HR
Chapter 1 – The world of HR management
Chapter outcomes :
· Explian for managers can help their firm to have a competitive advantage by strategically utilizing people
· How HR practices can help a firm with globalisation , CSR, and sustainability
· Describe how tech can help people performance
· Explain goals of HR managers (increase production and control costs)
· Discuss how firms can leverage employee differences and how educational and cultural changes are affecting how HR engage employees
Intro :
· HR practices like the way an organisation acquires, treats, develops and rewards its employees is hard to replicate so HR is a major source of competitive advantage. Employees knowledge and abilities are a distinctive and renewable ressources that companys  can draw from (employees can make or break a companys competitive edge)
· Human ressources management (HRM) : The process of managing human talent to achieve an organisation’s obectives.
· It involves analyzing a comapany’s competitive environement and designing jobs so that a firm’s strategy can be successfully implemented to beat the competition. This also required identifying, recruiting and selecting the right people for these jobs, training, appraising, motivation these people, developing competitive compensation policies to retain them and grooming them to lead the organization in the future. 
Why Study HRM
· It touches on important subjects like establishing the strategic direction of a firm, determining and attracting  the best people and coaching them to become top totch performers
· Establishing the strategic direction your firm should take
· Business plans, produtcts ect. Can be copied but people cannot be copied. 
HUMAN CAPITAL AND HRM
· Firm Success depends on an org ability to manage talent or human capital(the knowledge, skills, and capabilities of individuals that have economic value to an organization)
· Human capital is intangible and cannot be mange the way we manage products, jobs and tech because organizations don’t own human capital, employees own that and take it with them if they leave a firm. So if an employee leaves, the firm looses the traning investment they made in that employee.
· HC is valuable because its based on company specific skills, its gained through long term experience and can be expanded through development
· The real strategic advantage for organizations is high-quality HRM systems
· Org need to invest in employee development AND find ways to to better utilize the knowledge of their workers.
· HRM = competing through people
· Words to describe how important people are to orgs : HR, human capital, intellectual assets, talent management
Overall Framework for HRM
· Competitive Challenges
· Changes in the market place and economy, Globalization, Technology, Cost containement, Leveraging employee diffrences
· HR
· Planning, Recruitment, staffing, job design, training/development, appraisal, communications, benefits, labour relations
· Employee concerns
· Job security, health care issues, age and generational work issues, retirement issues, educational levels, employee rights, privacy issues, work attitudes, family concerns
Above, we can see that managers have to blend many aspects of management.
Competitive Challenges and HRM 
Issue 1 : Responding strategically to changes in the local and global marketplace
· In todays’s highly competitive environement  with global competition and continuous innovation, adaptability has become the key to capture opportunities and overcome obstacles
· HR people should be a part of your strategic planning team*
· HR mangers and business strategies :
·  Now, HR profesionnals don’t only look at employment costs but they forecast labour trends, desing new ways to attract and utilize new employees, measure effectiveness an help managers enter new markets. 
· HR managers need an intimate understanding of of the firms competitive business operations and strategies*
· HR managers need to understand total quality management, reengineering, reactive changes, proactive changes*
· Total quality management : a process used to translate customer needs into optimal tasks, its a system of management based on the principle that every staff member must be committed to maintaining high standards of work in every aspect of a company's operations.
· Quality improvement, reengineering, downsizing and outsourcing, offshoring are also ways org use to be more successful
· Six Sigma : a set of principles and practices whose core ideas include understanding customer needs, doing things right the first time and striving for continuous improvement.*
· Reengineering : The fundamental rethinking and radical redesing of business processes to achieve dramatic improvements in cost, quality, service and speed*
· Downsizing : planned elimination of jobs*
· Outsourcing: contracting out work that was formerly done by employees*
· Change management : is a systematic way of bringing about and managing both organizational changes and changes on the individual level. 
· To manage change managers (HR mangers too) need to envision the future, communicate the vision, set clear expectations, reorganize people and assets.
· Org that were successful in engineering change : linked the change to the business strategy, show how the change creates quantifiable benefits, engage employees, custmers and suppliers early, invest in implementing and sustaining change
· Companies pursues :
· Reactive changes : changes that occur after external forces (new law, recessions, competition) have already affected performance. Ex. BP’s oil spttill
· Proactive changes : changes initiated to take advantage of targeted opportunities 
· Succesful firms have their HR managers report directly to their CEO because HR managers can drive the business strategies.
· Forward thinking firms rotate non HR-managers into  HR positions to give them exposure, they also promote their HR team and provide them with key business stats so they can measure effectienness.
· HR managers are also responsible for listening and advocating on behalf of employees to make sure that both interests are aligned. (hardest par of HR jobs)
· Competing, recruiting and staffing globally
· Globalization : the trend to opening up foreign markets to international trade and investment. Aprox 85% of the Canadian economy is affected by international competition*
· How globalization affects HRM 
· When managers talk about going global they have to balance a complicated set of issues like
·  different geographies including cultures, employment laws and business practices;
· Gauging the knowledge and skill of international workers figuring a way to hire and train them sometimes by transalting training materiels
· Relocating managers to direct work of international workers
· Implementing training programs and enhancing the understaning other cultures and practices
· Dealing with culture shock, pay differentials
· Creates anything, anywhere, anytime markets, partnerships with foreing firms, lower trade and tarrifs barriers*
Issue 2 : Setting and achieving corporate social responsibility and sustainability goals 
· Corporate social responsibility : the responsibility of the firm to act in the best interests of the people and communities affected by its activities.
· Globalization stirs big debates, especially when it comes to jobs. 
· Companies are learning that being socially responsible domestically and abroad can not only help avoid law suits but also improve their earnings (and rep). Millennials are especially sensitive to a companies social reputation. 
· Sustainability is closely related to corporate social responsibility. (sustainability : producing a good or service without damaging the environement or depleating a resource.)
· **One of HR’s leadership role is to spearhead the development and implementation of corporate citizenship throughout their organisations, especially the fair treatment of workers.
Issue 3 : Advancing HRM with technology
· Internet and cloud computer have made it possible to have unlimited amounts of data stored, retrieved and used in a wide variety of ways. 
· Collaborative softwares : software that allows workers to interface and share information with one another electronically. Ex. Google docs, videoconferencing, online chat, electronic calenars etc. *
· This has changed the way companies do business
· Social media is also having an impact on HRM. It’s a way to attract employees and check if candidates are acceptable. Ex. Firms can hire Social Inteligence to comb through people fb, twiteer etc, to create a report of the real you. 
· Social media can also be used to manage talents, address mobility issues and allow for greater collaboration
· HR managers are debating whether or not to develop blogging and social media policies at wheather or not to establish rules on social media usage. They have to mange the risks associated with social media.
· From Touch Labour to Knowledge workers*
· Knowledge workers : workers whose responsibilities extend beyond the physical execution of work to include planning, decision making and problem solving. 
· Tech has reduce the number of ‘touch labour’ jobs and increased the number of jobs requiring considerable skill (knowledge workers)
· Technology has made it easier to train people, online universities, online webinars, you can also bring people from various contienents into 1 chart room for training.
· Influence of Technology on HRM*
· Human resources information system (HRIS) : a computeried system that provides current and accurate data for purposes of control and decision making. It’s the most central usage of technology in HRM.
· First impact of HRIS is operational*
· The impact of HRIS is huge because it affects the entire workforce, everyone needs to be hired, trained, paid and promoted through HR.
· HRIS has lowered admin costs, increase productivity, sped up response times, improve decision making and tracking company talent. It has also alleviated administrative burdens such as routine activities.
· The most frequen use of HRIS is automating payroll, miantainigne mployee records, and administrating benefits programs.
· 2- Second impact of HRIS is relational*, connecting people with each other and with HR data they need.
· Ex. Companies can are using software to recruit, screen and pretest applicants online before hiring them and to train, track and promote employees after getting hired. Managers can search online for internal of external talent by running searches for candidates that have been categorized by skill set. 
· 3 – Third impact of HRIS is transformational in nature*, changing the way HR processes are designed and executed
· Ex. Companies using software  to set developmental goals of its employees to gauge how well they are meeting them. Employees can look online at their goals and others goals. Building analytics that help you build the workforce of tomorrow. 
· The first step in choosing a HRIS is for HR personnel  to evaluate their biggest headache or the most time-consuming task and then choose the applications that can have the strongest impact on the firms financial measures (find the biggest bang for your buck)
· HR mangers should calculate the cost that could be saved (based on HR hours, average HR salaries) by usine the HRIS along with the hours of increased productivity.
· When an HRIS is effective, the HR team can focus more effectively on the firms strategic direction instead of on routine tasks, ex. They can now forecast personnel needs, planning for career promotions and help improve the strategic direction.
· Although the initial drive for adopting HRIS was to cut HR costs, HR managers have discovered that the system have allowed them to share information with departmental managers who, by having acces to it, have been able to to come up with better production practices and cost control solutions
· Despite HRIS, firms have trouble filling strategic management roles and although firms have now a talent management processes, they can no longer be synchronized with the companies strategic direction.
· Firms to a better job at fostering talent when there is commitment, involvement and accountability by a company’s supervisors to find and groom employees rather than when the task is owned by the HR department. 
Issue 4 – Containing costs while retaining top talent and maximising productivity.
· Stretching the company’s labour dollars while gaining productivity from workers is a challenge for managers.
· Organization can use these tactics to lower labour-related costs such as managing employees benefits, downsizing, outsourcing, offshoring, furloughing employees and engaging in employee leasing in attempt to enhance productivity. 
· Downsizing 
· Its not regarded as a short time fix when times are tough anymore. It has become a tool continually used by companies to adjust to technological changes, globalization and the firms direction.
· Some companies are against downsizing practices because they say layoffs can backfire after taking into account hidden costs like, severance and rehiring costs, accrued vacation payouts, pension and benefits payoffs, potential lawsuits, lost of institutional memory and trust in management, lack of staff when economy rebounds, survivors who are risk averse, paranoid and political.*
· These firms say they get some important benefits from these policies such as a loyal workforce, higher customer satisfaction, readiness to snap back with the economy, a recruiting edge, workers who are not worries to innovate knowing that their jobs are safe. *
· To approach downsizing intelligently you can reassignand retain employees for new positions when their jobs are eiminated or to offer their employees a four day work week for reduce pay on voluntary basis.  This way you treat employees as assets, as intellectual capital.
· Furloughing
· Its an alternative to downsizing. It’s a situation when an org asks or requires an employee to take time off with no pay or reduced pay. Some companies to this instead of downsizing not to lose talent to competitors, or they give sabbaticals
· Furloughs have their drawbacks too, costs are not as cut as downsizing, employees who are not furloughs have a greater workload, less time for innovation. A firms reputation can suffer when the public learns about the furloughing and downsizing practices. 
· A more diligent workforce planning is a better solution like develop a process that pin points skills the company no longer needs, low-impact jobs, poor performers in advance of a crisis. Also contract and part time employees hours can be adjusted. 
· Outsourcing
· Now, relationship between firms and employees are less relational and more transactional. 
· More people work on a freelance or contract, or work part-time. Outsourcing is evidence of this trend. 
· Companies can outsource accounting firms to take care of their finances, marketing firms for their promotional material, sometimes an entire HR department can be outsourced  to include flexibility and reduce overhead costs. 
· Outsourcing = helps organisations to focus on what they are best at.
· Offshoring
· The business practice of sending jobs to other countries
· Nearshoring : the process of moving jobs closer to ones home country
· Nearly half of 500 senior finance and HR leaders said they are offshoring a function of their companies. 
· Companies estimate that they can save 40 to 60 % on labour costs  by reallocating work to india where workers can do the same jobs  at half the price. 
· Hidden costs can sometimes  chew up the financial gains from offshoring. 
· Such as costs of finding foreing vendors, productivity loss during transition, domestif layoff costs, language difficulties, international regulatory challenges, and political and economic instability that can threaten operations. 
· A new trend is nearshoring, ex. Rising labour costs in china ae making it more appealing for American firms to offshore work to mexico.
· Shipping the finished good is cheaper because its closer and its quicker.
· Theres also homeshoring, companies are bringing back their jobs to domestic markets. Ex. Firms are offshoring call centers to domestic independent contractors who work from their homes.
· Offshoring, nearshoring, homeshoring, continue to be employment strategies as globale  economies continue to shift. The key is to have the top managers, finance department and offshoring firms to start working with the companies hr department before these activities start.
· Firms can minimise hidden costs and maximise returns by allowing HR team to have a seat at the table early so they can carefully address issues such as the types of jobs that should or should not be outsourced, skills and language requirements, workforce training, and change management . 
· Employee Leasing
· The process of dismissing employees who are then hired by  leasing company (which handles all HR-related activities) and contracting with that company to lease back the employees
· Companies can sing employee leasing agreements with professional employer organization (PEOsO a peo takes over the management of of a smaller companies HR tasks.
· PEO hire a lot of people from a lot of companies so they can provide benefits that smaller companies cant afford. They can also provide flexibility (part-time etc)
· Productivity enhancement
· Overemphasising labour costs misses the broader issue of improving a firms productivity. Companies can improve productivity by reducing their input (cost approach) or increasing the amount that employees produce by adding more human or physical capital (investment approach). Some companies find it easier to give work flexibility instead of benefits
Issue 5 : Responding to the demographic and diversity challenges of the workforce*
· In a recent survey, almost half of the org reported that the biggest investment challenge facing them over the next 10 years is obtaining human capital and optimizing their human capital investments. Why? Because of the domographic changes.
· Demographic changes
· More diverse workforce
· Aging workforce
· More educated workforce
· Managing diversity*
· Being aware of the characteristics common to employees, while also managing employees as individuals. It means not only managing differences but leveraging them by nurturing, supporting and utilizing to the orgs advantage.
· The diversity/Immigration challenge
· A shortage of immigrant labour could undercut competitiveness. Canadian firms understand that immigrants are critical to their survival and helps them attract a broader customer base.
· Age distribution of employees
· Large portions of the workforce are near retirement. Expertise will be drained rapidly when they all retire, a lot of people to replace. 
· Companies are bringing back retirerees (ex. For consulting)
· The turover rate of orlder workers is a lot lower than the one of 30’s and under
· By rerecruiting older workers you save taining, transition and recruitment
· Millennials are known to have good technological know -how and great initiative, they are into meaningful work that will help the world (generation Y)
· Generation X (1964-1979) value job security, they are independent, they like challenging rather than repetitive work. And dislike over supervision.
· Having babyboomers, gen X and Y work together can be hard for a manager.
· Gender distribution in the workforce
· Women make up half the workforce in Canada, their educational attainment is also increasing. 61% of uni grads are women
· Employers have to make sure women are treated equaly in terms of advancement opportunities and compensation.
· More companies are accommodation working parents ex. Flexible work schedules
· Demographic shifts have a huge impact on the economy and HR operaions
Issue 6 : Adapting to educational and cultural shifts affecting the workforce*
· Higher education has a direct link to the income paid to employees. Experts estimate that the value of a degree is 1M over a career. 
· Job complexity is increasing but The skills gap is widening, 3M canaidnas ant read printed materiel
Other factors affecting the workforce:
· Cultural and societal changes affecting the workforce
· Attitudes, beliefs, values, customs of people in a society = culture. And  culture affects behaviour on the job such as reactions to assingments, leadership styles and reward systems. Since culture is undergoing continual change, hr policies and procedures must adjust to this change.
· Employee rights
· Legislation has  granted employees the right to equal opportunity, union representation, safe and healthful workplace, pension plans regulation by the government, equal pay and privacy.
· Privacy concerns of employees
· The personal information protection and electronic documents act (PIPEDA) is a federal law that deals with the collection, use and disclosure of personal information. Ex. IBM has a privacy program. PIPEDA protects people electronique communications, the rules are different for communication at work, employers have the right to monitor their email and internet use.
· Changing nature of the job
· The era of pull time permanent job has pass, theres a lot more self-employed, non standard (part time, temp, contract)
· As job security erodes, so does pensions and health benefits
· Benefits of hiring part-time : reduce payroll costs, repond to demand luctuations, access to specific expertise. But the drawbacks are : lack of loyalty/commitmenet, lack knowledge of the business, higher training costs, higher turnover and absenteisme. 
· Changing atitudes towards work
· Younger generation think that life satisfaction (balancing life and work) is a better indication of personal success than simply financial gains. People ranked ‘job offers interesting work’ as the main item of importance and job security as the less important.
· Balancing work and family
· Companies with programs like childcare, part-time work, telecommuting, daycare, parental leave etc. find that accommodating their employees needs is a powerful way to attract and retain top calibre people.
The partnership of line managers and human resources departments
· Successful org combine the experience of line managers with the expertise of HR managers to develop and utilize the talents of employees to their greatest potential. Line managers are the non-HR managers who are responsible for overseeing the work of other employees
· There are different types of HR managers who specialize in different HR functions
· Managing people is every managers business not just HR
· HR managers are assuming greater roles in top management planning and decision planning that reflects the believe that HRM can make important contributions to the success of the firm
Responsibilities of the HR managers
· Advice and counsel
· Serves as in house consultant to supervisors, managers and executives. They have knowledge with internal imployment issues like policies, labour agreements, ethics, needs and they are aware of external trends like economic and unemployment data and new regulations). Valuable for decision making. They also can avise of compensation comitees (like the tops executives pay)
· Service
· They perform service activities like recruiting, selecting, testing, planning and conducting training programs.
· Line managers needs to be convinced that HR are there to help increase productivity and not impose obstacles to their goals. 
· Policy formulation and implementation
· HR managers generally propose and draft new policies to address recurring problems or prevent problems. HR can monitor departments to ensure conformity with established HR policies. HR is a resource to whom managers can turn to for policy interpretation. 
· Employee advocacy
· Listening to employee concerns and representing their needs to managers to ensure that the interest of employees and of the org are aligned.
Competencies of the HR manager
· Business mastery
· The need to know the business of their org thoroughly including the understanding of its economic and financial capabilities so that they can be a key member of the firms strategic direction. 
· Also requires HR profesionals to develop skills at external relations focused on their customers
· Summary : business acumen customer orientation, external relations
· HR mastery
· HR are the behavioral experts of the org. they should develop expert knowledge in staffing, development, appraisals, rewards, team buisling and communication
· Summary :staffing, performance appraisal, rewards system, communication, organization design.
· Change mastery
· Must manage change processes so that their firms HR activities are merged with the business needs
· Summary : this involves interpersonal and problem solving skills, rewards system and innovation and creativity.
· Personal credibility
· Hr needs to establish personal credibility with their internal and external customers
· Credibility and trust are earned by developing personal relationships, demonstrating the values of the firm, standing up for ones own beliefs, and being fair minded.
· Summary : trust, personal relationships, lived values, courage
There is a need for hr to be more accountable to those who they serve. HR profession is adopting the institutions caracteristiques of true professions. One aspect that distinguishes true professions froms other occupations is the existence of a gouverning body which has the mandate to protect public interests and to who profesionals are accountable to. 
Many companies are assigning hr reps to their core business tams to make sure hr issues are addressed and that makes sure that hr is knowledgeable about the core business. 
Activity 1
Should contract employees be treated the same as permanent employees?
No, they shouldn’t have the same benefits, since they don’t have a vested interest in your business. 
Activity 2
Which of the following challenges (tech, globalization corporate social responsibility, demographic changes) will have the most impact on your working lives. 





Chapter 2 – Strategy and HR planning
· Intro
· This chapter will explain how
·  HR planning and a firms mission, vision and values are integrally linked to its strategy.
· Understand how an orgs external enviro will influence strat planning
· Understand why its important for an org to do a internal resource analysis
· Explain the link between competitive strategies and HR
· Understand what it takes to implement a successful strategy and how to assess its effectiveness
· Describe how firms evaluate strategies and HR implementations
· Now first really believe that Human capital is a strategic investment and affects customer service, profitability etc.
Strategic planning and HR
· Strategic planning : procedures for making decisions about the organisation’s long-term goals and strategies. The plans focus on how the org will position itself relative to the competitiors en ensure survival.*
· Human resources planning : the process of anticipating and providing for the movement of people into, within and out of an organisation. The goal is for managers to deploy their hr  as effectively as possible to accomplish the companies goals*
· Strategic HR management (SHRM) : the pattern of human resources deployment and activities that enable an organisation to achieve its strategic goals. It combines strat planning and HRP.*
Strategic planning and HRP : linking the process
· Good HR manangers marry HRP to the strat planning process for the org
· HRP relates to strat planning on 2 levels
· Strategy formulation*
· HRP provides inputs for strat formulation is terms of wheather a firm has the numbers and types of people available to pursue a given strategy
· Strategy implementation*
· Once the company has decided on its strategy, the executives must make resource allocation decisions to implement that strategy including decisions regarding the structure, processes and human capital
· Strat decisions are affected and affect HR concernes. The relationship needs to be reciprocal 
· Business strats give a context for the HR strat but its not a one way street, the types of people will contrains what the firm can do strategically.
· The HR strat follows the business strat and helps implement it. Ex. If the firms strat is to be innovative, the hr strat could be to compensate employees for new developing innovative products
Link between strategic planning and HR

	Steps
	Organization
	HR



	1.Mission, vision, values
	Identify purpose, position, direction
	Capture business philosophy, foundation, ethical codes

	2.External analysis
	Asses opp and threats
	Gauge demographic trends


	3. Internal analyssi
	Assess strengths and weaknesses
	Analyse workers compentencies, culture and composition, forecast supply and demand for employees

	4.Strategy formulation
	Develop corporate strat
	Develop productivity goals

	5.Strat implementation
	Allocate ressources
	Hirir, downsize, train and reward to motivate employees to do the strat

	6.Evaluation
	Evaluate benchamarks
	Maintain human capital metrics



Step 1 : Mission vision and values
· First step is strat planning is establishing a mission (purpose and scope of operations)*
· A strategic vision is a statement about where the company is going and what I can become in the future (long term direction)*, clarifies long term direction and its strategic intent*
· Organizational core values are the strong and enduring beliefs and principles that the company uses as a foundation for its decisions*
· HR’s role in establishing and reinforcing a firm’s mission, visions and values
· HR managers help embody a firms’ mission, vision, and values within the organization by doing the following :
· COMMUNICATING these frequently informally and formally (emails, meetings)
· RECRUITING AND HIRING employees whose values are consistent with the organization. This helps sttract millennials that want meaningful work
· TRANSLATING the mission, vision and values into specific on the job behaviours and job descriptions and rewarding employees based on them
Step 2 : External Analysis
· Environemental scanning* : systematic monitoring of the major external forces influencing the organization (forces in the business enviro, remote envrio and competitive enviro)
· Porters 5 forces. Orgs need to look at this during external analysis
· The business environement : all external fators in the general environement that the firm cannot control but that can impact its strategy
· The remote environment (macro): its part of the business enviro. Its forces that affects all firms such as changes in the economy, technology, demographic changes, legal and regulatory changes. A firm cant influences these changes it can only adapt
· Economic changes : not all firms contract in recessions, some do well ex. Dollar tree if they adapt well to the change. Ecological changes like hurricans can impact the economic, same thing, firms must adapt.
· Technological changes : ex. Newspapers have to adjust from print to to digital subscribers witht the impact of the internet.
· Demographic changes : changes in the labour supply (age, composition, literacy, immigration) can limit the strategies available to firms. The shortage of talent in the high-skill jobs continues to create strategic challenges
· Social changes : changes in people priorities towards work, need for childcare, eldercare, sustainability concerns, good wages etc. ex. Theres more pressure on Walmart to provide good wages. That will affect the low priced products strategy
· Legal and regulatory changes : one law can require firms and industries to dramatically  adjust their strategic direction. Its not just our laws that can affect the business but the laws of other countries too
· Competitive environment (micro): firms have greater ability to influence it. It includes
· Customers : firms should focus on creating values for customers
· Rival firms : firms need to analyze competitiors and adjust their strat and make sure theyu hace the kind of employees, training, compensation practices to align with that strategy
· New entrants : if they brake the entry barriers they can be game changers
· Substitutes : firms may fave to adjust their employee skills base to support dirrent technologies or may need to think how they can compete in a different way if buyers are buying elsewhere
· Suppliers.
· HR’s external supply of labour
· Gauge  demographic trends, exernal supply of labour and benchmark competitiors HR metrics
· Firms want to be closer to the younger, educated workers that will lead them into the digital age
· Part of conducting an external labour analysis includes gaging the talent in your own industry so looking at the competitive environement for labour. 
· What firms end up hiring the best candidates and why?
Step 3 : internal analysis
· Firms look at their own strengths and weaknesses
· Firms should look  at cuture, capabilities and composition*
· Core capabilities : intergrated knowledge (people, processes and systems) sets within an organization that distinguish it from its competitiors and deliver value to its customers
· Some think that a firms success is base on its core capabilities
· Firms look at their level of value creation so what the firm adds to a product, the amout of benefits provided by the product after the costs are subtracted. 
· Core capabilities can be a combination of these 3 resources : processes, systems (tech) and people
· Recipes for how work will be done
· Systems : not-notch systems can be a competitive advantage
· People are the resource that underlines the firms core capabilities, especially in knowledge based industries.
· Sustainning a competitive advantage through people
· Orgs can sustain a competitive advantage through people if they :
· The resources must be valuable. People are a source of competitive advantage if they improve the efficiency and effectiveness of the company. They need to motivate employees to be valuable
· The ressources must be rare. People are a source of competitive advantage when their knowledge, skills and abilities are not equally available to competitiors
· The ressources must be difficult to imitate: people are a competitive advantage when the employees capabilities and contributions cannot be cpied. Ex. Disney create a unique culture to get the most out of their employees and is difficult to copy
· The resources must be organized : people are a source of competitive advantage when their talents can be combined and deployed to work on new assingmeents at a moments notice
· Types of talent and their composition in the workforce
· Managers need to ecide who they will hire internally, who they will contract externally and who will manage different types of employees
· Determining the composition of the workforce is an element of the internal analysis for firms that want to compete based on capabilities
· Worker can be classified into various categories ex. Complementary (r and D), strategic (management), support (customer service) an  core (quality)
· Strategic knowledge workers : they have aunique skill linked to the company’s strategy and difficult tot replace like R&D worker in pharamaceutical companys. Firms make long term commitments to these employees
· Core employees : they hake valuable skills to the company but can be replaced like salespeople in a department store, firms makes less investments in their training and pay them for short term performance
· Support workers : they have skills of less strategic value (maintenance, clerks,) usually hired on contract basis. Firms don’t invest much in their development
· External partners (or complimentary partners):  they have unique skills but they are not directly liked to the compmays core strategy like consultnats and lawyers. Companies tend to establish long term alliances since they have skills that are specialized and not available to all firms. Considerable investment is made in the exchange of knowledge and information
· Firms tend to outsource what is not essential to their core competence and HRP can help managers weight the cost and benefits of outsourcing or not
· Ethics in hrm, if you are rehired for many conracts, you are defacto an employee. Also, workers are taking the drivers seat and demanding more out of their contracts like singing bonuses.
· Corporate culture
· Managers understand that employees are the key tot heir success so they ftern do cultural audits, the examination of the values, assumptions, beliefs and expectations of their workforce. 
· Cultural audits* can help a firm direct their strategy by deciding on the strategic investment necessary to build a culture. Hey can also help to see if two culture will mesh well in a merger
· Conducting a cultural audit *
· Survey the employees, employee satisfaction is linked to customer satisfaction and revenues. How do employee spend their time,
· Theres 4 types of corporate cultures that can be identifie by the culture assessement instrument 
· The clan : tight knit where loyalty and cohesion is valued ex. Starbucks
· Adhocracy: entepreneurship is valued ex. Google
· Market : competition and result oriented risks are valued ex. Investement banks
· Hierarchial : formal structures and procedures, efficiency and stability are valued ex. Utility and railroad companies.
· Values-based hiring
· Many firms try to hire people with values in ligned with thir corporate culture, this is called balues-based hiring. It involves the process of outlining the behaviours that exemplify a firms corporate culture and then hiring people who are fit for them.
· Forecasting*
· An internal analysis can reveal a lot about where it stands today and helps strategic planning. Things change so, in order to effectively do strategic planning mangers need to :
· Forecast the demand of labour (how many people do we need to make our objectives of 5000 doors)
· Forecast the supply of labour 
· Balance supply and demand consideration
Learn table 2.4 by heart***
· Unfilled jobs can be costly in terms of efficiency and costs of hiring and training replacements. 
· Forecasting a firms demand for employees
· Predicting a companys needs (labour) to meet its objectives depends on the competitive strategy, technology and productivity. It also depends on external factors like business cycles, economic and seasonal trends.
· Firms forecasts this demand with :
· A quantitative approach*:
· Involves stats like trend analysis that forecast labour demand based on an organizational index such as sales.
· Other models exists like multile predictive techniques that relie on more than one factor, they can combine interest rates, GDP, disposable income, sales, etc. to predict employment levels.
· Smaller companies can have access to these forcasting techniques with the help of new software
· A Qualitative approach*:
· Les statistical.
· Use of management forecasts that  are opinions of supervisors, department managers, experts etc. that have knowledge about the orgs future employment needs
· Other qual model : the Delphi approach that summarized the judgement of a selected group of inividuals to derease subjectivity.
· Ideally forecasts should include both types
· Forecasting a firms supply of employyes (quantitative)
· A firm must determine if theres sufficient numbers and types of employees available to staff the openings it anticipate having.
· The process includes tracking current employee levels and making future projections about those levels. firms use :
· Staffing tables : graphic representation of all organizational jobs, along with the numbers of employees currently occupying those jobs and future employment requirements derived from demand forecasts)
· Markov analysis : a methode of tracking the pattern of employee movement through various jobs and helps create a transition matrix for foreasting labour supply.
The above metric focus more the the numbers of employee in particular jobs. The following metric focus on the type of employees and their skills, knowledge and experience.
· Qualitity of fill metric : a metric designed to assess how well new hires are performing on the job. Having bodies occupy a position is not telling enough
· Skill inventories : files of personal education, experience, inteests and skills that allow managers to quickly match jobs openings with employee backgrounds. Managementinventories are data collected on managers*
· Replacement charts and succession planning : listings of current jobholders and people who are potential replacements if an opening occurs. Skill inventories can help create these charts.*
· Succession planning :  the process of identifying, developing and tracking key indivuduals for executive  positions. *
· Assessing a firms human capital readiness gap analysis
· Human capital readiness : the process of evaluation the availability of critical talent in a company and comparing it to the firms supply.
· Once the firm has assessed its supply and demand for employees it can start understanding its human capital readiness
· Any difference between the quantity and quality of employees required (spots open) and the quantity and quality of people qualified (available to fill those positions) needs to be closed. 
· One the human caoital readiness is complete (required vs qualified) managers can establish their strategy and the requirement for eveloping the talent needed to implement the strategy
Step 4 : formulating a strategy
· After assessing internal strnghts and weaknesses and external opps and threats, a business can formulate its stratergy and hr strategies*
· Strategy formulation : moving from simple analysis to devising a coherent course of action*
· A swot analysis  is a comparison of the 4 componenets to formulate a strategy.*
· Helps capitalize on opps, conteract threats and alleviate weaknesses*
· Corporate strategy
· It includes the markets in will compete in and how and against who, some firms use a concentration strategy in which they only focus on one part of the industry
· Corporate strategy includes decisions in terms of strat alliances, growth and diversification and mergers an acquisitions
· Growth and diversification* 
· As companies grow, their strategic decisions tend to focus on geographic, product and volume expansion. HRP is vital to these decisions
· HRP and groeth are linked because growth hinges on : increased employee productivity, a greater number of employees and employees developing and acquiring new skills
· Companies are faced with the decision to develop the capabilities in house or to contract externally. Hr is important part of the decision
· Mergers and acquisitions*
· Most failures aredue to culture inconsistencies and conflicts between managers. So effective HRP are super important prior to and during the merger process
· Strategic alliances and joint ventures*
· When firms come together for cooperative strategies the issues of culture become important (especially during international joint ventures). HR can assess the compability of cultures and potential problems, they can select executives and develop teamwork across the workforce, and they are involved in the performance assessment and mutual incentives for the alliance
· Business strategy
· Corporate strategy is domaine selection whearas business strategy is domaine navigation. It is more focused on HOW it will compete to create value for customers. (decreasing costs of increasing benefits)
· Value creation : what the firm adds to a product of service by virtue of making it; the amount of benefits provided by a product once the cost of making it are subtracted.*
· Low costs strategy : compete on productivity and efficiency. A low cost strategy has links to HRP:*
· Productivity : low cost strategy doesn’t mean cutting on labour costs, some companie pay top dollars and gain back cost advantages because of good productivity. Either they produce more with the workforce they have or they can produce the same amount with a smaller workforce
· Outsourcing: companies can contract externally with a partner that can perform as good or better than them at a lower cost. This links HRp and strategic planning directly
· Differenciation strategy*. Compete on unique added value. (high quality, innovative features, speed to market, superior service). Liked to HR by:
· The need to identify and support ways to motivate employees to focus on service
· Service-oriented firms try to embed their values in the cultural values of the company
· Functional strategy : ensuirng alignement
· Strategy to translate strategic priorities into functional areas of the org. there need to be a clar alignment between hr and the requirements of a orgs strategy. Hr policies need to achieve two types of fit :
· Vertical fit/alignment : focuses on the connection between the business objectives and the major initiatives in HR.ex. if the business strat is to achieve low costs, the HR policy needs to focus on efficient and reliable behavior from employees to enhance productivity.
· Horizontal fit/alignment : focuses on making sure that the hr practices are all aligned with one another to establish configuration that is mutually reinforcing. ALL the hr practices (job desing, compensation, staffing, training etc) needs to focus on the same workforce objectives. Ex. If teamwork is the strat, the compensation shouldn’t reward individual acheivements.
Step 5 : strategy implementation
· The 7 S model, in this model theres hard S and soft S.
· Hard S
· Strategy : lays out the route that the org will take in the future
· Structure : is the framework in which the activities of the org members are coordinated. If the strat required employees to be reorganized, hr will be involved
· Systems and processes, includes procedures that gouverne the everyday activities. HR needs to make sure that the best workflow models are put in place as the  org redesings their processes.
· Soft S
· Shared values : guiding parameter for strategic planning. Hr managers play a key role as guardians of the corporate culture expecially during strategic changes
· Style : refers to the leadership approach  and also how employyes present themselves to suppliers, customers and external parties
· Skill and staff relate directly to HRM because at its most basic level, HR’s role in the strategy implementation process is to reconcile (1) human resources demand and(2) human resources available
· Taking action : reconciling supply and demand*
· Balancing demand and supply  by forecasting business activities (trends), locating applicants
· Or by Organizational downsizing, outsourcing, offshoring
· Or by Making layoff decisions (seniority, collective agreements)
· HRP = seaking balance between demand ans supply of labour. Demand = based on forecasted trends in business activity. Supply = determining where and how the candidates with the required qualifications can be found to fill vacancies. 
· In order to meet Hr demands, orgs have different staffing options (dealing with surplus employees)
· Layoffs : based on seniority andor ability. With unionized orgs, the layoffs criteria are set forth in the collective agreement. Employers recongnize seniority in unionzed orgs but in ununionized orgs ability is often chosen as the criteria. Seniority in measurable but perception of ability is subjective. But with seniority, less competent employees could receive more or equal job security than more competent ones.  Using seniority is often disadvantageous for women and other minority groups that often have less seniority. Under ayoffs strategies theres several work reduction options : reuced workweek, reduced shifts and ransfers to related companies
· Layoffs are the fastest way to achieve workforce reduction
· Attrition : refers to the natural departure of employees through quits, retirements and deaths. Some industries have high turnover rates and they can easily estimate how many people will leave the organization so they can slowl reduce the workforce by natural means. 
· Attrition must  be supplemented by other practices. Hiring freezes means that’s orgs will not hire new workers as planned or will hire only in areas critical to thr orgs success. They are usually implemented at the same time as attrition to reduce the workforce.
· Some orgs will offer incentives to leave to speed up attrition
· Slowest way to achieve workforce reduction
· Termination : if the surplus seems to be permanent, termination may be the only option
· It’s the practice initiated by an employer to separate an employee from the organization permanently.
· The purpose of termination is to reduce size of workforce to save money, the purpose of firing is to get ride of somone with poor performance or unethical behaviour
· Termination strategy starts by identifying the  who are in positions that are no longer considered useful or critical to the org effectiveness.
· Employees cannot terminate without some form of compensation like severance pay, a lump sum payment given to a terminated employee at the time of the employer-initiated termination.
Step 6 : Evaluation and assessement*
· Assessing the effectiveness of a firms can seem like the last step but its also the first step of the next planning cycle.
· Evaluating and assessment issues
· Many firms evaluate based on other firms because strategic management is  is aimed at creating a competitive advantage.
· Benchmarking* is the process of measuring one’s own services and best practices (productivity, logistics, brand management, training) against the recognized leaders in order to to identify areas of improvement. 
· The target company for benchmarking does NOT need to be a competitior
· To evaluate themselves, firms need to establish a set of desired objectives as well as the metrics they will use to monitor how they delievered against those objectives.
· The metrics fall into two basic categories : human capital metrics and HR metrics.
· Human capital metrics* assess aspects of the workforce
· HR metrics* assess the performance of the HR function itself.
· Smart hr managers can enhance their worth to their org if they go gather informal information (intelligence) about the strategic and HRm practices of their competitiors. Ex. By tracking a firms on google with google alerts. 
· Gathering competitive intelligence and benchmarking alone will NOT give a firm a competitive advantage. A competitive advantage is based on the unique combination of a compnays human capital, strategy and core capabilities
· SO, hr managers CANNOT simply rely on the strategies of other firms. They must develop their own.
· Measuring a firms strategic alignment
· As an element of evaluation, some techniques help managers assess the extend to which they have achieved these objectives
· Strategy mapping and the balance scoreboard(BSC*): it’s a strategy to ensure strategic alignment. It’s a framework that helps managers translate their firms strategi goals into operational objectives. The model has 4 cells, financial, customer, process and learning. BSC logic is firmly rooted in HRM.
· LEARNING and people management  help organizations improve their internal processes and provide excellent customer services
· Internal PROCESSES (product dev and services) are creating customer satisfaction and loyalty. They also ensure productivity and contain costs for financial performance
· Customer value creation drives profitability
· All this leads to better financial performance
· Measuring horizontal fit
· Horizontal fit means that all hr practices are all aligned with each other to establish a configuration that is mutually enforcing
· There are 3 steps to measure horizontal fit
· 1. Managers need to identify the key workforce objectives they hope to achieve
· 2. Managers need to identify each of the hr practices used to reinforce thoses workforce objectives (ex. Training and compensation)
· 3. Managers would evaluate each hr practices on a scale of -5 to 5. 5 being the most supportive. 
· By tallying up the ratings across managers, organizations can get a very clear idea of which hr practices are working together to achieve the workforce objectives and which are not. 
· Internal fit (between hr practices) is necessary but insufficient because of strategic alignment. Even if a firm has perfect alignment between hr practices, they could not be aligned with the competitive strategy. So manager need to assess internal and external fit.
· Ensuring strategic flexibility for the future*
· HR is focused on measuring the fit between HR and the strategy but its also focused on ensuring flexibility and agility when the environment changes.
· Successful hrp helps increase organizational capability *(the capacity of the organization to act and change in pursuit of sustainable competitive advantage
· Flexibility can be achieved in two primary ways
· Coordination flexibility* : occurs through rapid reallocation of resources to new changing needs. With HRP, managers can anticipate upcoming events, new regulations, economic trends and competitiors moves. Managers can change strategies (retrain employees, move people in and out of jobs) to accommodate the change
· Resource flexibility* : results from having people who can do many different things in different ways. Cross training, job rotations, team based work modes are all focused on establishing a flexible workforce. 
Strategic planning is a process designed to ensure superior performance today as well as establishing the capability and agility to respond tomorrow.
Employee absenteeism rate: # worker-days lost due to absence/ (average # of employee*# workday) *100
Employee turnover rate : # of separation during the month/# number of employees at mid-month *100


Chapter 3 : Equity and diversity in HRM
· Diversity is the variation of social and cultural identities among people existing together in a defined employment or market setting
· Diversity is not :
· Any difference between peple
· Gender or race-specific
· Affirmative action
· Minority groups
· Various laws prohibit discriminations on basis of gender, race, religion, disabilities when it comes to hiring firing promoting.
· Now 54% of uni grads are women
· When companies hire a diverse workforce, not only do they benefit from skills and loyalty of the employees, but gain goodwill and support from community at large and global enterprise.
· Elements of gendered orgs :
· Productions of gender divisions 
· Gender patterning – jobs/wages
· Managers make conscious efforts to repeat or alter the pattern
· Creation of symbols images and forms of consciousness that gender divisions
· Tv shows men is dominant positions and women in lower roles 
· Gender is both a resource and a problem
· The solution allowed for further control : female dominated role are more monitored for lunch breaks etc. in fear of alck of productivity.
· Reproduction disrupts ongoing work and seriously undersmines the pursuit to organizational goals
· Women are the ideal employee to a male driven workforce, they are willing to accept part-time roles, poorer paying jobs and job slated for elimination
· Racism is built on two main ideas
· Ethnic allegiance : 
· Social Darwinism:
· The ladder of racism : stereotypes, prejudice, discriminations, officially sanctioned discrimination, systematic racism, segregation, genocide
· Sexual harassment : is indimidation, bullying or coercion of a sexual nature, or the unwelcome or inappropriate promise of rewards in exchange for sexual favours
· Discrimination in the workforce is disadvantageous treatment or considerations
· Employment equity : the employment of individuals in a fair and nonbiased manner. It has received considerable attention in HRM and has attracted gthe attention od media, the courts etc in recent decades
· Its not jujst the absence of discrimination but also the proactive programs to ensure that the workforce represents the population
· It’s a legal topic and an emotional issue. 
· Covert or blatanly intentional discrimination is illegal
· Compliance with employment equity involves managing diversity with the goal of fully utilizing the org human capital
· Women, aboriginal people, visible minorities and people with disabilities make up 60% of the Canadian workforce
· Designated groups* : women, visible minorities, aboriginal people, people with disabilities who have been historically disadvantaged in employment. 
· They constitute a vital resource to help org understand and respond to the needs of a rapidly changing marketplace.
· Equity : fairness and impartiality. 
· The implementation of employment equity has involved establishing policies and practices designed to ensure equitable representation in workforce and to redress past discriminations (this is called affirmative action is the states and includes quotas that we don’t have in Canada)
· Status of designated groups
· They have disadvantages such as high unemployment, occupational segregation, pay inequities and limited opportunities for career progress.
· Women tend to be concentrated in occupation with lower status and pay. Women are underrepresented in semiprofesionnals and technician; supervisors in trade; management positions and members of the board; and in natiral and applied science roles.
· Female earning still lags behing the men
· For every dollar a man makes a women makes 76cents. The metric used to calculate the gender pay gap is comparing wages for men and women that work full time full year
· To retain women orgs can : equal pay, flex schedules, not force overtime, offer part time and job sharing, offer mentoring, and have a family first approach, offer learning opportunities, create networking opportunities, integrate women, offering paid leave for men and women to reduce the stereotype
· Many aboriginals face major barriers to  employment due to low educational achievement, lack of job experience and language an culture barriers.
· Many aboriginals are concentrated in low paying, unstable employment.
· Aboriginal values such as cooperation and consensus decision making have become more closely aligned with management approaches.
· People with disabilities face attitudinal barriers, physical demands that are unrelated to job requirements, and inadequate acces to technical and human support systems that would make productive employment possible.
· Employers can seek to redress attitudinal barriers by focusing on abilities and not disabilities
· Latin americains and south estern Asians experience low incomes, higher rates on unemployment and reduced access to jobs interviews.
· Systematic tests that negatively affect employment for visible minorities inclure culturally biased aptitude tests, lack of recognition of foreign credentials and excessively high language requirements. 
· Visible minorities tend to be better educated but the have the highest unemployment rate.
Benefits of employment equity
· Makes good business sens, contributes to the bottom line, avoids costly human rights complaints an broaens the base of qualifies individuals for employment
· It enchances an orgs ability to attract and retain the best qualifies employees which gives a better access to a broader base of skills
· Also enhances employee morale by offering special measures like flexible workweeks
· Improve the orgs image in the community.
· The Canadian charter rights and freedoms, the feeral Canadian human rights act (CHRA) and pay equity and employment equity acts are the governing bodies of legislation dealing with employment equity
The legal framework
· Canadian charter rights and freedoms (1)
· Corner stone of equity legislation. Guarantees fundamental rights for Canadians including ;
· Fundamental freedoms : Freedom of speech, press, assembly, association and religion
· Democratic rights
· Mobility rights (move from province to province)
· Legal rights  (in criminal procedings)
· Equality rights (guaranteeing no discrimination)
· Language rights
· The charter is a disappointment for some snce is does not include the right for employees to bargain collectively and to strike. According to the charter those were statutory rights and not fundamental freedoms.
· Charter protects only the right of government and public setor employyees, not private sector
· Canadian human rights act  (CHRA) (2)
· Proclaims that every individual should have an equal opportunity with other indivuduals to make for himself the life he wishes to have, consistent with his duties as a member of the society without being hindered from doing so by discriminatory practices based on race, nationality, ethnic, colour, religion, age, sex or marital status or conviction for an offense for which a pardon has been granted or based on a handicape. 
· Applies to all gouverment employees, crown corporations and industried under federal jurisdiction (banks)
· For other industries, protection can be found under provincial human rights laws.
· Employers anre permitted to discriminate if employment preferences are based on a bona fie occupational qualification (BFOQ) and it is not possible to accommodate the employee without causing undue hardship.
· Its ajustifiable reason for discrimination based on business reasons of safety or effectiveness. 
· Enforcement of the Canadian human rights act
· The Canadian human right commission (CHRC) deals with complaints about discriminatory practices covered by the Canadian human rights act.
· Individuals can file complaints
· If the CHRC deems the complaint legit, it will asing an investigator who will make a report to see if the discriminatory practices were illegal, settlement will procees.
· Enforcement of provincial human rights laws (3)
· Inforced in a similar manner to the federal system.
· Complaint based
· Majority of cases are resolved in the investigation stage.
· Employees can file a complaint to the human rights tribunal and if no settlement can be reached, the case can be presented to the human rights cominssion. 
· Failure to complie with the remedies prescribed by the board of inquiry (appointed by th minister) may result in prosecution in provincial court.
Pay equity
· Pa equity is now inforced in the federal jurisdiction in the Canadian human rights act.
· Its illegal for employers to discriminate individuals on the basis of job content, it ensures that salary ranges reflect the value of the work performed  regardless of sexe.
· Pay equity = equal pay for work of equal value. Its based on two principales
· (1) PAY EQUALITY. equal pay for equal work. Male and female workers must be paid the same for identical work.
· Pay equality is fair pay for individual women ( female and male electrician must be paid the same). Required by law in canada
· (2). PAY EQUITY. Equal pay for similar work. Male and femal workers must be paid the same wage for jobs of similar nature that may have different titles.
· Pay equity is about fair pay for entire occupations (as a groupe) pay equity legislaton varies in different jurisdictions
· Implementation of pay equity is based on comparing the value of the work of female dominated job classes to the value of work of male dominated job classes. Comparisons require the use of gender neutral, unbiased comparison systems to evaluate the jobs. Comparisons must be base on the amount and type of skill, effort and responsibility needed to perform the job and the working conditions where it is performed.
The employment equity act
· Under this act employers (gouv and crown, business with 100+ employees, federal contractors program) are required to :
· Provide employees questionnaire to see if they belong to a designated group
· Identify jobs in which the % of members of designated groups falls below their availability in the labour market
· Communicate info on employment equity to employees and consult them
· Identify possible barriers that may limit designated groups
· Develop employment equity plan
· Implement plan
· Monitor, review and revie plan
· Prepare annual report on employment equity data and activities
· Employment equity involves removing systematic barriers to employment opportunities that affect women, vsible minorities, aboriginals and, the disabled. Equity also involves implementing special measures and accomodatins
· Feeral employers must conduct a workforce analysis to identify underrepresentation of members of designated groups, review employment systems, policies and practices and prepare a plan to remove barriers
· All in all it makes grood business sens to have a workforce that represents the customers that your serve. 
Administration and enforcement of the employment equity act
· Employment and social dev can is responsible for administrating the fcp (federal contractors program)
· The CHRC is amndated to prohibit discrimination in federally regulated businesses, they can conduct on site compliance reviews.
The implementation of employment equity in organizations
· Successful implementation must employ strategic planning which must be incorporated into an overall business strat
· The process involves 6 main steps : senior management commitment, data collection and analysis, employment systems review, establishement of a workplan, implementation and a follow up process that includes evaluation, monitoring and revision.
· Step 1 : Senior management commitment
· A more supportive culture is created when top managers publicly introduces written policy that show commitment to employment equity.
· Ex. Compass group has employment equity as a top priority and workforce data and reviewed and built into the performance scoreboard of top managers
· The equity policie must applie to all aspects of the employment relationship including recruitment, compensations, terminations etc.
· The policy must be communicated to all employees and should include what is employment equity, the rational for the program or policy and its implications for current and future employees.
· Assurance must be given that the info provided will only be used for employment equity programs and not to identify employees for other reasons. 
· Assingmeent of accountable senior staff :
· Senior management must place the employment equity responsibility in the hands of a senior manager, a lour management comitte and a employment equity advisory committee with mechanisme for union consultations
· Senior managers must designate line managers responsibility and accountability, they need to have knowledge about the concerns of designated groups; have the status to gain the cooperation of all employees and have acesss to financial and HR ressources required to plan an implement functions, have time to devote to employment equity measures, report to the ceo and report to gouvernement agencies.
· Employement equity comitee member may be required to review employment practices, advertising an recruiting policies, training, work schedules and facilities. Ultimate decision making rests on senior management.
· Employers covered by the employment equity act are legally obligated to consult with designate employee reps or with bargaining agents (for uniozined orgs)
· Step 2 : data collection and analysis
· The dev of an internal workforce profile is a great tool in employment equity planning. Helps to see when the org stands compared to internal and external workforce.
· Profiles must be based both on stock data and flow data
· Stock data : provides a snapshot of an org. they show where members of designated groups are employed in the org, at what salaries, at what status, in what occupations on a particular date
· Flow data : refers to the distribution of designated grou;s in applications, interviews, hiring decisions, training and promotion opportunities and terminations. They provide info on the movement of employees in and through an org. 
· Info for equity planning (salary, sex, access to benefits, seniority, career history) are in personnel files
· Info about the distribution of members of designated groups in the org must be accumulated through a self-identification process.
· Employees nee to agree to be identified as a designated group member and the data can only be used for equity planning purposes
· Creating a climate of trust in management of employment equity progam can be a challenge.
· Employers can increase participation by providing employment equity training to managers and providing opptotunities for managers to be recogzined for their efforts in employment equity strategies
· Having employees self identify as members of designated groups is crucial to implement successfully the program but it can be an issue. 
· Many employees with non visible disabilities to not identify themselves as disabled. By doing so the employees that do identify themselves have more benefits than the ones that don’t. 
· A self-identification form should include :
· An explanation of the employment equity policy, purpose and the need for the info
· An indication that the info in confidential
· The categories for self-identification
· Indication that the form has been reviewed by the relevant human rights agency
· Space for comments
· The name of the contact person for info
· After the form is complete the org needs to crossreference with the National occupation classification (NOC) that has stats on all occupations
· A full workforce analysis can be generated after all the info has been loaded.
· The analysis will show the distribution of members of designated groups according to occupations and salary levels throughout the org and it ill show which designated groups show underutilization and which designated groups show concentration in specific occuptions in proportion to the numbers in the labour market.
· Underutilization : term applied to designated groups that are not utilized or represented in the employers workforce proportional to their numbers in the labour market
· Concentration : term applied to designated groups whose numbes in particular occupations are high relative to their numbers in the labour market
Step 3 : employment systems review
· Employment systems or practices are the means by which employers carry out personnel activities such a recruiting, hiring, training ande development, promotions, job classification, discipline and termination. 
· Some are found in collective agreements and employee manuals and some are more informal
· An important legal principal is that employers are accountable for discrimination even if it is an unintended result of an employment system that is blocking the progress of particular groups of employees for reasons unrelated to qualifications, merit or business requirements. This unintentional discrimination is called systemic discrimination.
· Systemic discrimination : the exclusion of members of certain groups through the application of employment policies and practices based on criteria that are not job related. 
· Systematic discrimination can creat legal concerns for orgs
· Many employment barriers are hidden, unintentionally in the rules, procedures and even facilities that employers provide to manage their hr.
· Barriers can be physical restricted access, recruitment practices that limit application from designated groups and job evaluation systems  that undervalue the work of women.
· Inequity can happen if if these barriers encourage or discourage based on their membership to certain groups rather than on their ability to do the job
· To address systematic discrimination orgs can supplement recruiting practices with calls to organizations that represent designated groups or advertising in media used by designated groups, upgrade facilities to accommodate handicap people and re write job description and evaluation systems to gender neutral systems.
· Ex of systematic discrimination is posting job vacancies within the company of by word of mouth. Here the workforce represents one group in the society and recruits similar candidates.
· The following practices may need to be reviewed : job classifications and descriptions, recruitment processes, training and development, performance evalution systems, promotions and upward mobility, levels of compensation, access to benefits, termination processes, discipline, facilities and access to assistance.
· The usual test for identifying systematic barriers involves using the following criteria to assess the policy :
· Is it job related
· Is it valid (does the required qualification have a direct relationship to job performance)
· Is it consistently applied
· Does it have adverse impact ? (does it affect members of designated groups more than those of dominant groups?)
· Is it a business necessity
· Does it conform to human rights and employment standards legislation
· Special measures and reasonable accommodation
· Reasonable accommodation : attempt by employers to adjust the working conditions or schedules of employees with disabilities or religious preferences. Adjustments so that no employee is denied benefits, disadvantaged with respect to employment opportunities, or blocked from carrying out essential components of  a job due to race, color, sex, disability. 
· May include redesigning jobs duties, adjusting work schedules, providing technical, financial and human support services and upgrading facilities.
· Reasonable accomodations benefits all employees
· Special measures are initiatives designed to accelerate the entry, development and promotions of members of designated groups from among the interested and qualified workforce. Ex. Targeted recruiting
· Employers must find the means to alter systems to meet the needs of the of their employees as long as this does not cause ‘undue hardship’ to the employer. 
Step 4 : establishment of workplan
· The workforce analysis and review of employment systems will provide the employer with a useful base which to develop a workplan with realistic goals and timetables
· The summary drawn from the analysis should include any restrictions faced in hiring due to collective agreements, staff movements or the need of specialized skills in a particular profession
· The identifications of restrictions helps form an overall employment equity strategy.
· The plan should describes how proposed actions are to be achieved and should include :
· Numerical goals and time frames (42% hires should be women)
· They must cataloque opportunities for hiring, training and promotions and correct unerepresentation of all designated groups
· Non numerical goals can imclude activities such as targeted recruiting and advertising, modification of employment policies
· The overall goal of an org is to have a representative workforce that reflects the the demographic composition of the external workforce
· Workplan initiatives + special measures + reasonable accommodation contribute to the overall success of the representative workforce goal. 
· Explanations about the proposed improvement in hiring etc of the four designated groups to increase their representation and improve their distribution and improve their distribution throughout the org
· Description od specific activities to achieve the numerical goals
· An outline of monitoring and evaluation procedures to follow program implementation
Step 5 : implementation
· The success of of plan implementation depends on senior management commitment to the process, how the roles and responsibilities are defined, the resources available, the effectiveness of the communication strat, the acceptance of plan initiatives and objectives, and the availability of training.
· The plan will be affected by the changes in the internal and external environement throughout the implementation period so strategies may be modified or eliminated when results are not achieved or if economic/resource restraints necessitate a different strategy. 
· Implementation is guided and monitored by those responsible and accountable for its outcome.
Step 6 : Evaluation, moniotirng and revision
· By monitoring, employers can evaluate the overall success of the quity initiatives to achieve a representative workforce and respond to to org and environement changes
· Annual reports and interim reports communicate initiatives and results, heightens program visibility and acceptance and prmote management commitment and accountability.
· Orgs that have formal employment equity programs have a smaller wage gaps between white male and members of designated groups.
· Monitoring is important part of the planning cycle, if goals are not achieved the plan will need alternations
Sexual harassment
· Unwelcomed advances, requests for sexual favours and other verbal or physical conduct of a sexual nature in the working environement
· The 2 main sources of the employers duty to prevent harassment in the workforce are :
· Human rights legislation : which prevents discrimination only on the basis of the designated goups in the legislation (sex, race, religion)
· Common law obligation : obligation to treat workers with decency and respect. It applies to all forms of harassement that make the workplace intolerable to the worker. If the employer fails to stop the harassement, it’s a breach of employment contract and the employee that’s being harassed could sue for constructive dismissal
· Only 4/10 women who suffer sexual harassement at work take formal action and only 50% of women think a comlaint would be taken seriously in her workplace.
· Many orgs are developing sexual harassment policies as preventive measures to reputation damages, employee moral and law suits.
· Some policies focuses on avoidances and resolution rather than punishment after the fact and other orgs decide to train employees to recognize and avoid harassment of all kinds
· The coast of sexual harassment
· It affects productivity, morale, retention, turnover, absenteeism, employee self esteem home life and stress levels.
· The cost of law suits, compensation for victims lost wages, hurt feelings and legals costs.
· The Ontario human rights code identifies 3 kinds of sexual harassment 
· When someone says or does things to you of a sexual nature and you do not welcome it
· A person who has authority to deny you something makes sexual suggestions or request that you do not welcome
· A person with the power to deny you something punishes you for refusing a sexual request
· Confidentialy and a good methode for filing complaints is neededfor sexual harassment policies to work.
· Basic components of an effective sexual harassment policy
· Develop a comprehensive org-wide policy and present it to all current and new employees
· Hold training sessions with supervisors to explain their role in providing a sexual haraasment free enviro
· Establish a formal complaint procedure where employees can complain without fear of retaliation
· Act immediately when employees complain of sexual harassment
· When the investigation supports the allegations, discipline the offender at once.
· Follow up on all cases
Managing diversity
· The optimization of an organization’s multicultural workforce in order ro reach business objectives
· Diversity management is voluntary, employment equity is not
· Managing diversity is a broader concept including factors like religion, lifestyle, education, personality.
· By managing diversity, orgs hope to create a strategic and competitive advantage by helping all their employees perform at their full potential.
· Managing a diverse workforce is now a economic necessity
· Our export market is dominated by the states, japon and the UK, if we don’t use our diversity to tap into different market our export growth and standard of living may not keep pace with other international markets
· Developing countries in emerging markets will need investments in infrastructure, public systems and productive capital and Canada is well positioned to offer these services since we have a multicultural background.
· Differen ethnic groups possess experitise such as language skills, knowledge of foreign culture and practices and natural trade links in other markets.
· A diverse workforce brings these benefits to businesses :
· Access to a new labour pool, reputation benefits, commitment to equality, unlocks innovation, compliance with alws, competitive advantage, economic effectiveness, marketing opportunities, market growth, enhanced customer satisfactions, enhanced team understanding of diverse cleints, increase productivity, driving factor in the global maket, attraction and retention of top talent, makes them more competitive, increase success in mergers and acquisitions
Creating an environment for success
· Diversity initiatives should be taken slowly so that everyone understands that this change is an evolution process and that expectations should be realistic.
· A systematic approache should be used
· Leadership is a a key variable in incorporating diversity into the business strat.
· The initiative should not perceived as an hr program or policy but rather a business imperative
· Not many firms mention diversity in their mission statement
· Diversity initiatives should be directly liked to the business goals of the most senior levels of management
· Cross-functions teams established to promote and communicate diversit initiatives are often used
· Training is essential for the success of diversity implementation. Cultural etiquette is an important part of iversity training and aims to explin the differences in people
· Key factors in a diversity management strategy:
· Culture : org-wide image, concern for equality
· Opportunity : career dev and hiring practices
· Leadership : management practices
· Added advantage of implementing a diversity initiative is its impact on customer retention. Important considering the mount of resource spent on hiring and recruiting.
· Primary business reasons for diversity management include : better utilization of talent, increased markerplace understanding, enhance creativity, increased quality of team problem solving, breadth of understanding in leadership positions. 
· Maintaining a balanced and diversified workforce during periods of downsizing continues to be a major challenge. A use of employee attitude survey can be used to find ares of systemic discrimination.
· A final element of achieving success in providing quantitative and qualitative evience of change
· The evaluation criteria most used are staff attitudes, increases in promotions of minority employees, reduction in turover for minorities, a reduction in the number to harassment suits, recruitment stats for minorities, and improvement in productivity. 
· Small businesses are bound by th  same legislation regarding workplace standards (businesses under 100 employees are excluded from the employment equity act) BUT they still have to have practices in accordance with the Canadian chartser of rights and freedoms.
· Small businesses need to have diverse and inclusive recruiting, equal pay for work of equal value, and maintaining a harassment free enviro.




Chapter 4 – Job analysis and work design
Relationship of job requirements and hrm functions
· A job ( a group of relative activities and duties) should ideally consist of jobs and duties that :
· Are natural units of work that ares similar and related
· The should be clear and distinct to avoid misunderstanding and to enable employees to know whtas expected of them
· A position ( the different duties and responsibilities performed by only one employee)
· Ex. 4 employees in a librairy are involved in reference work (4 positions) but they all have the same job (reference librairian)
· Some jobs may be grouped in job families ( a group of individual jobs with similar characteristics) for the purpose of recruiting, training, compensation and advancement opportunities
· The info collecte for jobs is helpful for almost all HRM functions (strat hr planning, recruitment, compensation management)
Strategic HRP
· Info on jobs are used to examine a companies org structure and strategically position it for the future
· Ex. Does the firm have enough numbers and types of jobs needed to cover the scope of its activities, what jobs need to be created? What skills to they require
Recruitment
· Recruiters need to initially know the job specifications for the position they are to fill
· A job SPECIFICATION ( a statement of the knowledge, skills and abilities of the person who is to perform the job)
· It establishes the qualifications required
· Important for the recruiting function
· Provides a basis for attracting qualified applicants and discouraging others since job specifications are contained in the notices of job openings
· In the past, the often has specifications like ‘have to be 6 feet tall’ that discriminated against  designated groups.
Selection
· Managers also use 
· job descriptions ( a statement of the tasks, duties and responsabilities of a job to be performed)
· They are used to select employees and orient them to jobs.
· Job specification : a statement of the needed knowledge, skills abilities the person who is to perform the job (KSAOs)
Training and development
· Any gaps between the knowledge, skills and abilities and others (refered to as KSAOS) demonstrated by the job holder and the requirements in the job description and specification provides clues for training needs.
· Training is also used for career dev to help employees prep for advancement to higher jobs
· The formal qualification requirements set forth in high level jobs indicate hoe much more training is needed before moving forward to those jobs
Performance appraisal
· The requirement contained in the description of a job provide the criteria for evaluating the performance of the job holder
· The results of performance appraisal may reveal that some criterias established for a job are not completely valid
· These criterias or requirement need to be specific and job related, is they are vaque and not job related, employers may find themselves charges with unfair dicrimination
Compensation management
· The relative worth of the job is one of the most important factors in determining the rate.
· Worth depends on sskill, effort and responsibility required + the conditions and hazards
Legal compliance
· A collection of job data is used to ensure that job duties match job description
· If the criteria used to evaluate employees are vague and not job related, employers are more likely to get accused of discrimination.
· Ex. Of discrimining criteria : plumber applicants were required to be male

Job analysis
· The actions of an org need to be coordinated
· Division of labour allows for efficiency, specialisation and potentially greater org effectiveness
· But how to decide how the work should be divided an which people do what tasks? By analysing the jobs
· Job analysis (the process of obtaining info about jobs by determining the duties, tasks an activities) is sometimes called the cornerstone of Hrm because the info collected serves for so  many hrm functions.*
· A job anlaysis shoul also outline the tools needed to do the job, the enviro and times at which it needs to be done, the people with whom it needs to be done, and the outcome or performance level it should produce*
· Job analysis requires to systematically investigate jobs
· The job analysis results are summarized into a report that summarized the analysis of 20 or 30 jobs
· Hr managers use this data to develop for descriptions and specifications
· These des/speci are then used to enhance the various hr ffunctions like evelopping the performance appraisal criteria or the content of training classes
· Goal of job analysis : improve org performance an productivity
· Job design reflects the subjective opinions about the ideal job requirement of a job wheras job analysis is concerned with objective and verifiable info about the actual requirement of a job
Gathering job information*
· Job data may be obtained in several ways. The common method of analysisng jobs are : Interviews, questionnaires, observations and diaries*
· Interviews 
· Questionnoning the employees about the job under review
· Questionnaire 
· Job analyst will circule questionnaires to employees and managers about about job duties, tasks, purpose of job, setting, requirement (skill, eduation, experience, physical and mental demands), equipment use, health and safety concerns
· Observation
· The job analyst records on a standardized form the activities of job holders. (can videotape)
· Diaries
· Jobholders themselves are asked to keep a diary pof their work activities during a work cycle
· Hr specialist like job ananlyst need the cooperation of employees in the department that they are analysing the jobs. These employees may be asked to provide job specifications or descriptions that the analst might need
Controling the accuracy of job information
· Job data for the analysis must be accurate
· Job analyst must be alert for employees who tend to over exaggerate the difficulty of their jobs to inflate the paycheques and their egos.
· When job information is collected from employees a represenive group should be surveyed
· A hr analyst who doubts the accuracy of the info should double check with others
· A common practice is to review the description of each job by the employee AND his manager
The NOC and job analysis
· The NOC , national occupation classification is compiled by the federal gouv. 
· Its job is to compile, analyze and communicate information about occupations
· This info is used for employment equity, hr planning, occupational supply and demand forecasts and analyses
· Brings a greater degree of uniformity in the job titles and descriptions used by employers in different part of the country
· Helped facilitate the movement of workers from one Canadian region to another where opportunities are greater
· Noc code numbers facilitate the exchange of statistical information about jobs and are useful in reporting reaserch in hr, vocational counselling and in charting career paths through job transfers and advancements. 
Approaches to job analysis : the four main ones are position analysis questionnaire, critical incident method, task inventory analysis and compentency-based analysis.*
· Position analysis questionnaire system (PAQ) : is a quantifiable data collection method covering 194 different worker-oriented tasks, 
· Using a 5 point scale, the paq seeks to determine the degree to qhich the diferent tasks or job elements are involved in performing a particular job
· PAQ results are quantitiative and can be subjected to statistical analysis
· PAQ permit dimensions of behaviour to be compared across a number of job
· Also permits jobs to be groups on the basis of common characteristiques
· The critical incident mehod
· The objective of this approach is to identify critical job tasks. 
· Critical job tasks are the duties and responsibilities that lead to job success
· Imfo about these task can be collected through interviews or reports written by the employees.
· After collecting the job data, the analyst writes separate task statements that represent important job activites. These statements are clear, complete and easy to understand for those who are unfamiliar with the job
· This approach is an important job analysis method because it teaches the analyst to focus on employee behaviours that lead to job success.
· Task inventory analysis
· This method can be considered a job-oriented type of job analysis.
· Techniques pioneerded by us air forces
·  A PAQ uses a standardized form but a task inventory questionnaire can be tailor made to a specific organization
· The techniques is developed by identifying a list of task and their descriptions that are components of different jobs.
· The goal is to produce a list of task statements that are applicable to all jobs.
· Task statements are then put onto a task inventory survey to be completed by the analyst 
· The analyst would note the importance and frequency of use of the task to the successful completion of the job
· Compentency based analysis
· Traditional approaches to job analysis assumes a static environement where jobs remain stable
· In this assumption jobs can be defined in terms of tasks, duties, processes and skills necessary job job success.
· BUT this assumption discounts techological advances (that are very quick)
· Also, the need to respond to global changes can alter the nature and requirements of a job
· So.. when orgs operate in fast-moving enviro, managers may adopt a compentency-based approach to job analysis
· This method relies on building job profiles that look at the responsibilities and activities of jobs and at the worker compentencies to accomplish them. 
· The objective is to identify KEY competencies for organizational success.
· Competencies can be identified by focus groups, surveyrs, interviews and can include interpersonal communication skills, decision-making ability, conflict resolution skills, adaptability or self-motivation.
· The competencies identified and needed by the employees will reflect on the orgs job descriptions, recruitment requirements and performance evaluation systems.
HRIS and job analysis
· They facilitate the job analysis process
· Some are designe to analyze, write job descriptions and specifications based on those analyses.
· The programs and softwares contain generalized task statements that can apply to all jobs, employees select the statements that best describe the job under review indicating the importantce of the task to the total job
· Advanced apps of job analysis combine job analysis and job evaluation and the pricing of org jobs.
· Can be expensive to get these softwares and initiate the initiatives but if theres a lot of jobs to analyze, the cost per job is low
Job descriptions*
· It’s a written description of a job and the types of duties it includes and org level
· Theres no standard format, they vary in appearance and content from org to org
· Most will contain 3 parts :
· A job title
· A job identification section
· A job duties section
· Job specifications are ususally included in the concluding section or in a separate doc
· Job descriptions of of value to employees and employer
· For employees, job descriptions can help them learn their job duties and remind them of the results they are expected to achieve
· For the employer, job descriptions can be used as a basis to minimise the misunderstandings that occur between managers and employees concerning job requirements. They also serve to establish management right to take corrective action when the duties covered by the job description are not performed as required
· Job title
· The selction of the title is important because :
· Job titles are of psychological importance providing status to an employee
· The job title should provide indication of what the duties of the job entail. Ex. Meat inspector
· The job title should indicate the relative level occupied by the holder in the org hierarchy
· Job identification section 
· Distinguishes job from other jobs *
· It includes items like departmental location of the job, person to who the jobholder will report, and the date the job description was last revised
· A ‘job statement’ usually appears at the bottom of this section and distinguishes the job fom other jobs (since the job title may fail to do so)
· Job duties or essential functions section
· Statements covering job duties arranged in order of importance that should indicate the weight or value of each duty.
· The value of a duty can be gauge by the amount of time devoted to it
· The statements should stress the responsibilities the the duties entail and the results expected to be accomplished*
· Indication of the tools and equipment the mployee will use
· Must list only the essential functions of the job to be performed
· Job specification section
· Contains the personal qualification an individual must possess to perform the duties
· Covers two ares (1) the skill required and (2) the physical demands of the job*
· Skills relevant to the job include education or experience, specialized training, personal traits or abilities and manual dexterities.
· The physical demands refer to how much walking, standing, reaching, lifting or talking must be done. The conditions and hazards are also part of the physical demands
· Job specifications should also include interpersonal skills of key competencies ex. A behavioural competencie could be to be able to make decisions on imperfect informations. These competencies can be assessed by asking situation interview questions
Problems with job descriptions*
· Managers conider job descriptions a valuable tool for HRM functions but there is these problems :
· If they are poorly written like vague they provide little quidance to the job holder*
· They are sometimes not updates as job duties and specifications change*
· They might violate the law by containing specifications not related to job success*
· They can limit the scope of activities of the job holder, reducing org flexibility*
· Writing clear and specific job descriptions
· Use statement sthat are terse, direct and simply worded.
· Start with a present tense verbe
· Term occasionaly is used for tasks that are performed once in a while
· Term may is used for duties performed only by some workers on the job
· Software packages are available and have prewritten ob descriptions
Job design*
· Its common for managers to comfuse job analysis and job design
· Job analysis is the study of jobs as currently performed and it helps with job descriptions which identifies job duties and the requirements needed to perform the work successfully
· Job desing is an outgrowth of job analysis, its concerned with improve jobs through tech and human consideration to improve organizational efficiency and employee job satisfaction*
· Job design wants to change, modify and enrich jobs to capture the talen of employees while improving org performance.
· It should facilitate the achievement of org objectives
· It still needs to recognize the capabilities and needs of those who are to perform the job
· Job desing is a combination of 4 basic considerations :
· 1.The organizational objectives the job was created to fulfill including tasks, duties and responisiblities
· 2.Bahvioural concerns that influence an employee’s job satisfaction reflecte in the different talents, abilities and skills of employees
· 3.Industrial engineering concerns, including ways to make the job technologically efficient
· 4.Ergonomic concerns, including worker’s physical and mental capabilities
· 1.Organizational objective concerns : ex. To improve efficiency and employee job satisfaction
· 2. Behavioural concerns
· In effort to counter the motivational problems that occur when workers do standardized, repetitive tasks, researchers began proposing theories they believed would improve simultaneously the efficiency of org and the satisfaction of employees
· Job desing methods seek to incorporate the behavioural needs to employees as they perform their tasks
· The job enrichmenet model and the job characteristics model strive to satisfy the intrinsic needs of employees and motivate them in their work environement* designed to increase the job satisfaction. *
· Job enrichement model*
· Job enrichment is enhancing a job by adding more meaningful tasks and duties to make the work more rewarding or satisfying
· Aims to fulfill the high motivational needs like self-fulfullment and self esteem while achieving longterm satisfaction and performance goals
· Vertical expansion of jobs
· Also achievable by giving teams authority for self management
· Increases autonomy and responsabilities of employees
· Thers 5 factors for enriching jobs :
· Achievement, recognition, growth, responsibility, and performance of the whole job versus only parts of the job
· Managers can use these 5 forces to enrich a job by increasing the level of difficulty/responsibility, allowing more authority to employees, providing job performance reports, adding tasks that require training and growth, assigning specific task requiring employees particular competencies and skills *
· These factors allow employees to have a greater role in decision making, planning, organizing and controlling their own work
· Job inrichment is not the solution to dissatisasfaction with pay, employee benefits, of job security,
· Also, not all employees seek additional responsibility and challenges
· Put forward by fred Herzberg
· Job characteristics model
· This model is a job desing theory that purports that three psychological states ( experiencing meaningfulness of the work performed, responsibility for work outcomes, and knowledge of the results of the work performed) of a job holder result in improved work performance, internal motivation and lower absenteeism and turnover
· Put forward by Hackman and Oldham
· They believe that 5 core job dimensions produce these 3 psychological states :
· Skill variety : degree to which a job entails a variety of different activities ehich demands differents skills and talents by the jobholder
· Task identify: degree to which the job requires completion of a whole and identifiable piece of work, doing from A to Z with a visible outcome
· Task significance : degree to which the job has an impact on the lives or work of others in the internal or external enviro
· Autonomy : degree to which the job provides substantial freedom, independence and discretion to the individual in scheduling the work and determining the procedures
· Freedback : degree to which the activitites of the job results in the individual being given direct and clear info about the effectiveness of his performance
· This models works best when the employees have the psychological desire for autonomy, variety, responsibility and challenge of enriched jobs. If they don’t, they might resist to the job desing effort
· This model will fail is the employee lacks the skills, abilities or education required
· Employee empowerment
· Job enrichement and job characteristics models and formal programs that managers can use to change the jobs of employees
· Employee empowerment is a less structures method, it’s a technique of envolving employees in their work through the process of inclusion
· Its granting employees power to initiate changes, thereby encouraging them to take charge of what they do, its provides them with autonomous decision-making capabilities
· This technique works best when the corporate culture is open and receptive to change
· 3. Industrial engineering considerations*
· Is a field of study concerned with analysing work methods and establishing time standards*
· It involves the study of work cycles to determine if any elements need to be modified, combined, rearranged or eliminate to reduce the time needed to complete the cycle
· Time standards are established by recording the time required to perform each element in the work cycle. By combining the times, observers can determinate the time required for the work cycle.
· The adjusted time (adjusted for worker skills and possible interuptions) becomes the standard for that particular work cycle
· Its an objective approach to job desing
· May cause behavioural concerns to be neglected, may be efficient but can be unmotivating
· 4. Ergonomic considerations*
· Work injuries cost employers in lost productivity, medical beenfits and lost time payments so its an important part of job desing
· Interdisplineary approach to desingnng equipment and systems that can be easily and effectively used by human beings
· Ergonomics is the study of people at work and the practice of matching the features of products and jobs to human capabilities, preference and limitations. 
· Fits the job to the person and not the other way around
· Attemps to minimize effects of carelessness, negligence or other human faillibilities that may cause product defects, damage to equipement or injury to employees
· Ergonomics improves productivity and morale and yields positive returns on investments
· Proven to be cost-effective.
· Focuses on elimination of repetitive motions injuries
Designing work for groups and teams*
· All of the techniques to involve employees more fully in their orgs have two characteristics in common : enhancing collaboration and increasing synergies
· In increasing collaboration, these techniques can improve work processes and org decision making
· In increasing group synergies, the techniques underline that the contributions of two or more employees are greater than the sum of individuals efforts
· Also working in a group setting strengthens employee commitment to the rgs goals, increases employee acceptance of decisions and encourages a cooperative approach to workplace tasks,
· Two collaborative techniques are discussed here : employee involvement groups and employee teams
· Employee involvement groups (EIs)*
· Are groups of 5-10 employees doing similar or related work who meet regularly to identify, analyse and suggests solutions to shared issues.
· Also known as qulity circles*
· Used to involve employees in larger goals through their suggestions for improving product and service quality and cutting costs*
· EIs recommend their solutions to management who decide weather or not to emplement them
· Ei process :
· Begins with employees brainstorming job related concerns and gathering data about the issue
· Then they generate solutions and recommendations that are communicated to management
· Then mangers evaluate recommendations and make decisions
· Recommendations are implemented and group members are rewarded for their contributions
· Eis meet 4-5 hours per month and are chaired by a member chosen by the group (not a authority position)
· Eis are important employee contribution systems but they have their issues. Success with Eis require : *
· Participants need to have comprehensive training in problem identification, analysis and decision making tools like statistical anlaysis and cause and effect diagrams. Training is the most important factor for eis success
· Mangers should recognize the group when a recommendation is made, regardless if the recommendation is adopted, this will encourage the group to continue coming up with ideas
· Eis run out of ideas and management need to feed them ideas to keep them running
· Managers need to exhibit participative/democratic leadership style in which employees are encouraged to collaborate with management to improve org performance
· Employee teams
· Look at figure 4.7 page 149**
· Its an employee contribution technique whereby work functions are structured for groups rather than for individuals and team members are given discretion in matter traditionnaly given management perogatives, such as process improvements, product or service dev and individual work assingments
· employee team benefits* : more integration of individual skills. Better performance in terms of quality and quantity, solutions to unique problems, reduced delivery time, reduced turnover and absenteeism and accomplishments among team members*
· Logical outgrowth of employee involvement and the philosophy of empowerment
·  Concept of employee teams : employees, not managers and in the best position to contribute to workplace performance
· Teamwork also embraces the concept of synergy.
· Synergy occurs when the interation and outcomes of the team are greater than the sum of their individual efforts
· Synergy might not happen immideatley
· Teams can operate in a variety of structures. Self-directed teams is the highest form of team structure
· Also called autonomous work groups, self managed tams or high performance teams
· These teams are accountable for a whole work process
· Typical team functions include setting work schedules, dealing directly with external customers, training team memebers, setting performance targets, budgeting, managing inventory and purchasing quipment or services. 
· To compete in national and internal markets, managers also use virtual teams : a team with widely dispearsed members linked together through computers and telecommunication technology
· Virtual teams have problems too : language and culture barriers, unclear objectives, time conflicts, selecting people that can work in a collaborative setting, lose intimacy of physical meeting
· Regardless of the structure, successful teams have :**
· Commitment to shared goals and objectives
· Motivated and energetic team members
· Open and honest communications
· Shared leadership
· Clear role assingments
· Climate of cooperative, collaboration, trust and accountability
· Recognition of conflict and its positive resolution
· Not all teams succeed. Managers must address these obstacles to make the team succeed : 
· Overly high expectations, group compensation, scpecialized team training, career movement and conflict resolution
· Managing the aleratin of he traditional employee-manager relationship;
· Manager need to become leaders instead of simply superviros
· Some employees in this team may find it hard to adapt to a role that requires traditional supervisory taks
· So.. extensive team training needs to be done as members go through the 4 stages of team dev : forming, storming, norming and performing
· Flexible work schedules
· Not a true part of job design since the responsabilities don’t change
· But employers may allow schedule flexibility to attempt to improve org productivity and moral by giving employees control over the hours they work
· Compressed workweek*
· # of days is shorter, longer hours per day
· Benefits : recruit and retain employees, coordinating employee work schedules with production schedules, accommodating employees, improvement in job satisfaction and morale
· Flextime*
· Permits employees to choose daily starting and quitting time provided they work a set number of hours per day or week
· Common in service type of orgs
· Benefits : employers can reduce the traditional causes of tardiness and absenteeism, employees can adjust their work to fi their lifestyle and gain job satisfaction, reduce traffic jams at peak commuting hours,
· For empployers, flextime helps to recruit and meet the needs of a diverse workforce, can help companies stay open longer
· Flextime has a positive effect on reliability, quality and quantity of employee work
· Disadvantages : not suited for all job, managers can find it hard to communicate to all employees, managers may need to work longer to exercise control over their subordinates
· Job sharing*
· The arrangement where two part time employees perform a job that other wise would be held by one FTE.*
· They ususally work 3 days a week
· Without job sharing, two good employees may otherwise be lost
· Suited for the needs to families, older workers
· Reduce absenteeism because it gives employees more time in the week to do their other stud
· Employers can schedule employee work to concorm to peaks in the daily workload
· Job sharing has problems too : employer might not want to employ, recruit and train and orient 2 employees instead of just one, more difficult to supervise two employees,
· Key to making job sharing work is good communication between the two employees
· Telecommuting*
· Use of personal computers, networks and other communication technologies to do work in the home that is traditionally done in the workplace*
· Virtual offices are also used, its where employees are in the field helping suctomers or stationed at other remote locations working like they were in a home office
· Advantages : increased flexibility, reduced abseteisme, retention of good employees, reduced carbon footprint, increased productivity, lower overhead costs and reduced office space
· Drawbacks : loss of collaborative creativity, difficulty of dev performance standards and evaluation systems, stressful to manger dispersed employees, some find that telecommuting negatively affects the employee-manager relationship though loss of knowledge, training and dev an lack of the sens of contactedness





Chapter 5 – Expanding the talent pool : recruiting an careers
Intro 
· Firms now see recruiting as a sptrategic imperative an thus an ongoing process, they recruit proactively and continually
·  A firm needs to make the company a place of choice where people WANt to work for
· Some companies develop employee profiles by surveying their top performers to recruit similar types of people
· Now firms are in better position to rival for human assets, unlikes physical assets, humans assets can decide to leave so firms need to help with career management over time for its employees

STRATEGIC ASPECTS OF RECRUITNG
· Factors than can affect the firms recruiting strategy include a firms recruiting abilities, whether to recruit externally, internally, the labour market for open positions and the strength of a firms ‘employment’ brand.
· Who should do the recruiting?
· The size of the firm usually etermines this, large firms have full time HR recruiters, smaller firms have hr generalists. Sometimes managers recruit. Yo can also outsource the recruiting function
· Recruiting process outsourcing : outsourcing the recruiting function. (RPO) some orgs do this when they need to hire a lot of new employees or hire quickly.
· Helps to find suitable candidates if a firm have issues with this in the apst,
· Helps tap into different talent pools and find more diverse candidates
· Whoever does the recruiting needs to have a great understanding of the knowledge, skills, abilities etc required for the job and they need to be personalble, enthousiastic and competent. They can be a main reason why applicants select the job or not
· Should a firm recruit internally or externally
· Most managers try to follow a policy of filing job vacancies above the entry level job through promotions and transfers. 
· Allows firm to capitalize on the investment they ha made in recruiting, training etc.
· Promoting encourages and rewards for past work, and motivates others to do well to get promoted
· By promoting you have the employee track recors and can better determine if the employee will be successful in this new job
· Jobs that require specialized training and experience cannot always e found from within
· External employees helps iliminate the inbreeding of ideas and attitudes
· Ceos are often hired externally, 
· External employees are a source of creativity and innovation
· Can help firm gain secrets from rivals by employing from rival firms
· New employees can bring more then just knowledge they can bring more revenues. Ex. Amazing sales peole, hairdressers, doctors, etc. when they switch firms, their clients do to.
· Labour markets
· Conditions of labour markets can have a effect on a firms recruiting plans
· During periods of high unemployments, firms can keep a high supply of qualified employees by keeping unsolicited resumes and from their internal labour markets (labour markets in which workers are hired at entry-level and higher levels are filled from within)
· Labour markets depends on the firms industrie
· Regional and global labour markets
· Competing firms are often located in the same areas. Ex. Film agencies are in Vancouver and Toronto. This is because resources human and natural are located in some areas and not others. 
· Firms often locate near their talent
· Firms that think globally also do some global sourcing ; the practice of searching for and utilizing goods and services from around the world. Firms don’t simply offshore work to save labour cost, they also look abroad to develop better products via global workforce and to attract the best talent wherever it might be.
· Recruiting abroa can be complicated with the laws, labour costs, cultures, compensation practices, security.
· Global recruiting firms can help
· Branding
· A companys efforts to help existing and prospective workers understand why  it is a desirable place to work
· Firms want to be the employer or choice
· Firms need to see their employees as customers and attend tot heir needs.
· Some firms use social media to interact with applicants, promote the careers they offer, writing blogs,
· Philanthropic activities are another way to reach prospective employees especialy gen Y
· In the global arena, branding can be helpful because locals are often unfamiliar with foreing firms
· The brand needs to truly reflects the inner culture
RECRUITNG CHANNELS
· Recruiting internally
· Internal job postings
· Quick to find qualified employees that are interested
· Posted on intranet or a billboard
· Identifying talent through performance appraisals
· Successful performaers are often good candidates to get promoted
· A tool called a 9-box grid is a comparative diafram that includes appraisal and assessement data to allow managers to easily see and employees actual and potential performance. Helps to see what are the persons next step in the org
· Skill inventories an replacement charts
· Helps track employees education, experience, interests, abilities, skills, compensation history and job tenure and see how it can be best used.
· Important tools for succession planning
· Softawres have been developed for this SAP
· Sometimes, managers value unfamiliar candiates more than the ones internally and hir externally more often. This can lead to current employees frustrated and they can look elsewhere. Managers actively look at ‘at risk’ employees, the ones that could leave, and try to retain them
· Recruitng externally
· Advertisements
· Ads in websites an newsapapers helps attracts candidates, help wanted sings, radio and tv adds too.
· Ads on social networking sites, email campaings, twitter and txt msg are new ways to get the word out
· Its possible to direct ads towards specific groups, ex. Posting on linkedin will attract different people than a help wanted sign
· Prepping ads is time consuming and requires creativity
· Theres a correlation between accuracy and completeness of of info on jod ads and recruiting success
· Walk-ins and unsolicited applicants
· It is often velieved that candidates who contact employers on their own initiative will be better employees than those recruited through ads and college placements
· Tactfully informing candidates that there is no opening is important to conserve employer brand
· Internet, social networks and mobile recruiting
· Most commonly used search tactic by seekers and recruiters, faster, cheeper and more effective
· Glassdoor, indeed, Workopolis
· Many employers are making use of their social networking tools to establish their employer brand and recruit
· Recruiters join linkedin groups that target certain groups of professionals. 
· They also use facebook to post job info, showcase companies attractive features, offer job advice and post company news, companies buy ads on fb directing potential candidates to their sites
· Software dev created talent search software to search for valuable but passive candidates. 
· Passive job seekers are people not looking for jobs but could be persuaded to take a new one given the right opportunity
· Mobile recruiting is the process of recruiting candidates via their mobile devices. Whatever social networking or internet platform an org uses, it should have a mobile app tied to it
· Txt messages are also being used to send info about jobs. Most popular type of e-recruiting. Inexpensive, easy to send fast and user friendly.
· Social media is usually less expensive than print ads but you still need to hire a social media manager, lauch a social media campaing etc. also some groups of people are less liely to be ‘wired’ ex. The disabled. So social media efforts could hurt the diversity efforts
· Job fairs
· Cast a wide net for diverse applicants in a region
· Fairs are often industry specific
· Drawback : they attract many applicants but they are not necessarily qualified, they only attracts candidates from one region
· Solution ? Virtual job fairs, cost effective
· Employee referals
· Word of mouth recommendations are the way most job positions are filed
· People wont recommend bad people so the quality of refered candidates is quite high
· Drawbacks : corporate inbreeding (employee and their refered candidate tend to have similar backgrounds) so they might unintentionaly discriminate against protected groups.
· Inbredding has 3 stages : attraction (people with similar values to those of the org are attracted to the org and become employees.) Selection : they select employee similar to themselves and Attrition : employees ho don’t fit leave.
· Nepotism is a preference for hiring relatives of current employees. Can invite charges of favoritism. Is asia, nepotism is the norm
· Rerecruiting
· Rerecruiting is the Process of keeping track and maintaining relationships with former employees to see if they would be willing to come back to the firm
· Executive search firms : also called headhunters, they helps employers find the right people for the jobs. Exec search teams don’t post positions in the media and they don’t accept a fee from the placed candidate. Fees are charged to the client firm and can be up to 20-40% of the salary of the job to be filled. When in search of senior exec the fees are paid by the client client even id the search is unsuccessful 
· Data suggest that ceo promoted from whitin outperformed the external ones
· Educational institutions : source of young applicants with formal training but with little experience. Unis are a good source of candidates for technical and managerial positions. Some firms visit too many campuses, don’t create a relationsip with schools and don’t make campus recruiting a long term effort, these are all mistakes. Also some recruiters are not trained enough to answer candidate questions about career opportunity or job requirements. 
· Some firms use coop programs to strengthen the relationship. 
· Professional associations
· These associations often offer a placement option to its members, they can help job seekers and employers come together at meetigs
· Labour unions
· Source of applicants for blue-collar and professional jobs.  Employers can contact unions for a supply of applicants for short term needs
· Public employment agencies
· Each province has an employment agency that administers employment insurance program. People who become unemployed need to register at these provincial offices and be available for suitable employment to get their check. So the agencies are able to refer employers with those applicants that have the required skills.
· So public agencies amtch employers with unemployed people and sometimes assists employers with apprenticeship programs, employment testing, job analysis and community wage surveys
· Private employment agencies are commission based consellors, many private agencies place people in temp positions which often leads to full time. But temp people are less loyal to the org and some firms scale back their use of temps.
· Employee Leasing
· It’s the process of dismissing employees who are then hired by a leasing company (PEOs, professional employer orgs) (which takes over and handles all hr activities of the firm) and contracting them with that firm to lease back the employees. 
· PEO can employ a large amount of people for a large amount of companies so they can offer benefits and health plans that smaller firms cant afford
· Unlike temporary agencies, PEOS place people permanently
· PEOs charge 4 to 8% of paroll costs + 9-20% of gross wages
Improving the effectiveness of recruiting
Can the recruiters hire enough people to meet the needs’ are the fast? Are line managers happy with process and quality of the people hired? Are the hired people happy and wiling to stay with thw org? HR has tools available to gauge their efforts and improve their recruiting
· Using realistic job previews
· To increase effectiveness of recruiting, orgs can provide realistic job preview (RJP). It informs applicants about all aspects of the job including desirable and undesireable aspects.
· Might include tour of the working area, with discussion of negative health concerns.
· People are more likely to be successful and remain when they are given realistic info because there is less suprises
· Candidates have realistic job expectations, better job satisfaction and lower turnover
· Surveys
· Surveing managers about how satisfied they are wih the recruiting process helps to see and improve recruiting efots
· Hires can also be surveyed to see how satisfied theya re.
· Candidates who turn down jobs are a valuable source of info about why they did not accept the firms offer
· Recruiting metrics
· Hr should record stats on the sources from which candiates are recruited from, the cost of each source, time necessary torecruit from different sources and quality of employees. Helps to see which recruiting source works best for different employees which allows to find bette employees faster at lower costs
· Quality of fill stats :
· Quality of hire = (PR+HP+HR)/N
· PR = average job performance rating of new hires
· HP= % of new hires reaching acceptable productivity
· HR = % of new hires retained after one year
· N = number of indicators
· Time to fill
· Refers to the number of days from when a job opening is approved to the date the candidate is selecte
· Ususaly lower time to fill metric is better but a trade off has to be made between time to fill a position and quality of the candidates needed for the positions
· Yield ratios
· The % of applicants froma recruitment source that make it to the next stage of the process. Indicate which recruitment sources are most ffective at producing qualified job candidates
· Ex. 17 resume from the 100 resume obtained by an employment agency were invited for an on site interview. Then the yield ratio from that agency if 17%
· Cost of recruitment
· The average Source Cost per hire (SC/H) = (AC+AF+RB+NC)/H
· AC = ad cost total monthly
· AF = agency fees monthly
· RB = referral bonuses
· NC = no cost hires. Walk ins etc
· H = total hires
· When combined with yield ratios, this cost can give info on the utility of different sources of recruitment
An applicant tracking system (ATS) can help a firm automatically track and calculate stats discussed here. It’s a software app recruiters use to post job openings, screen resumes, contact candidates, and track the time and costs related to hiring people
Career management : developing talent over time
· Managers play a key role in expanding the talent pools of firms whether they hire internally or externally.
· Managers listen to employee aspirations, asct as coaches, identify strengths and areas for improvement, offer feedback
· Also, they ensure that employees receive training and are provided with self-assessement tools and info about the org and possible career paths within the org
· Compared to recruiting, helping employees grow and working to dev their skills is a more proactive way and strategic to expand the talent pool (rather than bringing people from outside and hoping for the best)
· Intergrading career dev with hr functions (allowing employees access to strategic planning, skill inventories and typical career paths) creates synergies in which all aspects of HR reinforce one another.
· THE GOAL : MATHCHING INDIVIDUALS AND ORG NEEDS
· A career dev program should be viewed as a process to match org needs with employee needs. Each party has a role to play :
· Employees: they need to take an ative role in planning their careers
· Employees need to create their own path, they need to identify they knowledge, skills, interests and values and seek info about career options with their managers
· Managers can help by giving feedback, giving training, and info on potential career paths, and giving self assessement tools
· Org’s role : 
· senior management and HR should work together to design and implement career dev system.
· It should reflect the orgs goals and culture and the Hr philosophy.
· Hr philosophy should provide expectations and directions for their career dev
· Blending the goals of individual employees with the goals of the org
· A career dev program should link the org goals with the employee career needs in a way that improves effectiveness of workers and their satisfaction as well as achieving the firms strat objectives. 
· That means the employees needs an understanding of the orgs philosophy and orgs imminent goals before engaging in meaniful career planning
· Ex. If new tech and skills are neeed and the org wants to retrain employees, employees need ot take this in considerations when planning their careers
Identifying career opportunities and requirements
· Talent managers need to keep a steady watch on the needs and requiremnts of the org. this involves an analysis of the competencies required for jobs, progression among related jobs, the supply of talent available to fill those jobs. Many approaches can be sued to do this, including surveys, informal group discussions and interviews. The process should include different groups, old/new employees, maangers, minorities, technical an professional employees etc. identifying the needs and problems of these groups is a good starting point for the orgs career dev efforts.
· Begin with a competency analysis
· Study jobs cared=fully to identify and assing weights to the knowledge and skills required
· This can be achieved with job analysis and evaluation systems like those used in compensation programs
· Ex. Sears assings measures to know how (technical, managerial and human relations), problem solving and accountability and scores for each compotent are totaled. For any planned job transfers, this info will be used to make sure that the job the employee is transferring to requires growth on the part of the employee
· This helps create a career dev path that is an increase in at least one skill are, an increase in assingments and exposure to different functional areas.
· Identifying job progressions and career paths
· Once the skill demands of jobs are identified and weighted according to their importance, its possible to plan job progressions
· Job progressions : the hierarchy of jobs a new employee might experience, randing from a starting job to jobs that successively require more knowledge and skill
· A new employee will be given a starting job nd then will be promoted to a job that requires more knowledge
· Job progressions can be dev for all categories og jobs, professional, technical etc
· Job progressions are a basis for dev career paths
· Career paths : lines of advancement in an occupational field within an org
· Even with the best career planning, it is almost impossible to have perfect certainty of where your career is going
· Career paths are not always linear
· Track career stages
· A persons knowledge, skills, abilities and attitudes as well as their career aspirations change with age in maturity. The challenges people face at the same stages in their career are similar
· The stages are :
· Preparation for work : students, where ind need to acquire knowledge, skills and abilities in order to competer in the marketplace. Where people find their first job
· Org entry : stage devoted to soliciting job offers and selecting a appropriate job
· Early career, Mid career and Late career : these 3 stages entail fitting into a chosen org and occupation, modifying ones goals, remaining productive and prepping for retirement.
· Recognize different career paths
· Career dev nd planning systems used to focus on promotions
· But now, in todays flatter orgs and more dynamic work enviros, an individual career advancement can move along several different paths via promotions, transfers, demotions and exits.
· Promotion : a change of assignment to a job at a higher level in the org. new jobs usually provides increase in pay and staus and demands more skill or carries more responsibility
· Criteria for determining a promotion are merit, seniority and potential, had to determine how much consideration to give to each factor
· Peter principal: issue when org promote on past performance and seniority
· Its where people are promoted as long as the they do a good job, once they perform poorly they stop getting promoted. So they get promoted to their point of incompetence
· Other issue : sometimes managers prevent good employees from getting promoted to other departments because they don’t want to loose them.
· Other issue : sometimes managers favour external candidates because they are not familiar with external cnadidates flaws
· That’s wht firms look outside for ‘saviour ceo’s
· In flat orgs, theres less promotion opps so people find carrer advancement though lateral moves
· Transfers
· It’s the placement of an individual in another job for which the duties, responsabilities, status and remuneration are approc equal to those of the previous job
· Ind do transfers to learn more about the org, get new skills, and have a change to learn more. Having diverse skills makes them more promotable for the future
· Demotion
· Moves indivuduals to a lower-level job that can provide developmental opps
· Some may request it to return to their roots. 
*transers, promotions and demotions require individuals to adjust to new job demands, new enviro, etc. some org offer relocation services for ex. A employee transferring to a job in a new city.
Relocation services can include help in moving, selling a home, orienting to a new culture, and learning a new language. There is always loss of productivity in the relocation process. Pretransfer training can help reduce loss of pridctivity
· Exit
· Can be a part of career dev.
· If a ind career opps are limited in a org or the exernal demands for his skills are high, the best move could be to swith org, become a freelancer, consultant or entrepreneur
· Some leave voluntarily and some are forced to leave
· Some orgs provide Outplacement services to help terminated employees find new job
· Consider dual career paths for employees
· Obvious places were career paths have been changing : technical and professional ares
· Before, engineers, scientist and profesionals were promoted from a positions in their area od specialisation into a managerial position (not their specialisation and not what they are good at)
· Now, they promote these profesionals without putting them in managerial positions. The solution has been to develop dual career paths that provide progressions in special areas like finance, info tech and engineering with compensation similar to those in management positions
· Consider the boudaryless career
· Before career success = ascending corporate hierarchy in a single firm
· Now, people pursue boundaryless careers and develop a portfolio of employment opps by proactively moving form employer to employer simultaneously dev and utiliing marketable skills
· In the boudaryless model, success depends on continually learning new skills, dev new relationships, and capitalizing on existing skills and relationships. It places importance on flexibility and capacity to do different jobs, learn new tasks, adjust quickly to different groups and org cultures.
· The employment security depends on their marketable skills rather than their dedication to one org overtime.
· People with boundaryless careers find their careers satisfying
· Orgs like them too because it allows them to attract top talent on a project by project basis
· Help employees progress beyond career plateau
· It’s a situation in which, for either org or personal reasons, the probability of moving up the career ladder is low
· 3 types of plateaus : 
· Structural : marks the end of promotions
· Content : person has learned a job too well and is bored
· Life : feels like a mid life crisis, the job has taken too much significance and they feel loss of identity and self esteem when they are no longer advancing in their careers
· Orgs can help people cope with plateaus by offering lateral opps or allowing them to choose their own assingments when advancement opps don not exists
· Companies can also encourage employees to take assingments abroad, lead philanthropic activites for their firms or take sabbatical.
· A sabbatical is an extend period of time in which an employee leaves an og to pursue other activites an later returns ot his job
· Career enrichement programs can help people learn what satisfies hem in their jobs within the org and what kind of opps would make them happier
Career development initiatives
· 6 most successful career management practices used within an org are :
· Placing clear expectations on employees so they know what is expected of them throughout their career with the org
· Giving employees the opp to transfer to other office locations
· Providing a clear succession plan to employees
· Encouraging performance through rewards and recognition
· Giving employees the time and resource they need to consider short and long term career goals
· Encouraging employees to assess their skills an career direction
· Orgs also need to be mindful of the internal barriers that can inhibit employees careers advancement like :
· Lack of time, budgets and ressources or employees to plan their careers and undertake training and dev
· Rigid job specifications, lack of leadership support for career management and a short term focus
· Lack of career opps and pathways within the org for employees
· Tools are available to help employees further their careers within an org. informal conselling from hr and superviosrs is widely used, career workshops and mentoring too
· Career planning workbooks and workshops
· Workbooks (dev internally or published one) Guides employees through systematic self-assessment of values, interest, abilities, goals and personal dev plans.
· Workshops help seek career planning info, make career decisions, set goals and build confidence and self esteem (like workbooks)
· Workshops give opp to compare and discuss concerns and plans with other people in similar situations.
· Career counselling
· It’s the process of discussing with employees their surrent job activities and performance, personal and career interests and goals, personal skills and suitable career dev objectives
· Can be provided by hr staff, managers and outsie consultants
· Managers should make career counselling part of the performance apparaisals
· Today younger employees seek meaningful taining assingments that are interesting, provide a challenge, responsibility and a sens of empowerment but they are often given jobs viewed as boring
· Some orgs are attempting to retain young managers with high potential by offering fast track programs that allows them to advance faster
· Fast rack program are programs that encourage new maangers with high potential to remain with the org by enabling them to advance more rapidly and expose them to different functions in the org
· Mentoring
· Executives and managers who coach, advise and encourage employees are called mentors
· Doesn’t need to be formal
· But proactive orgs use formal mentoring by assigning a mentor to employees considered for upward movement in the org.
· Myths about mentors : they exist only for career dev, you only need one, he has to be older, has to be the same gender or race, mentor relationships just happen, highly profiled people make the best mentors, once a mentor always a mentor, mentoring is complicated, mentor-protegé expectations are the same for everyone
· A good mentor should :
· Listen and understand, challenge ans stimulate, coach, build self confidence, provide counsel, teach by example, act as a role model, share experience, offer encouragement.
· A god partner should : listen, act on advice, show commitmen to learn, check ego at the door, ask for feedback, be open minded, be wiling to change, be proactive
· To form an effective menoring relationship, an employee seeking a mentor should :
· 1. Research the persons background
· 2. Make contact with the person
· 3. Request help on a particular matter
· 4. Consider what you can offer in exchange
· 5. Arrange a meeting an set goals, desired outcomes and prepare a list of questions
· 6. Follow up (share the results of advice that has been acted on)
· 7. Ask to meet on an ongoing basis
· Networking
· Mentoring can broaden to a process of career networking which is the process of establishing mutually beneficial relationships with other business people, including potential clients and customers
· Relationships are more varied and temp than mentoring
· Network can be connect across many diff orgs
· Networking contacts can be found :
· Uni alumni, family, friends and their fam, professors, bosses and friends bosses, members of clubs, groups, org near you
· Social networking sies like linkedin connect professionals
· Through netowking people find out about jobs, professional trends, opps
· Career self managing training
· Some org offer career self management programs. It focuses on 2 main objectives :
· Helping employees learn to gather feedback and info about their careers
· Encourages them to  prepare for mobility
· Geared towards personal long term effectiveness not to skills and behaviours associated with a specific job
· Its usually an event, not a process
· Employees take a self assessment and are encouraged to view beyond the next promotion, attend conferences and dev good relationships with bosses and emntors.



Chapter 6 Employee Selection
· Cost of selecting someone for an intermediate position that has not been carfully planned is 20 000$
· Cost of hiring the wrong person for a senior management position is 100 000
Overview of the selection process
· Selection is the process of choosing individuals who have relevant qualifications to fill existing or projected job openings
· Goal of selection is predicting if a person would succeed and perform well of if they wouldn’t
· Selection is the formal responsibility og hr but line managers oftern make the final decisions so managers need to understand the objectives, policies and practices used for selection
· Steps :
· Begin with a job analysis
· Job analysis helps dev job descriptions and specifications.
· Job specifications help identify the individual competencies employees need for success (KSAOs knowledge, skills, abilities and other)
· Managers use selection methods like interviews, references and preemployment tests to measure ksaos
· Line managers know well the skils and characteristics needed of the job and in addition to this, managers place high priority on selecting individuals who match the values an culture of their org. (value-based hiring) but value based hiring can create a lack of diversity
· The selection process
· Steps and sequence of selection process will vary with the org but also with the type and level of job to be filled.
· Each step should be evaluated in terms of its contribution to the process.
· Typical steps are : completion of application, initial interview in hr department, employment testing, background investigation, preliminary selection in Hr dep, supervisorteam interview, hiring decision
· Not all applicants go through these steps, some may be rejected early on
· Org uses several emthods to obtain info on applicants : gathering resumes and applications, conducting interviews, tests and investigation
· Obtaining reliable and valid info
· Important that the info was gathered legally, that its reliable, valid and that the pivacy of the candidate be safequarded.
· Reliability : the degree to which interviews, tests and other selection procedures yield comparable data over time. Ex. A test that gives widely different scores when it is administered to the same applicant a few days apart is unreliable
· Reliability also refers to the extent to which two or more methods (interview + test) yield similar results or are consistent.
· Interrater reliability – agreement among two or more raters is one measure of a methods consistency
· Info must also be valide
· Validity : the degree to which a test or selection procedure measures a persons attributes. Ex. The selection process should be able to predict how well a person performs on the job
· Selection procedures must be validated before use. We must validate because (1) validity is directly related to increases in employee productivity. (2) employment equity regulations require valid selection process
Initial screening
· Info to scree candidates : cover letters, resumés, applications and social media
· Cover letters and resume:
· First looked at to eliminate people that don’t have the skills or don’t put the effort in their cover letters etc
· Can be a subjective process (evaluation resumes can). Hard to set consistent standards when evaluation resumes.
· Bias can enter the process, people with English names ge called for intrviews more
· Orgs can use assessment grids to make the process less subjective. But it can take time because some firms receive hundreds of resumes
· Softwares are now used to scan
· Not all hr people are fans of screening softwares, some applicants pepper their resume of key words just to get passed the sotware screening process
· Internet checks and phone screening
· HR profesionnals and hiring managers will google applicants and check social media before inviting them for an interview
· Downside of internet search : privacy. Difficult to verify info online, and easy to comfuse someone with someone who ahs the same name.
· Candidates can also use social media to get reviews on the employer with glassdoor for example
· Phone interviews can also be used to narrow down the pool of candidares
· Candidates are also posting video resumes on youtube or their sites, but can lead to the fear tha people will be called in based on their looks
· Application forms
· Provide a quick and systematic means of obtaining a variety of info about the applicant.
· Provide info on whether or not the applicant has the minimum requirements for education and experience tec.
· Provide a basis fo interview questions
· Provie sources of references
· Fewer people lie on application forms than resumes
· What an employer can ask on a form is unclear but managers should use the following suggestions :
· Application date : gives idea of time limit for keeping the form on file
· Educational background :
· Experience : anything related to the job
· Arrests and criminal convictions : should be avoided!!
· Country or citizenship : NOT permitte. It is only allowed to ask if the personis legally allowed to work in Canada
· References : should be included
· Disabilities : should be avoided
· Some orgs use the WAB weighted application blank, it uses the employment applications and identifies items that have predicted successful and unsuccessful employment. They can then use these items to better screen future applicants.
Employment interviews
· Interviews remain the mainstay of selection because ;
· It is practical when theres a small amount of applicants
· It serves other purposes such as public relation
· Interviewers maintain great faith and condifence in their judgement
· Variables in the employment interview
· Applicant : KSAOs, education, experience, interests, perceptions, nonverbal cues, age, sex, race etc.
· Context : purpose of the interview, laws and reg, economic issues, physical settings, interview structure
· Interviewers : experience training, ge, sex, race, nonverbal cues, goals
· Interview : process, hiring decision
· Applicant characteristics and situational factors can affect the expectations, biases and behaviours of an interviewer whivh can affect the interview outcome. Understanding the variable can improve effectiveness of interviewers. Ex. Race of applicant can shape biases of interviewer
Types of interviews
Nondirective interviews
· Nondirective interviews: An interview in which the applicant is allowed the maximum amount of freedom in determining the course of the discussion, while the interviewer carefully refrains from influencing the applicant’s remarks.
· Ex: Tell me more about your experiences on your last job
· This accentuates any information, attitudes, or feelings a candidate might not disclose during a more structured questioning. 
· There is no standard, cross-check lists
· Thus, the reliability and validity of these interviews are not likely to be as great
· Method most likely used in interviewing candidates for high level position and in counselling

Structured interviews
· Structured interview: An interview in which a set of standardized questions (based on job analysis) with an established set of answers is used.
· This method is a more consistent way to evaluate candidates
· Ex: responses from candidates rated on a 5 points scale
· More likely to provie info needed for making a sound hiring decision
· 2X more predictive than a nondirective interview 
· Also less likely to get attacked in court

Situational interviews
· Situational interview: An interview in which an applicant is given a hypothetical incident and asked how he or she would respond to it. (NICK)
· Applicant responses is evaluated relative to pre-established benchmark standards

Behavioural description interviews
· Behavioural description interview (BDI): An interview in which an applicant is asked questions about what he or she did in a given situation
· Focuses on ACTUAL work incidents in candidates past
· Ex: Tell me about the last time you that you disciplined an employee
· They assume that past performance is the best predictor for future performance (the approach is based on a critical incidents job analysis)
· This method is more effective than situational interview for high level positions, 
· less susceptible to faking

Panel and sequential interviews
· Panel interview: An interview in which a board of interviewers questions and observes a single candidate
· Ex: A candidate meets with 3-5 interviewers, who take turns asking Q.
· This process improved efficiencies in the selection process and resulted in better fit and increased employee satisfaction
· The interviewers compare observations and come to a consensus about the suitability of the candidate
· Higher reliability than traditional 1 on 1 interviews bc it involves multiple input
· And Shorter decision-making period, applicants are also more likely to accept the decisions
· Less discrimination if panel of interviewers are a diverse group
· Sequential interview: A format in which a candidate is interviewed by multiple people, one right after another
· Each interviewer gets one on one time with the candidate
· Allows different interviewers who have a vested interest in the candidates success to meet and evaluate the person one on one
· The interviews get together and compare their assessments at the end

Methods for administering interviews
· Video and phone 
· They are convenient and low cost therefore theya re attractive
· Easier for people in different geographic areas, therefore, extends the talent pool
· A study shows that the candidates come across as less likeable via webphone
· Also some candidates are more comfortable on camera than others
· Via phone, resorts down south are able to recruit people form around the world
· Computer-Administered (automated) interviews
· Nike, Safeway Cigna Insurance are companies who use this method to gather info and compare candidates
· The Q are administered to applicants via computer
· The interviews can be conducted at a firm’s facilities using kiosks, online, email, or via phone.
· Candidates are invited to interview by email and are given a password to log on the site and then are given questions to answer which are recorded and sent to the hiring firm.
· Managers can then watch the interviews at their convenience
· However, they can’t ask candidates follow-up questions based on their answers.
· They use this method as a compliment to live interviews not as a replacement 

Guidelines for employment interviewers
· Organizations need to be cautious of  selecting interviewers, they should have qualities such as (ability to think objectively, maturity, poise, experience in associating with people from a variety of backgrounds is also desirable)
· Qualities to avoid in interviewers include over talkativeness, extreme opinions, and biases
· Interviewer training
· Training improves competence of interviewers
· Training should at least be done periodically fir managers, supervisors, and HR representatives who conduct interviews. Training should include practice interviews under guidance.
· 10 ground rules for employment interviews that are commonly accepted:
1. Understand the job. Be sure that interviewers understand the job and its requirements. They will be better at interviewing people and evaluating their responses if they understand the parameters of the job.
1. Establish an interview plan. Examine the purposes of the interview and determine the areas and specific questions to be covered. Review the job requirements, application form data, test scores, and other available information before seeing the applicant.
1. Establish and maintain rapport and listen actively. This is accomplished by greeting the applicant pleasantly, explaining the purpose of the interview, displaying sincere interest in the applicant, and listening carefully. Try to understand not only what the candidate is saying but also what he or she is implying.
1. [bookmark: PageEnd_221]Pay attention to nonverbal cues. An applicant’s facial expressions, gestures, body position, and movements often provide clues to that person’s attitudes and feelings. Be aware of what you are communicating nonverbally
1. Provide information as freely and honestly as possible. Answer fully and frankly the applicant’s questions. Present a realistic picture of the job.
1. Use questions effectively. Ask open-ended questions rather than questions that can be answered with a simple “yes” or “no.” Do not ask questions that “lead” candidates to the “right” answer. Phrase the questions in a neutral way.
1. Separate facts from inferences. During the interview, record factual information. Later, record your inferences or interpretations of the facts. Compare your inferences to those of other interviewers.
1. Recognize biases and stereotypes. Stereotyping involves forming generalized opinions of how people of a given gender, race, or ethnic background appear, think, feel, and act. As we have mentioned, one typical bias is for interviewers to consider candidates who have interests, experiences, and backgrounds similar to their own to be more acceptable. Another bias occurs when interviewers “fall into like” with applicants, especially if a candidate is extroverted and charming. If extroversion is an important characteristic of the job (such as a sales job), choosing an extroverted candidate might be appropriate. However, a less extroverted candidate who is more conscientious might be better for a job that is detail oriented or requires a person to work alone. In other words, evaluate candidates based on the characteristics of the job and not, for example, the fact that they went to the same college you did.
1. Avoid the “halo error,” or judging an individual favourably or unfavourably overall on the basis of only one strong point (or weak point) on which you place high value. Also avoid the influence of “beautyism.” Discrimination against unattractive but talented people is a persistent and pervasive form of employment discrimination.
1. Control the course of the interview. Establish an interview plan and stick to it. Provide the applicant with ample opportunity to talk but maintain control of the situation to reach the interview objectives.
1. Standardize the questions asked. To increase the reliability of the interview and avoid discrimination, ask the same questions of all applicants for a particular job. Keep careful notes; record facts, impressions, and any relevant information, including what the applicant was told.

Employment Equity: Are your question legal?
· Federal and provincial requiremnts sometimes vary in the types of questions that may be asked in an interview
· All jurisdictions forbid direct questions about race, sex, colour, age, religion, and national origin
· Q that are job related, is asked of everyone, and does not discriminate against a certain class of applicants its likely to be accepted by the gouv. Authorities
· Unapropriate to ask anything that has no relevance to job performance
· Once an individual is hired, the info needed but not asked may be obtaines if there is a valid need for it and if it does not lead to disrimination
· It is inappropriate to ask female applicants about their family responsibilities
· “Who will take care of your kids while you’re at work”
· “Are you engaged”
· “Do you plan on having kids”

POST-INTERVIEW SCREENING
Step where information about previous employment and other information provided by the applicant are investigated

Reference checks
· Most reliable info usually comes from supervisors which are in the best position too to report on an applicants work habits and performance.
· Written verification of information relating to job titles, duties, and pay levels form the former employer’s HR office is also very helpful
· Look at Highlight in HRM 6.5
· Applicant must fill forms permitting info to be solicited from former employers and reference sources
· Firm’s are scared that they will be sued by the former organization so they are reluctant to write a evaluation of a formal employee
· Many former employers only provide employment date and positions.
· Many companies had to tterminate employees for reason that could have been discovered through a reference check.

Background checks
· Has become standard procedure
· Prevent theft, embelzzlement and workplace violence
· Orgs Conduct background checks for previous employment history, academic qualifications, criminal record, and credit rating
· They use many different databases its harder if the employee is international
· Some orgs outsource some or all check to third parties
· Online screening allows applicants to conduct their own check and post it online prior to any sort of interview
· Many organizations are simply using internet search (facebook, Instagram etc)
· If the person has not been hired yet, these sites can influence the employers perspective and if the candidate learns tht the employer checked social media and may have found that they are part of a visible minority, they can file for a human rights claim.
· Orgs can check references by phone or by questionnaires

Credit checks
· The use of consumer credit report as a basis for establishing a applicants eligibility for employment  ahs become more restricted
· Credit reports must be used for an applicant that Applies for positions of trust (financial instruments in banks)
· Credit report must be job related 
· Applicant must agree in writing to a credit report and have the right to review its content

PREEMPLOYMENT TESTS
Preemployment test: An objective an standardized measure of a sample of behaviour that is used to gauge a person’s knowledge, skills, abilities, and other characteristics (KSAOs) relative to other individuals.
One of the drawbacks is that it creates the potential for legal challenges. Small business’s are taken to court bc their test is discriminatory. The moretests required, the more risk of a law suit. Firefighters and teachers are required to pass most tests and are more prone to discriminate litigation. Staff are forced to improve their testing programs rather than abandon them. Although consultants can be used especially if the org wants to use personality test, mangers should have a basic understanding of the technical aspects of testing and the contributions that tests can make to the HR program. Managers should also do a thorough job analysis to determine the crucial job requirements and skills that need to be tested for and eliminate unnecessary or dulicate tests.

Types of tests
· Job knowledge tests
· Test to measure a person’s level of understanding about a particular job
· Type of achievement test
· Determines id the applicant has the info and understanding what will permit placement in the job without further training
· Work sample tests
· This requires the applicant to perform tasks that are part of the work required on the job.
· Tests are constructed from a developped outline that experts agree on and includes the major functions so the tests are considered valid
· organization that are interested in moving toward competency-based selection (hiring based on observation of behaviours previously known to distinguish successful employees) use work samples to see potential employees in action
· these tests are cost effective, reliable, valid, fair and acceptable to applicants
· The job simulation is very similar  to sample tests where the candidate must play a role of an agent and interact with virtual clients. This is more for the retails and sales sector
· Assessment centre tests
· Assessment centre: A process by which individuals are evaluated as they participate in a series of situations that resemble what they might need to handle the job
· Useful for group interviews. Lots of role paying
· ‘day in the life’ approach
· Applicant report to work, get emails and interrurptions while being observed and recorded.
· At the end, the observations are combined to develop an overall picture of the strengths and needs of the participants
· Report is submitted to org that asked for the test and feedback is given to the applicant
· Because of the cost involved its Usually used to select managers
· Cognitive ability tests
· Measures mental capabilities such as general intelligence, verbal fluency, numerical ability, and reasoning ability. Paper and pen test that measure cognitive abilities are :
· General Aptitude test battery( GATB)
· Scholastic aptitude test (SAT)
· Graduate Management aptitude test (GMAT)
· General competency test (GCT)
· The validity of cognitive ability tests simply reflects their connection to general intelligence although they also measure specialized areas like reading comprehension
·  Measures of general intelligence (like IQ) are Good predictors of performance across a wide variety of jobs
· Biodata tests 
· Collect biographical info about candidates, has been shown to correlate with on the job success
· Questions about events and behaviours that reflect attitudes, experiences, interests, skills, and abilities
· Ask abut situations that happened in candidates life and asks about the reaction the person had in particular situations
· Past behaviour  is best predictor future behaviour. Questions can look like :
· “How many books have you read in the last 6 months”
· “How often do you procrastinate”
· Looks at a pattern of responses across several situations, a single answer to a biodata question is of little value. 
· This test needs to be developed and validated.
· A drawback is that the Q might not be job related and applicants might question the tests validity and feel like the tests violates their privacy
· Personality and Interest Inventories
· Cognitive test measure a persons mental capacity whereas personality tests measure the disposition and temperament
· Cognitive test as predictors of ability to acquire knowledge, skill etc
· Personality test are predictors of their motivations like leadership efforts and propensity to adhere to rules
· Five dimensions can summarize personality traits. The BIG 5
· Extroversion—the degree to which someone is talkative, sociable, active, aggressive, and excitable
· Agreeableness—the degree to which someone is trusting, amiable, generous, tolerant, honest, cooperative, and flexible
· Conscientiousness—the degree to which someone is dependable and organized and perseveres in tasks
· Neuroticism—the degree to which someone is secure, calm, independent, and autonomous
· Openness to experience—the degree to which someone is intellectual, philosophical, insightful, creative, artistic, and curious[image: http://ng.cengage.com/static/nbapps/glossary/images/footstar.png]
· Ex of personality test :The Myers Briggs Type indicator (MBTI), caliper, cali psych inventory
· The connection between personality tests and performance is quite low when using cognitive test to determine personality tests
· It can also discriminate so it should be used for carrer planning. Personality test are more useful for helping people with their occupational selection and career planning
· Polygraph Tests
· Measures the changes in breathing, blood pressure, and pulse of a person who is being questioned
· This identifies candidates who meet its standards of honesty and suitability
· Used by rcmp
· Prohibited for employment purposes in Ontario and NB
· Honesty and Integrity tests
· Use in jobs where employees have access to cash or merchandise
· Ex: When Trailhead got robbed by it’s own employee
· Inquires on beliefs about frequency and extent of theft in society, punishement and perceive ease of theft.
· Detects disruptive behaviours such as theft, disciplinary problems and absenteeism
· Not sure if 100% valid for predicting job performance and disruptive behaviours, some studies has questioned validity
· They may not predict behaviour but actually only deter less than honest applicants from joining company
· Some applicants see these tests as invasion of privacy
· HRM specialists should consider the use of honesty tests very cautiously and most certainly in conjunction with other sources of information
· Physical ability tests
· Particularly for demanding and potentially dangerous jobs such as firefighter, paramedics, police officers
· Often predicts performance and accidents and injuries
· This often puts women to a disadvantage since employers used physical requirement base on unvalidated notion of hat the requirement should be.
· The use of physical ability tests should be carefully validated on the basis of the essential functions of the job
· Medical examinations
· Test is given to Ensure the health and fitness of applicants are adequate to meet job requirements
· Provies baseline where subsequent exams can be compared too, important for determining work-caused injuries and workers compensation.
· This can only happen after an offer of employment has been made. The offer can be made conditional to the applicants ability to perform the job determined by a job-related medical test.
· Any medical inquiries must be directly related to assessing the candidate’s abilities to perform the essential duties of the job
· The interviewer should be cautioned about probing as to the disabilities but can ask if he has disability related needs and needs accomodation
· Disability  information should remain exclusively with the examining physician, not in the personnel file
· If the employee has a disability, the employer has a duty to accommodate his or her needs. 
· Drug Testing
· Addiction to drugs or alcohol is considered a disability and employer should accomodate
· Human rights tribunals and courts have imposed very strict limitations on the right of employers to require drug tests bc it can not validate that a person will be under the influence at the work pace
· Test cannot be done until a conditional offer has been made and the exam can only determine if the applicant has the ability to perform but since it doesn’t etermine actal imparement nor the likelihood of the guy showing up to work drunk or high, these test don’t assess the ability to perform essential duties very well.
· If the job is a safety-sensitive one, then passing a drug test can be a requirement. If the employee refuses, he or she can be dismissed
· BUT if the employee is a drug addict, then he is legally disabled and the employer must accommodate to the point of undue hardship before he can dismiss employee
· The following types of tests are not allowed :
· Preemployment drug testing
· Preemployment alcohol testing
· Random drug testing
· Random alcohol testing of employees in non-safety-sensitive positions
· Only 2% of canadian companies enforce drug tests due to wide opposition to drug tests (America has a rate of 80%)
· Employee assistance programs (EAPs) can help empoyees with drug problems


Determining the validity of tests
· Criterion-related validity
· Criterion-related validity: The extent to which a selection tool predicts, or significantly correlates with, important elements of work behaviour
· How well a person performs on a test is compared to his or her actual production records, ratings, training etc.
· Ex. Sales jobs use sales figures to determine job success
· Theres two types of criterion related validity:
· Concurrent validity: involves obtaining criterion data from current employees at the same time that test scores are obtained.The extent to which test scores (or other predict information) match criterion obtained at about the same time from current employees.
· Ex. A supervior will rate clerks on quantity and quality of performance and then employees witllbe given a clerical aptitude test and the both scores will be compared to determine the degree of relationship between the two. 
· Predictive validity: involves testing applicants and obtaining criterion data AFTER those applicants have been hired and have been on the job for a while.The extent to which applicants’ test scores match criterion data obtained form those applicants/employees after they have been on the job for an indefinite period. Ex. Applicants are given clerical aptitude test filed for a later study.
· Ex. G applicants to aptitude test, then they work for a while, then the supervisors that do not know the employees test scores rate the employees on quality and quantity, both scores are then compared and if they are in line with each other (they have predictive validity) then the test can be used to evaluate subsequent candidates. Takes longer than concurrent approach. 
· Regardless of method used, corss validation is required. 
· Cross validation: Verifying the results obtained form a validation study by administering a test or test battery to a different sample (drawn from the same population) of people for the purpose of verifying the results obtained from the original validation study.
· Content validity
· Content validity: The extent to which a selection instrument, such as a tests, adequately samples the knowledge and skills needed to perform a particular job
· Often used when criterion approach is not feasible often due to limited samples of individuals
· The closer the content of the selection instrument is to actual work samples or behaviours, the greater its content validity. 
· Ex: Asking an accountant to solve accounting problems has a high content validity but asking them to lift 100 lbs is not
· Content validity is the Most direct and least complicated type of validity to assess
· Generally used to evaluate job knowledge and skill tests
· Unlike criterion method, it is not expressed in correlational terms, instead an index is computed that indicated the relationship between the content of the test items and a persons performance on the job
· Content validity ahs its limitations but has made positive contributions to job analysis procedures and to the role of expert judgement in sampling and scoring procedures
· Construct validity
· Construct validity: The extent to which a selection tool measures a theoretical construct or trait
· Typical constructs are intelligence, mechanical comprehension, and anxiety, 
· 
· Measuring this requires to show tat the psychological trait is related to satisfactory job performance and that the test accurately measures the psychological trait.

REACHING A SELECTION DECISION

Summarizing information about applicants
· To gather info about applicant you must Systematically organize all of the relevant information about them to make a decision
· Summary forms and checklists are used to ensure that all the pertinent information has been included in the evaluation of the candidate
· Look at Figure 6.6
· Can do and will do factors are both important to successful performance on the job
· It is important to evaluate the candidates on what they  “can do” and  “will do” factors. 
· Can do factors
· Knowledge, skills, abilities and potential they have to acquire ksao
· Will do
· Motivation, personality, personal characteristics, values, interests
· Its easier to measure what people can do than what they will do (the will do can only be estimated)
· Employer can use interview questions and questionnaires ad references to obtain info on the will do

Decision-making strategy
· The strategy for making personnel decisions differs from category to category of jobs
· Questions that managers must consider in terms of hiring decisions:
1. Should the individuals be hired according to their highest potential or according to the needs of the organization?
1. At what grade or wage level should the individual be started?
1. Should the selection be concerned primarily with finding an ideal employee to match the job currently open, or should a candidate’s potential for advancement in the organization be considered?
1. To what extent should those who are not qualified but are qualifiable (have potential) be considered?
1. Should overqualified individuals be considered?
1. What effect will a decision have on the organization’s meeting its employment equity plans and diversity considerations?
· In addition to these factors managers must think of which approach they will use:
· Clinical Approach
· Those making the selecting decision review all the data,
·  then make a decision based on the basis of their understanding of the job and the individuals that have been successful in that job, they make a decision.
·  Each evaluator assigns different weights to the applicant’s strength and weaknesses so they don’t always come to the same decisions about an applicant
· In this approach, theres Lots of persoanl biases and stereotypes are covered up by what appear to be rational reasons for accepting or rejecting a candidate 
· People are often tempted to hire applicants like themselves so it leads to a homogeneous workforce. Saw this with the asa model in chapter 5 (attraction, selection, attrition)
· Statistical approach
· More objective using a multiple regression
· Involves identifying the most valid predictors and weighing them using stats methods like regression
· Quantified data like tests scores are combined according to their weighted value and the individuals with the highest score are selected
· Statistical approach is superior
· However, the clinical approach continues to be the one most commonly used
· Compensatory model: A selection decision model in which a high score in one area can make up for a low score in another area. Wih a strictly statistical model, a candidate high sore on one predictor (ex. Cognitive ability) will make up for a low score on another predictor (ex. Interview) but people should have a minimum proficiency in all selection models so… multiple cutoff model can help
· Multiple cutoff model: A selection-decision model that requires an applicant to achieve some minimum level of proficiency on all selection dimensions, the ones who make it past the cutoff are considered
· Multiple hurdle model: A sequential strategy in which only the applicants with the highest scores at an initial test stage go on to subsequent stages where thay are assessed further until a final decision is made. Variation of cutoff model
· This approach is useful when the testing or training procedures are lengthy and expensive
· Each approach requires that the decision be made about where the cutoff lies.The score that the applicant must achieve is the cutoff score. Depeing on labour supply and diversity considerations the cutoff may need to be increased or reduced
· Valid predictors need to be considred for any selection strategy but we also need to think about the labour supply, we need to have an adequate number of applicants to be able to make a selection. This is where selection ratio come into play
· Selection ratio: The number of applicants compared to the number of people to be hired
· A ratio is 0.10 means that 10% of the applicants will be selected
· When a ratio is high, very little selectivity will be possible because even applicants with mediocre abilities will have to be hired if the firm’s vacancies are to be filled. This can lead to…
· Desperation bias: choosing someone because they are a pinch
Final decision
· In large orgs Managers are typically the ones to hire employee and communicate it to the HR department
· HR personnel then notify the candidate about the decision and make a job offer
· HR department should confirm he details of the job, working arrangements, hours, wages and a date by when the candidate needs to make a decision. All of this should be said verbally (phone calls, skype etc.). Then the offer should be put in writing
· The process of notifying someone internally is different (managers directly contact candidate) but should still have a written agreement
· Rejecting candidates is a difficult task. Rejecting internal candidates can be very tricky because the firm doesn’t want to loose them but they are also not ready to grant a promotion. Emphasise that the decision was made in a systemic way on objective criteria’s and that the other candidate had skils more closely aligned with the firms needs0
· The organization should not fail to notify candidates whoa re not chosen for the position



Chapter 7: Training and development 
As work place has shifted from touch labour to knowledge workers the focus of training has shifted. Companies are realising that employees don’t only need operational know how but also job expertise, knowledge about competitive, industy and tech trends and the ability to continually learn and utilize info. This type of training helps firms adapt and innovate to compete globally. Training is th backbone of strat management. 
THE SCOPE OF TRAINING
The term training is often used to describe almost any effort initiated by an organization to foster learning among its members. For others, training signifies broadening an individual’s skills for future responsibilities. Training is  focused on the short term performance concerns whereas development is focused on broadening individuals skills for future responsabilities. The two terms combined into a single phrase – Training and Development – to recognize the combination of activities organizations use to increase the knowledge and skills of employees. 
Revenue and overall profitability is correlated with the amount of training given to the employees. Some trainings are so big that they classify under Universities (10 000 employees).  Ex. Hamburger uni for mcdonalds. GE also has a uni
Businesses spend nearly 4 times as much on informal instruction as they do on formal instruction. Informal can be on the job simple stuff or super expensive simulator training. Other types of training can be : regular to new hires, comm raining, customer service training, compliance training. Training employees must be aresult of various mandates like employment equity, health and safety requirements
A Strategic Approach to Training
· Training should be parallel to the firms’ strategy and goals. Managers should orient their training with firms goals an strat
· Often, organizations fail to make that connection and most of them are poorly designed, and inadequately evaluated. Most firms do what the competition is doing in terms of training so training is not really linked to the org.
· Not all firm’s strategic initiatives can be accomplished with training
· Not all training programs will be a strategic imperative for the firm
· Training can be challenging since conditions change rapidly, as does technology
· Employee failture to meet production output requirement of customer compliants cn be a sing that training is needed. Big orgs have chief learning officers
· Chief learning officers: A high-ranking manager directly responsible for fostering employee learning and development within the organization. Makes sure the training is timely and focused on the firms  strat issues[image: ].
· Four phases are required to make sure a firms training and dev investment has the mximum impact possible. This strategic and systematic approach has 4 phases :
0. assessment based on the firm’s competitive objectives: What training does the firm really need?
0. program design: given those needs, how should the training program be designed or structured?
0. implementation: how should the program be delivered—that is, by what method?
0. evaluation: how can the firm tell if the training program is really working?


PHASE 1: CONDUCTION THE NEEDS ASSESSMENT
Most common types of training:

· Orientation training for new hires
· Basic on-the-job training for new hires
· Managerial training
· Sales training
· Executive training
· [image: ]Information technology (IT)/computer training
· Customer service training
· Compliance (regulations) training
· Ethics training
· Diversity training

Look at Highlight in HRM 7.1 For tips for rapidly assessing training needs
· To know what type of training employees need, you need to do a training needs assessment. Some businesses require different types of training han others. But less than 50% or orgs do this assessement
· Tighter training budgets has forced firms to make sure that their training is well aligned with their objectives
· Needs assessment has 3 parts
· Organization analysis
· Task analysis
· Person analysis
Organization Analysis
· Organization analysis: Examination of the environment, strategies, and resources of the organization to determine where training emphasis should be placed
· HR personnel collects data on information regarding the quality of goods or services, absenteeism, turnover, number of accidents in order to determine what kind of training they need
· Availability of replacemennts and time required to train them are also important factors in org analysis
· Other issues can influence the training (ex: technology change, globalization, economy etc.)
· Ex: After 9/11, the training of airport security personnel has increased substantially
· Trends in the workforce itself affect a frims training needs, when older workers get ready for retirement younger ones need to focus on getting the knowledge and skills needed to take their place
· HR departments are expected to make the most of their training dollars which is why they closely examine EVERY RESOURCE a firm has to offer
· Firms conducting an org analysis need to examine a the resources (tech, financial and human) avaible to conduct the training
· Some firms outsource their training programs, or partner up for training programs with firms in their supply chain


Task Analysis
· Task analysis: it’s the second step in training needs assessment. Its The process of determining what the content of a training program should be on the basis of a study of the tasks and duties involved in the job (KSAO). Process of reviewing job descriptions and specification to identify the activities performed in a job and its ksaos required
· This info can be drawn from a job analysis for a firms current jobs. A job analysis includes :
· 1. List all the tasks or duties
· 2. List the Steps performed by employees to complete each task
· 3.then, the Type of performance for each task along with the ksao necessary can be identified.
· In todays faced paces enviro, jobs change quickly. So instead of focusing on fixed sequence of tasks, more firms are finding that their employees need more flexible sets of competencies to adat and to help the firm adapt to changing conditions…
· Competency assessment: Analysis of the sets of skills and knowledge needed for decision-oriented and knowledge intensive jobs needed to be successful. Goes beyond describing the traits it also caputure how those traits should be used within an org’s contect and culture. 
· The traits an employee has should be used within an organization’s context and culture
· Ex: motivation, interpersonal skills etc..
· Its easy for employees to become experts in a certain niche but talent factories focus on creating generalists. To get the most from talented employees, they should know how to handle a wide range of functions.

Person Analysis
· Person analysis: involves Determining  the specific individuals who need training and which do not. This helps org avoid sending all employees to training when some don’t need it. 
· Determines what trainees are able to do when they enter training so that the program can be designed to emphasize the areas in which theya re deficient. 
· Performance appraisal information can be used to conduct a person analysis. They can reveal which employees are not meeting the firms expectations but it doesent say why. 
· If the performance deficiencies are due to ability problems, training is likely too be a good solution
· However, if it is due to a lack of motivation, training might not be the best solution
· Managers have to sit down with employees to discuss which areas need improvement. So they can jointly determine the training approach

PHASE 2: DESIGNING THE TRAINING PROGRAM
The designing of training plans should Focus on 4 related issues
1. The training’s instructional objectives
1. Readiness of trainees and their motivation
1. Principles of learning, and
1. Characteristics of instructors

Issues of training design : instructional objectives, trainee readiness and motivation, principles of learning and characteristics of instruction

0. Developing Instructional Objectives
· After conduction the tasks, org and person analyses, managers should should have a more complete picture of their firm’s training needs. They can then formally state the desired outcomes of training via written instructional objectives. 
· Instructional objectives: Desired outcomes of a training program
· Objective should be performance centred. (so they should include precise terms like :
· To assemble
· To calculate
· To repair
· To adjust


Assessing the Readiness and Motivation of Trainees
· Two preconditions for learning affect the success of those who are to receive training: Readiness and motivation
· Trainee readiness refers to whether or not the experience and knowledge of trainees have made them ready to absorb the training. Do they have the background knowledge to absorbe the training. 
· The readiness of participants in the training program can be increased by having them complete questionnaires about why they are attending training and what they hope to accomplish as a result.
· The trainee motivation (second predictor of learning) orgs need to help individuals understand the link between the effort they put in and the payoff. Why is the training important, whats in it for the trainee. By focusing on the trainee the manager is creating en enviro that is conductive to learning
· Most employees are motivated by training opportunities that could advance their careers and help them develop their sills. But this may be less the case for older employees. Allowing employees to undergo training in areas they want instead of forcing them to specific trainings can be very motivating. 

Incorporating the Principles of Learning
What makes some types of training more effective than other? Training has to build a bridge between employees and the org. orgs need to give full consideration to the psychological principles of learning ( the characteristics of training programs that help employees grasp new materiel, make sens of it in their own lives and transfer it back into their jobs.)Training programs are likely to be more effective if they incorporate the principles of learning shown in Figure 7.3
[image: ]
· Goal setting
· When trainers take the time to explain the trainings goals and objectives to trainees or when trainees are encouraged to set goals on their own, the level of interest, understanding and effort directed towards the training is likely to increase. 
· Meaningfulness of Presentation
· Trainees will be better able to learn new info if it is presented using terminology they can understand and the training is connecte with things already familiar to them. Colorful relatable images and meaningful examples are important. Materials should be used so that each experience builds on preceding ones. This way trainees are able to intergrate the experiences into a usable pattern of knowledge and skills. 
· Modelling
· ‘ a picture is worth a thousand words’ applies to training. 
· Modeling increases the salience of behavioural training. ( people learn by mimicking other people)
· Modeling can take many forms, real life demos, recorded demos, visual aids, pictures, drawings can get the message across
· Sometimes modeling the wrong behaviour can be helpful if it shows what not to do and clarifies the appropriate behaviout
· Individual Learning Differences
· Visual learners need pictures , diagrams and demos to absorb
· Verbal learners need spoken or written instructions
· Trainers can accommodate different learning styles by incorporating a variety of presentation styles. They should use monoloque, visual aids, demos, ask questions, hands on activites etc.
· Active Practice and Repetition
·  Trainees should be given frequent opportunities to practice their job tasks in the way they would be expected to perform it
· The value of practice is that is causes behaviours to become second nature.
· By practicing a trainee can forget about distinct behaviours and concentrate on the subtleties of how they are used.
· Whole-versus-Part Learning
· If the task can be broken down successfully, it probably should be broken down to facilitate learning, otherwise it should be taught as a unit
· Programmed instruction (or self paced learning) is often used to break own learning into sequences for employees to learn at their own pace. After being presented with a segment of the task, the trainee needs to answer a question, if he is corret, he proceeds to the nest segment.
· Massed-versus-Distributed Learning
· A factor that determines the effectiveness of training is the amount of time devoted to practice in one session. It has been proven that spacing out the trainings will result in faster learning and longer retention, its called distributed learning
· A person training progress measured in terms of either mistakes or successes can be ploted on a learning curve. Sometimes progress fdoes not occur and the curve shows a plateau. 
· Plateaus occur because of reduced motivation or because a person gets discouraged when they don’t do as well as they had hoped. 
· Feedback and Reinforcement
· Some feedback comes from self-monitoring other feedback comes from trainers or fellow trainees
· Feedback helps focus on what they are doing right and what they are doing wrong
· Orgs use behavioural modifications, a technique that operates on the principle that behaviour is rewarded, or positively reinforced, will be exhibited more frequently wheras behaviour that is penalized or unrewarded will decrease in frequency.
· Sometimes nothing more than words of encouragement can be used to strengthen employee behaviour, more tangible rewards can help reinforce desireable behaviours too
· Encouragement is most effective when it is given immediately after a trainee successfully accomplishes a certain task. This is why some mployers use spot rewards programs
· Spot rewards program award an employee on the spot when they do something particularly well during training or on the job ex.a  gift card

Characteristics of Instructors
· The success of any training depends on the teachers’ skills and personal characteristics
· Ex: good profs vs. bad profs
· A good trainer is one who shows a little more effort or demonstrates more preparation
· Training is also influenced by the trainers personal matter and characteristics like his knowledge on the subject, enthousiasm, sincerity, interest in trainees, sense of humour, ability to communicate and willingness to provide individual assistance ot trainees.
· Trainers have a huge impact on the workforce, organizations should reward managers who are excellent trainers. Often mangers are not recognized for their contributions to aspects of HRM.

PHASE 3: IMPLEMENTING THE TRAINING PROGRAM – TRAINING DELIVERY METHODS
· Choosing the right training method is done by determining which ones are appropriate for the ksaos to be learned
· Theres passive learning (lectures) and active learning (intership)
· Materiel designed to change attitudes, lectures are fine but materiel that involves training a akill a more hands on method would be appropriate.
· Using multiple method is called blended learning.
· Many methods as used to train managers and non managers as well
· Classroom lectures are still the number one method of training for formal training.
· Blended learning is the second most used method
On-the-Job Training
· Most common informal method for trainnign (OTJ)
· 80-90% of learning occurs on the job
· Advantage of providing hands on experience under normal working conditions and an oop for the trainer or manger to build a strong relationship with the new employee
· Most effective way to facilitate learning in the workplace
· Sometimes poorly implemented due to its informal structure
· So firms should use realistic goals and measures for the training and plan a specific training schedule for each trainee
· Conducting periodic evaluation can help ensure the trainee still remembers what he ahd learned
· PROPER way to do OTJ training : prepare, reassure, orient, perform, evaluate, reinforce and review
· And extention of OTJ is apprenticeship training. 
· It’s a system of training in which a worker entering the skill trades Is given thorough instruction and experience, both on anf off the job, in the practical and theoretical aspects of the work
· Most used in machinist, electrician etc. 
· These programs often require cooperation beteen org and their labour unions, between industry and gouv, or between orgs and schools
Special Assignments
· Involves assigning trainees, who are often on managerial track, to different jobs in different areas of a firm, often in different regions or countries.
· They are groomed by other managers in understudy assingments to do important job functions.
· Job rotations and lateral transfers also provide trainees with a variety of hands on work experiences
· Special projects and junior boards give trainees an opp to study an orgs challenges, make decisions about them, discuss what aspects of the projects went right or wrong and plan new work initiatives
Cooperative Training, Internships, and Governmental Training
· Cooperative training programs comine practical on the job expeiences with formal classes. School, coop, school., coop… 
· Internships are jointly sponsored by colleges and unis. Programs offer students the chance to get real world experiencewhile finding out what hey will perform in work orgs. Orgs benefit by getting new ideas from students, new energy and eagerness to accomplish their assingments.
· Federal gouv has begun to sponsor private employers for their training programs.ex. gouv invest money in it program in nova scotia uni which helped instal a high tech infrastructure to support customize training for the petroleum industry
· Employers use coop, intership and gouv training to assess performance for future employment.
Stimulations
· sometimes its unwise to train employees on the actual equipement so we use simulations. Ex. Operating an aircraft
· softwares in simulators are used.
· The distinction between simultators and computer based simulation has blurred
· Simulations can also be used to help managers make tactical decisions, ex. Help them respon fot crises, make budgetary decisions,
· Simulations does not always require a computer
e-Learning
· Learning ht takes place via electronic media
· Covers all web and computer based trainings(CBT) and social networks
· Includes the delivery of content via the internet, intranet and extranet, mobile devices, dvds, cds, mp3players, and virtual classrooms
· E-learning often involves the use of a learning management system (LMS), which combines a company’s e-learning, employee assessment tools and other training functions into one electric tool. It’s a tool that provides a variety of assessement, communication, teaching, and learning opp
· Often custom build for the firm by software providers
· Managers can use it to assess the skills of employees, register them for courses, deliver interactive learning modules irectly to employees desktops, evaluate and track their progress and determine when they are ready to be promoted
· *purchasing a learning software management system does not alleviate HR personnel and the firm’ managers responsibility for conducting a thorough needs assessement, especially because systems are costly
· Managers need to do a needs assemeent, contact vendors, ask for demos, get bids and choose the systems that will work best
· E-learning transforms the learning process,
·  it allows the firm to bring the training to the employees instead of vice versa which is cost efficient.
· Also allows firm to offer individual training when and where they need them
· Just in time training is giving employees the training they need when and where they need it
· Helps employees retain info and apply it quick. Ex. Home depot has mobile tech to give employees acess to  info to enable them to give better customer service
· Employees don’t remember the training unless they can immidatly put it to use
· Communities of practices is a type of grassroot training that allows people to ahre knowledge and collaborate via social networking tools like blogs
· E-learning don’t need to be overly expensive, e-learning training programs use apps that employees know like Microsoft office
· Massive open online course (MOOC)  training could make training even less expensive, its online courses that everyone can take.
· Ex.Aquent company launched a MOOC to help its client companies find web developpers with html experience, thousans of people singed up to the course hosted by Aquent  and a couple of hundred went on to get jobs.
· The lack of contact with e-learning can be a problem with some learners. Some MOOC allow to have discussions virtually.
Behaviour Modelling
· A technique that combines several training methods and multiple principles of learning
· Called the bahvioural modeling technique
· Consists of 4 basic components:
· Learning points  : ex. Learning points might describe the recoomended steps for managers to give employees feedback
· Modelling: participants view a video in which a model manager is portrayed dealing with an employee in an effort to improve his pefromance. The model demonstrates the learning points
· Practice : trainees then practice the behaviours demonstrated by the mdoels
· Feedback and reinforcement : trainer and other trainees reinforce the behaviour with praise, approuval, encouragement and attention. Digitally recording the session can be very instructive
Role-Playing
· Consists of playing the roles of others, often a supervisor and a subordinate who are facing a particular problem like performance problem. 
· Used for managers and to train salespeople to help them deal with customers and health care profesiionals
· Plan and implemented correctly, role playing can bring realism and insight to dilemma and experiences that otherwise would have not been shared.
· Computer programs stat simulate role playing have also been developed, these programs also provide feedback
Coaching
· Consists of a continuing flow of instructions, comments and suggestions from the manager to subordinate. (in mentoring, the mentor is not to whom the employee directly reports too)
· Coaching is a flow of support and encouragement also to help people not only do their jobs but also become leaders
· Involves talking to employees about what their goals are and being excited of achieving those goals even if it means that the employee will switch departments.
· One the manager understands the employees goals, he can desing ways to help the employee grow his skills by taking on new leadership responsabilities, training and mentoring other employees and spearheading projects and then provie the employee with feedback.
· One way to coach potential managers is to let them attend managerial staff meetings. It helos employees become more familiar with the problems occurring outside their immediate area
· Coaching is important for all employees to recive not just employees on managerial track, top managers and rack of file employees need coaching
Case Studies
· Used in classroom learning.
· Helps teach to analyse and synthesize facts, become conscious of the many variable on which decisions are based and improve decision making skills.
Seminars and Conferences
· useful for bringing groups of people together for training and dev.
· Can be used to communicate ideas, policies, procedures, also good for raisin points of debate of discussing issues.
· Often used when change is a goal
· Often conducted jointly with unis and consulting firms ex. Third party orgs offer management seminars
Blended Learning
·  A learning method where lectures are combines with other computer and online instruction and the use of audioviduals like slideshows
· Videos can be used to illustrate step by step procedures.
· Often, a self-paced learning componenet is part of the learning as well
· Effective because deffirent people elarn different ways and it breakups the tedium of lectures
Classroom (Lecture) Instruction
· Some of the advantages of classroom learning is related to motivation and attendance.
· Sometimes getting to class is half the battle
· If a trainee has issues, the instructor can help
· Doesn’t need to actually be in a classroom, it can be by videoconferencing
· Web conferencing is used to have live meetings or pres over the internet. During the web conference, the trainee sits at hs own computer and are connected to others via the web. A webinar is from one speaker tp an audience with limited audience interaction
PHASE 4: EVALUATING THE TRAINING PROGRAM
· a vvariety of methods are available to assess the extent to which a firms training improves learning, affect behaviour on the job, and impact the bottom line performance of the org.
· 4 criterias are available to evaluate training 
· Reactions
· Learning
· Behaviour
· And results
· Each criteria provides info on the success of the org
· The combination of these criterias can give a total picture of the training program in order to help managers decide where problem areas lie, what to change about the program and weather to continue it
Criterion 1: Reactions
· Simplest approach to evaluate a prog
· Indicates if they enjoyed it, and trainees can indicate the content and techniques they found more useful
· Trainees can critic and make suggestions for improvement
· Positive reactions to a training does NOT mean it was successful
· Good reactions are useless unless they translate into improved on the job performance
Criterion 2: Learning
· Testing the knowledge of trainees before and after a training can help determine if they learned anything
· We can also test the skill and kwoledge of people who didn’t get the training and compare it with people who did get the training
Criterion 3: Behaviour
· The transfer of training refers to how well employees apply what they have learned on the job. It’s the effective application of principles learned to what is required on the job
· Most of what is learned in training never gets used on the job
· To maximise the transfer of training manager and trainees can :
· Feature identical elements : have conditions in the training program come as close as possible to those on the job
· Focus on general principles, if necessary: when work enviro cannot be matched exacly, trainer should focus on the general principles instead of precise behaviours so that the trainee can learn how to apply the main learning points to varying conditions on the job
· Establish a climate of transfer : sometimes trained behaviours are not implemented because old approaches and routines are still enforced by managers, peers and employees. So firms need to encourage their managers to embrace strategic changes and to implement and reinforce and reward trainees for applying new skills
· Give employees transfer strategies : managers should provide trainees with tactics for ealing with their transfer enviro. One approach is called relapse prevention, it teaches individuals how to anticipate and cope with the inevitable set backs they will encounter back on the job. (a relapse into former behaviours)
Criterion 4: Results, or Return on Investment (ROI)
· Hr managers are udner pressure to demonstrate that their training programs produce bottom line results.
· Most org measure this with ROI (utility the firm get for every training dollar). It refers to the beenfits a firm derives from the training relative to its cost
· Benefits can inclue higher generated revenues, increase productivity, improve quality, lower costs, more satisfied customers, job satisfaction, lower turover etc.
· Hr managers should be able to answer questons like how much did wuality improve, how much of the training has contributed to profits, what was the impact on turnover, what was the prod increase and by how much were the costs reduced
· To answer those, hr managers can use sales data, hr and financial data, employee survey and control group data
· Costs of program need to be measured too (direct and indirect)
· ROI = benefits of training / training costs
· We can also calcite roi in terms of how long will it take for the program to pay for itself. Cost/ benefits of a month
· Benchmarking : process of measuring one own services and practices against the recognized leaders in order to identify areas for improvement
· helps evaluate training programs
· America society of training has developed benchmarks for hundreds of companies to which firms can compare ata on training costs, staffing, admin, design, dev, delivery of training prog.
· Measures of the extent to which learning content has been accessed and downloaded and ratings given by users are likely to become new benchmarks (with the age of tech and intenrt and elearning)
· The key to evaluating a training program effectiveness is to continually evaluate it, the info generated by evaluation feeds into phase 1
· By tying the training closely to key performance metrics and then measuring the training impact againt them, the firm is in a better osition to improve its programs overtime
ADDITIONAL TRAINING AND DEVELOPMENT PROGRAMS
· Employees don’t only train to meet org goals, they train employees to meet their special individual needs to.
Orientation and Onboarding
· Orientation : the formal process of familiarizing new employees with the org, their jobs and their work units
· Orientation stresses the why
· Designed to influence attitudes about the work they will be doing and their role in the org
· Defines philosophy behing orgs rules and provides a framework for job related tasks
· Hr is responsible for orientation activities and info sessons, they should include :
· Intro to other employees
· Outline of training
· Expectation for attendance, conduct and appearance
· Conditions of employment like hours and pay
· Explanation of job duties, standards, appraisal criterias
· Safety regulations
· List of chain in command
· Explanation of org purpose and strat goals
· Orientation info is usually on the intranet
· some orgs combine orientation programs with computer based training, these programs should supplement but not replace face to face orientation
· Onboarding is the process of systematically socializing new employees to help them get on board with an org. it goes beyond just orienting new employees.
· Ties to make employees feel like they belong. Important because new employees are at risk of quitting. Many employees wuit because they cannot handle the culture shock within their new org. if firms cant retain people, its costly for selection and recruiting
· To help new hires avoid culture shock, some orgs make videos of curent employees saying why they ike the org and feature some exec just to give new hires a feel of who’s who in the org.
· Sometime a current employee will serve as a sponsor for the incoming employee. They are a source of info, helps the socialization
Basic Skills Training
· Basic skill training for adults has become is now a full blown educational industry. 
· Half of Canadians have low literacy skills so they lack the capacity to learn new job skills
· To implement a successful program in basic and remedial skills, managers should:
· Explain to employees how and why the training will help them in their jobs
· Relate the training to the employees goals
· Respect and consider participants experiences and use them as a resource
· Use a task centered or problem centered approach so that participants learn by doing
· Give employees feedback on their progress towards meeting leir learning objectives
Team Training and Cross-Training
· Orgs rely on teams to help them attain their strategic and operational goals
· In team training, effective teams have
· Behaviour dynamics like : member comm, conflict reso, building trust, establishing nrms, handling difficult members, diversity awareness, team dev stages, etc
· Process dynamics : meeting skills, problem solving, brainstorming, decision making, negociation skills, goal setting, presentation skills, process analysis, task evaluation, customer/vendor analysis, project planning, info management, creativity
· Crosstraining : the process of training employees to do multiple jobs within an org
· It gives firms flexible capacity (motivation for firms)
· Represents a shift with henry ford assembling model to flexible production
· Used to keep workers and plans in north America versus offshoring them
· Can cut turnover, increase productivity, lower labour costs, lay the foundation for careers rather than dead end jobs.
Ethics Training
· Became more prevelant with the high profile corporate scandals like enron.
· The most common forms of ethics violations are employment realted like harrassement and satefy
· The situations usually gets worse in difficult economic times as the firms try to cut corners
· Some firms offer special training to ehir overseas personnel who work in in contries with corruption and bribery.
· Bringing in a outside expert on ethics can be helpful as can surveing employees and customers about what the perceived ethical state of their companie is and how they could improve that
· Toll free ethics hotlines and secure email accounts where employees and report violations
· Some firms have chief ethics officers, they are responsible for fostering the ethical climate. If they don’t behave ethically, the ethics training program in a company wont work.






Chapter 8 – Performance management
Performance management systems
· Performance management : is the process of creating a work environment in which people can perform to the best of their abilities in order to meet a company’s goal. Its an entire work system that eminates from a companys goals
· A performance management process has 6 steps :
· Goals set to align with higher level goals
· Behavioural expectations and standards set and then aligned with employees and org goals
· Ongoing performance feedback provided during cycle
· Performance appraised by manager
· Formal review session conducted
· Hr decision making ( pay promotion etc)
· Performance evaluations : results of an annual or biannual process in which a manager evaluates an employee’s performance relative to the requirements of his job and uses the information to show the person where improvement are needed and why
· Also referred as performance appraisals and performance reviews
· Evaluation are a tool used to enhance anad maintain productivity and facilitate progress towards their strat goals
· Perfroamnce appraisal is just one part of the performance management process. Aligning employee goals with firm goals, providing workers with feedback and providing encouragement and rewarding them is critical too
· Employers need to appraise just like unis need t test you to be sure you graduate with the best skills. Appraisals need to be motivating.
· Performance is much bigger than evaluations so employers need to look at performance management system as a whole rather than just evaluations. Evaluations are just a logical extension of the day to day performance management process
The purpose of performance management
· What gets measured gets done
· Good performance management influence employee behaviour and improve an orgs performance like in areas of revenue growth, productivity, profitability and market value
· 2 other purpose of performance management programs :
· Administrative 
· Performance management programs provide imput for HRM activities like ‘pay for performance practices’. Studies shows that performance based pay makes employees more satisfied.
· Performance data also helps HRP like det relative worth of jobs, validating selection and recruiting criteria
· Performance data also helps document HRM actions that can end up in leagal actions like making sure they don’t discriminate.
· The success of the entire HR program depends on knowing ow the performance of employees compare to the goals established by the firm
· Input also helps : Document personnel info, promote employees, determine transfers and assingments, identify performance problems, make retention, termination and layoff decisions, validate selection criteria, meet legal requirements, evaluate training programs, assist in HR planning, make reward and compensation decsiions
· Developmental	
· Performance amangement systems give employers a framework to gather info about employee performance, provide employee feedback, discuss goals and how they align with the orgs goals.
· The goal is to build on a person’s strength, eliminate potential weaknesses and further his career while improving the performance of the org
· By taking a dev approach to the performance management process, managers help employees understand that the feedback given is designed to improve their competencies and further their careers and not to judge them
· Role of manager should be to coach and not to to judge
· Provide performance feedback, identify individual strengths and weaknesses, recognize ind performance acheivements, help employees identify goals, evaluate goal acheivements, identify ind training needs, determing org training needs, reinforce authority structure, allow employees to discuss concerns, improve communication, provide forum for leaders to help employees
Why performance management systems sometimes fails
· The formal evaluation process
· Is discourages teamwork by focusing on workers individual achievements rather than what their team or firm accomplishes
· some say evaluation are only useful at the extremes, for higher effective or highly unaffected employees
· evaluations often focus on the short term achievements rather than long terms improvement and learning
· some employees say they only get feedback at the evaluation time and that’s it
· reasons why performance evaluations fail : 
· managers are inadequately prepared, employees are not given clear objectives at the beginning of the performance period, managers are not able to observe performance of have all the info, performance standards are not clear, ratings are inconsistent among supervisors, managers rate personality instead of performance, rater are subject to biases or halo affect, time span for evaluation is inappropriate, overemphasis on uncharacteris performance, inflated ratings so managers ont have to deal with the disapointments, evaluation language is subjective, personal relationships cloud judgement, theres no thorough discussion of the causes of performance problems, the manager may not be trained in evaluating or giving feedback, there is no follow up of coaching after the valuation
· so.. a lot of orgs no longer do formal evaluations but use ongoing coaching, ind development plans, or feedback systems instead.
· Because teamwork is so important in orgs today, other companies are starting to use crowdsourcing as part of their performance management systems. In HR crowdsourcing involves continually gathering feedback, compliments and suggestions from different people who work with an employee using social recognition applications. When employees get recognized by other they get points that translate into monetary rewards or other rewards.
Developing an effective performance management system.
· HR dept ususally has the responsibility to oversee and coordinate performance management system
· Manager must also be actively involved especillay when it comes to establishing the objectives for the program to ensure that they align with the companys strat goals and translate to on the job efforts and behaviours
· Employees are more satisfied and accept the performance management system when they can participate in its development
· Asking employees to identify important job behaviours helps ensure that the system takes in account all of the tasks that need to be done in an org, especially when major changes occur
What are the performance standards
· Performance standdards should be based on job related requirements derived from job analysis and reflected in an employees job description and specifications
· Realistic and specific performance standards that are measurable and written down communicate precise info to employees
· Four basic elements need to be considered when establishing performance standards
· Strategic relevance
· The extent to which the performance standards relate to the strategic objectives of the org
· Ex. If the org objective is to address 95% of customer complaints, then the customer rep should be held to this standard when they are evaluated
· A strategy driven performance evaluation process provides the documentation HR managers need to justify training expenses in order to close gaps between employees current skills and those they will need to execute the firms strat.
· Evaluation metric based on a frims strategy are more defensible in court since they provide evidence of a person’s perfromance
· Criterion deficiency
· Performance standards should capture the entire range of an employees performance
· If the system focuses on sales revenues but not customer service the performance management system is said to suffer from criterion deficiency
· Criterion contamination
· Performance criteria can be deficient but also it can becontaminated
· Factors outside on an employees control can influence his performance
· Ex. A comparison of the performance of travelling salespeople should not be contaminated by the fact that territories differ in therms of their sales potentiel
· Reliability
· Refers to the stability or consistency of a standard or the extent to which individuals tend to maintain a certain level of performance over time. 
· Reliability can be measured by correlating two sets of ratings made by a single rater of by two different raters.
· To make sure mnagers are rating employees consistently, some companies use calibration
· Calibration is a process whereby managers meet to discuss the performance of individual employees to ensure that their employee evaluations are in line with one another. Its makes sure that all managers apply similar standsards to all the firms employees
· After a few calibration meetings, ratings should converge or become more similar
· Calibration is useful to train managers to appraise employees
· Useful after mergers or acquisition especially global ones, because ifferences in corporate cultures and performance standards can cuase the same employees to be rated differently
· Fairness and acceptability (not one of the standards)
· One of the main concerns employees have is fairness when it comes to perfromnce management systems
· Org politics, firms culture, orientation of managers, history and current competitive conditions all affect how manangers view how well their employees are doing on the job as well as rate them
· Some managers inflate rating to look better or to get better salaries for their employees or to pass on bad employees to other departments
· Even if evaluations are supposed to be confidential, employees have a good sens if the process is fair of not, its they feel it isisnt they are frustrated and cynical
· If employees are allowed input as to what constitutes a good performance and how the performance management system operates, they are more likely to feel reassured its fair and the program is more likely to be successful
· Acceptability referes to how difficult it is to administer and use the performance management system, it using it is consuming time or difficult of if its hard to see how its helping the firm, its likely to fail
Legal issues
· Because perfroamnce evaluations are used to make many personnel decisions, they must meet certain legal requirements.
· So performance evals can help employees perform better or create legal issues if they are not done properly
· Employers can face legal trouble is a performance evaluation shows good rating but then the mployee is laid off later
· To avoid legal issues performance evaluations should meet the following legal guidelines:
· Performance ratings should be job related and performance standards should be developed through job analysis
· Employees must be provided with clear written job standards
· Managers tha rate employees must be able to observe the behaviour they are rating, implies having measurable standards
· D not allow performance problems to go unchecked
· Supervisors should be trained to use evaluation forms and how to apply evaluation standards
· HR should review evaluations to see if minority groups are being adversely impacted
· Evaluations should be discussed openly with employees to help poor performers improve
· Appeals procedure should be established to enable employees to express their disagreements with the evaluations
Who should appraise an employees performance
· Its often unrealistic to presume that one person can fully observe and evaluate employee performance
· Raters can include superior, peers, suppliers, customers, subordinates, self, vendors, team members
· Manager/supervisor evaluations
· Managersupervisor evaluation : a perfromacne evalution done by an employees manager one level higher.
· Traditional approach to evaluating an employees performance.
· Often, they are in the best position to evaluate employee
· Manangers wit a lot of subordinates cant watch all the employees so they rely on performance records.
· Ratings managers give employees they have known for less than a year are less reliable which is a drawback of relying on supervisor evals
· Self-evaluations
· in many firms, employees are asked to evaluate themselves on self-evalaution forms
· a self evaluation is a performance evaluation done by the employee being evaluated, generally on an evaluation form complete by the employee prior to the evaluation meeting
· can increase an employees involvement in the review process and get the employee thinking about his or her strengths and weaknesses, serves as catalyst for discussion
· employee and his manager then discuss the employee job performance and agree on a final evaluation
· self evaluations are often best used for developmental purposes rather than admin reasons, since employees will tend to  present themselves highly favourably in their performance evaluation to influence the outcome ($$) of the evaluation and if expectations are not met, the employee can become frustrated
· Subordinate evaluations
· A performance evaluation of a superior by an employee, which is more appropriate for developmental than admin purposes
· Used to give feedback to managers on how their subordiantes view them
· Subordinates observe many performance related behaviours such as leadership, ability to delegate, employee supportiveness and so on so subordinates are in a good position to evaluate their manangers
· To avoid retaliation, subordinate evals should be submitted anonymously and the results should be combined in a single report
· If the eval is for developemental purposes (and not compensation) their performance can improve 
· Peer evaluation
· A performance evaluation done by ones fellow employees, generally on forms compiled into a single profile for use in the evalution meeting conducter by the employees manager
· Advantage : furnish more accurate and valid info than evaluations by superiors
· Manangers often see the employees on their best foot whereas peer see a more realistic picture so they can rate leadership and interpersonal skills better
· Opportunity to address issues and resolve conflicts and hand out praise
· Peer evaluations should not be used alone to make admin decisions like salaries, promotions etc. they shold also be kept confidential
· Rating should be tallied and comments summarized by the workers supervisor
· team evaluations
· extension of the peer evaluation is the team evaluation
· in teams its sometimes to separate individual contributions so orgs use team evals to evaluate the performance of their teams as a whole.
· Team evals can help break barriers between employees and encourage a joint effort on their part
· Frequently, the system is complemented by the use of team incentives or group variable pay
· Customer evalautions
· A performance evaluation that includes evaluations from both a firms external and internal customers
· Another source of performance evals
· Use often to appraise
· Some companies call the clients after their employees have provided a service or/and they will survey the suppliers and vendors ar part of the evaluation process
· By including the firms business partners in performance reviews, managers hope to produce more objective evaluations, more effective employees, more satisfied customers and better business performance
· Internal customers include anyone inside the org that depend on the employee outputs
· Internal customers can provide extremely useful feedback about the value added by an employee or team of employees
Putting it all together : 360 degree evaluation
· A perfroamnce evaluation done by different people who interact with the employee, generally on forms compiled into a single profile for use in the evaluation meeting conducted by the employees manager
· Multiple rater approach, combines various sources of performance evaluation information
· Jobs are multifaceted and different people see different things
· 360 degree feedback is intended to provide employees with an accurate view of their performance from supervisors, peers, subordinates, customers and the like
· Pros and cons of 360 degree evaluation
· Pros : more comprehensive feedback from multiple perspectives, lessen bias and prejudice, feedback quality may improve employees self-dev
· Cons : complex, can be intimidation if there’s a feeling of people ganging up on them, conflicting opinions,  rater must undergo training, collusion is possible, raters may not feel accountable if their ratings are anonymous
· Safeguards to ensure max quality and acceptance of 360 degree system
· Ensure anonymity: rating must stay confidential
· Make respondants accountable : supervisors must discuss evaluation inputs with team members who are raters to know if they used the scale right, wheather his ratings were reliable and how other participants rated the employee
· Prevent gaming of the system : supervisors should check for obvious unvalid responses
· Use statistical procedures : use weighted averages of other quantitiative approaches to combine evaluations
· Identify and quantify biases: check for prejudice or preferences related to gender, ethnicity, age or other group factors
· Valuable approach to performance appraisals if managers use the info well and employees are treated well
Training appraisers
· The main weakness of performance evaluation programs is that rater are not adequately trained for the task so the feedback they give to subordinates can be inaccurate, not useful of destructive
· Whtas not important in the evaluation form, whats important is tha managers can objectively observe peoples performances and objectively give feedback on that performance
· In addition to train supervisors , firms should make accurately evaluating and developing their subordinates a standard by which the subordinate themselves will be evaluated
· Establishing an evaluation plan
·  Training for raters is most effective when it follows a systematic process that begins by explaining the objectives of the firms performance management system and its philosophy on evalautions
· Rater needs to know purpose of use of the eval (compensation of development) this can affect how he rates
· Mecanics of the rating system should also be explained including how managers should keep performance records and review them, how frequent the eval are to be conducted, who will conduct them, what are the standards of performance, and how to prep for evaluations
· Raters training should also alert raters to the weaknesses and problems of evaluations so that they can be avoided
· Eliminating rating erors
· Emilinating subjective errors in the rating process is important fo evaluating performance
· Halo error can happen if raters hace not carefully developed descriptions of of the employee behaviours being rated
· Horn error can happen (when manager focuses on one negative aspect about an employee and generalize into an overall poor rating). Personality conflits increase change of horn effect
· Distributional error : a distributional rating error occurs when a single rating in skewed toward an entire group of employees 
· Ex. Rater can make the ‘error of central tenancy’ which is when all the employees are rated about average ‘All my employees are ok’
· Ex. Raters can make the leniency or strictness error : when the appraiser tends to give employees unusually high or unusually low ratings. ‘all my employees are excellent’ or ‘all my employees are not good enough’ 
· A way to eliminate distribution errors is to explain to rater that when you look at a large group of employees, you should generally expect to find significant differences among them
· Using clear characteristics of performance and behaviours on the scale can determine how employees should be rated
· Another approach is to require ratings to conform a forced distribution. Forced distribution : A performance ranking system whereby raters are required to place a certain percentage of employees onto various performance categories
· A way to have a forced distribution is to have peer ranking where peers rate other from worst to best.
· Forced distribution and peer ratings can solve leniency and strictness eroors but can create otherrating errors like if many employees are above or midle or under average of is similar employees need to be banked 1,2,3 when they all have the same level of performance. Also counterproductive in orgs that foster teamwork
· Temporal (recency) error :some rating errors are temporal in that the rating is biased either favourably or unfavourably depending on the way performance info is selected, evaluated and organized by the rater over time. If an evaluation is based largely on recent behaviours or if the rating are inflated because the manager believes the mployee is showing improvement  this can lead to recency error. One way to minimize this error is for managers to keep track of achievement and failures throughout the whole evaluation period ( with log or diary)
· Contrast error : occurs when an employee’s evaluation is biased wither upward or downward because of another employee’s performance. Average employees can look amazing when compared to poor performers etc… occurs mostly when rater are required to rank employees from best to worst
· Similar-to-me error : occurs when a supervisor inflates the evaluation of people with whom they have something in common. Ex. Manager and subordinate are from the same school or town etc. the manager may have an unwittingly favourable impression of the employee. This error ban be powerful and if its based on race, gender, religion it can be discriminating.
· raters should also be aware of stereotypes they may hold towards particular groups
· holding ‘mock’ calibration meetings can help trainers improve accuracy of their ratings. The training pays off mostly when participants have the opp to :
· observe other manangers making errors,
· actively participate in discovering their own errors
· practice job-relate tasks to reduce the errors they tend to make
· Feedback training
· Should be included in raters training program
· Feedback should be given on an ongoing basis and during formal evaluation and feedback sessions.
· Many managers are as nervous giving feedback than employees re about receiving it and it causes for manager sand employees not to engage in a meaningful conversation which is a drawback
· Sometimes reviews are done porrly because managers don’t have the skills to do an effective performance review or theirs just not enough money to appraise the top performers and it can leave the employees frustrated and demotivated
· Conflicting purposes of the evaluation can hamper effectiveness of the feedback given to employees. Ex. If eval is used for compensation and for development, compensation takes over the discussion and the ways to improve performance gets left behind
· Feedback training should cover :
· Communicating effectively to gain the emloyees support
· Diagnosing the root causes of performance problems
· Seting goals and objectives for the employee to achieve in conjunction with the feedback
Performance evaluation methods
· Performance methods can be broadly classified as measuring traits, behaviours or results.
· Trait approaches continue to be used despite their subjectivity
· Behavioural approaches provie more action oriented information (may be best for dev)
· Results oriented approach has become more popular since it focuses on on measurable contributions that employees make to the org
· Trait method
· Approaches designed to measure the extent to which an employee possesses certain charcteristics like dependability, reactivity, leadership, that are viwed as important for the job and the org.
· Easy to develop
· If not designed carefully on the basis of job analysis, trait evaluations can be really biased and subjective
· Graphic rating scales
· Each trait to be rated is presented by a scale on ehich a rater indicates the degree to which an employee possesses that trait
· The diffeences in the different variations of the graphic rating scales can be found in 1. The characteristics on which individuals are rated, the degree to which performance dimensions are defined for the rater, how clearly the points on the scale are defined
· Bubjectivity bias is reduced when the dimensions and points on s ascale a defined precisely, this can be achieved by training raters are including descriptive eval guidelines in a evaluation reference packet
· Space for comments for specific example from the rater are good
· Mixed-standard scale
· A trait approach to performance rating similar to the other scale emthods but based on comparison with (better than, equal to, or worse than) a standard
· The rater is given 3 specific descriptions of each trait, they reflect 3 levels of performance , superior, average and inferior. Raters rate employees by indicating weather their performance is better than, equal to or worse than the standard for each behavior
· Forced-choice method
· Trait approach to performance rating that requires the rater to choose from statements designed to distinguish between successful and unsuccessful perfoamnce. Rater much choose between statement that appear equally favourable or unfavourable (ex. Choose if employee work quicjly or works hard) but are designed to distinguish between uccessful or unsucesful performance. Rater doesn’t know wich one correctly describes successful job behaviour
· Less biased results
· Limitations : cost of establishing and maintaining its validity, not great to develop employees
· Essay method
· A trait approach to performance rating that requires the rater ro compose a statement describing employee behaviour, no structured form of evaluation. 
· Statement must describe strengths and weaknesses and make recommendations for his development
· Often combines with other methods
· Better to point out unique characteristics of employee and points about promotability, special skilss etc
· Limitations : time consuming, can be subjective and might not focus on relevant aspects of a person performance, quality of evaluation could be affected by rater’s writing skills.
· Behavioural methods
· Trait method can be vague and subjective which can be improve with rating scales. Behavioural methods describes which actions should or should not be exhibited on the job
· Critical incident method
· Connection with job analysis, but also used as an evaluation method
· Critical incident occurs when employee behaviour results in unusual success or unusual failure in some part of the job
· Employers keep logs of employees critical incidents (ex. Of a good incident is when a janitor notices an unlocked confidential cabinet and calls security to fix the issue) and refer to the log when completing employee ratings
· Can help managers cousel employees when they are having small performance problems
· Increases objectivity by requiring rater to use job performance criteria to justify ratings
· Behavioural checklist method
· Requires the rater to check statements on a list that describe characteristics of employees behaviour
· Behaviourally anchored rating scale (BARS)
· A behavioural approach to performance rating that consists of a series of vertical scales, one for each important dimension of a job performance identified in the job analysis.
· These dimensions are anchored by behaviours identified in a critical incident job analysis. Critical incidents are placed along the scale and points value are assigned according to experts
· Bars is dev by a comitee of managers and subordiantes. Committee identifies all relevant characterics of job. Behavioural anchors in the form of statements are then established. Group determine which job dimension each anchor illustrates and if 70% of them agree that the anchor belongs to the a particular dimension, they keep it and attach it to the job dimension and place it on the scale according to the values that the group assings to the,
· No evidence that bars reduces rating errors but studies have shown that scales like this give more accurate ratings
· Advantage : personnel outside of HR participates, employee participation leads to greater acceptance or eval and measures used. High content validity
· Disadvantage : time and effort required
· Behaviour observation scale (BOS)
· Similar to bars since they are both based on critical incidents
· But instead of asking rater to choose the most representative behavioural anchor (bars) a BOS is designed to measure how frequently each bahviour anchor has been observed
· Bos allows rater to be an observer instead of a judge which makes it easier to provide feedback that employees will accept
· Preferred over bars because (1) maintin objectivity (2) distinguishes good performers from poor performers (3) allows to provide feedback (4) identifies training needs
· Results method
· Instead of looking at traits or behaviours of employees some orgs evaluate employees accomplishments. More objective and empowering for employees. Involves less subjectivity. Gives employees responsibility for their outcomes while giving them discretion on how they achieve it. This is employee empowerment and engagement in action
· Productivity measures
· Sales people are evaluated absed on sale volume, production workers on units produced or number of defects
· Execs are evaluated based on firms profits or growth rate
· So results evaluations can directly aling employee and org goals because it links what employees accomplish to results that benefit the firm
· But results can be contaminated (criteria contamination) by external factors that employees cant influence and its not fair to hold employees accountable to things they cant control
· It can motivate employees to look good in the shirt term results and not look for long term improvements
· For service jobs its not enough to look at production figures, factors like cooperation, initiative and adaptability are important for job success too and they should be adde to eval review. So the results and methods used to achieve them should be considered in evals
· Management by objectives
· Method that tries to overcome some of the limitations of results evaluation
· It’s a philosophy of management that rates the performance of employees based on their acheivements of goals(profits, quality standards, production costs, sales per products) set mutually by them and their manager
· It’s a cycle that starts with 
· Setting the orgs goals and objectives
· Setting departments goals
· Supervisors list goals and metrics for subordinate and subordinate proposes goals and metrics. 
· Goals are then discussed between subordinate and amanger until both parties are satisfied with them. Goals statement are accompanied by detail account of the actions the employee proposes to take to reach the goals and how they will be measured
· Interim reviews. Employee progress towards goals are assessed. Goals and metrics might be changes based on new info received. Later an employee will make a self-evaluation
· Final review. Its an examination of the employees self evaluation by the supervisor and the employee together
· Review the connection between employees performance and the organisations performance
· can improve how employees perform because its focused on what they need to do to achieve their objectives
· aids in learning because employees can evaluate their performance
· to make program (MBO) succeed:
· have quantifiable objectives with descriptions of how to accomplich them
· results must be under the employees control
· firms goals and objectives must be aligned with goals of employees at all level
· time frames for goals to be reviewed and evaluated must be established
· The balance scorecard (BSC)
· Can be used to appraise employees, teams, units and corporations
· A BSC evaluation takes into account four related categories 
· Financial measures
· Customer measures
· Process measures
· Learning measures
·  The corporations financial objectives are spelled out on top of the scorecard, business unit targets are added and employees and teams target objectives are added
· Scorecard allows employees individuals to see clearly how his performance ties into the overall performance of the firm
· The target objectives for the customer category of scorecard might include customer satisfaction, retention rates etc.
· Similar to MBO method in that in translates broad corporate goals into dicisional team and individuals in a cascading way. Makes that implementing the firms strategy becomes everyones job
· Recommendation for this methods success :
· Translate the firms strategy into a scorecard of clear objectives
· Attach measures to each objectives
· Provide performance feedback based on measures
· Empower employees to make performance improvements
· Reassess the strategy
Which performance evaluation method should you use?
· Its not always the most time consuming, complex methods that give the best results
· One way of checking is the org evaluation system is effective is to do an annual or periodic audit of the process using a survey that both managers and employees can fill out
	Method
	Advantages
	Disadvantages

	Trait
	Inexpensive, use meaningful dimensions, easy to use
	High potential for rating errors, not useful for employee counselling, not useful for allocating rewards, not useful for promotion decisions

	Behavioural
	use specific performance dimensions, acceptable for employees and managers, useful to provide feedback, fair for promotion and reward decisions
	Can be time consuming to dev, can be costly to dev, some potential for rating error

	results
	less subjectivity bias, acceptacle to employees and superiors, linked individual performance to org performance, encourage mutual goal setting, goo for reward and promotion decisions
	time consuming to evelop, may encourage short term perspective, may use contaminated criteria, may use deficient criteria



Performance evaluation meetings and feedback sessions
· Now that the eval is done, how to present it to employee
· Will depend on the purpose f the meeting, type of performance management system used and organization of the eval form
· Meeting should be scheduled far enough to ellow employee and manager time to prepare for the discussion
· Dividing the session in two parts, one for the review and one for the counseliing on future growth plans can be useful to improve communication
Types of performance evaluation meetings and feedback sessions
· Tell and sell
· Manager needs skills including the ability to persuade an employee to change his behaviour and skillful use of motivational incentives
· But in this meetings type, theres less communication on the part of the employee so its less than ideal
· Can be used if everything else failed, or the employee is reluctant to change or participate in the discussion
· Tell and listen
· Appraiser communicates the strong and weak point of the employees job performance first than the employees feelings about the evaluation are explored
· Gives employee and manager the opp to release any frustrating feelings they may have
· Problem solving
· Most proactive format
· Listening, accepting and responding to feelings are essential elements of it
· It goes beyond intrest in the employees feelings, it seeks to obtain the employees buy-in for a mutually agreed upon way to overcome obstavles and improve the person behaviour
· Feed forward interview
· (a new mthod)
· Some say it’s the most effective
· Based on positive psychology
· Interview focuses on strengths and successes and employee and managers identify under which conditions success occurs
Not one format is bette than the other, format should depend on pupose of the session, topic being discussed, and receptiveness of employee
Conducting the performance evaluation meeting or feedback session
· Guidelines on how to conduct an evaluation to increase employees willingness to discuss his performance and improve it, accept feedback and increase satisfaction with feedback process
· Ask for a self evaluation
· Employees are more satisfied and view evaluation systems as more fair when they have input into the process (self evaluate themselves before the meeting)
· The self eval can be used ot discuss areas in which the manager and employee have arrived to different conclusions
· Also allows the employee to know against which criteria he is being evaluated, eliminating potential surpises
· Invite participation
· Encourage employees to speak freely and listen to what they say
· If it’s a 2 way street communication, the root causes and obstacles to his performance wil be uncovered and constructive ideas for improvement will be developed
· Employee participation = increase in employee satisfaction in the feedback delivered (thinks its fair and useful and desires to improve performance)
· Express appreciation
· Praise is a powerful motivator so expressing appreciation first is often beneficial, will make the person less defensive and more likely to talk about things that are not going so well
· Should sandwich negative feedback with positive stements, employee will be less likely to take feedback seriously. 
· Be supportive and demonstrate that you care
· Managers should ask what can I do to help
· It conveys that the manager will try to eliminate roablocks and will work with the employee to try to achieve higher standard of performance
· Good manager also show that they care personally about their employees and want to help them achieve what they want out of life
· Minimize criticism
· If an employee has many areas in need of improvement, the mnager should focus on the ones that are the most problematic on the job
· Tips for using criticism constructively
· Consider whether its really necessary
· Consider the persons ability to handle it
· Be specific and do not exaggerate
· Watch your timing (can hurt more if employee is tired)
· Make improvement your goal (avoid blame game and focus on finding a solution)
· Establish goals
· Evaluation meetings purpose is to improve the employees suture performance.
· Manager should focus person attention of future and not past
· Emphasize strengths on which employees can build rather than weaknesses to overcome
· Drop unproductive tasks
· Limit improvement plans to a few important items that can be accomplished within a reasonable period of time and spell out how they will be achieved
· Highlight how both the employee and the firm will excel if the goals are achieved
*side not, establishing unachievable goals thinking hey will motivate employees to achieve more is an ethical issue. Stretch goals without providing added ressources just makes employees work longer and harder and all the time. Another risk of stretch goals is that it can create a risk taking enviro. Punishement should not be used if stretched goals are not achieved.  If goals are met, share the wealth with everyone.
· Follow up day to day
· A better approach to evaluation are informal talks periodically to follow up on issues that were discussed
· Puts maangers in a coaching role instead of judge role
· People need continual feedback, it serves as catalysts for improvement within the company (because of the constant flow of ideas)
· Providing continual feedback gives a better idea to employees of where they stand for the annual formal review, relieves anxiety and more meaningful convo can take place.
· Employees having suprises feedbacks and review often means that no continual feedback had been given
Improving performance
· What can a manger do to help a person perform better, requires diagnostic of problem.
· Perfroamnce amangement systems can tell us who is not performaing well but it typically cannot say why
· Identifying the sources of ineffective perfroamce
· A persons performance can be boiled down to three primary concerns
· Ability (ind strengths and weakneses)
· Technical, interpersonal, problem solving, analytical, communication skills or physical limitations
· Motivation (able but unmotivated employees wont succeed)
· Career ambition, goals and expectations, job satisfaction, fairness perceptions, relations with coworkers
· Environement (work enviro or family life can affect performance)
· Equipement, job design, economic conditions, unions, rules and policies, managerial support, laws and reg)
· Usually managers see poor performance cause as being primarily die to alck of ability then lack of motivation and then environment issues. And employees blame poor performance the other way arounf, so first due to enviro, then motivation then alck of skill.
· This can result in a negative feedback cycle is not managed properly
· Diagnosis of poor performance should focus on these 3 elements, low performance can be due to a skill problem, an effort problem or some probleme in external conditions of work.
· Performance diagnosis
· Managers can find the root causes for poor performance and work on a solution that improves performance by comparing different performance measures
· Perfroamnce metrics (compentency, behaviours and results) sont distinguish between ability, motivation and enviro situations but for ex. Behavioural measure are less affected by enviro, so if an individual is demonstrating all desired bahiours but not achieving results it suggests that the it might be sue to factors out of his control
· Correct diagnosis is the only way to find a good solution
· Managing ineffective performance
· Informal feedback, formal eval and shorter feedback sessions can help implement a course of action.
· Course of action can include training is skills that the employee nees to perform effectively
· Transfer to another department can also be a solution
· Different ways to motivate employee might nee to be found
· Sometimes all an employee needs is to have their responsabilities clarified
· Focus on changing the behaviour, not the person
· Managers must keep in mind that its snot eh employee that is bad its his behaviour on the job
· So should ask employee to change personal traits but can suggest better ways to perfrom. Like instead of calling him unreliable, amanger should tell his that he was late 7 times this month and that behaviour is unacceptable
· [bookmark: _GoBack]If the innefective behaviour persists it might be necesart to take disciplinary action, this should be legal, fair and done with an understanding of the person feelings. Its one of the hardest part of being a manager, he might need trainign
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