant) might observe and analyze the work being done and then develop a job description and specification. 
2. The supervisor and (3.) the incumbent fill out questionnaires, and review and verify the job analyst’s conclusions regarding the job’s duties, responsibilities, and requirements.
· The Interview: most widely used method for determining the duties and responsibilities of a job. 
Three types of interviews are used to collect job analysis data
1. Individual interviews with each employee; 
2. Group interviews with employees who have the same job; used when many workers are performing similar work, and it can be a quick/cheap way of learning about the job  the immediate supervisor must attend the session; if not, the supervisor interview separately to get that person’s perspective on the duties and responsibilities of the job.
3. Supervisory interviews with 1 or more supervisors who are very knowledgeable about the job 
· The most fruitful interviews follow a structured or checklist format. A job analysis questionnaire may be used to interview job incumbents. It has detailed questions regarding general purpose of the job, responsibilities and duties, the education, experience, skills, and working conditions (figure 4.5)


Interview Guidelines: When conducting a job analysis interview, keep several things in mind:
1. Job analyst & supervisor should work together to identify the employees who know the job best & those who might be expected to be objective in describing their duties/responsibilities.
2. Bond should be established quickly with the interviewee by using the individual’s name, speaking in easily understood language, briefly reviewing the purpose of the interview (job analysis, not performance appraisal), and explaining how the person came to be chosen
3. A structured guide or checklist that lists questions/provides space for answers should be used: Ensures crucial questions are identified ahead of time, complete and accurate information is gathered and all interviewers gather same types of data (ensures comparability). However, include some open-ended questions, such as “Is there anything that we didn’t cover with our questions?”
4. When duties are not performed in a regular manner, the incumbent should be asked to list his duties in order of importance & frequency of occurrence. This will ensure that crucial activities that occur infrequently aren’t overlooked.
5. The data should be reviewed and verified by the interviewee and their immediate supervisor
· Questionnaire: Having employees or supervisors fill out questionnaires to describe job-related duties and responsibilities is another good method of obtaining job analysis info
2 major decisions around questionnaires.
1) Determining how structured the questionnaire should be and what questions to include. Some questionnaires involve structured checklists: Each employee is presented with a long list of specific duties or tasks and is asked if he performs each and how much time is normally spent. At the other extreme, the questionnaire can be open-ended and simply ask the employee to describe the major duties of his job.  Usually a balance of both
2) Determining who will complete the questionnaire. Employees may inflate requirements and supervisors may be unaware of all components of the job. Technology often helps overcome this challenge in that questionnaires can be posted online to allow for multiple respondents.
· Position Analysis Questionnaire (PAQ): questionnaire used to collect quantifiable data concerning the duties/responsibilities of various jobs. The PAQ is filled in by a job analyst who is acquainted with the particular job. PAQ contains 194 basic elements that may play an important role in the job. The job analyst decides whether each item plays a role and to what extent (5-point scale) 
· The advantage is that it provides a quantitative score of the job on 6 basic dimensions: 
(1) Information input
(2) Mental processes
(3) Work output (physical activities and tools)
(4) Relationships with others
(5) Job context (the physical and social environment)
(6) Other job characteristics (such as pace and structure). 
· PAQ’s real strength is in classifying jobs  compare jobs & determine appropriate pay levels














Part of the PAQ:
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· Functional Job Analysis (FJA): another pre-established questionnaire (quantitative method) that rates a job on responsibilities for data, people, and things from simple to complex. Physical involvement with tangibles (ex: phone) may not seem very important in tasks concerned with data (ex: data analysis) or people (ex: nursing), but its importance is apparent for a worker with a disability  FJA identifies performance standards and training requirements. 
· Allows analyst to answer question: “To do this task and meet these standards, what training does the worker require?”
· Observations: watching employees perform their work and recording the frequency of behaviours or the nature of performance  can use info that is prepared in advance (structured), or in real time with no advance info provided to the observer (unstructured), or a combination of the two.
· Direct observation is especially useful when jobs consist mainly of observable physical activities.  Ex: janitor, assembly-line worker, and accounting clerk. 
· Third-party observation focuses more on reality than perception.  More credible
· Challenge is: observations can influence job behaviour. Also, it’s not appropriate when the job entails a lot of immeasurable mental activity (eg. lawyers). Nor is it useful if the employee engages in important activities that might occur only occasionally (annually)
· Often, direct observation and interviewing are used together
· Participant Diary/Log: workers list every activity in which they engage & the time each activity takes 
· Can produce a very complete picture of the job, especially when supplemented with subsequent interviews with the employee and his supervisor
· The employee might exaggerate some activities and underplay others. However, the detailed, chronological nature of the log tends to minimize this problem.
· The National Occupational Classification (NOC): reference tool for writing job descriptions and job specifications. Compiled by the federal government, it contains comprehensive, standardized descriptions of about 40, 000 occupations and the requirements for each.
· Product of research by Human Resources and Skills Development Canada (HRSDC) 
· Excellent source of standardized job information
· Organizations can access information regarding activities, requirements, competencies required by job title. It is highly recommended that companies who use external sources such as the NOC:
1. Adjust information as required based on their organizational strategy and structure 
2. Update information as required (i.e. term “personnel” was used in 1990’s but is now obsolete) 
3. Engage in the verification techniques (in detail in Step 4)
· The NOC focuses on occupations (rather than jobs). 
· An occupation: a collection of jobs that share some or all of a set of main duties. The jobs within each group are characterized by similar skills.
· To provide a complete representation of work in Canadian economy, the NOC classifies occupations into Major Groups based on 2 dimensions — skill level and skill type. The Major Groups are identified by 2-digit #s & are broken into Minor Groups, with a 3rd digit added, and Unit Groups, with a 4th digit added. Unit Group provides the actual profile of an occupation. Ex: 
1. Major Group 31 — Professional Occupations in Health 
2. Minor Group 311 — Physicians, Dentists, and Veterinarians 
3. Unit Group 3113 — Dentists
· Using Multiple Sources of Job Analysis Information
· Job analysis information can be obtained from individual workers, groups, supervisors, or observers
· Interviews, observations, or questionnaires can be used. 
· Just one source is not wise because each approach has drawbacks (collect from several sources) 
(Ex: Group interview: some members may feel pressure to go along with the group’s consensus)

4) VERIFYING INFORMATION
· Gathers and analyzes employee feedback to assist with decision making
· The job analysis information should be verified with any workers performing the job and with the immediate supervisor  helps confirm that information is correct & complete, and gets worker acceptance
· Increases reliability and validity in 2 ways:
1) Inconsistency can be probed to know why the inconsistency exists/what should be done 
2) Participants in the data collection techniques will be more honest and consistent knowing that they may later be held accountable for their contributions





5) WRITING JOB DESCRIPTIONS AND SPECIFICATIONS
· Job Descriptions: list of the duties, responsibilities, reporting relationships, and working conditions of a job – one product of a job analysis  what you do, how, and under what conditions
· No standard format used; most include job identification, job summary, relationships, duties and responsibilities, authority of incumbent, performance standards and working conditions
· Job Identification: several categories of information like position title, department location
· Job Summary: general nature of the job – major functions/abilities
· “Receive, sort, and deliver all incoming mail properly,
· Relationships: Indicates the jobholder’s relationships with others inside and outside the organization
· Duties and Responsibilities: detailed list of the job’s major duties and responsibilities. Each of the job’s major duties should be listed separately and described in a few sentences. 
·  “One item frequently found that should never be included in a job description is a ‘cop-out clause’ 
· “Other duties, as assigned” leaves open the nature of the job & can be subject to abuse
· Authority: define the limits of the jobholder’s authority, including decision-making authority, direct supervision of other employees, and budgetary limitations 
· Performance Standards/Indicators: Standards the employee is expected to achieve in each of the job description’s main duties and responsibilities. Difficult to set standards. Just telling employees to “do their best” doesn’t provide enough guidance.  Be straightforward, “I will be completely satisfied with your work when..." 
· Do this for each duty listed in job description, to get a usable set of performance standards
· Ex) Duty: Meeting Daily Production Schedule
· Work group produces no fewer than 426 units per working day.
· No more than 2% of units are rejected at the next workstation, on average.
· Work is completed with no more than 5 percent overtime per week, on average.
· Working Conditions and Physical Environment: noise level, temperature, lighting, degree of privacy, frequency of interruptions, hours of work, amount of travel, and hazards
· Job Descriptions and Human Rights Legislation: Human rights legislation requires employers to ensure that there is no discrimination on any of the prohibited grounds. Remember key points:
1) Job descriptions are not legally required but are highly advisable
2) Essential job duties should be clearly identified in the job description  Ex: state the % of time spent on each duty or list duties in order of importance are ways to differentiate essential tasks
3) When assessing suitability for employment, training program enrollment, and transfers or promotions, and when appraising performance, the only criteria examined should be the knowledge, skills, and abilities (KSAs) required for the essential duties of the job
4) When an employee cannot perform essential duties due to a prohibited ground (physical disability or religion), reasonable accommodation to the point of undue hardship is required
(Entrepreneurs and HR)
· Job Specifications: A list of the "human requirements," that is, the requisite knowledge, skills, and abilities needed to perform the job — another product of a job analysis
· A lot of this info is in the job analysis questionnaire. The specification clarifies what kind of person to recruit and which qualities that person should be tested for. Sometimes included with the job description.
· Complying with human rights legislation means keeping a few pointers in mind:
· All listed qualifications are BFORs based on the current job duties and responsibilities
· Unjustifiably high educational/experience requirements can lead to systemic discrimination
· The qualifications of the incumbent should not be confused with the minimum requirements (shouldn’t be over or under qualified)
· For entry-level jobs, identify the physical and mental demands  Ex: if the job requires detailed manipulation on a circuit-board assembly line, finger dexterity should be tested. Physical demands analysis (identifies the senses used and the type, frequency, and amount of physical effort involved in the job) is often used to supplement the job specification. This is beneficial when determining accommodation requirements. The mental and emotional demands of a job should be specified so that the demands of applicants can be assessed and accommodation can be identified (See figure 4.9)
· Identifying the human requirements for a job can be accomplished through a judgmental approach (based on educated guesses of job incumbents, supervisors, and HR managers) or statistical analysis (based on the relationship between some human trait or skill and some criterion of job effectiveness). Statistical analysis is more legally defensible. 
· Personality-Related Position Requirements Form (PPRF): survey to assist managers in identifying potential personality-related traits that may be important in a job. Identifying personality dimensions is difficult when using most job analysis techniques, because they tend to be much better suited to unearthing human aptitudes and skills—like manual dexterity. The PPRF uses questionnaire items to assess the relevance of such basic personality dimensions like agreeableness, conscientiousness, and emotional stability to the job. The relevance of these personality traits can then be assessed through statistical analysis.
· Completing the Job Specification Form: Once the required human characteristics have been determined, a job specification form should be completed.
· Writing Competency-Based Job Descriptions: involves a process that is similar to traditional job analysis; manager will interview job incumbents and their supervisors, ask open-ended questions regarding job responsibilities and activities, and identify critical incidents that pinpoint success on the job  useful in organizations that use competency-based pay
· See figure 4.10 in textbook for job specification example, and 4.8 for job description example
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6) COMMUNICATION AND PREPARATION FOR REVISIONS
· Internal and external factors influence organizational strategy, structure, or processes. Most organizations strategize with a 3-5 year target. Many adjust to environmental factors much sooner. 
· Significant changes like restructuring, new product development, and competition modify how work is done, resulting in a need for revisions to the existing job descriptions and specifications.
· Job analysis must be structured enough to allow for modifications as required while still providing current and future employees with an understanding of what they are expected to do. 
· Once a system is developed to collect data, an organization may choose to:
a) Regularly update the data collected in a proactive manner, OR
b) Develop systems to collect data on an ongoing basis, OR
c) Adjust job analysis activities in a reactive manner after a significant organizational change 
· Information provided from the job analysis must be communicated to all relevant stakeholders. 
· Ex: employees must be aware of the core job requirements, line managers must be aware of job analysis to align expectations of various jobs/manage performance and HR planning activities; recruiters determine and assess the desired KSAs to develop job ads, etc.
· Job analysis =cornerstone that is critical to other organizational activities related to labour and work processes
Chapter 5 – Human Resources Planning

THE STRATEGIC IMPORTANCE OF HUMAN RESOURCES PLANNING
· Human Resources Planning (HRP): forecasting future human resources requirements to ensure that the organization will have the required # of employees with necessary skills to meet its strategic objectives 
·  proactive process that anticipates & influences organization’s future by forecasting demand & supply of workers under changing conditions and developing plans to satisfy these needs
· Helps achieve strategic goals & objectives, achieves economies in hiring, make major labour market demands, anticipate & avoid labor shortages and surpluses, control or reduce labour costs 
· Has become as key strategic priority for HR department and for strategic business planners
· Existing labour shortage in Canada is forecast to increase to 1 million workers over the next 15 years 
· Canada is in the beginning stages of a major labour shortage (baby boomers retiring, not enough people to take their positions) – 2/3 job openings in future will be to replace retired workers
· And fertility rates are declining; these are creating fierce labour competition (need effective HRP even more!)
Lack of/inadequate HR programs in an organization can result in:
1) High costs when unstaffed positions create inefficiencies and severance pay for workers being fired
2) Can create situation where one department laying off worker while another is hiring workers with similar skills  reduce productivity  turnover 
3) Greater concern is that ineffective HRP can lead to an organizations inability to accomplish short-term operational plans or long-range strategic plans. 
The key steps in the HRP process include analyzing forecasted labour supply, forecasting labour demand, and then planning & implementing HR programs to balance supply and demand:
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The Relationship between HRP and Strategic Planning
· HRP (Human Resource Plan) must align with the overall goals of the organization & their Long-Term/Short-Term strategic plans. Failure to integrate HRP and strategic planning can have very serious consequences.

The Importance of Environmental Scanning 
· Environmental scanning: an assessment of external factors influencing the organizations ability to find and secure talent from the external labour market including economic, competitive, legislative, social, technological, and demographic trends 
· Critical component of HRP and strategic planning process. 
External factors most frequently monitored include:
1) Economic conditions: low unemployment = organization must be more aggressive in recruiting (selection may be more scarce)
2) Market and competitive trends: compensation policies that lag behind competitors’ may result in higher turnover or more difficulties in attracting talent
3) New or revised laws and decisions of courts: raise in minimum wage can inflate cost of labour, creating pressure to reduce labour expenses
4) Social concerns (healthcare, childcare, educational priorities): trend toward securing higher education can reduce the size of available external workforce in the Short-Run (but good in the Long-Run because of specialized training)
5) Technological changes affecting processes, product and people: A new technology developed at a university can be implemented in an organization (automation reduces the labour demand)
6) Demographic trends of an internal & external labour force: will be difficult to find diverse full-time employees in a retirement town

Steps in Human Resource Planning
· HRP is critical to organizations success: aligns forcasted labour supply with predicted demands of organization
· Before embarking on an HR planning exercise, current HR levels must be assessed  understanding the internal labour force in the present = basis for many demand/supply estimates 
· Numerous sources of infomation for identifying existing talent in an organization. 
· Organization chart (macro level info) can provide planners with an understanding of the organizational structure, business units, career paths…
· Then, micro level info: how many workers the company currently has at each level, what existing skill sets the employees have, demographic info, etc.
· Organization must forecast future HR demand (# workers and skill sets needed) and forecast HR supply (internal availability of workers)  then, identify potential labour imbalance issues  leads to development & implementation of plans to balance HR 

FORECASTING THE AVAILABILITY OF CANDIDATES (SUPPLY)
· How will projected job openings be filled? Two sources of supply:
1) Internal: present employees who can be trained/transferred/promoted to meet anticipated needs
2) External: people in the labour market not currently working for the organization
· External factors can create challenges during recruitment of candidates (ex: literacy levels of target population) & can impact how much compensation an org. must provide to secure top talent.
· Trends in the external labour force have a direct impact on projections of internal labour force  Ex: low unemployment times = internal workforce more inclined to seek jobs elsewhere 



Forecasting the Supply of Internal Candidates
· Management must determine how many candidates for projected openings will come from within the firm 
· Skills inventory and Management Inventories: should be updated regularly (2 years) to be useful 
· Skills inventories contain comprehensive info about the capabilities of current employees. Data gathered include age, name, date of employment, position etc.  identify eligibility of transfer
· Data pertaining to managerial staff are compiled in management inventories: records summarizing their qualifications, interests, and skills, # and types of employees supervised, etc.
· Replacement Charts and Replacement Summaries
· Replacement charts: visual representation of who will replace whom in the event of a job opening. Likely internal candidates are listed with their age, present performance rating, and promotability status  potential internal candidates for the firm’s most critical positions. 
· Assumes that the organization chart will remain static for a long period of time and usually identifies three potential candidates for a top-level position if it became vacant. 
· To be objective, this information can be supplemented by results of psychological tests
· RCs provide a quick reference tool but contain little information, so instead, use replacement summaries: lists likely replacements for each position and their relative strengths and weaknesses, as well as info about current position, performance, promotability, age and experience. 
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· Succession Planning: ensuring a suitable supply of successors for current and future senior or key jobs so that the careers of individuals can be effectively planned and managed  extends beyond the replacements chart by focusing on developing people vs. just identifying potential replacements. 
· Stronger focus on skills development for a specific list of potential successors within an org. 
· When companies were hierarchical and workers remained in a firm for years, executive succession was straightforward  people climbed up the ladder one rung at a time
· Employee turnover and flatter orgs mean that the line of succession is no longer direct 
· Succession planning requires balancing the organizations top management needs with the potential career aspirations of available candidates. Succession should include:
1) Analysis of demand for managers and professionals in the company
2) Audit existing execs and projection of likely future supply
3) Plan individual career paths based on objective estimate of future needs, performance, etc.
4) Career counseling, performance related training & development to prepare workers
5) Accelerated promotions; target development at future business needs 
6) Planned strategic recruitment  get people who meet future AND current needs
· Markov Analysis: method of forecasting internal labour supply by tracking the pattern of worker movements through various jobs and developing a transitional probability matrix 
· Forecasting internal supply by specific categories such as position and gender
· Shows actual # and % of workers who remain in each job from one year to the next, as well as the proportions promoted, demoted, transferred, and leaving the organization
· These proportions (probabilities) are used to forecast human resources supply 
· In addition to quantitative data, the skills & capabilities of current employees must be assessed and skills inventories prepared. From this information, replacement charts or summaries can be developed. 
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Article: Succession Planning & Family Businesses
· Multigenerational family controlled businesses often struggle with succession planning
· 1/3 of family owned businesses survive to the 2nd generation, and of these, only 1/3 move to 3rd gen
· Topic for potential retirement planning of the business owner is difficult to address 
· Tough decision of determining who will inherit the business (many ignore this issue)
· Family business is a great source of pride for business owner. Concept of retirement is incomprehensible. There’s a risk that the successor will not agree with business owner.
· Within a family there may not be a qualified or interested successor 

Forecasting the Supply of External Candidates
· Maybe no current workers are qualified (entry-level), or these are jobs that experience significant growth 
· Key factor to determine the # of positions that must be filled externally is the effectiveness of the organization’s training, development, and career planning initiative 
· If workers aren’t encouraged to expand their capabilities, they may not be ready to fill vacancies as they arise, and external sources must be used
· To project the supply of outside candidates, employers assess 3 things:
1) General Economic Conditions: impact of natural fluctuations in economic activity, which impacts all businesses – interest rates, wage rates, rate of inflation, and unemployment rates. 
· Lower unemployment rate = smaller labour supply = more difficult to recruit employees 
2) Labor Market Conditions: demographics of those in the population such as education levels, age, gender, marital status, etc.  Remain stable and can be forecasted with a high degree of accuracy (Statistics Can.)
· Large portion of population is expected to retire over the next decade, decreasing the size of the labour force  this is good for graduating students and immigrants to get jobs 
3) Occupational Market Conditions: forecast the availability of potential candidates in specific relevant occupations for which they will be recruiting  Ex: shortage in the oil and gas sector in Alberta 

FOREACASTING FUTURE HUMAN RESOURCES NEEDS (DEMAND)
· HRP must properly forecast the number and type of people needed to meet organization objectives
· Demand for a product or service is important, so sales are projected first, then volume of production required to meet sales is determined. Staff needed to maintain this volume is estimated but…

Other factors should also be considered:
1) Projected turnover as a result of resignations or terminations
2) Quality and nature of workers in relation to what management sees as the changing needs of the org.
3) Decisions to upgrade the quality of products/services or enter into new markets which may change the required employee skill mix
4) Planned technological and administrative changes aimed at raising productivity and reducing employee head count, such as the installation of new equipment/introduction of financial incentive plan
5) Financial resources available to each department (Ex: A budget increase may enable higher wages or hire more people; conversely, a budget crunch might result in wage freezes or layoffs)
· In large organizations, needs forecasting is mainly quantitative and is done by highly trained specialists
· Qualitative approaches to forecasting range from sophisticated analytical models to informal expert opinions about future needs  subjective interpretations or estimates

Four Quantitative Approaches:
Quantitative Approaches: numerically or mathematically grounded, and therefore more objective in nature.
1) Trend analysis: Study of a firm’s past employment levels over a period of years to predict future needs   Valuable as an initial estimate only because other factors affect future staffing needs (Ex. Change in sales)
2) Ratio analysis: Forecasting technique for determining future staff needs by using ratios between some causal factor (ex. sales volume) and the # of employees needed (Like trend analysis, it assumes productivity stays about the same)
3) Scatter plot: Graph technique used to help identify the relationship between 2 variables  If related, then when the measure of business activity is forecast, HR requirements can also be estimated 
4) Regression analysis: Statistical technique involving the use of a math formula (determine line of best fit) to project future demands based on an established relationship between an organization’s employment level (dependent variable) and some measurable factor of output (independent variable, like sales)            Determines magnitude and direction of the relationship between variables to develop predictions 

Two Qualitative Approaches 
Qualitative Approaches rely solely on expert judgements.
· It’s rare that any historical trend, ratio, or relationship will continue unchanged into the future. Judgment is thus needed to modify the forecast based on anticipated changes.
1) Nominal Group Technique: Decision-making technique that involves a group of experts meeting face-to-face (used to deal with issues and problems) Steps:
1. Each member independent write down his ideas on the problem/issue (estimates of demand)
2. Going around, each member presents 1 idea until all ideas have been presented & recorded
3. Clarification is sought as necessary, followed by group discussion and evaluation
4. Each member is asked to rank the ideas, independently and in silence.
· Advantage: involve key decision makers, future focus, group discussion facilitates idea exchange
· Drawbacks: subjectivity, potential for group pressure to lead to a less accurate assessment 
2)  Delphi Technique: A judgmental forecasting method used to arrive at a group decisions, involving outside experts as well as organizational employees. Ideas exchanged without face-to-face interaction and feedback is provided and used to fine-tune independent judgments until consensus is reached.
1. Problem is identified and each member submits a potential solution by completing a carefully designed questionnaire. Direct face-to-face contact isn’t allowed.
2. After each member independently and anonymously completes the initial questionnaire, the results are compiled at a centralized location.
3. Each group member is then given a copy of the results.
4. If there are differences in opinion, each individual uses the feedback from other experts to fine-tune his or her independent assessment.
5. The third and fourth steps are repeated as often as necessary until a consensus is reached.
· Useful for long-range forecasting and other strategic planning issues
· Advantage over nominal technique: Involvement of key decision makers and a future focus; in addition, it permits the group to critically evaluate a wider range of views
· Drawbacks: Judgments may not efficiently use objective data, the time and costs involved, and the potential difficulty in integrating diverse opinions.

Gap Analysis: Summarizing HR requirements
· Result of forecasting process = estimate of Short-Term and Long-Range HR requirements  Long-Range plans are general and may not include specific numbers 
· Short-Term plans are more specific and are often depicted in a Staffing Table: Pictorial representation of all jobs within the organization, along with the # of current incumbents and future employment requirements (monthly or yearly) for each:
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PLANNING AND IMPLEMENTING HR PROGRAMS TO BALANCE SUPPLY AND DEMAND
· Supply and demand have been estimated so now program planning and implementation begin
· To successfully fill positions internally, organizations must manage performance & careers
· Performance is managed through designing jobs and quality-of-work-life initiatives, establishing performance standards/goals, coaching/measuring/evaluating/implementing suitable reward structures
· To manage careers, policies & systems must be established for recruitment, selection, and placement, and training & development, job analysis, individual assessment, replacement/succession planning, career tracking as well as career planning and development
· Strategies must be formulated to balance supply and demand considerations…
Three scenarios:
1) Labour Equilibrium: projected labour demand LD = projected labour supply LS  RARE
· Organization does not need to change course of action
· Existing plans to replace outgoing employees should be maintained by promoting or transferring internal members of the organization as well as recruiting external laborers
2) Labour surplus: projected Labour Supply > projected Labour Demand  Solutions: 
· Hiring freeze: openings are filled by reassigning current employees and no outsiders are hired 
· Attrition: normal separation of employees from an organization because of resignation, retirement or death  (surplus is slowly reduced by attrition)
· Drawback: takes a long time to reduce the surplus, firm has no control over who stays/leaves
· Early retirement buyout programs: accelerate attrition through a buyout program (incentive) 
· Drawbacks: Must be handled carefully to be successful so that key people do not leave the firm and it requires a great deal of money upfront
· You also must make sure early retirement is voluntary (human rights legislation)
· Job sharing: dividing the duties of one position between 2 or more employees (reduces hours worked)
· Benefits: Reducing Full-Time to Part-Time avoids layoffs and gives workers more free time and organization benefits by retaining good employees
· Work sharing: workers work 3-4 days a week and receive EI benefits on their non-workdays 
· Reduced workweek: employees work fewer hours and receive less pay (No EI)  retains skilled workforce, lesson the financial and emotional impact of a full layoff, and reduce production cost 
· Drawback: difficult to predict with accuracy how many hours should be scheduled each week
· Layoff: temporary or permanent withdrawal of employment due to business or economic reasons            Usually permanent but sometimes necessary to reduce the impact of economic downturn 
· Termination: permanent separation from the organization because of job performance reasons
· Leave of absence: voluntary, temporary withdrawal of employment with guaranteed job upon return     Can be paid or unpaid, but seniority and benefits remain intact (terms of leave must be clearly outlined) 
· Easing the Pain of Labour Surplus Management: Researchers found no consistent evidence that downsizing led to improved financial performance in Fortune 500 companies, largely due to:
· Survivor syndrome: negative emotions by employees remaining after a major restructuring which can include feelings of betrayal or guilt  stress, reduced performance  high costs 
To ease financial burden of layoffs organization offer:
· Supplemental unemployment benefits: top-up of EI benefits to bring income levels closer to what an employee would receive if on the job  negotiated trough collective bargaining between employee and employer  benefits payable until pool of funds set aside is gone
· Severance package: lump-sum pay and continuation of benefits for a specified period of time
· Provided when employees are being terminated through no fault of their own in order to avoid wrongful dismissal lawsuits  legally required for mass layoffs 
· Consider: age, likelihood of getting a new job, years of service, salary, etc.
· Golden parachute clause: guaranteed to certain executives by the employer to pay specified compensation and benefits in the case of termination because of downsizing or restructuring
· Outplacement assistance: offered by an outside agency, can assist affected employees in finding employment elsewhere
3) Labour shortage: projected Labour Demand > projected Labour Supply (internal supply of HR can’t meet organizations needs)
· Starts by scheduling overtime hours or subcontracting work or hiring temporary workers
Internal solutions: 
· Transfer: lateral movement from one job to another that is relatively equal in pay, responsibility, or organizational level  may lead to more effective use of human resources, broaden skills and perspectives, and help workers be better candidates for future promotions 
· Promotion: movement of an employee from one job to another that is higher pay, responsibility or organizational level  based on merit (performance), seniority, or both 
· Employee retention mitigates potential labour shortages  focus on retaining key workers 
External solutions: recruiting right quality/quantity of talent needed to meet Long-Term goals & strategy
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Chapter 6 – RECRUITMENT
Strategic Importance of Recruitment:
· Human Talent = world’s most sought-after commodity
· Recruitment: the process of searching out and attracting qualified job applicants  Begins with the identification of a position that requires staffing and is completed when resumes or completed application forms are received from an adequate number of applicants
· Those with best recruiting financially outperform other companies & has higher shareholder value
· An HR team can have recruiters: specialist in recruitment whose job is to find and attract capable applicants     becoming critical to achieving strategic objectives due to talent shortages 

Employer Branding
· Employers must remain permanently visible to potential employees, establishing and maintaining relationships with potential candidates before they begin pursuing a new job 
· Crucial for hard-to-fill or mission-critical positions
· Proactive employers want competitive advantage in recruitment “employers of choice” through employer branding
· Employer branding: image/impression of an org as an employer based on benefits of being employed by that organization  Attract people to apply to the organization and earn loyalty of current employees
· It’s a promise made to employees and their perception of how well that promise is delivered
· Branding is important during recruitment to applicants who are AND are not hired, because they’ll communicate their experience as an applicant to other job seekers 
· Includes experiences candidate goes through while interacting with org during the recruitment process, including: 
· experience when they go to the company’s website
· whether HR sends acknowledgement thanking candidate who sends in a résumé
· how candidates are greeted by receptionist when they make initial contact 
· ability of the interviewer to articulate organization’s values and culture
· Employer branding involves three steps:
1) Define the target audience, where to find them, and what they want from an employer
2) Develop the employee value proposition: the reasons why the organization is a more attractive employer for the target  Use concrete facts, policies, survey results. Ensure that current managers can deliver the value proposition by guiding and mentoring workers. 
3) Communicate the brand by incorporating the value proposition into all recruitment efforts: should reinforce current/potential workers of promises in the value prop and of the org’s ability to deliver it through their managers  internal & external communication using various channels 
· Ex: McDonald’s used focus groups to identify interest of a target market for recruitment, young people. Results said they’re interested in balancing freedom and earning money. So they offered flexible hours, uniform choices, & scholarships for its value proposition: “we take care of our employees.” – resulted in an increased number of young people that recognized McDonalds as a great place to work

THE RECRUITMENT PROCESS
1) Jobs openings are identified through HR planning or manager request. HR plans indicate present and future openings and specify which should be filled internally/externally. Openings can also arise unexpectedly.
2) Job requirements are determined: review the job description and specifications and update them 
3) Recruiting sources and methods are chosen: decide whether to start with internal or external. There is no single best recruiting technique, and this depends on many factors. 
4) A pool of qualified recruits is generated: the requirements of employment equity act and the organization’s diversity goals should be reflected in this applicant pool 
· Recruiter must be aware of constraints affecting recruitment  constraints from organizational policies (ex: promote-from-within policies), compensation policies (affects job attractiveness), monetary/non-monetary inducements provided by competitors
· Biggest constraint on recruitment at this time = current labour shortage
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DEVELOPING AND USING APPLICATION FORMS
· Application forms are usually the last step of recruiting  efficient means of collecting verifiable data in a standardized format  has information about education, work history, other job-related skills
· Most firms use a standard application form because:
· Facilitates comparison of candidates because info is collected uniformly 
· Info that the company requires is specifically requested (rather than what candidate wants to share)
· May be used as a sample of the candidate’s own work (vs. resumes that had outside help)
· Includes a written authorization for reference checking
· Includes acknowledge that the info provided is true and accurate  protects organization from applicants who falsify their credentials 
· Many application forms include an optional section regarding designated group member status  used for employment equity tracking purposes
· Biographical Information Blank (BIB or biodata form); detailed job application from requesting biographical data found to be predictive of success on the job  background, experiences, preferences  responses are scored 
· Questions relating to ground prohibited under human rights (age, gender, race) cannot be used 
· Difficult to fake since these questions don’t really have right/wrong answers 
· Online Applications: more common now instead of pen & paper applications 
· Reduce risk of lost applications
· Increase exposure level of job ad (global reach)
· May reduce biases based on face-to face meetings
· May result in large # of applications  could be bad  pressure to manage high volume 
· HRIS can automatically code and store applications, allowing HR professionals to search through applications using search functions. HRIS can pre-screen applicants against predetermined criteria, providing an automated shortlist of qualified candidates  Criteria must be valid 

RECRUITING FROM WITHIN THE ORGANIZATION
· Current employees are generally the largest source of recruits. Advantages:
· Rewarding competence enhances commitment, morale and performance
· Insiders may be more committed to goals of organization and less likely to leave 
· Managers have longer-term perspective when making business decisions
· More accurate assessment of candidate’s skills and performance level
· Require less orientation
· According to human capital theory, the accumulation of firm-specific knowledge and experience involves a joint investment by both the employee and employer, thus, both parties benefit from maintaining a LT relationship 
· Disadvantages from recruiting from within
· Discontent of unsuccessful candidates
· Time consuming for managers to post and interview all candidates if one is already preferred
· Employee dissatisfaction with insider as new boss  boss no longer is “one of the gang” 
· Possibility of “inbreeding” so they make decisions by the book to maintain status quo when new or innovative direction is needed

Internal Recruiting Methods
· Job Posting: process of notifying current employees about vacant positions
· Many organizations use computerized job-posting systems where job postings are on the intranet, bulleting board or employee publications
· Advantages
· Provides every qualified employee with a chance for a transfer or promotion
· Reduces the likelihood of special deals and favouritism
· Demonstrates the organization's commitment to career growth and development
· Communicates to employees the organization's policies and guidelines regarding promotions 
· Provides equal opportunity to all qualified employees and transfers
· Disadvantages
· Unsuccessful job candidates may become demotivated, demoralized, discontented, and unhappy if feedback is not communicated in a timely and sensitive manner
· Tensions may rise if it appears that a qualified internal candidate was passed over for an equally qualified or less qualified external candidate
· The decision about which candidate to select may be more difficult if there are two or more equally qualified candidates
· Human Resources Records: used to ensure that qualified individuals are notified in person of vacancies 
· Examination of employee files may uncover employees who are working in jobs below their education or skill levels, people who already have the KSAs, or has potential to move up with proper training
· Skills Inventories: better tool; can be used instead of job postings, but often used as supplement 
· Review of qualification, interest skills of existing employees to ensure 

Limitations of Recruiting from Within
· Rarely possible to fill all non-entry-level jobs with current workers 
· Middle/upper-level jobs may be vacated unexpectedly and have no qualified replacements internally or require such specialized training and experience that there are no internals ready yet 
· External recruitment is good for getting latest knowledge and expertise or to gain new ideas 

RECRUITING FROM OUTSIDE THE ORGANIZATION
· Unless there’s workforce reduction, external recruitment is eventually necessary 
· Advantages:
· A larger pool of qualified candidates; may have a positive impact on quality of selection decision 
· Availability of a more diverse applicant pool helps meet employment equity goals 
· Acquisition of new skills, knowledge, ideas and creative problem-solving techniques 
· Elimination of employee rivalry and competition for transfers and promotions
· Cost savings from hiring individuals who already have necessary skills (less training needed)

Planning External Recruiting: What to Consider
· Type of job affects recruitment method chosen (Ex: Usually use professional search firms for hiring executives) 
· Yield ratios: % of applicants that proceed to next stage of selection  help to indicate which recruitment methods are the most effective at producing qualified job candidates. 
· Time lapse data: the average # of days from when the company initiates a recruitment method to when the successful candidate begins to work  used to determine when to start recruit efforts 
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External Recruiting Methods
· Most successful way to find a job is through traditional networking following by online job boards 
· Traditional networking: employee referrals, former workers who remain in contact with the organization, concentrated job fairs based on relationships formed with educational institutes, professional and trade associations, labour organizations, and military personnel
· Online job boards: traditional job boards, corporate websites, government-initiated job boards
· Employee referrals: cash awards may be offered for employee referrals that culminate in a new hire (since no ad/agency costs are involved, still a low cost)
· Disadvantage: potential for inbreeding, systemic discrimination & nepotism: preference for hiring relatives of current employees (morale problems/dissatisfaction among employees whose referrals were not hired)
· Former employees: may be interested in rejoining the organization in the future 
· Educational institutions: recruiting at these is effective when candidates require formal training but need little FT work experience 
· Internships and co-op is a win-win situation  inexpensive opportunity to assess potential employees while benefiting from the current knowledge and enthusiasm of talented individuals. 
· Co-ops have been exposed to the organization before, so they’re less likely to leave shortly after permanent hire than recruits with no previous exposure to the firm 
· Open houses, job fairs: draw out scarce talent in an ultra-right job market 
· Onsite job fair: recruiters share information about the organization/job opportunities in an informal manner
· Online job fair: can connect with wider geographical audience 
· Professional and trade associations: helpful when recruiters are seeking individuals with specialized skills in fields like IT, engineering, HR and accounting, and especially if experience is a requirement
· They conduct ongoing placement activities son behalf of their members, and most regularly send their members newsletters in which organizations can place job ads  attracts people who hadn’t previously thought about changing jobs, and those actively seeking jobs 
· Employers can pay to access member resume’s to search, sort, and pre-screen qualified candidates
· Labour organizations: union maintains a roster of members, whom it sends out on assignment as request from employers are received  obtain recruits through union hiring halls (particularly in construction industry)
· Military personnel: potential recruits; the CFLC promotes the hiring of reservists by civilian employers, and encourages civilian employers to give reservists time off for military training 
· Online recruiting: used by majority of companies and Canadian workers to research prospective employers, review job postings, complete online applications and post resumes (large audience for posting/talent pool)
· Internet job boards: fast, easy, allow recruiters to search for candidates for positions in 2 ways:
1) Companies can post a job opening online (often for a fee) and customize it by using corporate logos and adding details about benefits and culture. Job seekers can search through the postings, use filters, and apply through the job board. (Many postings on one site)
2) Job seekers can post their resumes on the boards, and firms can search the data base (hundreds of job boards in Canada, largest: Workopolis and Monster)
· Advantage: candidate assistance with self-assessment/resume writing, pre-screen assistance recruiters
· Problem: vulnerable to privacy breaches from fake job postings (identity theft from resumes)
Due to overabundance of applications, many employers are using their own website to recruit:
· Corporate websites: promotes the employer brand, educates the applicant about the company, captures data about the applicant, and important link to job boards where a company’s positions may be advertised. 
Best practices:
1) Include candid info about company culture, career paths, business prospects
2) 3rd party sources of info on your company (articles, ranking, awards)
3) Separate sections for different job seekers (students vs. part time)
4) Direct link from home page to career page
5) Job search tool allows applicants to search open job positions by location & job category
6) Standardized application or resume builder to allow for easy screening
7) “Email to a friend” options for visitor referrals 
· Customers, investors, and competitors visit corporate websites, so it’s important to have a link from homepage leading directly to careers section to make it easy for “passive job seekers” to pursue job opportunities within the company 
· Human Resources and Skills Development Canada (HRSDC): helps unemployed individuals find suitable jobs and help employers locate qualified candidates to meet their need  NO cost 
· Job Bank is the largest web-based network of job postings for Canadian employers  free 
· Job Match: web-based recruitment tool that matches employer’s skill requirements with skill sets  job seekers receive a list of employers with a matching vacancy, and employers receive list of candidates who are qualified 
· Executive search firms: used to fill critical positions in a firm (middle to senior professional/management)
· Firms often specialize in a particular type of talent (execs, sales, scientific, etc.)
· They understand the market place, have many contacts, and are adept at contacting qualified candidates who are employed and not actively looking to change jobs (use “headhunters” who are more like salespeople who try to persuade the employer to hire a candidate)
· Cannot do well if given inaccurate/incomplete information about the job/firm 
· Private employment agencies: provides assistance to employers seeking clerical staff, functional specialists, and technical employees 
· Employers are often charged a fee 15-30% of first year’s salary of the person hired through the agency referral  varies depending on volume of business provided by the client & type of employee 
· 2 basic functions:
1) Expanding the applicant pool
2) Performing preliminary interviewing and screening 
· Specific situations where an employment agency may be used for recruiting:
· The organization does not have an HR department or anyone with the requisite time/expertise
· Firm has experienced difficulty in generating a pool of qualified candidates for the position or a similar type of position in the past
· Particular opening must be filled quickly
· There’s a desire to recruit more designated group members than the firm can on its own
· Recruitment effort is aimed at reaching people who are currently employed and may thus feel more comfortable answering ads with an employment agency
· Agency staff is usually paid by commission  desire for commission can compromise their professionalism
· Cold calls: walk-ins and write-ins 
· Walk-ins: people who go to orgs in person to apply for jobs without referral or invitation 
· Write-ins: people who submit unsolicited resumes to orgs 
· Screened and if suitable, the resume is retained on file for 3-6 months or passed on to the relevant department manager if there is an immediate/upcoming opening available 
· Online Networking Sites: many organizations are turning to social media to find young, tech-savvy recruits 
· They can connect to people at no cost  virtual recruitment booths & company profiles 
· Drawback: possibility of unhappy workers or customers posting negative comments on the site
· Print advertising: in newspapers and other print media (still a very common method of recruiting)
· 2 issues must be addressed for ads to bring wanted results:
1) Medium to be used: depends on types of positions for which organization is recruiting
2) Construction of the ad: 
· 4 point-guide AIDA should be kept in mind as the ad is being constructed
1) Attract attention: key positions should be advertised in display ads (rather than classified ads)
2) Develop interest: point out the range of duties or amount of challenge (job specifications should always be included)
3) Create desire for the job: capitalize on the interesting aspects of the job or point out unique benefits or opportunities associated with it  target audience should be kept in mind
4) Instigate action: to prompt action ads should include a closing date and a statement like “call today”
· 2 types of newspaper ads:
a) Want ads: describe the job and specifications, compensation, and hiring employer 
b) Blind ads: omit the identity/address of the hiring employer  job seekers may not respond because there’s danger of sending a resume to the firm at which they’re currently employed 
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Recruiting Non-Permanent Staff
· Many companies have increased their use of contingent workers to attain labor flexibility and acquire employees with special skills on an as needed basis. 
· Temporary Help Agencies: provide temporary workers to cover or employees who are ill, on vacation, or on a leave of absence, handle seasonal work, peak workloads, and special projects 
· Reassigned to another employer when their services are no longer required
· Benefits of Hiring Temp Worker:
a) Cost less than permanent employees (less compensation and training) 
b) Immediate replacement of an unsuitable temporary worker
c) Workers are often highly motivated, knowing they may become FT employee 
· Contract Workers: work directly with the employer for a specific type of work or period of time. 
· Many professionals with specialized skills; Project managers, accountants, lawyers
· Can be self-employed or full-time, but hard to find a full-time job because of cutbacks (firms hire their own retired staff to come back on contract)
· Benefits to hiring Contract Workers:
a) Coverage for seasonal or unplanned peaks in business
b) Specialized work or projects
c) Reduced layoffs during downturns

RECRUITING A MORE DIVERSE WORKFORCE
· Attracting a diverse workforce is not just socially responsible, it’s a necessity
· Hire older workers, decease in availability of young workers, and increase in the number of women, visible minorities, Aboriginal people, and persons with disabilities 


Attracting Older Workers
· Workers at or beyond retirement age are being encouraged to stay at work or are being hired 
· Typically have high job satisfaction, strong sense of loyalty and work ethic, good people skills
· Willingness to work in a variety of roles, including part-time
· They are an underutilized, skilled labour pool in Canada - try to hire them and keep them in the company 
· Most common recruitment for them is rehiring former workers and retirees 
Considerations:
· Remove stereotypical attitudes through education
· Ensure that HR policies do not discourage recruitment of older workers
· Develop flexible work arrangements 
· Redesign jobs to accommodate decreased dexterity and strength

Attracting Younger Employees
· High energy, enthusiasm, physical strength (benefits to a multigenerational work force)
· Good to have workers that mirror your customer base 
· Younger members of workforce are from Gen X and Gen Y cohorts
· Provide independence and work-life balance to attract Gen X-ers 
· Give variety of experiences and value social responsibility, diversity, creativity to attract Gen Ys
· Young workers want to create friendships  you have to have a social flair to catch their eye 
· Gen Y’s said the top 3 ways an org can attract them is to offer competitive salary, casual work environment, and growth/development opportunities (mentoring, training) 
· They like state-of-the-art technology, regular feedback, tuition reimbursement programs, strong reward and recognition programs, and connection to the mission/vision of the org 
· The younger gen arms to take advantage of technology to make job search successful/easier 
· Certain key words attract younger gens to an organization’s ads when they do online searches  short, snappy copy that gets right to the point of what they’ll be doing (ex. “work-life balance”)

Recruiting Designated Group Members
· Assists in goal of employment equity by attracting members of designated groups like Aboriginals, women and visible minorities, people with disabilities 
· Employer must be committed to equality and diversity, and this must be clear to everyone in the recruitment process  the employees who are asked for referrals or private employment agencies 
· Consider:
· Alternative publications for recruitment targeted at designated group members 
· Liaise with agencies assisting designated groups

Workforce Diversity
· Employers want to hire people with disabilities, and qualified candidates are available 
· Putting employers and job seekers together needs better coordination 
· Inclusiveness is a competitive advantage that lets an org better connect with a diverse community and customer base  larger pool of strong job candidates in a time of skills shortages 
· There is a disconnect between employers, people with disabilities, and the service providers who help these individuals enter the workforce  lack of communication 
· Some disability orgs have made significant inroads in their regions by using employer partnerships 
Chapter 7 – SELECTION

THE STRATEGIC IMPORTANCE OF EMPLOYEE SELECTION
· Selection: Choosing among people who have been recruited to fill existing/projected job openings
· Begins when a pool of applicants has submitted resumes/application forms as a result of recruiting 
· Selection process has important strategic significance  quality of company’s HR is the most important factor in determining the firm’s survival and to reach objectives in the strategic plan
· Successful candidates must fit with the strategic direction (future goals) of the organization  If firm wants to expand internationally, important selection criteria = language skills/international experience
· When someone’s terminated, the hidden costs are often higher than recruitment costs (for replacement) because of internal disorganization, disruption, and customer alienation 
· HR legislation in every Canadian jurisdiction prohibits discrimination in all aspects, terms, and conditions of employment  race, religion, colour, marital status, gender, age, disability 
· Selections procedures must be free of both intentional and systemic discrimination 
· Orgs required by law to use am employment equity plan must ensure that their employment systems are bias-free and don’t have an adverse impact on the 4 designated groups (women, visible minorities, Aboriginal people, persons with disabilities) 
· Negligent/wrongful hiring; employers are liable when workers with unsuitable backgrounds are hired and then engage in criminal activities falling within the scope of their employment 

Guidelines for avoiding negative legal consequences:
1) Ensure that all selection criteria and strategies are based on the job description & specification
2) Adequately assess the applicant’s ability to meet performance standards
3) Carefully scrutinize all information on application forms/resumes
4) Get written authorization for reference checks from prospective workers, check references carefully
5) Save all records and information about the applicant during each stage of the selection process
6) Reject applicants who make false statements on their application forms or resumes 

Supply Challenges
· Certain vacant positions may get labour shortages (based on job requirements, location, work environment), etc., while other vacant positions experience labour surplus (due to external environment factors, training and education levels, immigration patterns, etc.) 
· Selection ratio: Number of Applicants Hired / Total Number of Applicants = Selection Ratio
· Ratio of the # applicants hired to the total # of applicants available
· Small ratio like 1:2 indicates limited # of applicants from which to select  may mean low-quality recruits  better to start recruitment process over again, even with a hiring delay because this is better than hiring a worker who is a marginal performer at best
· Large ratio like 1:400 indicates that the job ad is too vague, that the HR team may need to automate the screening, or that more resources are needed to find the right candidate 

The Selection Process
Some firms use a sequential sequence involving a series of sequential steps:
· Multiple-hurdle strategy: approach to selection involving a series of successive steps/hurdles. Only candidates clearing the hurdle can move on to the next step. 
· Screening techniques, including pre-screening, testing, interview, background/reference check
· Meet or exceed the minimum requirements established for that hurdle 
· Organizations rely on many sources of information to assess applicants potential for success for the job
· Number of steps and sequence of selection process can vary between/within organizations 
· Types of selection instruments/screening devices used aren’t standardized across organizations 
· At each step, carefully chosen selection criteria determine which applicants will move on 
· Use job analysis to identify duties, responsibilities, and human requirements for each job  base selection criteria on these requirements to create a legally defensible hiring system 
· People hired after thorough screening against good criteria based on job description and specifications learn their jobs readily, are productive, and adjust to their jobs better
· Effective selection process is made of series of job-related questions for all applicants for a particular job, and some job-related candidate-specific questions. 
Five steps to have effective selection process: (first 2 should occur before recruitment)
1) Decide who will be involved in the selection process and develop selection criteria: clarify and weigh the information in the job description & specifications, and discuss with interview-team (especially those most familiar with the job and co-workers
2) Specify musts and wants and weigh the wants: selection criteria should be divided into 2 
· Must criteria: essential, include measurable standard of acceptability, or are absolute  usually there’s only 2: specific level of education (or equal amount of education & work experience), and a min amount of work experience  can be initially screened by resume
· Want criteria: skills that cannot be screened on paper (verbal skills) or are not readily measurable (leadership ability, teamwork, enthusiasm); not critical qualifications, desirable
3) Determine asset strategies and develop an evaluation form: develop strategies for learning about each want/must criteria. For some qualifications, the team may use several assessment strategies (behavioural questions, situational questions, written test, etc.). Once all criteria have been agreed on and weighted, it becomes the bases for candidate comparison and evaluation.
4) Develop interview questions: to be asked of all candidates, for each KSA assessed during interview. Include job-knowledge/willingness to perform under prevailing work conditions questions
5) Develop candidate-specific questions: open-ended, job-related questions that are planned based on each candidate’s resume and application form

Employment Testing and Interviewing
· For small businesses, 1-2 hiring mistakes can be disastrous  use formal testing program 
· Wonderlic Personnel Test: measures general mental ability. Takes < 15 minutes to administer the 40page booklet. It reads the instructions and keeps time as the candidate works through the 50 problems on the 2 inside sheets. Add up the # of correct answers to get the score.
· Predictive Index: measures work-related personality traits, drives, and behaviours (dominance, extroversion, patience, and blame avoidance) on a 2-sided sheet. Template makes scoring simple. There are 15 standard personality patterns (ex: social interest pattern)
· Computerized testing programs: useful for small employers (ex: typing tests) 
· Interviewing: practical, streamlined employment interview process would proceed as:
1) Preparing for the interview: even a busy entrepreneur or small manager can quickly specify the kind of person best for the job. Focus on 4 basic required factors:
a) Knowledge and experience: what must the candidate know/experience for this job?
b) Motivation: what should they like doing to enjoy this job? What should he not dislike? Are there any essential goals the person should have? Energy demands?
c) Intellectual capacity: any intellectual aptitudes required (math, mechanics, etc.) how complex are the problems? How should they solve the problems (ex: deductively)?
d) Personality: what are the critical traits needed for success? How must he handle stress, pressure, and criticism? What kind of interpersonal behaviour is required in the job up the line, at peer level, down the line, and outside the firm with customers?
2) Specific factors to probe in the interview: situational and open-ended questions to assess his suitability for the job; use the 4 factors just mentioned.
3) Conducting the Interview: devise a plan to guide the interview. Significant areas to cover include the candidate’s educational experience, work experience (summer, PT, and FT), goals and ambitions, reactions to the job, self-assessments, military experiences, outside activities
4) Follow the plan: begin with open-ended question for each topic, like “could you tell me…”. the info must be regarding the 4 factors above. This info can be accumulated and follow up questions on particular areas (could you elaborate…) can be used.
5) Match the candidate to the job: draw conclusions for the 4 factors. His general strengths and weaknesses can be summarized using an interview equation form. The conclusions can be compared to the job description & behavioural requirements when preparing for the interview. 

Acquiring Employees and the Law
· All information collected should be free from questions that would classify candidates based on any of the prohibited grounds under human rights legislation 
· Can’t ask for a picture, info about illnesses, disabilities, or workers’ compensation claims, or info that can lead to discrimination
· If process collects prohibited ground info, the unsuccessful candidate can challenge the legality of the recruitment and selection processes  burden of proof is on the employer 
· Keep the following guidelines in mind:
1) Selection personal cannot ask questions that violate HR legislation, directly/indirectly (ie. regarding marital status, childcare arrangements, ethnic background or workers compensation history)
2) All candidates must be treated in the same manner. However, accommodation must be provided to applicants with disabilities.
3) Cutting short an interview based on preconceived notions about gender/race of the ideal candidate must be avoided  illegal differential treatment
4) Helpful phrase to remember when designing selecting criteria is “this job requires…”  you can gather all the required information to assess applicants without infringing on legal rights

Principles for Assessment Accommodations for persons with disabilities
1) Provide all applicants with equal opportunity to fully demonstrate their qualifications: adjustments must be made to the admin procedures or assessment instrument because people with disabilities can’t demonstrate his qualifications all the time
2) Determine assessment accommodations on a case-by-case basis: 3 elements to consider 
a) The nature and extent of his functional limitation
b) Type of assessment instrument being used
c) Nature and level of the qualification being assessed
3) Do not alter the nature/level of the qualification being assessed: although providing extra time to complete a test may be appropriate for some qualifications, it may be inappropriate for others. 
4) Base assessment accommodations on complete info: you must rely on complete information on the 3 elements mentioned above, justifying the case-by-case approach
a) The nature/extent: for someone who’s partially sighted, they might require large print format. Another person who’s partially sighted might need special lighting. Varies by nature/extent.
b) Type of assessment instrument: someone with functional limitations on writing speed may need extra time to write an essay while another person may need extra time for multiple choice
c) Nature of qualification: allowing a calculator for “ability to perform financial calculations” is ok but “ability to mental calculations” is not ok 


STEP 1: PRELIMINARY APPLICANT SCREENING
· Generally performed by the HR department
· Application forms and resumes are reviewed; people who don’t meet criteria are eliminated
· Remaining applications are examined, and people who match specifications are considered
· Technology helps improve screening when there are many candidates  generates short lists of people who will move on to the next step 

STEP 2: SELECTION TESTING
· Screening device used by about 2/3 of Canadian orgs to assess specific job-related skills, general intelligence, personality traits, mental abilities, interest, and preferences
· Efficient, standardized procedures for screening many applicants  must be reliable & valid

Importance of Reliability & Validity
· Tests are useful only if they have reliable and valid measures 
· Reliability: degree to which interviews, tests, and other selection procedures yield comparable data over time  dependability, consistency, stability of the measures used 
· i.e. a test that gives score of 60, 75 and 85 if given 3 times to same person = NOT reliable!
· Extent to which 2 or more methods yield the same results or are consistent
· Degree to which there is an agreement between 2 or more raters (inter-rater reliability)
· Internal consistency: questions should not be answered randomly in bad test settings
· Validity: accuracy with which a predictor measures what it is intended to measure 
· Indicator of extent to which data from a selection technique, such as a test or interview, are related to or predictive of subsequent performance on the job (high impulsivity correlated with low productivity)
· Differential validity: confirmation that the selection tool accurately predicts the performance of all possible employee subgroups (white males, women, visible minorities, etc.)  Separate validation studies of selection techniques should be conducted for different subgroups (visible minorities and women) to assess differential validity 
3 types of validity are especially relevant to selection:
· Criterion-related validity: extent to which a selection tool predicts or significantly correlates with important elements of work behaviour (demonstrating criterion-related validity requires proving that those who exhibit strong sales ability on a test, for example, also have high sales on the job)
· Content validity: extent to which a selection instrument (ex: test) adequately samples the knowledge and skills needed to perform the job  high: test word processing skills for secretary
· Construct validity: the extent to which a selection tool measures a theoretical construct/trait deemed necessary to perform the job successfully  intelligence, verbal skills, etc. 
· Requires showing that the psychological trait is related to good job performance
· Show that the test measures that psychological trait or attribute
· Professional standards for psychologists require that tests be used as supplements to other techniques (interviews, background checks), that tests be validated in the org, and that a certified psychologist be used to choose, validate, admin, and interpret tests
· Private, quiet, well-lit/ventilated settings should be provided to all applicants being tested

Tests of Cognitive Abilities
Included are tests of general reasoning ability (intelligence), emotional intelligence & specific cognitive abilities
· Intelligence tests: (IQ) measures multiple general intellectual/mental abilities like verbal comprehension, inductive reasoning, memory, numerical ability, speed of perception, spatial visualization, word fluency 
· IQ is actually a derived score that reflects the extent to which the person is above/below the average adult’s intelligence score 
· Research suggests it’s the strongest predictor of job performance at chosen occupation 
· Emotional Intelligence (EI) tests: measure ability to monitor his own emotions and others’ emotions, and to use that knowledge to guide thoughts and actions 
· Self-aware, can control impulses, self-motivated, empathetic, socially aware
· Modified through conscious effort and practice 
· Many believe it’s a more important determinant of success than a high IQ
· Extremely limited and highly controversial empirical evidence exists
· Specific cognitive abilities: specific thinking skills  such as inductive/deductive reasoning, verbal comprehension, memory, and numerical ability
· Often called aptitude tests: measure aptitude or potential to perform a job, provided he is given proper training  Ex: test of mechanical comprehension reflects aptitude for engineer-like jobs

Tests of Motor/Physical Abilities
· Motor abilities: finger dexterity, manual dexterity, speed of arm movement, reaction time
· Crawford Small Parts Dexterity Test measures speed/accuracy of simple judgment, speed of finger/hand/arm movement 
· Physical abilities: the Functional Abilities Evaluations (FAE) helps placement decisions by measuring a whole series of physical abilities  lifting, pulling, pushing, sitting, climbing, carrying      useful for positions with multitude of physical demands 
· Ensure physical abilities tests don’t violate human rights legislation requires basing such tests on job duties identified through job analysis and a physical demands analysis
· Ensure that the tests duplicate the actual physical requirements of the job, developing and imposing such tests honestly and in good faith, ensuring that those administering the tests are properly trained and are consistent, ensuring that standards are objectively set 

Measuring Personality and Interests
Motivation and interpersonal skills are also important to job performance (mental/physical tests aren’t sufficient)
· Personality tests: measures basic aspects of personality (introversion, stability, motivation, neurotic tendency, self-confidence, self-sufficiency, and sociability) 
· Using such tests for selection assumes you can find a relationship between a measurable personality trait, and job success. 
· Projective tests: viewer projects into the picture his own emotional attitudes about life when presented with a random picture and is asked to react/interpret it (Thematic Apperception Test)
· Myers-Briggs Type Indicator instrument: has been used for > 50 years. Most widely used personality inventory in the world.
· Personality tests help companies hire more effective workers 
· Minnesota Multiphasic Personality Inventory (MMPI) measures hypochondria and paranoia
· Big Five personality dimensions apply to employment testing: extroversion, emotional stability, agreeableness, conscientiousness, and openness to experiences 
· Conscientiousness showed consistent relationship with all performance criteria for every occupation
· Extroversion was valid predictor of management/sales
· Openness to experience/extroversion predicted training proficiency for all occupations
· Faking is a threat to the validity of personality tests in the assessment process 
 2 trends in personality tests
1) People can fake personality inventories when they’re motivated to do so
2) Individual differences exist in the ability to fake
· Interest inventories: compare a candidate’s interest with those of people in various occupations
· Use in career planning; people do better in jobs involving activities where they have an interest 
· Use selection: selecting people whose interests are similar as those of high performing people in the jobs for which it is hiring, the workers are more likely to be successful

Achievements Tests
· Achievement tests: measures knowledge/proficiency acquired by education, training, experience 
· Used in school or selection to measure abilities and job knowledge (ex: keyboarding tests)

Work Sampling
· Focus on measuring job performance directly (among best predictors of job performance)
In developing a work-sampling test:
1) List all possible tasks that jobholders would be required to do
2) List the frequency of performance and relative importance of each task  identify key tasks
3) Each applicant performs the key tasks, and his work is monitored/recorded by the test administrator 
4) Work sampling test is validated by determining the relationship between the applicants 
 	If the work sample is a valid predictor of job success, employer can begin to use it for selection

Management Assessment Centres
· Management assessment centre: comprehensive, systematic procedure used to assess candidates’ management potential that uses a combination of realistic exercises, mgmt. games, objective testing, presentations, and interviews  centre may be a plain conference room
· Often a special room with a 1 way mirror to facilitate unobtrusive observations
Examples of types of activities/exercises involved:
1) An in-basket exercise: each candidate is faced with an accumulation reports, memos, messages, and other stuff collected in the in-basket of the simulated job that he is to take over, and must take action. 
2) Leaderless group discussion: leaderless group is given a question and told to arrive at a group decision. The raters evaluate each candidate’s interpersonal skills, acceptance by the group, leadership ability, and individual influence 
3) Management games: realistic problem solving, usually as members of 2/more simulated companies that are competing in the marketplace  how to advertise, manufacture, keep inventory
4) Individual presentations: oral presentation on an assigned topic; communication skills/persuasiveness are evaluated
5) Objective Tests: Candidates may be asked to complete paper and pencil/computer-based personality, aptitude, interest or achievements tests
6) Interview: to evaluate interests, background, past performance, and motivation

Situational Testing
· Situational tests: candidates are presented with hypothetical situations representative of the job for which they’re applying and are evaluated on their responses 
· Realistic scenarios with MC questions with several possible courses of action 
· Level of skills is evaluated, and assessment report is generated  makes simulation easier and cheaper to administer than other screening tools 
· Provides realistic job preview by exposing candidates to the types of activities they’ll encounter
· Valid predictive information on overall job performance, core technical proficiency, job dedication, and interpersonal facilitation beyond cognitive ability tests, personality tests, job experience 
Micro-Assessments
· Micro-assessment: an entirely performance based testing strategy that focuses on individual performance
· A series of verbal, paper-based, or computer based questions, and exercises that the candidate must complete, covering the range of activities for the job
· Technical exercises, solve a set of work-related problems to demonstrate ability to perform well within the confines of a certain department or corporate culture
· Exercises are simple to develop since they’re taken directly from the job

Physical Examination, Substance Abuse Testing, and Polygraph Tests
· The use of medical examinations in selection has decreased, in part because of the loss of physically demanding manufacturing and natural resource jobs. 
3 main reasons that firms may include a medical examination as a step in the selection process:
(1) Determine that the applicant qualifies for the physical requirements of the position and, if not, to document any accommodation requirements;
(2) Establish a record and baseline of applicant’s health for future insurance/compensation claims
(3) Reduce absenteeism and accidents by identifying any health issues that need to be addressed, including communicable diseases of which the applicant may have been unaware. 
· Medical exams only allowed after a written offer of employment (except BFORs)
· The purpose of pre-employment substance abuse testing is to avoid hiring employees who would pose unnecessary risks to themselves and others or perform below expectations. 
· In Canada, employers are not permitted to screen candidates for substance abuse  drug addiction a disability' under human rights codes, and an employee cannot be discriminated 
· A polygraph test (lie detector test) involves using a series of controlled questions while simultaneously assessing physiological conditions of individuals such as blood pressure, pulse, respiration, and skin conductivity, with the assumption that deceptive responses produce different physiological responses than truthful responses. 
· Such tests have been widely rejected by scientific community  not valid or reliable results
· In Ontario, the Employment Standards Act specifically prohibits use of polygraphs in pre-employment selection. Validated tests of honesty or integrity are more useful and reliable.

STEP 3: SELECTION INTERVIEW
· Selection interview: a procedure designed to predict future job performance on the basis of applicants’ oral responses to oral inquiries  involves two-way communication 
· Interviews are one of the most important aspects of the selection process 
· Interviews significantly influence applicants’ views about the job/org, enable employers to fill in any gaps in the info provided on applications/resumes, and supplement the results of any tests 
· Popular because they meet many objectives of both the interviewer and interviewee. 
· Interviewer objectives: assess applicants’ qualifications and observe relevant aspects of applicants’ behaviour (verbal communication, self-confidence, and interpersonal skills), provide candidates with info about the job and expected duties/responsibilities, promote the org and highlight its attractiveness; and determine how well the applicants would fit 
· Applicant objectives: present a positive image of themselves, sell their skills, market their positive attributes, and gather info so that they can make an informed decision about the job, career opportunities in the firm, and the work environment.



Types of Interviews
· Selection interviews can be classified according to:
1) The Structure of the Interview
· Unstructured interview: conversation style interview where interviewer pursues points of interest as they come up in response to questions  questions are asked as they come to mind. 
· Interviewees for the same job may or may not be asked the same or similar questions 
· Allows the interviewer to ask questions based on the candidate’s last statements 
· Generally have low reliability and validity
· Structured interview: follows a set sequence of questions which were specified in advance and the responses are rated for appropriateness of content.
· Most structured interviews do not involve specifying/rating responses in advance.  Each candidate is asked a series of predetermined, job-related questions based on job description 
· High in validity and reliability
· Totally structured interview does not provide the flexibility to pursue points of interest as they develop, which may result in an interview that seems quite mechanical to all concerned.
· Mixed (semi-structured) interview: combination of the structured and unstructured interviews
· Based on information provided on the application form or resume
· Questions asked of all candidates facilitate candidate comparison
· Job-related, candidate-specific questions make the interview more conversational
· Most popular choice!!
· Interviewers using high levels of structure in the interview process evaluate applicants less favourably than those who used semi-structured or unstructured interviews
· Applicants who were evaluated using a semi-structured interview were rated slightly higher than those evaluated by unstructured interviews. 
· Differences occur in the way that female and male interviewers evaluate their applicants. Although male interviewers’ ratings were unaffected by the interview structure, female interviewers’ ratings were substantially higher in unstructured/semi-structured interviews 
2) Content of the Interview
· Situational interview: series of job-related questions that focus on how the candidate would behave in a given situation  individual’s ability to project his future behaviour 
· The underlying premise is that intentions predict behaviour. 
· The interview can be both structured and situational, with predetermined questions. 
· In a structured situational interview, the applicant could be evaluated, say, on whether he or she would try to determine if the employee was experiencing some difficulty in getting to work on time or would simply issue a verbal or written warning to the employee.
· Behavioural interview (behaviour description interview (BDI)): a series of job-related questions that focus on relevant past job-related behaviours  involves describing various situations and asking interviewees how they behaved in the past in such situations.
· Assumption: best predictor of future performance is past performance in similar situations.
3) Way in which the interview is administered
A. One-on-one or by a panel of interviewers: 
· Group of interviewers questions the applicant including HR rep, the hiring manager, potential co-workers, superiors, reporting employees
· Increased likelihood that the information provided will be heard and recorded accurately
· Varied questions pertaining to each interviewer’s area of expertise
· Minimized time/travel/accommodation expense; each interviewee only attends 1 interview 
· Less likely hood of interviewer error, because of advanced planning and preparation 
· Reduced likely hood of human rights/EE violations since an HR representative is present
· Mass interview: panel simultaneously interviews several candidates. The panel poses a problem to be solved and then sits back and watches which candidate takes the lead.
B. Sequentially or all at once: applicant is interviewed by several persons in sequence before a selection decision is made
· Unstructured sequential interview: each interviewer may look at the applicant from his own point of view, ask different questions, and form an independent opinion of the candidate. 
· Structured sequential (or serialized) interview: each interviewer rates the candidate on a standard evaluation form, and the ratings are compared before the hiring decision is made.
C. Face-to-face or technology aided (such as videoconferencing or by phone)

Common Interviewing Mistakes
· These interviewer errors can be reduced by properly planning and training interviewers
· Poor Planning: conducted without having prepared written questions in advance  often leads to a relatively unstructured interview, in which whatever comes up is discussed  result may be little or no cross-candidate job-related info  less reliable and valid evaluation of each candidate 
· Snap Judgments: One of the most consistent literature findings is that interviewers tend to jump to conclusions during the first few minutes of the interview or even before the interview begins based on the candidates’ test scores or resume data  not accurate or reliable in the selection process  candidates feel pressure to start off on the right foot with the interviewer 
· Negative Emphasis: Many interviewers seem to have a consistent negative bias  more influenced by unfavourable than favourable info  impressions are much more likely to change from favourable to unfavourable than vice versa.  Providing info about the value or weight of criteria in the selection process can ensure that the interviewer assesses the criteria accordingly.
· Halo Effect: positive initial impression that distorts an interviewer’s rating of a candidate because subsequent information is judged with a positive bias  interviewer may not seek contradictory information during the interview and frame all their responses positively
· Poor Knowledge of the Job: Interviewers who don’t know what the job entails/what candidate is best usually make their decisions based on incorrect stereotypes about what a good applicant is
· Contrast (Candidate-Order) Error: error of judgment on the part of the interviewer because of interviewing one/more very good or very bad candidates just before the interview in question  order in which applicants are seen can affect how they are rated  Average candidate is evaluated more favourably because, in contrast to the unfavourable candidates, the average looked better 
· Influence of Nonverbal Behaviour: the more eye contact, head moving, smiling, and other similar nonverbal behaviours, the higher the ratings  Often account for > 80% of the applicant’s rating. 
· Concerning because nonverbal behaviour is tied to ethnicity and cultural background. An applicant’s attractiveness and gender also play a role 
· Leading: Some interviewers are so anxious to fill a job that they help the applicants to respond correctly to questions by asking leading questions or guiding the candidate. “This job calls for handling a lot of stress. You can do that, right?”  Includes subtle cues, such as a smile or nod
· Too Much/Too Little Talking: If the applicant is permitted to dominate the interview, the interviewer may not have a chance to ask his prepared questions & so learns little about the candidate’s job-related skills. Or, some interviewers talk so much that the interviewee is not given enough time to answer questions. 
· 30/70 rule: encourage the candidate to speak 70% of the time, interviewer to 30% of the time.
· Similar-to-Me Bias: Interviewers favour candidates who possess demographic, personality, and attitudinal characteristics similar to their own, regardless of the value of those characteristics to the job  result can be a lack of diversity in the organization and a poor fit with the job if secured

Designing an Effective Interview
· Combining several of the interview formats previously discussed enables interviewers to capitalize on the advantages of each, and avoid the problems above.
· To allow for probing, a semi-structured format is recommended  focus on situational/behavioural questions  higher validity in predicting job performance

Conducting an Effective Interview
· This focuses on a semi-structured panel interview, but the steps apply to all selection interviews.
1) Planning the Interview: Before the first interview, agree on the procedure. Sometimes all members of the team ask a question in turn, or only one member asks questions and the others observe. Sitting around a large table in a conference room is more appropriate and less stressful than having all panel members seated across from the candidate behind a table or desk, which forms a physical & psychological barrier. Special planning is required when assessing candidates with disabilities.
2) Establishing Rapport: purpose of an interview is to find out as much as possible about the candidate’s fit with the job specifications  difficult to do if the individual is tense and nervous. The candidate should be greeted in a friendly manner and put at ease.
3) Asking Questions: questions prepared should be asked in order. Interviewers should listen carefully, encourage the candidate to express thoughts/ideas fully, and record the candidate’s answers briefly but thoroughly.  Taking notes increases the validity, since doing so: 
a) Reduces likelihood of forgetting job-relevant info and reconstructing forgotten info using biases 
b) Reduces likelihood of snap judgment, halo effect, negative emphasis, candidate-order errors
c) Helps ensure that all candidates are assessed on the same criteria
4) Closing the Interview: answer any questions that the candidate may have and, if appropriate, advocate for the firm/position. Inform the candidate about the next steps that the organization will follow.
5) Evaluating the Candidate: Immediately following each interview, the applicant’s interview performance should be rated by each member independently, based on notes or an observation form. Since interviews are only one step, and since a final decision cannot be reached until all assessments (including reference checking) are done, these evaluations should not be shared here.

STEP 4: BACKGROUND INVESTIGATION/REFRENCE CHECKING
· Used to verify the accuracy of the information provided by candidates on their applications/resumes. 
· At least one-third of applicants lie - overstating qualifications or achievements, attempting to hide negative information, or being deliberately evasive or untruthful.
· Background checks are necessary to avoid negligent hiring lawsuits when others are placed in situations of unnecessary and avoidable risk.
· At least 90% of Canadian organizations conduct background checks.
· Many firms use reference-checking services or hire a consultant to perform this task  small price to pay to avoid the time and legal costs associated with not doing a thorough background check
· For reference checks, questions should be written in advance. If proper questions are asked, such checking is an inexpensive and straightforward way of verifying factual info about the applicant  current and previous job titles, salary, dates of employment, and reasons for leaving, & info about the applicant’s fit with the prospective job & organizational culture.
· Top Seven Resume Lies
1) Dates of employment
2) Job title (inflated rank)
3) Salary level
4) Criminal records
5) Education (bogus degrees, diploma mills)
6) Professional licence (MD, RN, etc.)
7) "Ghost" company (self-owned business)
· Information to Be Verified: A basic background check includes a criminal record check, independent verification of educational qualifications, and verification of at least 5 years’ employment, together with checks of 3 performance-related references from past supervisors. 
· For financially sensitive positions, a credit check may also be included.
· Obtaining Written Permission: As legal protection for all concerned, applicants should be asked to indicate, in writing, their willingness for the firm to check with current/former employers/references
· Employers will not give any reference info until they have received written authorization 
· Background checks may provide info on age/prohibited grounds for discrimination,  some employers do not conduct checks until a conditional offer of employment has been extended
· 25% of employers are using social networking sites like Facebook to gather information on job applicants. 1/3 of those employers find enough negative info to eliminate a candidate, and 1/4 of them find favourable content that supports the candidate’s application.
· Providing References: if comments are made in confidence for a public purpose, without malice, and are honestly believed, the defence of qualified privilege exists  protects the reference giver, even if negative info is imparted about the candidate
· An overly positive reference (ex: describing an employee dismissed for theft as “trustworthy”) can be considered negligent misrepresentation if the employee steals from a new employer.
· Due to possibility of civil litigation, some Canadian companies have a “no reference” policy, or only confirm the position held & dates of employment—especially for discharged employees

STEP 5: SUPERVISORY INTERVIEW ANDREALISTIC JOB PREVIEW
· 2-3 top candidates typically return for an interview with the immediate supervisor, who usually makes the final selection decision. The supervisory interview is important because the supervisor knows the technical aspects of the job, is most qualified to assess the applicants’ job knowledge and skills, and is best equipped to answer any job-specific questions from the candidate. 
· Immediate supervisor has to work closely with the selected individual and must feel comfortable 
· The new worker must fit with the hiring department  supervisor is best able to assess this
· When a supervisor makes a hiring recommendation, he is usually committed to the new employee’s success and will try to provide assistance and guidance.  If the new hire is not successful, the supervisor is more likely to accept some responsibility.
· A realistic job preview (RJP): strategy used to provide applicants with realistic info, both positive and negative, about job demands, organization’s expectations, and the work environment  should be provided at supervisory interview. 
· Improved employee job satisfaction, reduced voluntary turnover, enhanced communication. 
· Although some may reject employment with the firm after an RJP, those individuals probably would not have remained with the firm long had they accepted the job offer

STEP 6: HIRING DECISION AND CANDIDATE NOTIFICATION
· HR plays a major role in compiling data, but immediate supervisor usually makes final decision 
· Make a subjective evaluation of all the info and arrive at an overall judgment. 
· The validity and reliability of these judgments can be improved by using tests that are objectively scored and by devising a candidate-rating sheet based on the weighted want criteria. 
· Statistical strategy: objective technique used to determine whom the job should be offered to; identify the most valid predictors and weigh them through statistical methods (ex: multiple regression)  generally more reliable and valid than is a subjective evaluation (Simple terms: combine all the info according to the formula and giving job to candidate with highest score)
· Regardless of collection methodology, all info used to hire someone should be kept in a file. 
· In the event of a human rights challenge, negligent hiring charge, or union grievance about the selection decision, such data are critical. 
· After the decision, job offer is extended. Often, the initial offer is made by telephone, but a written employment offer should follow clearly specifies important terms and conditions of employment, 
· Candidates should be given a reasonable length of time in which to think about the offer and not be pressured into making an immediate decision. If there are two candidates who are both excellent and the first-choice candidate declines the offer, the runner-up can then offered the job.
· Notify all finalists who were not selected
Chapter 8 – ORIENTATION AND TRAINING
· Orientation: LT, continuous socialization process where employee & employer expectations or obligations are considered; focuses on organization-specific topics  transfer learning into behaviour using disciplined and consistent efforts 
· Training: ST < discrete efforts in which organizations communicate information and instructions to help the recipient gain the required skills or knowledge to perform the job adequately  often occurs after orientation

ORIENTING EMPLOYEES
· Strategic approach to recruitment & retention = well-integrated orientation, before & after hiring 
 New employees need to understand policies, performance expectations, operating procedures
· In the LT, a comprehensive orientation (onboarding) program leads to lower turnover, increased morale, fewer instances of corrective discipline, and fewer grievances, & work injuries 

Purpose of Orientation Programs
· Employee orientation (onboarding): a procedure for providing new employees with basic background info about the firm & job  culture, common bond, importance of teamwork, and tools to be successful 
· Socialization: ongoing process of instilling in all workers the prevailing attitudes, standards, values, and patterns of behaviour that are expected by the org (orientation is a component of this!)
· During the time required for socialization to occur, a new worker is less than fully productive
· Strong onboarding program speeds up socialization process; achieve full productivity ASAP
· Reality shock (cognitive dissonance): state that results from the discrepancy between what the new worker expected from his new job and the realities of it  orientation helps reduce this!
· Decide on work-related goals with the new employee  goals = basis for early feedback and establish a foundation for ongoing performance management 
· Orientation = first step in helping the new worker manage the learning curve 
· Some organizations begin orientation before first day of employment (internal newsletters, dinners, etc.)
· Others use orientation as an ongoing new-hire development process and extend it in stages throughout the 1st year of employment to improve retention levels & reduce costs of recruitment
· Online onboarding systems: as soon as the job offer’s accepted, engage workers faster & accelerate performance leads to productive first day  building the brand as an employer of choice
· Engages new hires in personalized way & accelerates their time-to-productivity by doing benefits decisions, payroll forms, intro of policies/procedures, & preliminary socialization using videos 

Content of Orientation Programs
· Range from brief, informal intro to lengthy, formal programs where workers are given:
1) Internal publications: includes handbooks covering company history/mission/activities etc.
2) Facility tour and staff introduction
3) Job-related documents: explanation of job procedures, duties, responsibilities, working hours, & attendance expectations, vacations/holidays, payroll, benefits, pensions, regulations, policies 
4) Expected training to be received: when and why
5) Performance appraisal criteria: estimated time to achieve full productivity
· Employee handbooks may represent a contract, so disclaimers should be included that make it clear that statements of policies, benefits, and regulations do not constitute the terms & conditions of an employment contract, either express or implied 
· THINK before writing in the handbook “no employee will be terminated without just cause” or anything that implies/states workers have tenure (can be viewed as legal/binding commitment)


Responsibility for Organization
· First day of orientation usually starts with HR specialist, who explains hours and vacation, etc.
· Worker is then introduced to his new supervisor: explains nature of the job, introduces new colleagues, and familiarizes the hire with the workplace
· A peer-level employee may be assigned as a buddy/mentor for first few weeks/months
· HR department can follow up about 3 months after initial orientation to address any questions

Special Orientation situations
· Diverse workforce: in organizations that have not had diverse workforce in past, new hires from different backgrounds poses challenge; organization values may be new to new employees
· New hires should be advised to expect many reactions from current workers to someone from a different background  give tips on how to deal with these reactions, which ones are prohibited, how to report them if they occur, etc. 
· Diversity means hires are oriented to a broader range of perceptions & communication techniques 
· Mergers & Acquisitions: workers of a newly merged company need details of the merger as part of company history, and need to be made aware of any ongoing/unresolved difficulties regarding daily operational issues related to their work
· For existing workers at time of merger/acquisition: a new company culture will evolve in the merged organization and everyone will experience a resocialization process  opportunity for the merged organization to emphasize new values/beliefs, reinforce corporate culture and further the new organization’s business objectives 
· Union vs. Non-union employees: new workers in unionized positions need a copy of the collective bargaining agreement and to be told which information relates to their particular job. They also need to be introduced to their union steward, have payroll deduction of union dues explained, and be informed of the names of union exec members. 
· New workers, both unionized/non-unionized, must be aware of which jobs are unionized & which aren’t
· Multi-location organizations: new employees in a multi-location organization need to be made aware of where the other locations are & what business functions are performed in each location

Problems with Orientation Programs
· Too much information is provided in a short time (usually one day) which leads to overwhelmed hires/too many forms
· Little or no orientation is provided, hires must seek answers to each question and work without a good understanding of what’s expected of them  common for part-time/contract workers
· Information from HR can be too broad to be meaningful to a new hire, especially on first day
· Information by immediate supervisor can be too detailed to realistically be remembered by the new hire

Evaluation of Orientation Programs
· Orientation programs should be evaluated to assess whether they are providing timely, useful information in a cost-effective manner
1) Employee reaction: interview/survey new workers for their opinion on the usefulness of orientation. Evaluate job performance within specified periods to assess transference of learning/ behaviours.
2) Socialization efforts: review new hires at regular intervals to assess progress toward understanding and acceptance of the beliefs, values, and norms of the organization
3) Cost/benefit analysis: compare orientation costs with benefits of orientation (reduction in errors, productivity rate)


Executive Integration
· Orientation is continuous, LT  aimed at moulding desired behaviours and aligning values of the employee and the organization
· There’s a formal component when a new worker first joins the organization
· There’s an ongoing informal orientation process to build a strong employee bond with the organizational values, history, and tradition  through staff involvement 
· Ex: mentoring, management guidance (to communicate importance of messages & experiences meaningfully), & through employee empowerment (training of values and information the guide the workplace behaviour)
· New executives don’t often particulate in formal orientation activities  Assumption: new executive is a professional and knows what to do  Reality: full executive integration can take up to 18 months 
· Executives are often brought in as change agents, where they face a lot of resistance
· A lack of executive integration can result in problems with assimilation & work effectiveness
· Common to perceive executive integration as an orientation issue, but integration at senior levels requires an ongoing process for the new executive to learn about the unspoken dynamics of the organization that aren’t covered in orientation programs 
· Ex: how decisions are really made, who has what power
· Review previous successes/failures at executive integration on an ongoing basis
Key aspects of integration process include:
· Identifying position specifications: ability to deal with/overcome jealousy
· Providing realistic information to job candidates/providing support regarding reality shock
· Assessing each candidate’s previous record at making organizational transitions
· Announcing the hiring with enthusiasm
· Stressing the importance of listening, demonstrating competency, and promoting more talking with boss
· Assisting new executives to change cultural norms while they themselves are part of the culture itself

THE TRAINING PROCESS
· Training: the process of teaching employees the basic skills/competencies that they need to perform their jobs 
· Development is training of a long-term nature, to prepare current employees for future jobs within the organization
· Ensure that business and training goals are aligned and that training is part of org’s strategic plan. 
· A training professional must understand the business, speak its language, & show value of training.
· In today’s service-based economy, highly knowledgeable workers can be the company’s most important assets  important to treat training as a strategic investment in human capital
· Unfortunately, formal training levels have been reducing over the last few years
· A federal government report said: “To stay competitive and keep up with technology, continuously renew/upgrade the skills of its workforce. Working life of most adults must be a period of continuous learning”
· Skills crisis in the manufacturing sector = lack of qualified personnel. Skills in greatest need of improvement are problem solving, communications, and teamwork
· The federal government wants businesses to increase spending on training, and business want the government to expand programs for professional immigrants to get Canadian qualifications in their fields
· Canadian Council on Learning: (by federal gov) promotes best practices in workplace learning
· Training can strengthen employee commitment. It implies faith in the company’s future, and of the employee. Training & developmental opportunities are one of the best ways of showing firm’s commitment to its employees  commitment is usually reciprocated.
· Today’s young employees view learning/growth as the pathway to a successful/secure future
· They are attracted to organizations with a commitment to keeping/growing their talent
Strategic HR Box: The Role of Training and Orientation is a Tough Economy
· In 2008, Canadian orgs dedicated 1.5% of their payroll to training/orientation, resulting in > 11 million working Canadians experiencing some form of work-related training 
· Canada’s lagging productivity is partially attributed to the skills shortage, and the inability to create new products and successfully commercialize them. 
· Pressures of a diverse/aging workforce, demand for knowledge-based activities, & globalization are challenges that an org can only meet by renewing, developing, and upgrading worker skills
· Orgs reduced investments in training & development  40% decrease of training expenditure
· Move to more informal training, use of more cost-effective/immediate/relevant training, and a lack of monitoring of training and orientation activities may have led to the “reduction” 
· Responsibility for training may have shifted from the org to the worker as economy contracted
· In a tight labour market, unemployed people engage in outside training and certifications, which have depressionary effect on workplace training metrics (including cost and time) 

Training and Learning
People have three main learning styles:
1) Auditory: learning through talking and listening;
2) Visual: learning through pictures and print;
3) Kinesthetic: tactile learning through a whole-body experience. 
Training can be enhanced by identifying learning styles and personalizing the training accordingly.
1) It is easier for trainees to understand and remember material that is meaningful. At the start, provide the trainees with an overall picture. Use visual aids and a variety of familiar examples. Organize the material in a logical manner, in meaningful units. Use terms and concepts that are familiar to trainee.
2) Ensure that it is easy to transfer new skills and behaviours from training site to the job site. Maximize similarity between training & work situation. Allow trainees to use their new skills immediately on their return to work. Train managers before employees to send a message about the importance of the training, and control contingencies by planning rewards for successful completion & integrating the new training.
3) Motivate the trainee. Motivation affects training outcomes independently of any increase in cognitive ability. Individual traits (conscientiousness and training climate) affect motivation.
· Provide as much realistic practice as possible. 
· Trainees learn best at their own pace and with positive reinforcement. 
· For young employees, technology motivates learning  simulations, games, online network
· Immerse them in deep experiential learning in visual/interactive environment (engaging)
4) Effectively prepare the trainee. Trainee’s pre-training preparation is crucial  create a perceived need for training in the minds of participants, & provide information to set expectations about the events and consequences of actions that are likely to occur in the training environment (and on the job)  Impact of stressful conditions, high workload, and difficult employees can be reduced by letting trainees know ahead of time what might occur

Legal Aspects of Training
· Under human rights and employment equity legislation, training programs must be assessed with an eye toward the program’s impact on designated group members. 
· Ex: If few visible minorities are selected for the training program, they may need to show that the admissions procedures are valid—that they predict performance on that specific job. 
· Employees who refuse lawful order to do training may be considered to have left their position
· Negligent training occurs when an employer fails to train adequately, and an employee later harms a third party. Also, employees who are dismissed for poor performance or disciplined for safety infractions may claim that the employer was negligent in that the training was inadequate.

The Five-Step Training Process
A typical training consists of 5 Steps:
1) Needs analysis
· Identify the specific job performance skills needed, to improve performance and productivity
· Analyze the audience to ensure that the program will be suited to their specific levels of education, experience and skills, as well as their attitudes and personal motivations
· Use research to develop specific measurable knowledge of performance
· Ensure that performance deficiency is responsive to training (vs. poor morale due to low salary)
2) Instructional Design: actual content of training program is compiled & produced
· Gather objectives, methods, media, description of and sequence of content, examples, exercises and activities. 
· Organize them into a curriculum that supports adult learning theory and provides a blueprint for program development
· Make sure all materials (i.e. video scripts, workbooks) complement each other, are written clearly, and blend into unified training geared directly to the stated learning objectives
· Carefully and professionally handle all program elements to guarantee quality and effectiveness.
3) Validation: bugs are worked out by presenting it to a small, representative audience.  Base final revisions on pilot results to ensure program effectiveness.
4) Implementation: using techniques. When applicable, boost success with a train-the-trainer workshop that focuses on presentation knowledge and skills in addition to training content.
5) Evaluation & Follow-up: program’s successes or failures are assessed according to:
a) Reaction: document the learners' immediate reactions to the training. 
b) Learning: use feedback devices or pre/post-tests to measure what learners have learned.
c) Behaviour: note supervisors' reactions to learners' performance after completion of the training. This is one way to measure the degree to which learners apply new skills and knowledge to their jobs.
d) Results: determine the level of improvement in job performance, & assess needed maintenance.

STEP 1: TRAINING NEEDS ANALYSIS
· Determine what training is required:
· For new workers: determine what the job entails, break it down into subtasks to teach the hire.
· For current employees: complex because it involves deciding whether training is the solution. (Performance could be down because standards are not clear rather than training)
· 2 main techniques for identifying training needs: Task analysis & performance analysis
· Other techniques used to identify training needs include supervisors’ reports, HR records, management requests, observations, tests of job knowledge, and questionnaire surveys. 
· Employee input is essential: no one knows as much as the people actually doing it.

Task Analysis: Assessing the Training Needs of New Employees
· Task analysis: a detailed study of the job to identify skills/competencies required so that an appropriate training program can be started  especially appropriate for determining training needs of new employees.
· Aim is to develop the skills and knowledge required for effective performance  like soldering (in the case of an assembly worker) or interviewing (in the case of a supervisor).
· The job description and specifications list = basic reference point in determining training required 
Task Analysis Record Form: may supplement job description & specification; consolidated info regarding the job’s required tasks/skills to for determine training requirements. The form contains:
Column 1. Task List: job’s main tasks and subtasks are listed.
Column 2. When and How Often Performed: frequency with which the tasks and subtasks are performed 
Column 3. Quantity/Quality of Performance: standards of performance for each task and subtask are                      described in measurable terms (Ex. “tolerance of 0.07 inches”)
Column 4. Conditions Under Which Performed: conditions under which the tasks and subtasks are to be 
performed.
Column 5. Competencies and Specific Knowledge Required are listed for each task & subtask  heart of 
the task analysis form. Specifying exactly what knowledge or skills must be taught. 
Column 6. Where Best Learned: whether the task is learned best on or off the job is based on several things.  Ex: for safety, prospective jet pilots must learn off the job in a simulator beforehand.
· Once the essential skills involved in doing the job are determined, new employees’ proficiency in these skills can be assessed and training needs identified for each individual.

Performance Analysis: Determining the Training Needs of Current Employees
· Performance analysis: verifying that there is a significant performance deficiency and determine whether that deficiency should be rectified through training, or some other means (ex: transferring the employee)
· First, appraise performance of current workers to determine if training can reduce performance problems  to improve it, the firm must first compare current performance with what it should be. 
· Ex: “Salespeople are expected to make ten new contacts per week, but John averages only six.”
· Distinguishing between can’t do and won’t do problems is at the heart of performance analysis. 
1) If it’s a can’t do problem and, if so, its specific causes.  Ex: employees do not know what to do or what the standards are; there are obstacles in the system (lack of tools or supplies), job aids are needed, poor selection has resulted in hiring people who do not have the skills to do the job, or training is inadequate.
2) If it is a won’t do problem, employees could do a good job if they wanted to. If so, the reward system might have to be changed, perhaps by implementing an incentive program.

Training Objectives
· Once training needs have been identified, establish concrete and measurable training objectives
· Objectives specify what the trainee should be able to accomplish after the training program
· Objectives provide a focus for the efforts of both the trainee and the trainer and provide a benchmark for evaluating the success of the training program. 
· Training program can then be developed and implemented with the intent to achieve the objectives. 
· These objectives must be accomplished within the organization’s training budget.

STEP 2: INSTRUCTIONAL DESIGN
· After training needs have been determined and training objectives set, design the training program 
Traditional Training Techniques
· On-the-job Training (OJT): learn a job by performing it. In many companies, OJT is the only type of training available. You can assign new employees to experienced workers/supervisors to get trained. 
· Advantages: inexpensive, trainees learn while producing, and no need for expensive off-job facilities (classrooms/manuals). It facilitates learning; trainees learn by doing & get quick feedback
· Apprenticeship Training: having the learner study under the tutelage of a master craftsperson, through classroom instruction and on-the-job training. (Widely used for many occupations like electrician and plumber)  Apprenticeship training is critical today as more than half of skilled trades workers are expecting to retire by 2020. Federal/provincial/territorial governments are increasing funding of apprenticeship training programs.
· Informal Learning: any learning in which the learning process is not determined or designed by the organization  66.7% of industrial training are interactions between new worker and colleagues
· Job Instruction Training: (JIT) listing each job’s basic tasks (in proper sequence) along with key points to provide step-by-step training. The steps show what is to be done, while key points show how it is done and why  In today’s service economy, JIT is being replaced by behaviour modelling for service workers
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· Classroom Training: primary method of providing corporate training in Canada. Advantages of lectures: quick, simple way of providing knowledge to large groups of trainees
· Classroom learning has evolved to maintain relevance in the technological age, to include interactions with remote colleagues & instructors, e-learning, coaching, assessment, feedback
· For Generation Y employees, learning opportunities must reflect their new abilities and needs  
· Blended learning, using instructor-led training and e-learning, provides better learning results and high engagement and enthusiasm. The in-class training is tightly integrated with online experience, and the relevance to the learner is vastly improved. Thus the classroom has evolved to include interactions with remote colleagues and instructors, e-learning in many forms, coaching, assessment, and feedback
· Audiovisual Techniques: (CDs or DVDs) effective & widely used. Audiovisuals can be more expensive than conventional lectures to develop. Trainers should consider using them:
1. To illustrate how a certain sequence should be followed over time, such as when teaching wire soldering or telephone repair. The stop, instant-replay, or fast/slow-motion functions can be useful.
2. When there is a need to expose trainees to events not easily demonstrable in lectures (ex: visual tour / surgery)
3. When training is to be used organization-wide & it’s too costly to move the trainers from place to place.
· There are 3 options when it comes to audiovisual material: buying an existing product, making one, or using a production company. 
· Videoconferencing: connecting 2 or more distant groups by using audiovisual equipment.  Instructor is televised live to multiple locations  prepare a training guide ahead of time, as most learners will not be in the same location as the trainer. Arrive early and test all equipment.
· Programmed Learning: (textbook/computer) a systematic method for teaching job skill that involves presenting questions or facts, allowing the person to respond, and giving the learner immediate feedback on the accuracy of his or her answers.
3 Functions:
1. Presenting questions, facts, or problems to the learner
2. Allowing the person to respond
3. Providing immediate feedback on the accuracy of his or her answers
· The main advantage = reduces training time by about 1/3
· Trainees learn at their own pace, get instant feedback, and (from the learner’s point of view) it reduces the risk of error  BUT, trainees only learn as much as they would from a textbook. 
· Cost of developing the manuals or software or programmed instruction has to be weighed against the accelerated but not improved learning that should occur
· Vestibule or Simulated Training: training employees on special off-the-job equipment, as in airplane pilot training, whereby training costs and hazards can be reduced  aims to obtain the advantages of on-the-job training without actually putting the trainee on the job. 
· Necessity when it is too costly or dangerous to train employees on the job. 
· Putting new assembly-line workers right to work could slow production
· Simple Ex: place a trainee in a room with the equipment that he will actually be using on the job 
· Often involves the use of equipment simulators

E-Learning
· ELearning: delivery and administration of learning opportunities and support via computer, networked, and web-based technology to enhance worker performance and development
· Allow trainers to provide learning in a more flexible, personalized, and cost-effective manner. 
· Canadian employers are using e-learning to become more productive and innovative and to make self-directed, lifelong learners of their employees.
· Requires good instructional design  Motivate learners by describing the benefits they will gain from training, provide content designed to the learner’s specific needs, and offer interactivity, such as application of the material to common problems in the workplace and intrinsic feedback.
· The Canadian Society for Training and Development has found that e-learning is generally as effective as other forms of learning, but at a reduced cost. 
· Primary users in (Canada) are managers, and technical employees; clerical, service, and support employees; and managers.
· Learners are more satisfied when web-based learning involves high levels of human interaction.
There are 3 major types of e-learning: 
1) Computer-Based Training (CBT): trainee uses a computer-based system to interactively increase his knowledge/skills. Usually involves presenting trainees with integrated computerized simulations and using multimedia to help the trainee learn how to do the job
· Simulate role-play situations designed to teach behavioural skills and emotional intelligence
· Body language, facial expressions, and subtle nuances are programmed in.  Authentic & relevant scenarios involving pressure situations that tap users’ emotions & force them to act
· Teams of trainees can compete as virtual companies in the marketplace and continue to learn when they see their results compared to the others
· More Canadian firms use CBT than American firms, mainly because of Canada’s geography.
· More cost-effective than traditional training methods, which require travel
· Accessible 24 hours a day, which addresses shift work and different learning styles
· Helps to keep non-union staff members satisfied; multi-skilling enables job rotation
· Advantages: instructional consistency (computers, unlike humans, do not have good/bad days), mastery of learning (if the trainee does not learn it, he cannot move on to the next step of CBT), flexibility for the trainee, and increased motivation (from the responsive feedback of the CBT program)
2) Online Training: costs 50% less than traditional classroom-based training. 
· Ideal for adults, who learn what, when and where they want 
· Often the best solution for highly specialized business professionals who have little time available for ongoing education.  Students (the workers of tomorrow) thrive in online learning environments and find that they have more time to reflect on the learning material, which leads to livelier interaction
· Ideal for global organizations that want consistent training for all employees worldwide. 
· Disadvantage: content management, sound educational strategy, learner support, and system administration should receive more attention  critical for successful training outcomes.
· In the last few years, “learner content management systems” have been developed to deliver personalized content in small “chunks” or “nuggets” of learning. These systems complement “learning management systems” that are focused on the logistics of managing learning. Together, they form a powerful combination for an e-learning platform.  Part of the “second wave” of e-learning, involving standardization and the emergence of norms. 
· Disadvantage: freedom of online learning means that unless learners are highly motivated, they may not complete the training  learners don’t complete 50-90% of online courses
· Important to seek “blended learning,” including personal interaction & online training tools.
3) Electronic Performance Support Systems (EPSS): Computer-based job aids, or sets of computerized tools and displays, that automate training, documentation, and phone support.  Faster, cheaper, and more effective than traditional paper-based job aids, such as manuals. 
· When a customer calls a Dell Computer service representative about a problem, the representative is probably asking questions prompted by an EPSS, which rakes the customer & representative through an analytical sequence (so the worker doesn’t have to memorize). 
· EPSS provides value in maximizing the impact of training. If a skill is taught but the trainees don’t need to use it until months later, the learning material is available through the EPSS.

STEPS 3 AND 4: VALIDATION AND IMPLEMENTATION
· Check training schedules, facilities, trainers, participants, equipment, and course materials
· Validation is often overlooked in the training process. To ensure that the program will accomplish its objectives, you must conduct a pilot study, or “run through,” with a representative group of trainees.  The results of the pilot study are used to assess the effectiveness of the training.
· Revisions can be made to address any problems encountered by the pilot group. Testing at the end of the pilot study can measure whether the program is producing the desired improvement in skill level. If the results fall below training objectives, then more work must be undertaken to strengthen the instructional design.
· Once the program has been validated, it is ready to be implemented by professional trainers. 
· Train-the-trainer workshop may be required to familiarize trainers with unfamiliar content 

STEP 5: EVALUATION OF TRAINING
· Transfer of training (TOT): Application of skills acquired during the training program into the work environment and the maintenance of these skills overtime  Important to assess ROI in human capital made through training by determining whether the training actually achieved the objectives. 
· Before training, potential trainees can be assessed on ability, aptitude, and motivation regarding the skill to be taught. Those with higher levels can be selected for the training program. 
· Trainees can be involved in designing the training
· Management should provide active support at this stage.
· During the training, provide frequent feedback, opportunities for practice, & positive reinforcement. 
· After the training, trainees use goal-setting and relapse-prevention techniques to increase application.
· Provide opportunities to apply new skills, positively reinforce new sills while being tolerant of errors.
· Profitable companies spend the most on training, and those rated as being among the 100 best companies to work for in Canada spend the most per employee on training.
· After trainees complete training (or at planned intervals during training), the program should be evaluated to see how well its objectives have been met and the extent to which transfer of training has occurred. 
· Are trainees learning as much or as fast as they can? Is there a better method for training?
· 2 basic issues to address when evaluating:
1) Design of the evaluation study & whether controlled experimentation will be used
2) The training effect to be measured
· Controlled experimentation: Formal methods for testing the effectiveness of a training program, preferably with a control group and with tests before and after training. (the best method to evaluate)
· Use a training group and a control group (receives no training). Data should be obtained before & after the training effort in the training group, and before & after a corresponding work period in the control group         determine extent to which change in performance in the training group resulted from the training

4 Training Effects to Measure
1. Reaction: First evaluate trainees’ reactions to the program. Did they like the program? Did they think it worthwhile?  Use an evaluation form to evaluate employee reaction to the training program.
2. Learning: test trainees to determine whether they learned the principals, facts and skills that they were supposed to learn.
3. Behaviour: ask whether the trainees’ behaviour on the job changed because of the training. (Are employees in the store’s complaint department more courteous toward disgruntled customers than they were previously?)  These measures determine the degree of transfer of training.
4. Results: ask questions like “Did the number of customer complaints about employees drop?” 
· Improvements in these “metrics” are important. The training program may lead to reaction, learning, and behaviour, but if the results are not achieved, then the training has not achieved its goals.  Then, problem may be related to inappropriate use of a training program. 
· Most important step!
· Several things to keep in mind when using these to measure training effects:
1) There are only modest correlations among the 4 types of training criteria (scoring “high” on learning doesn’t mean that behaviour or results will also score “high”)
2) Reaction measures (ex: asking trainees “how well did you like the program”) may provide some insight into how trainees felt, but won’t provide much insight into what they learned or how they’ll behave once they’re back on the job

TRAINING FOR SPECIAL PURPOSES
· Training increasingly does more than just prepare workers to perform their jobs effectively 
· Training should increase literacy and help adjust to diversity 
Literacy and Essential Skills Training
· As the Canadian economy shifts from goods to services, there’s a corresponding need for workers who are more skilled/literate and better able to perform at least basic arithmetic. 
· Enhanced literacy gives workers a better change for career success, and improves bottom-line performance of the employer (through time savings, lower costs, improved work quality)
· 50% Canadian adults are below the internationally accepted literacy standard for a modern society.
· Canada’s large cities will see rise in workforce illiteracy due to the spike in the number of seniors/immigrants. 
· For every increase of 1% in national literacy scores (relative to international average), a country will realize a 2.5% gain in productivity and a 1.5% increase in per capita GDP over the long term
Employers respond to this in 2 main ways:
1) Orgs implement a training strategy with the objective of raising the essential skills of their workforce  essential skills can be measured with the Test of Workplace Essential Skills (TOWES)
2) Federal governmentt made funding available for training professionals to develop enhanced language training (ELT) to provide job-specific English instruction to help immigrants gain employment

Training for Global Business and Diverse Workforces
· With diverse workforces and customers, there is a strong business case for implementing global business & diversity training programs. Success in the global marketplace is predicted by developing leaders at all levels of business and by valuing multicultural experience and competencies. 
4 global literacies (critical competencies) required to succeed in the global economy:
1) Personal literacy — understanding and valuing oneself
2) Social literacy — engaging and challenging other people
3) Business literacy — focusing and mobilizing the business
4) Cultural literacy — understanding and leveraging cultural differences
· Diversity training enhances cross-cultural sensitivity among supervisors and non-supervisors, 
· Goal: creating more harmonious working relationships among a firm’s employees. 
· Enhances the abilities of salespeople to provide effective customer service
· 2 broad approaches to diversity training:
1) Cross-cultural communication: focuses on workplace cultural etiquette & interpersonal skills. 
2) Cultural sensitivity training focuses on sensitizing employees to the views of different cultural groups toward work so that workers from diverse backgrounds can cooperate more effectively. 

Customer Service Training
· More retailers feel the need to compete based on quality implement customer service training 
· The basic aim is to train all employees to:
(1) Have excellent product knowledge 
(2) Treat the company’s customers in a courteous and hospitable manner.  "The customer is always right”  requires employee customer service training.
· Retail Council of Canada: national customer service certification program for retail sales associates & first-level managers, based on national occupational standards and essential skills profiles. 
· Certification requires: completion of a workbook, a MC exam, in-store evaluation-of-performance interview, and experience (600 hours for sales associates, one year for first-level managers). 

Training for Teamwork
· Many firms find that teamwork does not just happen and that employees must be trained for teamwork
· Some firms use outdoor training to build teamwork  taking a group of employees out into rugged terrain, where, by overcoming physical obstacles, they learn team spirit, cooperation, and trust 
· Not all employees are eager to participate in such activities  too contrived to be applicable
· Have prospective participants fill out extensive medical evaluations for risky activities 
· Show the lengths company’s go to, to build effective teamwork

Training for First-Time Supervisors/Managers
· As Baby Boomers retire, young workers are rising to positions of authority quickly & in large numbers. They are assuming supervisory/managerial roles at much younger ages now. 
· Along with the steep learning curve that all first-time supervisors/managers face, the latest group faces the challenges of managing employees from previous generations who are still in workforce.
· New supervisors/managers are often chosen for their technical ability, and their interpersonal and communication skills get overlooked, but these skills determine success as a manager
· New managers also need to learn to define their personal management style, how to give and receive feedback, how to motivate others, and how to manage conflict
· First-time supervisors/managers need to learn a new set of skills  Formal training is required, and higher-level managers need to coach, mentor, and provide performance feedback to new young supervisors  training can be provided by external organizations 
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Steps
Start motor

Set cutting distance

Place paper on cutting table
Push paper up to cutter

Grasp safety release with left
hand

Grasp cutter release with right
hand

Simultaneously pull cutter and
safety releases
Wait for cutter to retract

Retract paper

Shut off motor

Key Points.
None
Carefully read scale to prevent wrong-sized cut
Make sure paper is even to prevent uneven cut
Make sure paper is tight to prevent uneven cut

Do not release left hand to prevent hand from
being caught in cutter

Do not release right hand to prevent hand
from being caught in cutter

Keep both hands on corresponding releases to
avoid hands being on cutting table

Keep both hands on releases to avoid having
hands on cutting table

Make sure cutter is retracted; keep both hands
away from releases.

None
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