Notes HR II
Chapter 9 – Managing compensation
Compensation attracts and retains top talent. Motivates. Drive employee behavior. Sends signals on orgs values. Compensation is directly liked to employee livelihood.
· What is compensation
· Consists of 3 main components
· Direct compensation encompasses employee wages and salaries, incentives, bonuses, and commission
· Indirect compensation comprises the many benefits supplied by employees
· Nonfinancial compensation includes employee recognition programs, rewarding jobs, org support, work enviro, flexible work hours to accommodate personal needs
· This chapter discusses base pay through wages and salaries and a discussion of laws and regulations that affect wage and salary rates.
Strategic compensation
· It’s the compensation of employees in ways that enhance motivation and growth while aligning their efforts with the objectives, philo and culture of the org.
· Goes beyond determining the market rate of compensation, it links the compensation to the orgs mission and general business objectives.
· Ex. Google not only aligned its compensation to the external market but it also aligned it with its desire to be a flexible and innovative company (with flexible hours and stuff)
· Its also serves to mesh the monetary payments made to employees with specific hr functions. The linkage of pay levels to labour market is a strategic one because it serves to attract and retain top talent while affecting the orgs pay roll budget
· If pay rates are high, creating a large pool of applicants, then orgs may choose to raise their selection standards and hire better qualified applicants
· 3 important aspects of strategic compensation :
· Linking compensation to org objectives
· The pay for performance standard
· Motivating employees through compensation
1) Linking compensation to org objectives
a. Due to complaints of bloated federal government salary, exorbitant wall street banker bonuses and generous autoworker benefits, theres more pressure on both public and private sector orgs to make their pay systems more performance based.
2) Pay for performance standard
a. Due to domestic competition, globalization, increase employee skill requirement and new technology, managers have had to change their pay philosophies from paying for a specific position to rewarding employees based on their individual competencies of work contributions to org success.
b. Orgs now link pay strat to org performance
c. Formalized compensation goals serve as guidelines for managers ot ensure that wage and benefit policies achieve their intended purpose. The most common strategic compensation goals are :
i. To reward employees past performance
ii. To remain competitive in the labour market
iii. To maintain salary equity among employees
iv. To mesh employee’s future performance with org goals
v. To control the compensation budget
vi. To attract new employyes
vii. To reduce unnecessary turnover
viii. .. one of the key purposes of the compensation system is to motivate employees
3) Motivating employees through compensation : theoretical explanations
a. Heres 2 theories used to explain the potential motivating effects of an orgs compensation system
i. Equity theory
1. Pay is a quantitiative measure of an employees relative worth. It has a direct bearing on his standard of living and the status and recognition they receive on and off the job.
2. Since pay represents a reward received in exchange for his contributions, its essential, according to this theory, that the pay be equitable in terms of those contibutions. It also has to be equitable in terms of what other employees are receiving.
3. Pay equity embraces the concept of fainess
4. Central to the theory is the role of perception in motivation and the fact that individuals make comparisons.  Individuals makes aratio of their inputs (ksao) and their outcomes (pay, benefits) and compare that ratio. If the comparison seems unfair the individual will be motivate to eliminate the unfainess 
5. Equity is achieve when the employees perceive input/output ratio equals the ones of referent others.
6. Perception of inequity or equity can have massive impact on motivation for work behavior and productivity.
7. Soo… compensation strategies must be internally and externally equitable. Internally equitable means that the employees feels that the wage reflects the jobs worth to the org. externally equitable means that the employer is paying wages relatively equal to what other employers are paying for similar type of work. 
ii. Expectancy theory 
1. The expectancy theory of motivation predicts that ones level of motivation depends on the attractiveness of the rewards sought and the probability of obtaining those rewards
2. Theory holds that employees should exert greater work effort if they have reason to expect that it will result in a reward that is valued. To motivate this effort, the value of any monetary reward should be attractive.
3. Employees must also believe that good performance is valued by employer and will result in their receiving the expected reward.
4. 3 conditions must be met for a reward to be motivational
a. Must have high valence, (must be valued by employees)
b. Must have high instrumentality (means that employees must believe that the attainement of goals set by the org must result in the promised reward)
c. Employees must have the expectancy that they can do the required task (goals can be challenging but hey must be attainable)
· How employees view compensation is important for determining the motivational value of compensation
· Effective communication of pay info with an org enviro that elicits trust in management can contribute to employees having more accurate perceptions of their pay. Perception concerning their pay is influenced by accuracy of employee knowledge and understanding on the compensation programs strategic objectives
The basis for compensation
· Traditionnaly compensation has been on an hourly basis (hourly work) more prevelant
· The contrast is Piecework : work paid according to the number of units produced
· Employees compensated per hour are called hourly employees, those who are compensated weekly, biweekly of by montly pay periods are called salaried employees
· Houly employees are paid for the time they work, salaried employees are paid the same for each pay period even if they occasionally work a bit more or less. They also get benefits
· Employment practices are undr provincial jurisdiction, it stats overtime rules (1.5 for example) managers and supervisors are susually not apid overtime. 
Determining compensation – the wage mix
· Combination of internal and external factors can influence directly or indirecty wage rates.
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· Internal factors :
· Employers compensation strategy : 
· All firms should set pay policies reflecting (1) The internal wage relationship among job and skill levels (2) the external competition or an employers pay position relative to what competitiors are paying (3) a policy of rewarding employee performance (4) administrative decisions concerning elements of the pay system such as overtime premiums, payments periods and short or long term incentives
· Worth of a job 
· Orgs without formal compensation programs : base the workth of a job on the subjective opinion of the people familiar with the job. Pay rates may be influences by the labour market or, in the case of ununionized employers, by collective bargaining
· Orgs with formal compensation programs are more likely to rely on job evaluations to aid wage determination. This helps org maintain some degree of control over its wage structure even when their collective bargaining.
· A jobs value should be based on its value delivered ot the org. some jobs are simply more valuable to performance success than others regardless of how they are evaluated internally. Valuing work properly is important to price important jobs effectively and provides insight on how a job relate to overall org success. It also helps atteact and retain top talent.
· Employees relative worth
· Employee performance can be rewarded through promotions with incentive systems
· Superior performance can be rewarded with raises on the basis of steps within a rate range established for a job class
· If raises are to have their intended value, they must be determined by an effective performance appraisal system that differentiates between employees who deserve the raises and those who don’t. it must provide a crediable relationship between performance and raises received
· Employers ability to pay
· Pay levels are limited by earned profits and other financial resources available to employers.
· An org ability to pay is partially determined by the productivity of employees
· Increases in labour saving capital investment reduces the mount of employees required and increase the emloyers ability to pay more in wages
· Economic conditions and competition also affects employers ability to pay, competition and recession can lead to lay offs, pay cuts and bankruptcy
· External factors
· Labour market consitions
· Reflects the forces of supply and demand for qualified labour. These forces help influence the wage rates required to recruit or retain employees.
· The economic power of unions and government regulations may prevent employers from lowering wage rates even when unemployment rate is high, or lowering wages more lower than the legal minimum wage
· Area wage rates
· A formal wage structure should provide rates that are in line with those being paid by other employers for comparable jobs within the area
· Employers use data from wage surveys from consulting firms, online tools of government trade boards.
· Wage surveys serve to give external wage equity between orgs. The data can prevent the wages for jobs from drifting too far above or below those of other employers in the region
· 
· Cost of living
· Compensation rates needs to be adjusted upward to match inflation so that employees can maintain their purchasing power
· The consumer price indec (CPI) is used by employers as a basis for comepnsationd ecisions. The CPI is a measure of the average change in prices over time in a fixed ‘market basket of goods and services
· Cost of living payments may be seen as entitlements by employees and can can consequences on employee morale and productivity if these payments are discontinued
· Employee who work under a union contract may receive wage increases through escalator clauses found in their collective agreement. A escalator clauses is the clauses in collective agreements that provide for quarterly cost of living adjustments (COLAS) in wages, basing the adjustment on changes in the consumer price index
· Common adjustment = 1% êr hour for each 0.3-o.4 point change in the CPI
· Collective bargaining
· Primary functions on unions : bargain collectively over employment conditions including compensation
· Unions goals in each new agreement is to achieve increases in real wages (wages increases larger than than rises in the CPI, that’s the real earning power of wages that improve standard of living and purchasing power)
· Negociations established by unions tends to establish rate patterns within the labour market, (unions want settlements that exceed or equal the pattern establish by other unions within the area)
· The impact of collective bargaining extends beyond the segment of the labour force that is uniozined because ununiozed employers must meet or exceed that rate if they want to retain top talent. The union scale also becomes the rate that all emloyers must pay for work performed under gouv contract
Job evaluation systems
· An important decision factor of wage rate is job worth
· Job evaluations is a systemati process of determining the relative worth of jobs to establish which jobs should be paid more than other in the org
· Helps internal equity 
· Worth can be determined by comparing jobs within an org
· Types of job evaluation systems :
· Job ranking system : 
· The simplest and oldest system of job evaluation by which jobs are arrayed on the basis of their relative worth
· Can be done by arranging cards listing the duties of each jobs in order of importance
· Can be done by having one person or a committee who is really knowledgeable of all jobs
· Disadvantage of this system : doesn’t provide a precise measure of jobs worths also it only indicates the relative worth of jobs and not the differences in the degree of importance that may exists between jobs, it can also only be used with a small number of jobs
· Job classification system 
· A system of job evaluation in which jobs are classified and grouped according to a series of predetermined wage grades
· Successive grades require increasing amounts of job responsibility, skill, knowledge and other factors selected to compare jobs
· The description of each job classes constitute the scale against which the specificatiosn for various jobs are compared
· The managers then evaluate the job by comparing the job descriptions to the wage grades to slot the job in the correc grade.
· Simple but less precise than point system and only evaluate job as a whole
· Point system
· A quantitative job evaluation procedure that etermines the relative value of a job by the total points assigned to it
· Complicated to establish but easy to use
· Provides a more defined basis for making judgement, has results that are more valid and less easy to manipulate
· Job are evaluated quantitatively on the basis on compensable factors like skills, effort, responsibility and working conditions (also theres leadership, accountability, teamwork and project accountability)
· Compensable factors are assigned weights based on the relative importance to the org, then each factor is divided in a number of degreees, degrees represent the levels of difficulty associated with each factor
· The point manual
· The point system requires the use of the point manual
· It’s a handbook that contains a description of compensable factors and the degrees
· Manual also contains the number of points allocated to each factor and to each degrees
· Statement describe each degrees and each factor 
· Using the point manual
· Job under review has its job description and specification compared, factor by factor against the factor escription in the manual
· Each factor is assigned points
· Then total point value for the job can then be calculated
· The relative worth of a job is then determined from the total points
· Work evaluation
·  A job evaluation system that seeks to measure a jobs worth through its value to the org
· Relatively new job eval system
· Work should be valued relative to the business goals
· Work is measured through standards that come directly from business goals (financial, operational, customer service etc)
· The work evaluation process ends with a work hierarchy that is an array of work by value to the org. the work hierarchy is eventually priced through wage surveys to determine individual pay rates
· Job evaluation for management positions
· Management position are more difficult to evaluate so they need a special system
· They either employ a standardized and purchased program or customize a point system
· One known standardized job evaluation program is the HAY profile method : a job evaluation technique using 3 factors, knowledge, mental activity and accountability, to evaluate executive and managerial positions.
· The profile of each position is developed by deteminingt he % value to be assigned to each factor, jobs are then anked on the basis of each factor and point values that make up the profile are assigned to each job on the basis of the % value level at which job is ranked.
· Assumes that the most important aspects of managial positions are the 3 mentioned above
The compensation structure
· Job eval systems provide for internal equity and serve as the basis of rate determination, they don’t determine the wage rate
· The evaluated worth of each jobs in terms of rank, class, points or monetary worth must be converted into an hourly, bi-weekly etc rate.
· The compensation tool used to set wages is the wage and the salary survey
· Wage and salary survey ; a survey of the wages paid to employees of oher organizations in the surveying orgs relevant labour market
· Labour market is where orgs get their employees, it would be international of an engineering position or it could be local of a clerical position
· It allows orgs to maintain external equity
· When job eval and wage survey data are used jointly, the org has internal and external equity
· Collecting survey data
· Orgs can create their survey or other orgs do them as well like the conference board of cananda, provinces and cities conduct them as well, boards of trade and professional associations too.
· International surveys can be purchased through alrge consulting firms
· 2 problems with all published surveys :
· They are not always compatiblewith the users jobs and
· The user cannot specify what specific ata to collect
· So.. orgs can consuct their own surveys
· HRIS and salary surveys
· Wage and benefits data can be found on many websites, commercial products like Survey Finder are also available. Manager can search for applicable surveys for either purchase of participation
· Employee initiated surveys
· Managers must first select the jobs to be sued in the survey and identitfy org with who they compete for employees
· Only key benchamark jobs are used (the important ones with a large number of position and stable work content)
· Survey is usually sent to 10-15 orgs (from diverse nature)
· Surveys include Q on wages, benefits and policies
The wage curve
· A curve representing the relationship between the relative worth of a job and its rate
· Can be data from intenal or external sources
Pay grades
· Groups of jobs within a particular class that are paid the same rate
· Preferred from admin standpoint
· Jobs are groups into grades as part of the job eval process
· Grades within a wage structure depends on slope of wage curve, number and distribution of jobs and orgs wage plicies, grades should permit for difficulty levels to be distinguished
Rate ranges
· Orgs provide a range of rates for each pay grades
· Rates may be the same for each grade or proportionnaly greater for each successive grade
· Latter type of rate ranges are incentives to accept a promotion to a job in a higher grade
· Rate rangers are divided into steps that allow employees to have increases up until the max rate for the range.
· Ranges of adjoining pay grades can ovelap, the purpose is to permit an employee with experience to each as much as an employee with less experience in a higer job classification
· Lat step of wage structure is determining he pay grade into which each job should be placed on the basis of its evaluated worth
· Goos performance can lead to increases within the grade range of promotion to a job in the enxt higher paying grade
· Orgs can use red circle rates (payment rates above the maximum of the pay range) for employees with high seniority of when promotional opps are scarce. These rates re usually freezed until all ranges are shifted up though market wage adjustments
Broadbanding
· It collapses many traditional salary grades into a few wide salary bands
· They may have midpoints and quartiles r may have very wide salalry ranges or no ranges at all
· Encourages lateral skill building 
· Addresses the need to pay employees who are performing multiple jobs with different skill requirement
· Helps eliminate obsession with grades and encourages employees to move to jobs in which they can dev their career
· Enables orgs ot consider job responsablilities, individual skills and competencies an career mobility patterns in assigning employees to bands
Compentency based pay
· Job based system fails to reward employees for their ksaos, it also doesn’t reinforce culture
· On the oher hand, compentency based pay is pay based on an emploees skill level, variety of skill possessed or increased job knowledge rather than the job they hold in a designated job category
· Encourage employees to gain higher rates by learning and performing wider variety of skills or jobs or displaying competencies
· Increases will be rewarded once the ksao has been mastered and demonstrated accoding to a standard
· This system is a change in attitude towards compensation and how work should be organized
· Increases productivity, learning and commitment to work, staffing flexibility, reduce effects of absenteisme and turnover, it also encourages employees to undergo training when new skill is needed for the org
· Long term difficulties : some plans limit the amount of compensation an employee can earn regardless of new skills acquired, also after attaining the top wages employees might not want to continue their training, developing approariate measures is also hard,
Government regulatin of compensation
·  Compensation is subject to feeral and provincial laws, each province has an employment act that establishes minimum wages, hours of work and overtime.
· The Canadian labour code
·  Sets minimum standards for all employees and employers under federal jurisdiction including crown corp but federal public service employees are not. 40 hours work week is the standard, managers and professional employees are not covered by the hours of work provision and may be required to work more than that
· Employment standards act
· Provinicial acts
· Collective agreements can override the provisions of these acts as long as its doesn’t give employees less than the acts states and that it benefits the employees
· Lawyers, doctors, engineers and managers are exempt from overtime requirements
· Other legislation
· Employment equity in under ederal jurisdiction for all federal regulated companies
· Pay equity is covered provincially
Significant compensation issues
· Pay equity : equal pay for work of equal value
· Biggest gender issue in compensation.
· Jobs performed predominantly by women are paid less that those performed by men, its institutionalized sex discrimination
· The difference in wage raes rests in the undervaluing of traditional female occupations
· Wages should be equal for jobs that are equivalent in total worth or compensation to the org.
· Theres no concensus on  comparable  woth standard to evaluate jobs by nor is there agreement on the ability of current job evaluation techniques to remedy the problem
· The issue of wage rate compression
· It’s the compression of differentials between job classes, particularly the differential between hourly workers and their managers
· Roots of issue are in low salary budget orgs
· Its when junior employees get paid as much as experienced employees due to high starting salaries for new employees
· Scarcity of qualified applicants in it, professional and technical fields has forces high starting salaries
· Can also occur when hourly employees are at the top of their pay grades whcich is only a few dollars less than managers at the bottom of their pay grades
· To remedy the issue, orgs can :
· Reward high performing and merit worthy employees with alrge pay increases
· Desing pay structure so that theres a wide spead between hourly and supervisory employees
· Prepare high performing employees for promotions to jobs with higher salary levels
· Provide equity adjustments for employees hit by pay compressions
· Its an internal equity concern so it could cause low employee morale, educed performance, turover etc.
Chapter 10 – Pay for performance : incentive rewards
Employers want the best efforts from their employees for the rewards they provide. This means aligning the interest of the employees with the interest of the company. The best way to do this is to reward for performance. The process of (1) choosing the right incentive plan based on org objectives (2) setting up performance measures (3) administering those incentives plans may seem a bit daunting, especially since so much can go wrong if not done properly
Strategic reasons for incentive plans
· Variable pay programs are an element of strategic compensation management
· Variable pay is tying pay to some measure of individual group or org performance
· Incentive rewards are based entirely on a pay for performance philo they establish a performance threshold that employees must reach to get reward
· Incentive plans creates an enviro of shared commitment through the belied that every individual contributes to org performance
Incentive plans as links to org objectives
· By meshing compensation to org strat objectives, managers believe that employees will assume ownership of their jobs thereby improving their effort and overall job performance
· Incentive encourage more effort, effort they would maybe not be willing to put under regular hourly or seniority pay systems
· Incentive pay is a good strat to attract and retain talent
· Advantage of incentive pay
· Focuses employee efforts on specific performance targets
· Incentive payouts are variable costs linked to achievement results, base salaries are unaffected by output
· Incentive compensation is directly related to operating performance, if objectives are reach their will be a payout
· Incentives foster teamwork and unit cohesiveness
· Incentives distribute success among success contributors
· Incentives reward and attract top talent when salary budets are low
· degree of success obtained by incentive programs depends on
· identifying important org metrics by which to measure performance
· customized incentive plans that effectively measure employee output and reward exceptional employee performance
· studies also show that incentive programs sometimes fail. They can :
· fail to satisfy employee expectations of pay gain
· also management may have failed to gice adequate attention to the esing and implementation of the plan leaving employees comfused about how the incentives are calculated
· also, employees may have little ability to affet performance standards
· a plan is more likely to work in an org with high moral, employees who believe they are being treated fairly and in an org when theres harmony between employees and management
Requirements for successful incentive plans
· employees must have a desire for the plan
· desire can be influenced by ho management introduces the plan
· encouraging employees in dev and administering the plan will increase their willingness to accept it
· employees must be able to see a clear relationship between the incentives and their performance, helps if there are objective standards by which they can judge their performance
· commitment by employees to meet the standard is important for incentive plans to succeed
· requires mutual trust and understanding between empoyees and managers an thus requires 2 way communication
· incentives should never be seen as entitlements
· should be seen as reward only earnable through effort
· incentive plan needs to be clearly and frequently communicated
· orgs should continuously evlauatet he operation and administration of their variable pay program
Setting performance measures
· most orgs focus on quality, cost control and productivity performance measures
· failure of incentive programs can be linked to the choice of performance measures
· simple, quantitative and structured measures are key 
· also the employees involed must be able to influence that measure
· employers must also guard against setting goals that continually try to exceed previous results this leads to frustration and a feleing that goals are unattainable =mistrust in management
· seting performance measures : the key
· ensure that performance levels are consistent with strategic goals
· define the intent f performance measures and champion the cause (demonstrate that measures are god)
· involve employees
· consider the org culture and workforce demographics when designing measures
· set challenging but attainable goals
· widely communicate the importance of performance measures
Administering incentive plans
·  compensation managers must be cautious when implementing incentive plans :
· Incentive plans are effective only when managers are willing to grant incentives based on differences in performance, allowing incentives to become pay guarantees defeats the motivational purpous.
· Annual salary budgets must be large enough to reward and reinforce exceptional performance
· The overhead costs associated with plan implementation and administration must be determined ex. Cost of establishing performance standards etc
Individual incentive plans
· Flexibility describes the desing of individual incentives plans
· They depend on tech, job duties, org goals, these aspects influence the choice of incentive programs
· Incentive payments can depend on number of units produced, achievements, or productivity improvements
· Depens of profits and salary budgets
Piece work
· Oldest incentive plans in based on piece work
· Straight piece work : an incentive plan under which employees receive a certain rate for each unit produced
· Differential piece rate : a compensation rate under which employees whose production exceeds the standard amount of output receive a higher rate for all of their work than the rate paid to those who do not exceed the standard amount
· Orgs use piecework because its simple to compute reward and simple to compute labour costs
· Piecework works when the output can be measured, the quality is less critical, the job is standardized and a constant flow of work can be maintained
· Piece rate is how many units can be produced per hour under standard conditons
· Piecework drawbacks :
· Not always effective motivator
· Desire for peer approval is higher than desire for money so they don’t want to be a try hard
· Jobs where individual contributions are hard to distinguish of where tech does most of the work and employee has no influence on the time efficiency of the tech might not be suited for piece work compensation
· Piece work is unsuitable for these conditions :
· When quality is more important than quantity
· When tech changes are frequent
· When productivity standards are hard to develop
Standard hour plan
· Another common incentive technique is the standard hour plan which sets incentive rates on the predetermined standard time for completing a job. If employees finish the work is less than the expected time, their pay is still based on the standard time for the job multiplied by the hourly rate
· Popular in automobile dealership
· If the standard time to install an engine is 5 hours and it takes 4, the employee is still payed 5hrs*hourly pay
· Suited for long cycle operarations or task that are non repetitive and require a variety of skills
· But employers need to make sue that quality and equipement maintenance do not suffer as employees strive to work faster
Bonuses
· An incentive payment that is supplemental to the base wage
· Has advantage of providing employees with more pay for exerting greater effort while employees still have job security with there basic wage
· Common among managerial positions and exec and now they are given more and more ot employees
· Can be given for Qual improvement, cost reduction or performance criteria. At exec level it can be given for earning growth or strat objectives
· Spot bonuses can be used. Its an unplanned bonus given for employee effort unrelated to an established performance measure
· Useful retention and motivational tools
Merit pay
· Links an increase in base pay to how successfully an employee performs his or her job
· Normally given on the basis of an employee achieving some objective performance standard
· Can motivate if raise if perceive to be related to performance required to earn it
· 7-9% is required to be motivting
· Might be ahrd to do with low salary budgets
· Meaningful merit based increases will catch th eye of top performers and send a signal to the other
· A strategic compensation policy must differenciate between outstanding and average performance
· Problems with merit raises :
· Money available for merit increases may be inadequate for a satisfactory raise
· Managers may have no guidance in how to define and measure performance
· Employees might not believe that their compensation is tied ot their effort and performance and they may be unable to differenciate between merit pay and other pay increases
· Employees and their managers may hold different views of the factors that contribute to job success
· Merit pay plans may create feeling of pay inequity
· Women receive less in merit pay then men
· Orgs usin a true merit pay plan base the % pay raise on merit guidelines tied to performance appraisals
· To prevent all employees from being rater outstanding, managers may be required to distribute perfroamnce rating according to some established formula
Lump sum merit pay
· Makes merit increases more flexible and visible
· It’s a program where employees receive  year end payment which is not added to their base pay
· Advantages : creates a clear link between pay and performance, for employers it freed base salaries and maintain annual salary and benefit costs.
· Orgs using lump sum merit pay will want to adjust base salary after a certain amount of time
Incentive awards and recognition
· Important part of compensation strat
· Awards are used to reward productivity gains, special contributions or acheivements and service to the org
· Non cash incentive awards are merchandise, gifts, tickets, vacations, dinning out, gift certificates, clothing
· Noncash incentive work best when there are combined with a meaningful employee recognition program, its about letting employees know that they are valued and appreciates (not necessarily to tell them that they went above and beyond)
· The more public the recognition the more powerfult he effect
· Noncash incentives should support business goals (if goal is quality, reward thoses behaviors)
· Work best whens award is valued by employees
Sales incentive
· Sales employees need to be highly motivated
· So sales incentives are widely used
· Incentives must be a source of motivation that ellicits cooperation and trust
· Important for employees who work outside of the office and are not supervised
· Unique needs of sale incentive plans
· Salespeople performance can be measures my dollar value of their sales and their ability to establish new accounts, ability to promote new products and ability to provide customer services
· Performance standards for sales people are hard to dev because performance is affected by external factors (economic, seasonal)
· Managers need to compensate for extra sales efforts and for activities that do not contribute directly to sales like customer service
· There must be some degree of income stability
· Types of sales incentive plans
· Straight salary plan : permits salespeople to be paid for performing various duties not reflected immidiatly in their sales volumes. Enables them to devote more time to providing services and building up goodwill without jeopardizing their income. BUT it might not motivate salespeople to exert sufficient effort in maximising their sales volumes
· Straight commission plan : based on a % of sales, provides maximum incentive and is easy to compute and understand. Encourages aggressive selling. Total cash compensation can be total sales *% of total sales like 2%. Salespeople under a straight commission plan can have a salary draw, it’s a cash advance that must be paid back as commissions are earned. Disadvantages : salespeople will stress high prices products, neglected customer service, earning fluctuate between good and bad business speriods and turnover is higher in bad periods, salespeople are tempted to grant price concessions
· Combines salary and commission plan : most widely used. Ex. 50% base pay and 50% variable pay for employees servicing new accounts. Its usually 70% base pay and 30% variable pay for employees servicing existing accounts. Ratio of base pay to commission can be linked to org objectives. Advantages : had advantages of straight salary and straight commission plan, more desing flexibility to maximise profits, plan can develop the best ratio of selling expense to sales, salesforce is motivated in achieving specific company marketing objectives and sales volume
· Salary plus bonus plans : payout can be monthly, quarterly or yearly contingent of the employee achieving targeted sales goals like number of sales calls made.
Incentives for professional employees
Professional employees used to get promtoted an a administrative position and the org would loose a good professional worker and get a bad adminsitator so now they extend the salary ranges to equal or nearly equal administrative positions.
1. Executive base pay
a. 30-40% of annual compensation. Largest portion of exec pay is thorugh long term incentives.  
b. Exec routinely receive over 500k in annual base salaries.
c.  Competitive benchmarking is used ot determine exec pay to remain competitive
d. Members of the board of director who are also on the compensation comitte will order compensation surveys to help benchmark
2. Short term incentives and bonuses
a. Main short term incentive :annual bonuses ( cash or stock), paid imidiately, deferred or deferred until retirement
b. Most org do it in cash live to keep up with the pay for performance strategy.
c. Cash bonuses are motivators, deferred are source of retirement benefits or act as a pension plan
d. Should be based on the individual contribution. Can be measured by % of profits, or % of excess return on stock investments, can also be based on performance ratings and achievement of specific goals agreed upon by directors
e. Yardsticks called balanced score cards are used to compute exec pay they measure things like customer satisfaction, ability to innovate, or product and service leadership
3. Long term incentives or stock plans
a. Primary long term incentive : stock options
b. Drive for stock ownership is the desire of both company and outside investors for senior management to have a significant stake in the success of the business ( to have their fortune rise and fall with the value they create for sharehodlers
c. Types of long terms incentives : stock options, stock appreciation rights, stock purchase, phantom stock, restricted stock, performance units, performance shares
d. Short term incentive are criticized for creating directors that only look for quarterly profits instead of longterm growth and survival
e. So tied compensation to long term performance is essential so stock 
4. Benefits
a. Unlike other employee groups, benefits offered ot executives are likely to be broader in coverage and free of charge, also execs might be given financial assistance in forms of trusts for estate planning, payment of mortage interest and legal help
5. Perquisites
a. Are special nonmonetary rewards given to exec. It’s a means of demonstrating the execs importance to the org.
b. The status comes with perks and conveys authority
c. Often viwed as wasteful spending and lavish but can same exec time ( private planes and chauffeur) or improve exec health (health clubs)
d. Cost of perks should be weighed against the added efficiency and managerial effectiveness they generate
e. Common perk : company car, plane, financial consulting etc
Executive compensation : ethics and accountability
· An out of control pay gap between ceo and employees can threaten the credibility of leadership.
· Corporate compensation comittees justify big bonuses in the following ways :
· Large financial incenives are a way to reward superior performance
· Business competition is pressure filled and demanding
· Good executive talent is in great demand
· Effective executive create shareholder value
· High monetary rewrds to execs are often criticized. Especially in this era of downsizing and low wage increases
Group incentive plans
· Enables employees to share the benefits of improved efficiency realized by major units or teams
· Encourages a cooperative spirit among all employees
· Desireable when idividul performances are difficult to measure
· Types :
· Team compensation 
· Team incentive plans reward team members with an incentive reward when agreed on performance standards are met or exceeded
· Seek to establish a psychological climate that fosters team cooperation and collective desire to fulfill org goals
· Not easy to establish
· Promotes pay for perfroamnce philo
· The different types of teams like self directed, cross-functional etc.. make it impossible to have only 1 team compensation plan. Difficult to dev a uniform measurement standard of payout formula
· Org ususaly use a 3 step approach to establishing team incentive payments
· Set performance measures on which incentive payments are based. Common benchmarks are improved efficiency or product quality and reduction of matereials or labour costs
· Size of incentive must be determined.
· Payout formula must be established and fully explained to employees, can be split equally, in proportion of base pay or relative to individual contribution
· Gainsharing incentive plans
· Org program designed to increase productivity or decrease labour costs and share monetary gains with employees
· Plans are based on formulas comparing baseline of performance and productivity gain during a period, when productivity exceeds baseline, excess is shared with employees
· Productivity is calculated on ratio of inputs per outputs
· Inputs : materials, labour, energy etc, outputs : sales, pieces produced, customer orders
· An increase in productivity is normally gained when :
· Greater output is obtained with less or equal input
· Equal production output is obtained with less input
· Scanlon plan and Improshare are gainsharing programs, Scanlon plan emphasizes participative management and encourages cost reductions by sharing with employees any savings resulting from those reductions
· Improshare is based on the number of finished goods that the employee work teams complete in an established period
Enterprise incentive plans
· Differs from indvidial plans because all org members participate in the plans compensation payout.
· Enterprise incentive plans reward employees on the basis of the success of the org over an extended period of time
· Creates a culture of ownership by fostering cooperation and teamwork
· Common enterprise incentive plans include profit sharing, stock options, employee and stock ownership plans (ESOPs)
Profit sharing plans
· Any procedure by which an employer pays, or makes available to all regular employees, in addition to base pay, special current or deferred sums based on the profits of the org
· Intended to give employees the opportunity to increase their earnings by contributing to the growth of their org’s profits
· Contributions can be directed towards improving quality, reducing costs, improving work methods, building goodwill,
· Can help stimulate employees to feel like partners of the org and encourages to concern themselves with the welfare of the org
· Motivate total commitment from employees rather than simply have them contribute in specific areas
· Employees will respect goals and org more
· Variations in profit-sharing plans
· Profit sharing plans differ in the proportion of profits shared with employees and in the distribution and form of payment, amount can rage from 5 to 50% of net proft
· Weaknesses of profit sharing plans
· Profits shared might be result of inventory speculation, climatic factors, economic conditions, national emergencies or other factors that employees have no control. 
· This means that theres no linkage between employee efforts and their bonuses
· Also losses may occur during years when employee contributions have been at a maximum.
· Can reduce motivation
· Fact that bonuses are only yearly and can be deferred may reuduce morale and productivity
Employees stock option
· Use of stock option as compensation is very prevalent method of motivting and compensating hourly employees and well as salaried and exec personnel, regardless of industry or org size
· Sometimes implemented as part of benefit plan or part of a corporate culture linking effort to stock performance
· Org who use stock options do so hoping it will increase their productivity, assume a partnership role in the org and thus, cause the stock price to rise
· Are a popular way to boost morale of disenfranchised employees caught in budget cuts
· It grants the employees the right to purchase a specific number of stock at a guaranteed price (option price) during a designated time period, most types of options ae granted at the stocks fair market value
Employee stock ownsership plans (ESOPS)
· Stock plans in which employees can acquire shares in the firm that emplys them. 
· Its stock plans in which an org contributes shares of its stock to an established trust for the purpose of stock purchases by employees
· 3 types of employee stock plans
· Stock bonus in the simplest. Em employer provides shares to employee at no cost to the employee by granting them or by linking them to some kind of performance pay plan
· Employee stock purchase plan allows employers to purchase shares but not pay full market price for these shares
· Employee stock option plan employees are given the option to purchase shares in the company at some future date at a set price which they would exercise is the market price rises to exceed this price
· Advantage of ESOPs
· Can increase employees pride of ownership in the org
· Provide incentives to increase productivity and help orgs prosper and grow
· Employees may become more interested in how the company is managed and hold manangers to higher standards like maximising share value
· Not requiring company to pay cash
· For of savings for retirement for employees
· Problems with ESOPs
· Works more in public companies
· Private companies could not be able to pay back the shares of employees when they retire, employees don’t have the alternative of disposing of their shares in the open market
· So when the companies shares fall so does the value of the employees retirement palns
· Other issues :
· The more retirement income comes from these plans, the more dependant a pensioner becomes on the price of company shares. Future retirees are vulnerable to stock market fluctuations and to management mistakes
· Employees may become demotivated and frustrated if the share price falls even though they have worked productively
· Gains are not guaranteed with ESPOs, ESPOs help little unless managers are willing to involve employees in org decision making
There a + link between incentives and org performance
Chapter 11 – Employee benefits
Orgs are increasingly flexible in the mployee benefits they provide. Ex. Buy or sell vacation days for more health benefits, doubling rsp contributions, in-house gym programs etc.
· This increases loyalty and productivity
· Employees have reasons to give benefits
· Attracts and retains top talent
· Improve firms bottom line
· Helps brands employers as best employers
· But most employees underestimate the value of their beenfits or don’t know what they have
· Most beenfits are provided voluntarily by employers so they are a cost and an employment advantage for employers
· Some benefits are required by law
Managing employee benefits programs
· Indirect form of compensation intended to improve the quality of work lives and personal lives of employees.
· Constitute a significant part of payroll costs (20-25% in can)
· The value of benefits depends on how the benefit program is designed and communicated
· Employees have to come to to expect benefits, they are now viewed as rights and not gifts
Requirements for an effective benefit program
· Depends on :
· Selecting benefits that target important employee needs while promoting strategic org objectives
· Effective administration of benefits
· it should not depend on what other employers are doing, whats popular nor because someone is authority thinks it’s a good idea
· benefits specialist recommend paying attention to certain basic considerations :
· strategic benefit planning
· benefit program should be based on objectives, compatible with firm strategy and the strategic compensation plan
· the chief objectives of most benefits programs are :
· imprve employee satisfaction, meet employee health and security requirements, attract and motivate employees, retain top performing employees, maintain favourable competition position
· employees see benefits as one of the main reasons to join and stay with a firm
· the objectives above must be considered under the framework of cost containement
· a uniform package of benefits should be developed- this means carefully considering the various benefits, the relative preference shown for each benefit by manangement and employees, the estimate cost of each and the money available for the entire benefit package
· allowing for employee involvement
· the need for benenfit should be the first thing toe stablish
· committees of manager, and employees can administer, interpret and oversee their benefit policies.
· Opinion surveys are also used to get employee input
· Having employees participate = managers are taking into account the employees wants
· Hr manangers can use online surveys to facilitate
· Benefits for a diverse workforce
· Employee benefits programs must reflect the social changes like diversity of lifestyles
· More employers are tailoring benefits to be family friendly since women if workforce are more and more
· But most employers rovided uneeded benefits to single and healthy people without dependants so it might not serve the needs to certain employees
· Providing for flexibility
· To accommodate the individual needs of employees, many orgs are embracing flexible benefits plans (cafeteria plans )
· These plans enable individual employees to choose the benefits  that are best suited to their particular needs, prevents from benefits to be wasted on employees who don’t needs them
· They start off with a basic core coverage plan and thenare given a number of credits to buy other benefits they need like legal, financial planning, long term care insurance etc.
· This plan is seen as idea, employers can manage cost and employee choose beneifts their see as having the highest value for them
· Cafeteria plans : employees choose any benefits they want
· Module approach : employees can select among prepackaged sets of benefits
· Core plus option plan : employees can choose among options to augment  a basic level of protection
· Advantages :
· Employees select benefits to match individual needs
· Benefits selections adapt to changing and diversified workforce
· Employee gain greater understanding of benefits and costs incurred
· Employers maximise psychological value of their beneifts program by paying only for the highly valued beneifts
· Employers limit benefit costs by allowing employees to but benefits only up to a certain amount
· Employers gain competitive advantage in recruiting and retention
· Disadvantages 
· Poor benefit selection can results in unwanted financial costs
· Theres added costs to establishing and maintaining the flexible plan
· Employees may choose benefits of high use to them that might increase employer premium costs
Communicating employee benefits information
· Employees and employers are at a dispute in terms of how effectively benefits are used so its important to communicate the benefits packages to employees
· The the employers responsibility to properly inform info on benefits to employees but theres no legislation to say how to do it
· But provinvcial laws, and benefits acts state specific info that must be communicated
· Employers use a number of methods ot communicate benefits :
· In house publications
· Group meetings and training classes
· Online modules
· Bulletin boards
· Payroll insets/pay stub messages
· Specialty brochures
· Best advice is to use multiple media techniques, different people have different preferences of how they receive info
· Complexity of program will narrow down choice of media
· Topic is usually covered in new hire orientation program
· Employee self service systems have made it possible for employees to gather info about their benefits plans, enroll in their plan of choice, change benefit coverage or simply enquire
· Important for employees to have access to current statements of the status of his or her benefits like personalized computer generated statements
· As field of benefits becomes more complex, need for benefits experts grow too
HRIS and employee benefits
· Benefits of hris are reduced costs, increase efficiency and accuracy
· Online benefits programs create a form of self service administration. 
· One intent of the online program is to eliminate annual open enrollment period for various benefits thus providing greater flexibility in benefits selection
· Online benefit program = savings in admin costs, easy and inexpensive to adapt to employer and employee demands
· But security must always be a concern
· Online benefits admin = most advanced function of HR
· Softwares ackages can be purchased to facilitate benefits admin, they are still cost effective when employers lack the ressources and expertise
Concerns of management
· Many forces must be kept in balance by management for employee benefits program to sucees
· Management must consider union demands, beenfis that other employers are offering, tax consequences, rrising costs
· Escalating costs in a concern to employers who must find balance between quality and cost containement of benefits
· Cost containement strategies from the conference board of Canada
· Contribution changes like increasing deductables
· Dollar limits like dollar caps on spefici benefits like eyeglasses
· Coverage changes (limits on hospitals upgrades)
· Benefits caps (eg on dispensing fees)
· Use of preferred providers and flexible benefits
· 15 years benefits were regarded as fringe, now they are viewed as part of the total compensation which is a shift in mentality
· Flexible benefit plans will become the plan of choice so that educating the employees will be paramount if we are to move from an entitlement mindset to a self responsibility
· Benefits can no longer be taken for granted because the costs are at a premium
· What constitutes benefits must go above and beyond the basic
· Benefits strategies should be long term so consultant can be helpful
Benefits fraud 
· To combat fraud, orgs should consider implementing ehistle blowing policies, continue to educate their employees about the cost of fraudulent activities, establish a code of ethical conduct for employees and work with providers to ensure fraud detection mechanisms are in place
Employee benefits required by law
· They amount to 12% of benefit packages from reg employers
· Includes : employer contributions to the Canada and QC pension plans, employment insurance, workers compensation insurance and in some provinces medicare
· Canada and Quebec pension plans (CPP/QPP)
· Covers almost all Canadian employees between the ages of 18 and 70
· To receive a retirement benefit a Canadian employee must apply to HR and social dev Canada at least 6 months before retirement
· Both plans require employers to match the contribution of employees, the revenues from these contributions pay 3 types of beenfits
· Retirement pensions, disability benefit and survivors benefit
· Gouvernments don’t subsidize these plans, all contribution come from employees and employers
· Self employed ppl can also contribute to the plan
· Because of the aging population, the funds from CPP will not be able to meet the needs of retirees unless those currently working and their employers significantly increase their contributions
· Canadian can claim benefits wherever they are employed in Canada even if they move provinces
· Cpp implemented by leaster P pearson
· CPP is though as a three legged stool consisting of public pensions (CPP, old age security), workplace pensions (employer/employee) and RRSP contributions, RRSP is the weakest leg because employees can access them before retirement
· 2008 financial crisis contributed to the demise of the pension plan
· The difference between CPP and QPP is how much they pay out to participants
· Employment insurance (EI)
· Are payable to claimants who are unemployed and are actively seeking employment
· Amount of benefit paid depends on the hours worked in the past year and the regional unemployment rate
· Ppl are entitled to EI after they have contributed enough for a qualifying period and after a waiting period
· Ppl who resing of were terminated for cause might not be eligible
· Ppl who are eligible are ppl who quit because of sexual harrassement, health concerns of move because of spouse reassignment
· Additional benefits can be given in case of illness, injury, quarantine or for maternity, parental or adoption leave
· Ppl can apply for sick leave benefits too if their employer doesn’t offer it
· Employees and employers both contribute to the EI fund, there are numerous types of EI
· Worker compensation insurance
· Is based on the theory that compensation for work related accidents and illnesses should be considered one of the costs of doing business.
· Ppl should not pay for treatment, loss of income nor be subject to complicated legal processes
· Helps workers return to workplace
· Provincial boards are responsible to collect assessments to determine the right to compensation and pay that amount
· Employers contributions are assessed as a percentage of their payroll, varies with nature of industry
· Workers compensation is based on these principles :
· Employers share collective liability, although contributions may vary among employers in the same industry
· Compensation is based on lost of earnings
· The system is no fault and non adversial so offers no recourse to the courts
· Includes medical expenses, survivors benefits (including burial and pensions), and wage loss payments for temporary, total or partial disability.
· Permanent disability may be compensated as a lump sum or a disability pension with rehab services
· Amount paid depends on the employees earnings and provincial legislation
· Employees cannot be required to contribute to a workers comp fund nor wave their right to receive workers comp
· Benefit payments are non taxable
· How employers can reduce workers comp costs :
· Assess high risk areas in the work place
· Prevent injuies by proper ergonomic desing of the workplace and effective assessment of job candidates
· Provide quality medical care to injured employees
· Reduce litigation by ensuing effective communication between employers and injured worker
· Manage the care of injured worker from injury to restart of work
· Keep partially recovered employee at the worksite
· Provide extensive worker training in all health and safety areas
· Provincial hospital and medical services
· ppl who have lived in a province for 3 months are eligible to receive health care benefits
· coverge stars apfter application and approval are done
· benefits include services provided by physicians, surgeons, qual healthcare professionals, hostpital services, hospital administered drugs
· many employers offer 3rd party benefit coverage that entitles ppl to extra benefits like semiprivate or private accommodation, prescription drugs, private nursing, ambulance, out of country medial expenses, vision and dental, etc
Discretionary major employee benefits
· besides mandated beenfits, employers offer other ones like :
· health care benefits
· its costs are rising
· important for employees
· now employers are under pressure to include prescription drugs, dental, optical and mental health packages above the regular medical, surgical and hospital expenses
· drugs are the second most expensice health expense after hospital
· cost containement strategies for health care benefits
· education and motivation	
· communicate costs of beenfits, provide incentives to employees to reduce costs and teach employees to live healthy lifestyles and how to plan for retirement
· change coverage 
· introduce dollar limits, eliminate duplicate coerage for spouse, remove upgrades, introduce minimum fees to be paid by employes
· change system
· form partnership with pharamcies for discounts, move to defined contribution plans, audit claims
· health care costs are due to aging pop, technologocial advances costs, growing costs of health care labour, overuse of healthcare services
· employee assistance programs and wellness programs can help cut health benefits coasts
· Other health beenfits
· More and more employers provide dental an optical insurance, the employee pays the reminder of what is not covered
· Optal insurance includes vision exams and a % of lenses and frames costs
Payment for time not worked
·  This category of benefits includes statutoty holidays and vacation pay, time off for bereavement, jury duty and military duty, rest periods and coffee breaks, maternity/paternity leave benefits
· Vacations with pay
· Eligibility varies by industry, local and size of org and seniority
· Average vacation days is 19 in Canada
· If you want 5 weeks of vaca you might need to have worked for like 15 years
· 10% never take their vacay. Why? They did not schedule it, prefer cash or are too busy
· Orgs now sometimes force employees to take time off to avoid fraud so secrets become evident in their absence
· Paid holidays
· Hourly and salaried workers can expect to be paid for statutory holidays as designated by each provinve
· Standard staturoty holidays are new years, good Friday, canadia day, albour day, Christmas, Victoria day and thanksgiving
· Many employers give additional 1-3 days off
· Sick leave
· Most employees offer short term and long term disability plans
· Short term plans includes : salary continuance program, sick leave credits and weekly indemnity plans
· Many employees receive a number of sick days each year
· Vacation leave can be used sometimes when sick days are exhausted
· Groupe insurance that covers long term disability and privides income protection is more common
· Long term plans : normally provide 50-70% of predisability inome, another alternative is workers comp
· Severance pay
· One time payment to terminated employees by employer at the time of employer initiated termination
· Payment depends on length of service
· Guideline for severance pay :
· Two weeks per year of service for labourers, production workers and admin support staff
· 3 weeks per year of service for technical, professional, supervisors and managers
· 4 weeks per year of service for senior managers
· Employers that are downsizing uses severance so soften impact
· Employee is not entitled to severance if he refuses alternative employment or a reasonable offer
· Life insurance
· Most commonly provided by employer
· Provides financial security to dependants of the employee in case of his death
· Retirement programs
· its common for employees ot receive, once a year, a statement of benefits about projected retirement icome from pensions and employee investment plans
· retirement polcies : mandatory retirement at 65 is being abolished, higher the household income, lower the retirement age. More ppl take art time work in their 60s. employers usually encourage early retirement to reduce salary and benefits costs. They encourage by increasing pension benefits or cash bonuses, this is refered to as a silver handshake (early retirement incentive). For employees decision factors for early retirement include health, personal finances and job satisfaction. Employers can compensate for early retirement incentive by paying replacements lss or reducing workforce
· preretirement programs : most people are disappointed once they actually retire. Employer can help lessen the dispointment by offering programs to prepare employees for retirement. Program include seminars, workshops etc. they cover topics like how to live on reduced income, how to cope with lost prestige, family conflict and idleness, pension plans, health insurance, retirement benefits, provincial health care and financial planning
· Pension plans
· Reward philosophy : Before, pensions where viewed as rewards for for employees who stayed with them until retirement but unions has negociated vesting requirements into their contracts and now its required by law
· Earnings philosophy : now pensions they are seen as deferred income that employees accumulate throughout their working lives. It belongs  to the employee after a number of years of service whether or not the employee stays with the employer until retirement
· Pension plans supplement  protection provided by government sponsored programs (CPP/QPP)
· It’s the decision of the employer to provide a pension plan or not, they are super expensive
· Types of pensions plans : they are categorized in 2 ways : according to contributions made by the employer and according to the amount of pension benefits to be paid
· In contributory plan, contributions to a pension plan are made jointly by employees and employers. (most used plan)
· In a noncontributory plan, the contributions are made solely by employers
· When pensions are classified by the amount of pension benefits to be paid, there are 2 types : 
· Defined-benefit plan : A pension plan in which the amount an employee is to receive on retirement is specificallt set forth. the retirement benefit is determined according to a predefined formula, based on the employees years of service,  average earnings during a period and age at the time or retirement. Formula most used is based on average earnings for the 3-5 years right before retirement multiplied by the years of service with the org. deductions are made for every year under 65. Few org uses this because it places the org under legal obligation to pay benefits regardless of the performance of the pension plan
· A defined contribution plan : A pension plan that establishes the basis on which an employer will contribute to the pension fund. Plans come in a variety of forms : some involve profit shaing, some involve employers matching employee contributions, other are employer-sponsored RRSP. The size of the pension the employee will get is determined by the funds in his account at the time of retirement and what retirement benefits these funds will purchase. These plans are not as predictable as defined benefit plans but under the defined-beenfit plans, retirees may not receive the benefits promised if the plan is not adequately funded
· RRSPs have experienced tremendous growth in recent years because the funds in these plans are allowed to accumulate tax free until they are withdrawn. RRSPs have annual contribution limits, if withdrawls are made before terirements tax must be paid on them. Group RRSPs are deducted from payroll and have mass purchasing power
· Federal regulation of pension plans
· Registered pension plans (RPPs) are subject to federal and provincial regulations. 
· Federal income tax act prescribes limits for the amount of contributions that can be deducted from income; also mandates how pension benefits can be taxed
· Vesting is important to employees, it’s a guarantee of accrued benefits to participants to participants at retirement age, regardless of their employment status at that time. Vested benefits cannot be revoked by the employer. After 2 years of service pension plans are vested for the employee
· Pension portability
· Before, pensions lacked portability, if they changes jobs they had to have more than one pension.
· Unions encouraged multi-employer plans which covers the employees of 2 or more orgs. They are governed by boards and trustees where employers and employees are rep
· Multi employer plans are found in industries in which few companies have enough employees to justify individual plans and in industires where employement is seasonal or irregular like manufacturing secors and other like mining, construction, transport etc)
· Employees who leave an org can leave their locked in funds in their current pension plan or transfer it in a locked in rrsp or into their new employer’s pension plan
· Pension funds 
· Can be administered by a trusted plan or and insured one
· A trusted plan : contributions are palced in a trust fund, the fund is then invested and administered by trustees. Trustees are appointed by employer or union appoints them
· Insured pension plans : used to purchase insurance annuities. Plan administered by insurance company that provides annuities
· CPP/QPP, old age security will be stretched thin as baby boomers grow. Privat epensions might be vulnerable too do to porrly performed investments. When orgs register a surplus on a pension fund, employees tend to see it as their own money
· The supreme courts ruled that the gouv had the right to appropriate pension surplus as it saw fit and that it did not have to pay back the money accumulated in the pension funds
· Bankruptcies and appreciation of pension surpluses are not the only threats to pension plans. Most pension plans cover only 80% of their obligation, this should stimulate employees to not rely on organizational pension plan but to save wisely for their own retirements
Employee services : creating a work life setting
· Employee services like other benefits have a cost to employers. But  its well worth the cost
· Wellness is good for business
Creating a family-friendly setting
· Benefits can include ‘balance days’, share purchase plan, extra vacation days, corportate bonding events, discounts on home computers. 
· Orgs try to create a family friendly enviro that allows employees to balance work and personal life.
· Helps employees manage their time, attract good workers and reduces interuptions
· Popular family friendly benefits : balancing work and home
· Childcare, eldercare referral services
· Time off for childrens school activities
· Employer paid childcare
· Flexible work hours
· Employee accumulate leave days
· Tlecommuting
· Customized career paths
Employee assistance pograms
· EAPs helps workers cope wide wide variety of problems that interfere with performance
· Provides diagnosis, conselling and referral services for alcohol problems, emotional problems and financial or family crisis.
· Employee costs add to 8% or payroll costs
· Orgs can have 24h hotlines
· Counselling services : employees sometimes require professional counselling. Orgs can refer to family counselling services, marriage counsellors and mental health clinics. Some orgs have counsellor on staff
· Childcare and eldercare : 32% or Canadians can eldercare responsibilities, employees spend 23hrs per month on eldercare
· Can cause absenteisme, emotional and physical fatique
· Beenfits can include financial assistance, alternative work schedules and family leave
· New benefit is mildly ill child care, who supervises childs that are not ready to go back to school and are recovering from cold, flus, chickenpox etc.
· Eldercare is care provided to an elderly relative by an employee who remains actively at work, detracts from efficiency
· To reduce effects of caregiving on productivity, orgs can offer eldercare counselling, educational fairs and seminars, support groups, flexible chedules and leaves of absence.
· Other services
· New beenfits grew out of specific concerns : insurance for employee pets, free baseball tickets for families and friends, on site barbers and car washers, dry cleaning.
BDC : #1 employer for pension and benefits

Chapter 12 – Promoting safety and health
Intro. Good helath and safety practices are indicative of top notch orgs, key to ranking is best employers surveys. Health and safety concerns in orgs are costly and numerous so orgs need to take them into account to prevent losses. Orgs preoccupation of their employees safety and the laws are incentive to have good H&S practices. Costs of sick leave, disability payments etc exceed by far the cost of maintain a H&S program. Accidents and illness can also affect moral and goodwill.
Most orgs provide employees with good working conditions because (1) it’s the right thing to do (2) and firms realise that people are the most strategic assests they have. Orgs are also motivate by costs and reputation
Truly proactive companies will go further by using total quality managememt (TQM), it’s a set of princiles an practices whose core ideas include understanding customer needs, doing things right the first time, and striving for continuous improvement. Firms who use this have above average earnings, productitivty and growth rates and improved workers safety remarkably

12-1 Safety and health, it’s the law
· on average 4 canadians workers die every working day
· 1M work related injuries each year
· 11B is paid out to injured workers annually
· Burden on Canada commerce as a result of lost productivity, wages, meical exepenses and disability compensation is staggering and theres no way to calculate human suffering
Occupational H&S is regulated by federal, provincial and territorial governments.
· Occupational injury is any cut, fracture, sprain or amputation resulting from a workplace incident.
· Occupational illness is any condition or disorder caused by the work environmenet, can be accurte or chronic, can be from inhaling or digesting an illness causing agent.
· These types are under reported because few deaseases are soly work related and source can be hard to determine
12-1a Acts and regulations
· For the jurisdiction of Canada (feeral) the legislation is the Canadian labour code, its enforced by the ministry of labour
· In Ontario the legislation is Occupational Health and Safety Act and its enforced by the ministry of labour
12-1b Duties and responsabilities 
· Fundamental duty of employer is to take every reasonable precaution to ensure employee safety
· Regulatory legislation is essential for the operation of industrial society and protecting those most vulnerabe and elast able to protect themselves, importance has increased since industrial revolution
· Goal of regulation : protecting the vulnerable, has brought and end to child labour and bad working conditions in mines and factories
Duties of employers
· Provide hazard free workplace and comply with applicable statutes  and regulations
· Inform employees of H&S requirements
· Required to keep records and compile summary of work related injuries and illnesses
· Make sure supervisors are familiar with the work and its hazards
· Required to report to the Workers compensation board all accidents 
· Employers must provide safety training and be prepared to discipline employees for not complying with safety rules
· In sum : establishing a comprehensive occupational H&S management system, providing competent supervision, training and instruction, taking reasobale precaution
Duties of workers
· Required to comply with acts and reg
· Report hazardous conditions or defective equipment
· Follow all employer H&S rules and reg
· Workers have the right to reques H&S info, right to refuse unsafe work without reprisal (police, firefighter etc have a limited right of refusal)
· A wrkers refusal will launch an investigation with supervisor, if he continues to refuse, the appropriate ministry will make a decision
Duties of Supervisors
· Supervisors are people who has charge of a workplace and authority over a worker
· Supervisors must : 
· Advise employees of potential workplace hazrds
· Ensure that workers use and wear safety equipment
· Provide written instruction where applicable
· Take every reasonable precaution to guarantee the safety of workers
Duties of joint health and safety committees
· Committees must be set up with both union and management reps
· Goal of committees : establish a non adversial climate for creating a safe and healthy workplace
· In Ontario at least of management rep and one worker rep must be certified. Certification includes training in safety laws, sanitation, general safety, rights and duties and indoor air quality
12-1c Penalties for employer noncompliance
· Vary across provinces
· Fines up to 500k and offenders can be sent to jail
· Bill C-45 known as the corporate killing law makes it possible for criminal charges to be brought against coworkers, supervisors an exec wen a worker is killed or injured on the job
12-2 Workers compensation 
· Injured workers can receive beenfits like cash payouts (if disability is permanaent) of loss wage payments (if worker can no longr earn the same amount of money)
· Also provided : unlimited medical aid, vocational rehab which includes physio, social an psycho services
· Goal : to return employee to his job or a modification of it asap
· A person who has been off work for 6 month has a 50% chance of returning, 12 months a 20% chance and 2 years a 10% chance
· Compensation has become complex, the def of accidents and injuries has expanded to include industial diseases and stress
· And industrial disease is : a disease resulting from exposure to a substance relating to a particular process, trade or occupation in industry
· Compensation for stress is also complex. Most claims are ususally results from accidents or ijuries. Stress related disabilities are split into 3 
· Physical injuries leading to mental illness (ex. Clinical depression after inhiry)
· Mental stress resulting in a physical disability (migraines)
· Mental stress resulting in a mental condition (anxiety over workload)
· Workers comp now goes beyond compensating for work related injuries, it also trives to further the cause of accident prevention
12-3 Promoting a safe work environement
· Ro comply with laws, orgs have formal safety programs which is typically the HR departments responsibility
· HR coordinates the safety communication and trainig program, maintains safety records required by legislation and works closely with managers and supervisors
· Success of safety programs depends largely on superviros and managers of operating departments
· Orgs with a formal safety program usually have an employee-management safety committee that includes reps from management, each department and employee reps.
· Committes investigate accidents and help publicize the importance of safety rules and their enforcement
12-3a Creating a culture of safety
· Most important role of a safety awareness program is motivating managers, supervisors and subordinates to be champions of safety considerations
· Increases in managements commitment to safety is correlated with workplace decrease of accidents
· A culture of safety exists when everyone within the org consciously works to improve its H&S conditions
· Experts are advocating for a culture of safety that focuses on process safety metrics, instead of counting injuries managers should set goals on how many unit safety meetings should be held and measure goal attainment
Interviewing for safety
· HR managers can help create a culture of safety by encouraging managers to incorporate safety into their interviews with job candidates
· Managers cant ask questions on past injuries but they cn ask behavioural questions designed to elicit propensity for safety
· But managers are often less preoccupied with safety than production quality control and improvement
· Different types of media is used to motivae employees to follow sfe work procedures
Key role of the supervisor
· Communicate to employees the need to work safely
· Work procedures, protective clothing and devices and potential hazards should be explained also employees understanding of all this should be evaluaed during training sessions
· Supervisors must observe employees at work and reinforce safe practices
· Supervisors should take action immediately where unsafe acts are detected
· Supervisors should foster team spirit 
Proactive safety training program
· Most frequent topics found in orgs who establish safety and health training :
· First aid
· Defensive driving
· Accident prevention techniques
· Hazardous materials
· Emergency procedures
· HR professionals advocate employee involvement when designing safety programs
· Employees can give valuable ideas on H&S topics to cover, instructional methods and teaching techniques
· Also helps acceptance for safety training
· Reasons for use of internet and information technology in H&S training
· Information tech Facilitate dev of managers and employees. Videos, PPTs and interactive CR_-ROM training are ideal
· Information tech helps orgs customize their H&S training
· Information tech is ideally suited to regulatory instruction
12-3b Enforcing safety rules
· Rules and reg are communicated through supervisors, safety meetings, new employee orientations and manual of standard operating procedures bulletin boards, employee handbooks and sings attached to equipment. 
· Penalties for violations of safety rules are usually stated in employee handbook
· Usually goes from a warning to a suspension to dismissal
· For some violations it can be immediate dismissal
· Discipline can work for enforcing rules but works better when employee willingly obey and champion safety rules. This can be achieve with employee involvement.
· Opportunities for Employee involvement ususally includes :
· Jointly setting safety standards with management
· Participation in safety training
· Involvement in designing  and implementing safety training programs
· Involvement in establishing safety incentives and rewards
· Inclusion in accident investigations
· Soliciting employee ides and opinion when assessing risk of jobs
· Helps develop proative measures before accident occur. Ways to implement employee involvement is
· Establish employee safety suggestion program
· Ask employees to observe behaviours of coworkers
· Soliciting employees opinions about the safety of tools a company is considering purchasing
· Safety rewards encourage workplace H&S also
· Gift, cash etc
· Incentivces are found to improve safety or reduce accidents
· Note of caution : rewards program can become an incentive for employees not to report safety accidents
· Steps in a successful safety incentive program
· Obtain full support and involvement of management by providing cost benefits
· Review current injury and health stats to det when changes are needed
· Decide on program and decide on budget
· Select realistic safety goal ex. Reducing accidents byX%
· Select incentive rrewards on their attractiveness and your budget
· Dev program that is interesting and fun ex. Quizzes
· Communicate continually success of program
· Reward safety gains immediately, reinforced behaviour and additional support for program
12-3c Investigating and recording accidents
· Every accident should be investigated by the supervisor and a member of the safety committee.
· Investigations reveal causes and corrections required to prevent reoccurrence of accident
· Corrections can be to rearrange work station, installing safety guards or controls or giving employees more safety trainings and reassessing their motivations for safety
· Orgs are required to keep records of work related injuries and illnesses. From that they can compute their indigence rates. 200 000 is the base for 100 full time workers who work 40 hrs a week 50 weeks a year
· Incidence rate : # of injuries *k / total hours worked
· Rates can also be computed for
· # of work days lost because of injuries and illnesses
· # non fatal injuries and illnesses without lost work days
· Cases involving only injuries and illnesses
· Incidence rates are useful for
· Making comparisons between work groups, deptmsts etc
· Providing a basis for comparison between other orgs
· Orgs that report and investigate their own accidents often face more inspection, higher insurance premiums and possible law suits
12-4 Controlling and eliminating health hazards
· Pressure from gov, unions and increase public concern is an incentive to provide the safest and healthiest work enviro
12-4a – Safety hazards and issues
· Fatigue
· 30-50% of night shift workers report falling asleep at least once a week while on the job
· Some limits are imposed to retrict this like pilots can only work a limitied number of hours per night shift 
· Affect safety and performance
· Downsizing can be a cause
· Distracted driving
· Leading cause of worker fatalities, crashes
· Distracted driving accounts for 80% of all accients
· To prevent this, some orgs have phone policies that outfits their phones with apps like safe guard that prevents employees from driving and texting of using the web when they are travelling 10 miles per hour or faster
· Workers wired to MP3 players and stop hearing the world are also at risk
· Workpalce violence
· Many forms of violence including :
· Hreatening behaviour
· Verbal or written threats
· Harassment (bahviour that demeans, embarrasses or humiliates)
· Verbal abuse like swearing, insults on condensending language
· Physical attacks
· Job characteristics that put workers at risk for aggression and violence at work :
· Interacting with the public
· Making decisions that influence other people lives like termination or denying a public service
· Supervising and disciplining others
· Handlish cash, valuables or collecting and delivering items
· Caring for the physical or emotional needs of others or going to clients homes
· Serving or selling alcohol or working with people under the influence
· Work place violence leads to personal (stress) and org (reduce commitment) strains
· To prevent this, preventive measures like this should be used :
· Workplace desing : locks and physical barriers and electronic surveillance
· Administrative practices : ex. Keeping cash register funds to a minimum
· Work practices :having designated contact kept informed of employees schedule and checking credentials of clients. Expeciall for workers working at clients places
· Nurses are victims of violence 16 time more than other service workers
· Managers and supervisors can be trained to recognize violence indicators to be able to intervene and prevent disruptive or violent ats
· Managers must communicate a zero tolenrance policy for violence and encourage employees to report acts
· Violence indicators
· Direct or indirect threatening statements
· Performance declins
· Mood and behaviour changes
· Procupation with weapons
· Deliberate distruction of workplace equipmenet
· Fascination with violence stories
· Antisocial behaviour or reckless
· Aggressive
· Violent intent messages
· Serious stress in personal lofe
· Substance abuse etc…
· Workplace bullying
· Defined as the unwanted and ongoing negative actions of one of more persons against another in the workplace
· Ontario has bill 168 to protect employees from bullying
· Bullying is often perpetrated by authority figures (abuse of power)
· Bullying is linked to incentive plans and used as misguided means to improve productivity and performance at work
· Prevalent when personal goals take precedence over a moe team based approach, when employees fail to achieve their targets theres increase of bullying
· Workplace emergencies
· HR departments plan for emergencies, deal with them and provide with assistance to employees afterwards
· A workplace emergency is a unforeseen situation that threatens employees, customers or the public, disrupts or shuts down operations or cuases physical or environemental damage. Can be natural or human made.
· In adition to workplace violence it can include : flood, hurricaines, torandoes, explosions, terror etc.
· An emergency action plan must include procedures for reporting a fire or other emergency, evacuating a facility and accounting for employees after evacuation, procedures for who must remain in facility to make sure critical operations continue and procedures for workers perfromaing medical duties
· Copy of precedures should be provided to employees or kept in a convenient location
· Orgs should also have backup servers and backup communication centers, web locations to store legal docs, accounting stuff etc..,
· Firms website can be used to  disseminate crsis info
· Crisis management teams
· They conducts initial risk assessement surveys, dev action plans to respond to violent situations, perform crisis intervention
· Anger frequently results froma persons feeling of being wronged, misunderstood or unheard so to calm an angry employee
· Save the employees dignity
· Hold all conversations in private
· Always remain calm
· Listen to the employee with an open mind
· Recognize the employee concerns
· If employee is aggressive, withdraw
12-5 Creating a healthy work environment
· The effects of health hazards appear only over time so they ae sometimes overlooked compared to safety concerns
· Health concerns after workers, their families, and their companies
12-5a Ergonomics
· Ergonomics is one way to eliminate health hazards
· Ergonomics focuses on ensuring that jobs are designed for safe and efficient work while improving the safety, comfort and performance of users
· Can be simple like rearranging work stations so fewer steps are needed or organizing items so that they are within reach
· Part of ergonomics involves looking at the desing of equipment and the physical abilities of the user
· Designing equipment to be compatible with physical caracteristiques, reaction capabilities and the environment in which ppl work is important
· Ergonomics considers requirements of diverse workforce like women of small weak Asians
· Ergo is cost effective, reduces repetitive motien injuries
· Key elements for successful ergo program
· Provide notice of ergo policy and training for employees
· Conduct preinjury hazard assessment
· Involve employees
· Plan and execute
· File injury reports
· Evaluate and assess the ergo program
Cumulative trauma disorders
· Is the repetitive motion injuries, these musculoskeletal disorders are injuries of the muscles, nerves, tendons, ligaments, joints and spinal disks caused by repeate stresses and strains
· Common conditions are carpal tunnel syndrome ( tingling and numbness in fingers from pinch nerve. 
· Another example is tennis elbow
Computer workstation issues
· Video display terminals (VDTs) are a particular concern. The problems in this area are:
· Visual difficulties. VDT operators frequently complain of blurred vision, sore eyes, burning or itchy eyes and glare
· Muscle aches and pains. Neck, back and shoulder pain
· Job stress : eye strain, portural problems, insufficient training, excessive workloads and monotous work
· To safequard employees health the screen should be 4 inches below eye level, keep monitor right infornt of you, keep wrist and hands in line etc
· Computer workstation ergo checklist :
· 1. Does the workstation ensure proper worker posture (feet flat on floor?)
· 2. Does the chair adjust easily, have padded back
· 3. Are the height and tilt of work surface adjustable
· 4.Is the keyboard detachable
· 5.  Etc.
Chemical hazards
· Not only workers in industrial settings are exposed to chemicals
· Many chemicals are harmful, lurking in the body for years until th disease is established
· More and more physiological reactions to low level chemicals in work enviro like headaches 
· Workers have the right to know about workplace hazards so WHIMS was developed (workplace hazardous materials information systems. WHIMS is based on 3 elements
· Labels – alerts workers on what the container holds. Has Supplier labels and workplace labels both need reg info, product identifiers and data on safe hanling
· Material safety data sheets – identifies product, potential hazardeous ingreients, procedures on how to handle the product. Must be comprehensive, current and available in English and French
· Training : workers must be trained to check for labels and to follow specific procedures for handling spills. Ontario has a computer based training WHIMS program
Smoking and tobacco smoke
· Workplace that allowed smoking had above significant risk levels of nicotine in the air
· Second hand smoking disease have led to workers asking for banned smoking in workplace
· Smokers miss double the amount of days than non smokers
· Employees who smoke cost companies about 2500 more per year than non smokers due to  increase absenteeism, lost productivity, increase in health and life insurance
· Some employers are charging smokers more for extended health insurance. But many prefer positive inforcement like wellness programs
· Smoking can constitute a drug dependency and employers may have to allow them to take a leave of absence for treatment
12-5b Building better physical and emotional health among employees
· Firms want to improve physical and emotional health
· They do this to lower health costs and because frims recognize that employees who are not distracted by health problems will operate more safely
· Better health can also reduce absenteisme, increase efficiency and creativity and lead to better morale and teamwork
· EAPs (employee assistance programs can help employees with relationship, marital and family problems, depression, stress and eldercare, workplace issues, addiction and self improvement. 
· Wellness programs produce measurable cost savings to employers
· EAPs and other workplace programs can help with 
· Depression in the workplace
· Depression : is a decrease in functional activity accompanied by symptoms of low spirits, gloominess and sadness. Personal crisises are usually resolved within a reasonable amount of time but when personal crises lingers the stress and tension can cause depression. 
· Personal changes : hopeless, irritable, fatigue, dependency on others, drug abuse
· Workplace changes : difficulty in making decisions, decreased productivity, inability to concentrate, depcreased productivity, declin in dependability, increase in errors, accident prone, absent, lack of enthouiasm
· Managers need to deal with depressed employees because its costly if the productivity goes down and stuff. And emotional disturbances are primary or secondary factors in large industrial accidents
· Alcoholism
· Using degins with social drinking getting out of control
· It’s a disease
· First step is acceptance of diagnostic
· Manangers must supervise and confront employee that the job is suffering
· Employee should be assured that help will be made available without penalty
· Managers can avoid mention of alcoholism and allow employee to seek help because eval is based on lagging job performance
· Abuse of illegal drugs
· One of the major employment issues today in every industry
· Costs associated to loss of productivity,  accidents injurues and theft.
· Random drug testing is effective but controversial some agree that a post incident testing may be necessary for accident investigation. Unions can see this as acceptable if the guidelines are outline in the collective bargaining agreement but can cause undue stress and violate employee privacy and dignity. And testing should not be done if theres no proof that theirs an ongoing problem with the org
· Abuse of legal drugs can also be a problem
Job stress and burnout
· Job stress creates a risk of cardiovascular problems and depression and infectious disease.
· Lowers productivity, job satisfaction, retention
· 54% of people come home often or always with stress and 50% go to work tired
· Stress is a bigger factor than illness for absenteisme
· Stress : any demand on the individual that requires coping behaviour. Stress comes from two sources (1) physical activity and (2) mental or emotional activity. 
· The physical reation of the body to both types are the same biochemically
· 2 types of stress
· Eustress : is positive stress that accompanies achievement and exhilaration. It’s the stress of meeting challenges
· Distress : stress becomes distress when we begin to sense a loss of our feelings of security and adequacy. Helplessness, desperation and disappointment turn stress into distress
· ** both types of stress create the same biochem reaction
Job related stress
· Sources : high demands, high effort, low control, low reward, layoffs, org restructuring, disagreements. Prejudice because of age gender race or religion, inability to voice complaints, poor working conditions, lack of privacy,
· Burnout : is a severe stage of distress. Generally occurs when a person begins questioning his or her own personal values. Person feels like what she or he is doing is no longer important
·  Due to lack of personal fulfillment or lack of positive feedback. Can happen during downsizing when the workload is too big.
· Overachievers can experience burnout when unrealistic goals are unattainable
· Symptoms : depression, frustration and loss of productivity
Coping with stress
· Many orgs have stress management programs
· Includes : relaxation techniques, coping skills, listening skills, methods of dealing with difficult people, time management and assertiveness
· These techniques are designed to break the pattern of tension that accompanies stress to help ppl keep control of their lives
· Org techniques are necessary too like : clarifying employees work role, redesigning and enriching jobs, correcting physical factors etc
· Org should dev strategies to help employees employees manage stress at home and at work
· Effective wellness programs are a good strat
· EAPs
· Workshops on stress
· On site gyms
· Fit for life programs
· Telecommuting, flexible schedules and hours, part time assignments
· Tips for reducing job related stress
· Build rewarding relationships with coworkers
· Talk openly with managers about job or personal concerns
· Prepare for future
· Not exceeding skills and abilities
· Set realistic deadlines
· Act now on problems
· Relaxation
· Breaks
· Stress that are harmful to some employees may be healthy for others
· Even small worplaces need to establish and monitor safe workplace practices
· Managers spend a lot of time dealing with employees personal issues so they need to be support employees dealing with stress
· Managers need to care about staff, be close enough to see work satisfaction and productivity, provide counsel, provide support
Chapter 13: Employee Rights and Discipline
· Employee rights and workplace and workplace privacy are hot topics in regards to employee rights and privacy
· Includes electronic surveillance, social networking and internet monitoring
· HR managers need to know current laws, agency regulations, court rulings, establish employment policies on this and educate staff
· Managers are discovering that the right to discipline and discharge employee is more difficult in light of growing attention to employee rights. 
The 3 Regimes of Employment Law
The common Law of Employment
· The rights and obligations are determined based on the employment contract. However, sometimes the contract is too vague or fails to address à particular situation. If there is any confusion, it is sometimes taken to court to ask à judge.
· Common law of employment: The body of case law in which courts interpret employment contracts and the legal principles taken from those cases that guide the interpretation of employment contracts. Hr manager must understand how the common law of employment influences terms and conditions and the interpretation of employment contracts
· Common law judge have dev a list of Implied contract terms: Terms judges read into employment contracts when the written contract does not expressly deal with the matter
· Ex: The employer and employee give notice that they are terminating the contract
· Important terms courts have implied:
· The employer and the employee provide reasonable notice that they are terminating the contract
· The employer needs to maintain à safe workplace
· The employer needs to treat employees with decency, civility, respect and dignity.
· The employee needs to serve the employer with loyalty and fidelity
· The employee needs to perform competently
· The employee needs to advance the employer’s economic interests
· The employee needs to avoid insubordination and insolence
· Breach of an implied term has the same effect as a breach of a written term so HR managers must know implied terms
 
Statutory Employment Regulation
· Unhappy with the common law model of employment, the gouv of can has passed There a large variety of legislation aimed at influencing the employment relationship
· Ex: Systemic discrimination, Pay equity etc.
· Statutory regulation operates alongside the common law
· Ex: In the case of notice of à termination contract… An employer may provide only the minimum notice under the statutory but is also entitled to the larger notice.
· As à result, many employees accept the statutory minimum notice and do not pursue their common law entitlement to reasonable notice
 
Collective Bargaining Legislation and Labour Arbitration
· This is an incentive to empower workers by reuniting them together and bargaining for à better contract. They bargain collectively. Seeks to improve working conditions of work
· Facilitates the right of workers to organize into unions and bargain collectively with the mployer with the aid of proessional union
· Collective agreement: An employment contract between an employer and à union that sets out the terms of employment of à group of the employer’s employees represented by the union. (AKA bargained in à unionized workplace)
· Contract bargained in ununionized workplace is called a collective agreement
· Common law does not apply to à collective agreement, implied term permitting an employer to terminate an employee by giving reasonable notice does not apply when employees are unionized
· First difference between unionized an non unionized :
· Non Unionized employer can terminate an employee for any reason or no reason at all
· Unionized employer need à valid reason to fire someone
· 
· Second difference between unionized and non unionized È
· Non unionezed employee must sue the employer in à court for breach of the employment contract
· Unionized employee must file à grievance alleging that the collective agreement has been violated instead of à court. If not resolved it may refereed to a :
· Labour arbitrator: À person assigned to interpret and decide disputes (grievances) about the meaning, interpretation, and application of à collective agreement governing employees in à unionized workplace
· Much quicker than à lawsuit and cost are covered by union
· Arbitration law may be similar to common law for enterpreting employment contracts, the two bodies of law should not be confused though
 
Understanding the individual employment contract
· Ind employment contract is a type of contract the general rules of contract law dev in the common law apply
· Important rule of contract law: Valid contract requires “mutual consideration”. This means that both parties involved must receive some benefit in exchange
· HR managers need to understand this, it means that :
· Ex: Once an employee has commenced employment, the employer cannot simply change or modify new terms of employment unless the employee agrees
· Many issues occur when an employer permits the employee to start working before presenting the contract for his or her signature, 1 the employee started under verbal contract et if the employer introduces new terms that benefit the employer later, those new terms are not enforceable even if the employer sings the contract if the employer was not also given some new benefit in exchange for singing the contract.
· Because it’s a contract, employee can insist that the employer comply with the terms of the contract. If the employer unilaterally changes the terms of the employment contract it would be a breach of contract enabling the employee to sue and claim to have been construvively dismissed
· Constructive dismissal: When an employer commits à fundamental breach of the contract, such as by unilaterally changing à key term of the contract (ex: reducing compensation, demotion), the employee can treat the breach as à terminating (he will quit and sue the employer).
· To make any changes to the terms of an employment contract without breaching the contract, the employer must:
· Obtain the employee’s agreement to the change and provide the employee with some new consideration or
· Terminate the employment contract in its entirety by giving the required notice of termination and then offer à new contract on the revised terms. 
 
The Rules Governing Dismissal
Dismissal of à nonunion employee: Wrongful dismissal
· Under common law : Either the employer or the employee can terminate the employment contract by providing the other side with reasonable notice if not indicated in the contract originally.
· The amount of notice considered “reasonable” is determined by the court. 
· 2 main factors in assessing notice are
· (1) The length of service with the employer (longer the employee has worked for the org, the longer the notice usually)
· (2) Nature of the job performed by the employee 
· Period of notice is tied to job performed : Nonmanagerial employees are typically entitled to 12 months and managerial employees have as much as 24 months
· Nonunion employer does not need a reason to dismiss an employee as long as it’s the proper amount of time for notice
· Summary dismissal: WHen à nonunion employer terminates an employee without notice because the employee has committed à serious breach of the contract (ex: dishonesty, theft, substance abuse, conflict of interest)
· Wrongful dismissal: À lawsuit filed in à court by an employee alleging that he or she was dismissed without proper contractual or reasonable notice. À person believes that he or she should have received more notice. Issue is whether or not notice should have been given and how much not id the the employer had the right to dismiss (that is an issue in unionized arbitration case) in wrongful dismissal corts do not overturn the decision to dismiss
· Statutory Regulation of Dismissal
· Prohibited to dismiss and punish as a reprisal against employees who exercise their statutory right
· Statutory rights: Legal entitlements that derive from government legislation 
· The common law entitlement of employers to dismiss a non unionized employee for any reason by giving proper notice has been restricted by gouv intervention,
· An employer needs à valid reason to fire somebody. À little dispute is not enough
· Employment standards legislation in Canada imposes à minimum amount of notice of termination required.
· Ex: legislation In Ontario, the amount of notice required in the Employment Standards act is linked directly to years of service (1 week notice per year. Max is 8 weeks)
· The tribunals responsible for enforcing statutory rights can order the employer to reinstate the employer with full pay and benefits.
 


Dismissal of à unionized employee: Just cause
· À unionized employer usually has the option of laying off workers for economic reasons. 
· Collective agreements usually include à “management rights” clause that lets employers the right to impose discipline short of dismissal (ex: unpaid suspensions)
· Most employment contract do not include management rights to impose temp layoffs or unpaid suspensions these actions are usually considered breaches contract and cana mount to constructive dismissal.
· Collective agreements include à term requiring that the employer have just cause to impose discipline or dismiss an employee
· Therefore, the employer needs à reason to dismiss anyone
· That reason can be challenged by the employee and the union during the collective agreement procedure rather than in courts
· Unionized employees are not required to give reasonable notice, this common law right does not apply
· The labour arbitrators can reinstate employees when they rule that the employer did not have just cause to dismiss the employee
· In unionized setting, they must keep records of employee misconduct
· Labour arbitrators expect employers to discipline their employees before dismissing them, unless it was à misconduct of à serious reason
· Arbitrators usually reinstate dismissed unionized employees and substitute an unpaid suspension of some duration.
· Arbitrators consider lots of factors in order to find the appropriate penalty for employee misconduct even the impact that dismissal could have on employee dependants
· Non Unionized and unionized employers face similar challenges when they attempt to summarily dismiss an employee without giving notice
· Nonunionized must convince à court
· Unionized need to convince à labour arbitrator
· They both face common challenges, similar advice.
· Non unionized employers always have the right to dismiss an employee with notice (not needing cause) which is not an available option for  unionized employer
 
Employee privacy rights
Privacy issues at the workplace
· Employers want to ensure that their employees work efficiently and avoid improper conduct at work (theft, harassment, etc.)
· Surveillance is very common. However, it may feel like it is invading their privacy at work
· À right of privacy at work has been recognized under all 3 regimes of employment law
· The strongest protection of employee rights are the ones by labour arbitrators interpreting collective agreements
· Arbitration law ensures that the surveillance is placed in à reasonable manner that balances the employee’s interest in à reasonable amount of privacy with employer’s business concerns.
· Arbitrators have eliminated surveillance cameras, personal searches and employer searches of employee emails and internet use. BUT it is allowed is the employer can show à strong reason justifying the surveillance
· Governments have passed legislation to protect employee privacy rights
· Ex: BC Personal Information Protection Act requires à balance of employer and employee interests in assessing whether an employer can have surveillance on employees
· An important legislation is the federal Personal Information Protection and Electronic Documents Act (PIPEDA): Regulates an employer's collection and dissemination of information about employees + allow employees to access their personnel files in some circumstances.
· Organizations under the PIPEDA must have the individualès consent when they collect, use or disclose any personal information.
· The individual has the right to access personal information and challenge its accuracy
· PIPEDA indicate that the legislation require à balancing of employer and employee right similar to the one like labour arbitrators and other privacy legislation, like the BC one.
· Bc you always need consent from the individual, HR should conduct an audit to determine if the organization’s practice conforms to the legislation
· Employers have enjoyed latitude in under the common law to monitor their employees’ behaviour
· Employers have the right to monitor materials created, received, or sent at work as long as the employer owns the computer
· However, common law judges recognize that there is à line to draw, monitoring employees conduct at work is not absolute
 
· Employers need to develop clear policies and guidelines explaining under what conditions employees can be monitored. Employees should sign à form indicating that they have read and understood the conditions
· This way it is easier for employers to fight in court if lawsuit occurs
· 
Figure 13.4
Email, Computer, and Voice Mail: Policy Guidelines
· Ensure compliance with applicable legislation and common law rules.
· Specify the circumstances, if any, under which the system can be used for personal business.
· Specify that confidential information not be sent on the network.
· Set forth the conditions under which monitoring will be done—by whom, how often, and with what notification to employees.
· Specify that email and voice-mail information be sent only to users who need it for business purposes.
· Expressly prohibit use of email or voice mail to harass others or to send anonymous messages.
· Make clear that employees have no privacy rights in any material delivered or received through email or voice mail.
· Specify that employees who violate the policy are subject to discipline, including dismissal.
Employee conduct outside the workplace
· “An employee has been charged with robbery ad assault on à local convenience store owner… The employee reports to work the next day” What can the owner actually do? Can the employer spy to see if the employee is really actually sick on a sick day?
· Usually after an employee punches ou hi is no longer subject to employers control
· Union and nonunion employers lack proper cause to dismiss employees who are arrested for activités unrelated to the workplace
· BUT If the employer judges that his actions out of work can impact the economic interests of the employer or the business reputation, or his/her abilities to perform their job, the employer may be able to justify his response to that conduct.
· “In TO, À Hydro One employee, who is à soccer fan, was accused of abusing à reporter after à game” Hydro one. The company justified firing the employee by stating that respect for all people is part of their code and values
· An employee who writes damaging comments about the employer or who exposes information on à personal blog or social media can also be subject to a summary dismissal by à nonunion employer
 
· Employers who wish to have surveillance on employees during off-hours need to be careful.
· Courts and Arbitrators have required the employer to show valid business reason in order to implement surveillance in à reasonable manner and must not violate common law and staturtory rules  protecting property rights and prohibiting nuisance
· Ex: Videotaping an employee in their home is unreasonable. But videotaping in public areas can be justified
· Labour arbitrators require employers to show that they was no other less intrusive means of obtaining the necessary information.
· Employers covered by privavy legislation discussed earlier are also more restricted in the scope of their right to conduct employee surveillance than those governed by the common law.
· 
 


Disciplinary policies and procedures
Managers must understand the discipline procedures. They need to have à justifiable reason and follow the rules in order to take action. The employee must receive fair and constructive treatment.
· Rights to dismiss and discipline employees are increasingly limited. Displiniary action must be done for justifiable reasons and their must be effective policies and procedures to govern its use. Policies insure constructive treatment
Below : shows sequence of in which disciplinary steps must be acarried out to ensure enforceable decision 

Figure 13.5 shows à disciplinary Model
[image: ]

HR managers are responsible for developing and having management approve disciplinary policies and procedures. HR department is responsible for ensuring that the policies and procedures are consistent with collective agreements and conform to surrent laws. 
But the primary responsibility for preventing or correcting disciplinary problems rests with the employees imidiate supervisor. The direct supervisor is the one to monitor employee improvement while disciplined.
 
The results of inaction
Figure 13.6 is à list of the most disciplinary problems
· Attendance problems : unexcused absence, chronic absteteeism, unexcused or excessive tardiness, leaving without permission.
· Dishonesty and related problems : theft, damaging property
· Work performance problesm : failure to complete work
· On the job behaviour problems : intoxication, unsubordiantion
1. Any delays during the procedure will make it more difficult to justify the action if challenged by the employee
1. À union employee can grieve the discipline
1. À nonunion employee can treat it as à breach of contract or à constructive dismissal
1. In defending against such à challenge, the employer might be asked “Why did the employee receive satisfactory performance ratings, or perhaps even merit raises?”
· Failure to take disciplinary action in any of these areas serves only to agrevate a problem that must eventually be resolved. Delaying will be it more difficult to justify the disciplinary action if challenged by an employee.
· Its not uncommon for an employee to be kept on pay roll or even get satisfactory performance ratings even if he is bad
These are the following reasons given by supervisors for their failure to impose à disciplinary penalty
1. The supervisor had failed to document earlier actions, so no record existed on which to base subsequent disciplinary action.
1. Supervisors believed that they would receive little or no support from higher management for the disciplinary action.
1. The supervisor was uncertain of the facts underlying the situation requiring disciplinary action.
1. Failure by the supervisor to discipline employees in the past for a certain infraction caused the supervisor to forgo current disciplinary action to appear consistent.
1. The supervisor wanted to be seen as a likable person.[image: https://lh6.googleusercontent.com/27597liYjZRD-8QRbfoVDulIa19LqsZ2nfAViNCtdQw5ijcaYYwfFMnIHi5R3HdXtJq4TQqxeRyJgFqGgjttIail27lEfVUXEpH0impnb4eV2EWiz5NtVJODKMC1vsp1Cer98KHU]
Setting organizational rules
· These rules govern the type of behaviour expected of employees
The following suggestions can help reduce any issues
1. Rules should be widely disseminated and known to all employees. It should not be assumed that employees know all the rules.
1. Rules should be reviewed periodically—perhaps annually—especially those rules critical to work success.
1. The reasons for a rule should always be explained. Acceptance of an organizational rule is greater when employees understand the reasons behind it.
1. Rules should always be written. Ambiguity should be avoided as this can result in different interpretations of the rules by different supervisors.
1. Rules must be reasonable and relate to the safe and efficient operation of the organization. Rules should not be made simply because of personal likes or dislikes.
1. If management has been lax in the enforcement of a rule, the rule must be restated, along with the consequences for its violation, before disciplinary action can begin.
1. Employees should sign a document stating that they have read and understand the organizational rules.
· For any reasons for unsatisfactory behaviour, supervisors must keep in mind that employees may not be aware of certain work rules. Before disciplining them, it is important for the supervisor to go over the rules and regulations related to their job.
· Arbitrators cite neglect in communicating rules as à major reason for reversing the disciplinary action against an employee by à unionized employer.
 
Investigating the disciplinary problem
· During an investigation, it is important to be objective, avoid assumptions, suppositions, and biases

Figure 13.7 lists 7 questions to consider in investigating an employee offence. Attending to every question will ensure a full and fair investigation while providing reliable information free for personal prejudice. 
1. In very specific terms, what is the offence charged?
0. Is management sure it fully understands the charge against the employee?
0. Was the employee terminated for insubordination, or did the employee merely refuse a request by management?
1. Did the employee know he or she was doing something wrong?
1. What rule or provision was violated?
1. How would the employee know of the existence of the rule?
1. Was the employee warned of the consequence?
1. Is the employee guilty?
2. What are the sources of facts?
2. Is there direct or only indirect evidence of guilt?
2. Has anyone talked to the employee to hear his or her side of the situation?
1. Are there extenuating circumstances?
3. Were conflicting orders given by different supervisors?
3. Does anybody have reason to want to “get” this employee?
3. Was the employee provoked by a manager or another employee?
1. Has the rule been uniformly enforced?
4. Have all managers applied this rule consistently?
4. What punishment have previous offenders received?
4. Were any other employees involved in this offence?
1. Is the offence related to the workplace?
5. Is there evidence that the offence hurt the organization?
5. Is management making a moral judgment or a business judgment?
1. What is the employee’s past work record?
6. How many years of service has the employee given the organization?
6. How many years or months has the employee held the present job?
6. What is the employee’s personnel record as a whole, especially his or her disciplinary record?

Documenting Misconduct
· Excuses to have failed to document cases of employee misconduct: “its too complicated” “I didn’t take time” “I have more important shit”
· Main excuse for not documenting : Managers often don’t even know that constitutes good documentation
· Failure to record misconduct can result in the reversal of any subsequent disciplinary action
· The maintenance of accurate and complete work records, is an essential part of an effective disciplinary system.
· 8 items should be included for documentation to be deamed  complete:
· Date, time, location of incident
· Behavior exhibited by the employee (the problem)
· Consequences of that action or behavior on the employee’s overall work performance and/or the operation of the employee’s work unit
· Prior discussions with the employee about the problem
· Disciplinary action to be taken and specific improvement expected
· Consequences if improvement is not made and a follow up date
· Employee’s reaction to the supervisor’s attempt to change the behavior
· Names of witnesses to the incident (if appropriate)
The Investigative Interview
· This ensures that the employees are fully aware of the offence. Should be done before any disciplinary action is initiated. 
· This is necessary bc the supervisor’s perception of the employee’s behavior may not be entirely accurate
· This interview is concentrated on how the offence violated the performance and behavior standards of the job ( it should NOT  include personalities or areas unrelated to work)
· Hear both sides. Employee must be given opp to explain his or her side so that any deficiencies for which the org may be responsible are revealed

Approaches to disciplinary action

Progressive discipline (1)
· Progressive discipline: Application of corrective measures by increasing degrees
· Motivate the employee to correct his misconduct voluntarily
· The severity of the disciplinary action depends of the situation
· 4 steps to typical progressive discipline
· Oral warning that explains that an unsatisfactory behavior or performance will not be tolerated
· Written warning
· Suspension with pay. It would usually be a breach of contractfor an employer to suspend a non-union employee without pay unless the contract allow it.
· Discharge 
· “Capital punishment” of discharge is their last resort
· 3 things that occur when progressive discipline is applied properly :
· Employees always know where they stand regarding offences
· Employees know what improvement is expected of them
· Employees understand what will happen next if improvement is not made
· Flaws : intimidating and adversial nature

Positive discipline (2)
· Positive, or nonpunitive, discipline: A system of discipline that focuses on early correction of employee misconduct, with the employee taking total responsibility for correcting the problem
· This requires a cooperative environment where the employee and supervisor are ready to discuss and find a mutual solution
· Nothing is imposed by the manager, all solutions and affirmations are jointly reached, replaces threat with encouragement
· Give employees reminders instead of reprimands as a way to improve performance
· 3 steps to positive discipline
· First conference between employee and supervisor
· Find a solution with oral agreement
· No threats
· No written record for the employee’s file but can be documented
· If step 1 is unsuccessful, Second conference to determine why the solution did not work
· A written reminder  of new or repeated solution is made with with affirmation that the improvement is the responsibility of employee and a condition to continues employment. 
· Give the employee a one-day decision-making leave (a paid leave)
· Purpose of leave is for employee to Decide whether he or she wishes to continue to work with the organization
· If the employee decides to leave, he or she leaves with the assumption that he or she lacked responsibility toward the org
· Employer still needs to give notice because it is really hard to prove common law cause based on inadequate perfroamcne
· Another option is to give the employee a working notice of termination after the 2nd conference and then offer the reemploy him on a new contract if the performance improves over the notice period

Informing the employee
· Regardless of reason for discharge it should be done with consideration for the employee affected. Try to ease drama.
· Employee must be informed honestly, tactfully of the exact reason fot the action
· Managers should approach termination meeting with the following guidelines:
1. Come to the point within the first two or three minutes and list in a logical order all reasons for the termination.
1. Be straightforward and firm, yet tactful, and remain resolute in your decision.
1. Make the discussion private, businesslike, and fairly brief.
1. [bookmark: PageEnd_473]Do not mix the good with the bad. Trying to sugarcoat the problem sends a mixed message to the employee.
1. Avoid making accusations against the employee and injecting personal feelings into the discussion.
1. Avoid bringing up any personality differences between you and the employee.
1. Provide any information concerning severance pay and the status of benefits and coverage.
1. Explain how you will handle employment inquiries from future employers.[image: http://ng.cengage.com/static/nbapps/glossary/images/footstar.png]

Managers must never provoke the employee. Should the employee show signs of hostility, the meeting should be stopped immediately. 
· when the employee will be escorted off the premises, the removal must not defame employee, it should not give peers the impression that the employee was dishonest of untrustworthy
· managers should not discuss the discharge or badmouth the terminated employee with other employees or custoemrs. 
· Termination meeting should be held in neutral location

Alternative dispute resolution procedures
 Alternative dispute resolution: A term applied to different types of employee complaint or dispute resolution procedures
· In unionized workplaces grievance procedures are stated in virtually all collective agreements. In non unionized orgs, alternative dispute resolution (ADR) procedures are a developing method to address employee complaints.
· Employers interest to do this comes from the desire to meet employees expectation for fair treatemtn in the workplace while quaranteeing themdue process the the hopes of minimising discrimination claims or wrongful discharge suit.
Step-Review Systems
· Step-review system: System for reviewing employee complaints and disputes by successively higher levels of management based on a pre-established set of steps, patterned after the union rievance system, managers at each step are required to provide a full response to the complaint within a specified period
· Figure 13.8 is a conventional step-review appeal procedure
· [image: ]
· The employee can bypass the meeting with his or her immediate supervisor if the employee fears reprisal from this person.
· Nonunionized appeal procedures do not provide a neutral third party like unionized orgs.
· Ceo, VP or HR director useualy has the final authority and his decision is not appealable
· Some orgs have hr personal to offer  help to employees preparing a complaint to management.
· But step review don’t always yield intended results. Management is slow in responding to complaints and their response do not solve the problem
· Employee’s believe that their supervisor will hold it against them if they keep working in the org
· Management must take special precautions to ensure that the system work and provide the benefits intended for step review to be effective
Peer-Review Systems
· Peer review system: A system for reviewing employee complaints that utilize a group composed of equal numbers of employee representatives and management appointees, which functions as a jury because its members weigh evidence, consider arguments, and, after deliberation, vote independently to render a final decision. Also called complain comittee
· Benefits: Creates a sense of justice
· Cn be used as the sole method for reating complaints. Or in conjuction with other methods

Open-Door policy
· Open-door policy: A policy of setting grievances that identifies various levels of management above the immediate supervisor for employee to contact, the person who acts as the court of last resort is usually he HR director or a senior staff official
· Problem #1: The unwillingness of managers to listen honestly to employee complaints 
· Problem #2: Reluctance to approach managers with their complaints. Employees are rather shy
· Problem #3: Fails to guarantee consistent decision making because different managers have different perspectives of what is fair. 
· Problem #4: Lacks credibility with employees
· But open door policy if often successful if it is supported by all levels of management and when management works to maintain a reputation for being fair and open minded.

Ombudsperson System
· Ombudsperson: A designed individual from whom employees may seek counsel for resolution of their complaints
· Seeks for an equitable solution between employee and supervisor
· This person works cooperatively with both sides to reach a settlement
· Ombudsperson has no authority to finalize a solution so compromises are highly possible and all concerned tend to feel satisfied with outcome. 
· This person must be able to operate in an atmosphere of confidentiality that does not threaten the security of the managers (ex: sexual harassment)

Mediation
· Mediation: The use of an impartial neutral to reach a compromise decision in employment disputes
· Mediator: A third party in an employment dispute who meets with one party and then the other to suggest compromise solutions or to recommend concessions from each side that will lead to an agreement
· A mediator is used as a fact finder and to open up communication between parties
· Unlike arbitrators, mediators  have no power or authority to force either side to an agreement
· They must have good communication skills and the power of persuasion to help parties resolve the differences
· Cornerstone of mediation is that the parties maintain control over the dettlement outcome.
· Flexible process, can be used for a wide range of disputes, sense of informality so employees like it
· Promotes a favourable working relationship because of the compromises

Arbitration
· The employee and supervisor present their cases and arguments to the arbiter who is typically a retired judge
· Decision is made by arbiter and parties have agreed to be bound by his decision.
· Arbitration can save litigation costs and avoid time delays and unfavourable publicity
· To ensure that their arbitration policies are legal, employers must:
· Have a clear, well-defined, and widely communicated arbitration policy
· Specify those topics subject to arbitration
· Inform employees of the rights they are relinquishing by signing an arbitration agreement
· Provide a procedurally fair arbitration system
· Allow for the nonbiased selection of an arbitrator or arbitration panel[image: http://ng.cengage.com/static/nbapps/glossary/images/footstar.png]

Managerial Ethics in employee relations
·  Managers must comply with governmental regualtions to promotoe and enviro free form litigation
· But beyond what is required by the law is the question of org ethics and the ethical behaviour engaged by managers. 
Ethics: A set of standards of conduct and moral judgments that help determine right and wrong behaviors, cultural guidelines org or societal that help decide between proper or iproper conduct. Ethics like all legal aspects of HR are important in all aspects of the employment relationship.
· Ethics is like the legal aspect of HR. 
· Ethical dilemmas will always occur in the supervision of employees, how they are treated.
· The perception of ethical behavior of the employees from an org leadership is the most important driver of employee trust and loyalty
· Critical interest to employees is the consistent and credible communication of information about the orgs ethical standards and its values, the org mission and its wokplace policies. 
· Many org have their own code of ethics that governs relations with employees and the public
· HR are in charge of communicating the org’s values and standards,  monitoring compliance with code of ethic and enforcing standards cross org
· Orgs have ethics committees and ethics ombudspeople to provide training in ethics to employees
· [bookmark: _GoBack]The goal of ethics training is to avoid unethical behavior, scandals, gain strategic advantage, treat employees in a fair and equitable manner.

Chapter 14 
Chapter 14: The dynamics of Labour Relations

Government Regulation of Labour Relations
There are specific laws/acts for different sectors, industries, workers. 

The industrial Relations Disputes and Investigation act and the labour relations code
1. Allows workers to join unions to be certified bargaining agents. 
1. Both unions and management need to negotiate in good faith, creating a two street conciliation
1. Canada Industrial relations board (CIRB): independent board to establish, monitor and encourage a more harmonious industrial relation within org. + Deals with disputes and facilitates solutions
1. Duties of the labour relations:
3. Promoting, fostering, maintaining a stable, productive and positive labour relations climate within the workplace
3. Administering the statutory procedures for the acquisition transfer, and termination of bargaining rights
3. Earing complaints related to unfair labour practices
3. Supervising strikes and lockout votes
3. Determining whether bargaining was done in good faith
3. [image: ]Remedying violations of labour legislation

The Labour Relations Process
4 events of labour relation process
1. Workers desire collective representation
1. The union begins its organization campaign, and if successful, is certified and recognized
1. Collective negotiation lead to a contract
1. The contract is administered
NB: Laws and administrative rulings influence each event by granting special privileges to, or imposing defined constraints on, workers, managers, and union officials.

Figure 14.1: The Labour Relations Process

Why Employees unionize
Employees unionize as a result of economic need + dissatisfaction with managerial practices in hopes to have a voice in the setting of working conditions and to fulfill social and status needs.
Union shop: Provision of the collective agreement that requires employees to join the union as a condition of their employment

Economic needs
1. Dissatisfaction with wages, benefits, and working conditions
1. Join union if it likely to be effective
1. They have high expectations regarding issues of collective bargaining. They think it’s going to work

Dissatisfaction with Management
1. Unfairness and bias when it comes to promotion, transfer, shift assignment, policies etc.
1. Favoritism shown by managers
1. Org emphasize employee empowerment to avoid collective action

Social and Leadership Concerns
1. Satisfy the need of recognition and social affiliation
1. Employees who create a union have similar desires, interests, problems, and gripes
1. They enjoy the companionship of others and benefit in the prestige and value that org may provide

Organizing Campaigns
Most org campaigns are initiated by employees. Here are the organizing steps:
1. Employee/union contact
1. Initial organizational meeting
1. Formation of an in-house organizing committee
1. Application to a labour relations board
1. Issuance of a certificate by a labour relations board
1. Election of a bargaining committee and contract negotiations

Step 1
1. Employees and union make contact to discuss possibility of unionization. 
1. Advantages
1. Information on needs, problems, grievances, financial health, supervisor styles, policies and practices.
1. Build case against employer and for the union

Step 2
1. Get the supporters
1. Use information from step 1 to address employee needs
1. 2 goals:
2. Identify employees who can help the organizer direct the campaign 
2. Establish communication between employees

Step 3
1. Form a committee with ppl who are willing to provide leadership to the campaign
1. Goal is to interest other employees in joining
1. Authorization card: A statement signed by an employee authorizing a union to act as his or her representative for the purposes of collective bargaining. Used as the first step in the union certification process
1. Card check method: Gets certification if the union submits to the labour board authorization cards on the behalf of a majority of workers (55%+)
1. Mandatory ballot: Obtain authorization cards on behalf of a certain number of workers then the labour board orders a vote of employees. Bref, those who do not cast ballots are not assumed to be voting against the certification of the union

Step 4
1. After receiving the authorization cards, it will file an application for certification
1. The employer does not get to see the cards
1. Labour board then applies the model mentioned above or dismisses the application

Step 5
1. Declares whether or not the union has been successful in its application for certification

Step 6
1. Once it is certified, the bargaining committee is put in place to start negotiating a collective agreement
1. Usually a national representative works with the bargaining committee

Employer tactics
1. Employers must not interfere with the process
1. They are prohibited from dismissing, disciplining, or threatening employees for forming a union
1. They cannot change wages, working conditions, vacations during the process
1. They must bargain in good faith
1. They cannot participate in the formation, selection, or support of unions representing employees

1. It decreases the probability of success

Union Tactics
1. Unions can’t interfere with the formation of an organization nor intimidate employees to become/remain a union
1. Bargaining unit: Group of 2 or more employees who share common employment interests and conditions and may reasonability be grouped together for purposes of collective bargaining
1. Unfair labour practices (ULPs): Specific employer and union illegal practices that deny employees their rights and benefits under federal and provincial labour law (Look at Highlight in HRM 14.3)
2. Unfair labour practices by employers
0. Helping to establish or administer a union
0. Failing to recognize or bargain with the certified union
0. Hiring professional strike breakers
2. Unfair labour practices by unions
1. Contributing financial or other support
1. Not representing fairly, the employees in the bargaining unit
1. Calling or authorizing an unlawful strike
1. Threatening or intimidating workers to influence their support for the union

How Employees Become Unionized
This varies. The most common is to present documentation to the appropriate labour relations board for certification. The LRB must certify union before it can act as a bargaining unit. It is possible for a union to obtain the right to represent workers through voluntary recognition – a process in which the employer agrees to recognize the union as the representative of the employees. All employers, except those in QC, recognize and accept a union. This rarely happens, except in the construction industry.

Contract Negotiation
Once the bargaining unit has been certified, the employer and union are legally obligated to bargain in good faith over the Terms and Conditions for a collective agreement. This applies for a minimum of 1 year and max of 3. 



Decertification
This can happen if the majority of employees do not want to be represented by the union or they want to be in another union, or if the union has failed to bargain. If the collective agreement has been reached with the employer, this application can be made only at specific times

Impact of Unionization on Managers
1. Wages and benefits are higher in union org
1. Significant effect on the rights exercised by management in making decisions
1. Restricts the freedom of management

Challenges to Management Decisions
1. Management rights: Decisions over which management claims exclusive rights
1. The unions try to have greater participation in management decisions that affect their members (ex: productivity standards, job content…) 
1. Unions may challenge the management rights at the bargaining table, through grievance procedure, and through strikes

Loss of Supervisory Authority
1. For managers and supervisors, the focal point of the union’s impact is at the operating level, where the terms of the collective agreement are implemented on a daily basis.
1. When disciplining employees, supervisors must be certain they can demonstrate just cause bc these actions can be challenged by the union
1. If the challenged is upheld, the supervisor’s effectiveness in coping with the disciplinary problems may be impaired.

Structures, Functions, and Leadership of Labour Unions
Craft unions: Unions that represent skilled craft workers (ex: carpenters, masons)
Industrial unions: Unions that represent all workers – skilled, semiskilled unskilled – employed along industry lines.
Employee associations: Labour org that represent various groups of professional and white-collar employees in labour management relations
When describing labour org, most reserachers divide them into three levels:
1. Central labour congresses
1. International and national unions
1. Local unions belonging to a parent national and international union

The Canadian Labour Congress
1. CLC is a central federation of unions
1. It is considered the most influential labour federation in CAN
1. It is a service org representing over 90 international and national unions
1. Influence legislation and promote programs that are of interest to labour
1. It does this by lobbying, resolving jurisdictional disputes, maintaining ethical standards, providing education and training to its members, conducting research, and representing CAN interests in the international labour movement

International and National Unions
1. Affiliates with American unions
1. In CAN: 40 international unions and 186 national unions
1. Both inions are made up of local unions
1. The objectives is to provide strike support, help with negotiating and grievance procedures
1. They ensure that employers pay similar wages to their unionized workers
1. In CAN, most of the decision-making authority in national unions is vested in the local unions or at the bargaining-unit level.

Local Unions
Local unions: Any employees can form their own union, with no affiliation to the national or international union. However, some local unions are members of the national or international unions or CLC’ which makes financial resources and advice available to them

Local unions make their own decisions but turn to the national union for collective bargaining help, research, and assistance with grievances. Many national unions provide training for local unions. 

Role of Union (Shop) Steward
1. Union (Shop) Steward: Employee who as a nonpaid union official represents the interests of members in their relations with management.
1. Stewards are elected by union members
1. They work a shit ton investigating and handling members’ problems
1. They can be viewed as a person in the middle

Role of the Business Agent
1. Business agent: Normally a paid labour official responsible for negotiating and administering the collective agreement and working to resolve union members’ problems
1. They are the role of counsellor in helping union members in their work and non work life
1. They are expected to satisfactorily resolve grievance 
1. They administer the daily affairs of the local union

Labour Relations in the Public Sector
1. Public sector collective bargaining is quite similar to bargaining in the private sector.
1. We explore the difference in these 2 contexts:
1. Political nature of the labour management relationship
1. Public sector strikes

Political Nature of the Labour-Management Relationship
1. Private sector:
0. Economic foundation
0. Their employers must stay in business to sell their goods and services = no bankrupt
0. Strike = test of the employer’s economic staying power
0. Authority flows downward from the board and directors
1. Public sector:
1. Foundation is political
1. MUST stay in business
1. Authority flows upwards from the public to their representatives

Strikes in the Public Sector
1. Strikes by public (government) employees cause problems
1. Ex: Firefighters are essential to the well-being of the public
1. Legislation is in place allowing strikes as long as they do not endanger the public’s health and safety
1. BUT this reduces their power during collective bargaining
1. Compulsory binding arbitration: Binding method of resolving collective bargaining deadlocks by a neutral third party
4. Police officers, firefighters
1. Final offer arbitration: Method of resolving collective bargaining deadlocks whereby the arbitrator has no power to compromise but must select one or another of the final offers submitted by the two parties
1. The govern. can also use back-to-work legislation

The Bargaining Process
This entails long hours of extensive preparation combined with diplomatic manoeuvring and the development of bargaining strategies.
Collective bargaining process: Process of negotiating a collective agreement, including the use of economic pressures by both parties (Figure 14.3)
[image: ]
Preparing for Negotiations
1. Assembling data
1. Collective bargaining is to be conducted on an orderly, factual, and positive basis

Gathering Bargaining Data
1. Data about wages and benefits or grievances, disciplinary actions, transfers, promos, overtime etc.
1. Taking wages out of competition: Refers to having similar contract provisions - particularly concerning wages and benefits between different companies

Bargaining Teams
1. 4-6 representatives at the negotiating table
1. Chief negotiator is usually the VP or the manager for labour relations
1. Could have representative from accounting, finance, operations, HR
1. To start conflict > Attack the other side = Attitudinal structuring is done to change the attitudes of the parties toward each other, often with the objective of persuading one side to accept the other side’s demands

Developing Bargaining Strategies and Tactics
Bargaining strategy must address these points:
1. Likely union proposals and management responses to them
1. A listing of management demands, limits of concessions, and anticipated union responses
1. Development of a database to support management bargaining proposals and to counteract union demands
1. A contingency operating plan should employees strike

Negotiating the Collective Agreement
1. [image: ]Typically, each side focuses on one issue or several related issues until agreement is reached
1. Bargaining zone: Area within which the union and the employer are willing to concede when bargaining
1. If a party refuses to modify its demands or if the opposing party refuses to extend its limit, a bargaining deadlock results.

1. Employer is obligated to negotiate in good faith
0. Good faith = meetings to be held at reasonable times and places to discuss employment conditions
0. Proposals submitted by each party be realistic
1. Both sides must sign the written document containing the agreement reached through negotiations.

Interest-Based Bargaining
1. Adversarial bargaining: Define positions, through deferral, persuasion, trade or power. Then the parties find the resolution of individual bargaining demands
1. One or both parties may be unsatisfied with it
1. To overcome these negative feelings, labour and management practitioners may use a non adversarial approach to negotiating
1. Interest-based bargaining (IBB): Problem solving bargaining based on a win-win philosophy and the development of a positive long-term relationship
3. Creative effective solutions to improve the bargaining relationship
1. Bargaining strategies: Discover mutual bargaining interests with the intent of formulating options and solutions for mutual gain
1. Rather than using proposals and counter proposals as a means of reaching agreement (as with adversarial negotiations), participants use brainstorming, consensus decision making, active listening, process checking, and matrix building to facilitate the settlement issues

Management and Union Power in Collective Bargaining
Bargaining power: The power of labour and management to achieve their goals through economic, social, or political influence

Union Bargaining Power
1. Striking, Picketing, Boycotting the employer’s products or services.
1. Strike: Refusal of a group of employees to perform their jobs
1. CAN has the 2nd highest rates of days lost to strikes in the world
1. Allowed to hire new employees to replace the strikers. However, some employers face restrictions to their right to hire replacement workers
1. In org with high levels of technology and automation, most services are being maintained by the supervisors
1. The greater the ability of the employer to continue operating, the less the union’s chances of gaining its demands through a strike.
1. Boycott: Refusal to patronize the employer

Management Bargaining Power
1. When negotiations become deadlocked > employer’s bargaining power is that they are able to continue operations in the face of a strike or to shut down operations entirely
1. Using managers and supervisors to staff employee jobs
1. Employer may elect to lock out its employees
1. Lockout: Employer denies employees the opportunity to work by closing its operations
1. Lockouts may be used by employers to combat union slowdowns, damage to their property or violence within the org that may occur in connection with a labour dispute.

Resolving Bargaining Deadlocks
1. Lots of Unions and employers in all types of industries have used mediation and arbitration to help resolve their bargaining deadlocks
1. Mediation: Voluntary process that relies on the communication and persuasive skills of a mediator to help the parties resolve their differences
1. In CAN, conciliation is compulsory before strike or lockout
1. The conciliator attempts to reach a workable agreement
1. For mediation to work:
4. Voluntary process
4. Non coercive atmosphere
4. Mediator assists with the negotiation
4. Informal process
4. Confidentiality
1. Interest arbitrator: Third party neutral who resolves a labour dispute by issuing a final decision in the disagreement
1. Determines what the settlement should be
1. They write a final contract that both parties MUST accept
1. It is mostly used in public sector, where strikes are often prohibited. (used for bargaining deadlocks)

The Collective agreement
After negotiations, the collective agreement becomes a formal binding document (terms, conditions, rules)

The Issue of Management Rights
1. Management is able to exercise exclusive control
1. Management rights clause: Managements authority is supreme in all matters except those it has expressly conceded in the collective agreement, or in those areas where its authority is restricted by law
1. Management rights:
2. Determine which products to produce
2. Location of production
2. Service facilities
2. Select production equipment and procedures
1. The company possesses all of the rights, powers, privileges, and authority 

Union Security Agreements
1. Unions must represent all bargaining-unit members equally
1. Unions officials will want to seek some form of compulsory membership as a condition of employment
1. Standard union sectary provision > Dues checkoff: Employer’s responsibility of withholding union dues from the paycheques of union members who agree to such a deduction.
1. Different types of shop agreements
3. Union shop: employee who is not a member must join the union within 30 days or be terminated
3. Agency shop: Voluntary membership. However, must pay union dues

Administration of the Collective Agreement

Negotiated Grievance Procedures
1. Grievance procedure: Formal procedure that provides for the union to represent members and nonmembers in processing a grievance. (represent interests of its members)
0. It is the heart of the bargaining agreement or the safety valve that gives flexibility
1. Grievance process is initiated by the union once it feels like management has violated the collective agreement
1. The grievance procedures is unique to each collective bargaining relationships, but usually required under Canadian Labour relations statutes
1. Example: How the grievance is to be initiated > # and timing of steps that are to compose the procedure > Identify the representative of each side > Use third party if needed

Rights Arbitration
1. Rights Arbitration: Arbitration over interpretation of the meaning of contract terms or employee work grievances. This third party determines how the grievance should be settled.

The Decision to Arbitrate
1. Each party must weigh the costs involved against the importance of the case
1. A union could take a weak case in order to prove to its members that the union is willing to exhaust every remedy in looking out for their interests
1. Unions must provide assistance to members whoa re pursuing grievances bc members can suit against their unions for failing to process their grievances adequately
1. Management may allow a weak case to go arbitration to show that union officers that management cannot be pushed around
1. Stubbornness and mutual antagonism may force many grievances into arbitration bc neither party is willing to make concessions even if they know they are in the wrong.

The Arbitration Process
1. Kinda looks like a court hearing
0. 1. Swearing-in of witnesses
0. 2. Parties make opening statements
0. 3. Presentation of facts and evidence
0. 4. Each Side making summary statements
1. It is the responsibility of the arbitrator to ensure that each sides receives a fair hearing 
1. Arb can ask questions and request for more facts
1. Arb considers all the evidence and renders an award
1. Cost of arb are shared by both parties

The Arbitration Award
Arbitration award: Final and binding award issued by an arbitrator in a labour-management dispute. Written document given to both sides.
5 parts to the arb award:
1. The submission to arbitrate
1. The facts of the case
1. The positions of the parties
1. The opinion of the arbitrator 
1. Decision rendered

The decision can provide guidance concerning the interpretation of the collective agreement and the resolution of future disputes arising from its administration



Chapter 15 – International Human Resources Management
· Intro 
· Brands can be American but labour is probably from Bangladesh, Vietnam etc. 
· International HRM differes than domestic HRM by 
· Places greater emphasis on relocation, orientation and translation services to help employees adapt
· Enviro factors affect work of manaers in golabl settings
· PEST analysis (political, economic, sociocultural, technological) helps asses opportunities and threats presented to HRM in a global settings
Analysing your international environement
· Because political, economic, social and technological conditions are constantly changing, how ppl are managed in those changing environments will change as well.
· PEST analysis helps determine strat and HR response. 
· PEST analysis can help HR managers by :
· Spot business personal opportunities and give you advanced warning of threats 
· Spot trends in the business environment so you can proactively adapt to these changes
· Avoid implementing HR practices in a particular country where they may fail
· Break free of old habits and assumptions about how people should be managed to help bring out innovative ideas. 
· Step in PEST analysis
· Decide on appropriate enviro factors to consider and assess
· Asses how these factors affect companies international operations
· Dev appropriate HR practices in the appropriate locations and for the appropriate employees based on enviro factors and how the company forms its international operations
[image: ]
· Political factors
· They are assessed by examining a country’s labour laws, property rights and patents.
· In some countries, property rights are poorly protected by governments.
· Companies have less incentive to locate factories or invest in countries experiencing troubles
· Another issue is intellectual property rights
· Economic factors
· Consist of trends and trade cycles, specific industry changes, customer preferences and country economic growth forecasts.
· WTO created to encourage free trade across the world
· Countries keep negociating free trade agreements to increase economic activity and power
· Since joining the WTO, china’s economy has expanded and its politiqcal relations have changes. Multinationals are expanding into the country.
· Sociocultural factors
· Consists of communication, religion, values and ideologies, education and social structure
· Important for when and how to do business decisions
· Managers must accommodate different ideologiqes, religions, comm styles, education systems, social structures of the host country – the country in which and international busisness operates.  Ex. Some countries night shifts are taboo, bonuses are expected on wedding anniversaries etc. so HR practices need to be adapted
· In some countries bribes are expected
· Technological factors
· Related to a countries sociocultural norms
· A countries technological stance influences opps and threats that foreign companies face
· Technological factors refer to the maturity of manufacturing equipment, information systems, tech platforms, research funding and consumer access to tech
· Tech advances decreases the # of manufacturing jobs compared to service based jobs.
· Even in dev countries, labour saving tech is becoming cheaper and more accessible
· Tech increases has have pushed for more service based jobs. Info systems and tech platforms have made these services tradable across countries
· Integrated technology platforms represent common operating systems such as Microsoft windows 8 that can be used across multiple computers connected through internet so work becomes less specific to particular companies and countries
· Internet has created marketplaces for specific services. Ex. You can find individuals online that can build your website, this PEST factors affects how companies manage their HR
Analyzing your international operations
· 4 basic types of orgs that differ in the degee to which their international activities are separated to respond to the local regions and integrated to achieve global efficiencies
[image: ]
· The international corporation : is essentially a domestic firm that builds on its existing capabilities to penetrate overseas markets. Ex. P&G used this to access Europe, they adapted existing products for overseas markets without changing much else of their normal operations
· Multidomestic corporations (MDC) is a more complex form that usually has fully autonomous units operating in multiple countries. These companies give a great deal of latitude to addess local issues such as consumer preferences, political pressures and economic trends. These subsidiaries are run as independent companies without much integrations
· A global corporation can be viewed as a multinational firm that maintains control of its operations worldwide from the country it is headquartered. Treats the world as a unified whole and combines heir activities in each country to maximise their efficiencies on a global scale. 
· Transactional corporations attempsts to achieve the local responsiveness of a multidomestic corp while also achieving the efficiencies of a global firm. To balance the global/local dilemma, a transactional corp uses a network a network structure that coordinates specialized facilities positioned around the world. By using this flexible structure, a transactional corp provides autonomy to its operations in foreign countries but brings these separate activities together in an integrated whole. Often represents and ideal rather than a reality.
· This companies originating and operating in various countries places increased pressure on HRM functions. International HRM is seen more and more an as important competitive advantage for international advantage. 
Managing your international operations
· When a company goes global, HR managers are responsible for ensuring tht operations are staffed with the right ppl.
· 3 main ways a company can staff an international operation
· Send ppl from its home country, these are referred as expatriates, or home country nationals
· Can hire host contry nationals, natives of the host country to do the managing
· Third country nationals, natives other than the home or host countries. Often multilingual and less costly to relocate because they often live nearby
· Most countries use all 3 forms. Tax incentives, tarrifs and quotas are often implemented by the host country to encourage local hiring. 
· Stages of international expansion
· Early stages 
· Orgs send home country natioanls to establish activities and work with gouvernments, often very costly. Expats get good perks. Some org find it more cost effective to hire young single management trainees. 
· Later expats are less used compared to host country nationals
· Orgs also send expats for shorter project based assingemnts to shift more quickly to host country nationals. This has 3 main advantages :
· Hiring local is less costly, they also know culture, politics, more able to gain support of local staff
· Gives good jobs to local citizens since some governments require foreign firms to hire locally
· Most customers rather do business with companies they perceive to be local versus foreign
· Companies only continue to use expats if a specific set of skills is needed or when host country nationals need development
Recruiting internationally
· Telecommunications have made recruiting easier
· For multinationals its important to have management represent their global customer base (add diversity)
· PepsiCO has 4 core criteria that are viewed as essential in worldwide recruiting efforts
· Personal integrity
· A drive for results
· Respect for others
· Capavility
· Some orgs make sure employees take diversity and sexual harrassement courses and develop strong ethics program to make sure all decisions are made with integrity
· Regulatory enviro outside of Canada differs a lot. Procedures for recruiting, screening, working conditions, pay and incentives, retirement provisions are different in different countries
· Countries also have regulations on number of foreinger who can be employed and most countries have work permit or visa restrictions
· Work permit or visa : is a document issued by a government granting authority to a foreigner to seek employment in that gouvernments country. 
· HR managers need to ensure that work permits and visas are applied for early in the relocaatio process.
· For recruiting at the executive level, companies can use exec recruiting firms
· HR also needs to advertise their firms and employment brand to recruit in countries that are not familiar with the company. 
· The best way to find workers in these less well developed countries is through referrals and radio announcements because many people lack reading and writing skills. Other firms use international recruiting firms
· Guest workers are foreign workers invited to perform needed labour, these types of visas are often used in conjunction with recruiting workers for entry level positions in hotels and restaurants during peak travel seasons. 
· Hiring non nationals can result in lower direct labour costs but the indirect costs of housing, language training, health services, recruitment, transport etc can be substantial, the expenses can be worthwhile for industries that have talent shortages like nursing
· Aprenticeships are a major source of trained labour in Europe, direct youth in covational training
Staffing transnational teams
· Are composed of members of multiple nationalities working virtually on projects that span multiple countries. Usually done virtually
· Helps the fact that many products developed in developed countries will have a limited market in less developed countires
· Some orgs send temp employees abroad for a few month for a temp assignment to break down cultural barriers
· Biggest task in forming a trnsnational team is assembling the right ppl who can work effectively toether
· Most companies try to build variety into their teams in order to maximise responsiveness to the special needs of diffent countries. Only members will unique skill that adds avalue will be added to the team
· Cross-cultural training can benefit transnational teams b helping them overcome language an cultural barriers
Selecting employees internationally
· HR international managers should get to know the local market and customs in hiring of the new country
· To understand the local market the firm can
· First, get to know the universities, technical schools and primary schools. Schools provide networks and insight into the types of hires the firm would want to select
· Second, HR managers should develop networks in the business and gouv communities to develop trust. Hr managers will need to get involved in the community to build a local rep which increase knowledge of potential new hires.
· Last, intenational HR managers must understand the employees of the firm competitors. Lets them know what they should look for in employees and builds new pool of applicants to recruit in the future. 
Selecting global managers
· Orgs often select managers from one country and moves them to another id they cant find the appropriate talent in the local country of if the manager needs to have company specific knowledge. But little attention is paid to how this manager will be able to complete the task in the new enviro that he got moved to. The decisions are based on company specific expertise and not country/culture specific expertise. 
Expats
· Demand for expats is growing. A top strategy is to deploy more staff on international assingments.
· Selecting someone for an international assignment depends on : extent of contact the employee will have with locals and the gouvernement and degree to which foreign enviro differs from home enviro. The differences between the political, legal, socioeconomic and cultural systems of the host country and of the home country should also be assessed
· A global manager (manager equipped to run an international business) should have these 6 skill categories :
· Ability to seize the strat opps
· Ability to manage highly decentralized orgs
· Awareness of global issues
· Sensitivity to diversity issues
· Compentence in interpersonal relations
· Community building skills
· Expats should be assessed for  their tolerance of cultural differences
· If a loval has the technical competence to do the job he should be considered before the domestic candidate get sent abroad
· Most org get advantages from staffing international operations with host country nationals
· Selecting home country antionals and third country antionals requires more factors to be considered
· Third country nationals have the advantage of familiarity with the physical and cultural enviro (comm, religion, values, ideologies, education, social structures) and language of the host country.
· There are core skills (skills considered critical to an employee’s success abroad) and augmented skills (that help facilitate the extapts of expat managers
· Both are not that diff than the skills needed to succeed domestically
· Core skills : experience, decision making, resourcefulness, adaptability, cultural sensitivity, team building and maturity
· Augmented skills : technical skills, negociation skills, strategic thinking, delegation skills, change management. 
· Theres advantages of assigning expats dpending on their ethnicity but it must be carefully considered because an Indian might not actually do well in india if he never visited the country and doesn’t know the culture. 
· Women used to be overlooked for expats jobs in male dominated countries but now they rep 20% of expat and sometimes gets special treatment that their male collegues don’t get. 
· Steps for selecting individuals for international assingemnts :
· Self-selection : employees should begin to process in advance by thining about their career goals and how interested they are in working abroad. Helps orgs not force employees in international stuff that they are not fit for.
· Create a candidate pool. After self selection, candidate can build a database  of candidates for international ssingments, infoin this database can include availability, languages, country preferences and skills. 
· Asses candidates core skills. From the short list, managers can assess each candidate in terms of his or her technical and managerial readiness for the needs of the assignment
· Assess candidates augmented skills and attributes. Expats are selected on their technical compentence ad professional and international experience but orgs are also paying now more and more attention to candidates ability to adapt to different enviro, emotional maturity, ampathy for culture, language, comm skills, resourcefulness, initiative, exposure to different cultures, diplomatic skills
· Major causes of assignment failures 
· Poor cultural fit, lack of expat support from headquarters, spouse inability to adjust
· Family adjustments, lifestyle issues, work adjutments, bad selection, poor performance, other opps arise, business reasons, repatriation issues
· Ways to improve success of expats assignments
· Exats who share a common vision with the company are willing to undergo difficulties for the org
· Expats need to take the time to understand the culture and markt
· Expats need to have supportive family and spouse
· In some, expats adjustment factors are : family alignment, company alignment and country alignment
Training and development
· Training is crucial to success for expats and foreign employees
· Biggest mistake is to assume that people are the same everywhere
· Helps develop talent for overseas assignemnts but also helps attract the employees they need from host countries, in les developed countries employees are eager to get training to improve their work skills
· Host country nationals also provide a lot of business specific and cultural know hoe to expats. Learning is a 2 way street for companies doing business abroad
· Content of training programs
· Those working internationally need to know as much as possible about
· The country they are going to
· That country’s culture
· History, values and dynamics of their own org
· What one needs to study for an international assignment
· Culture, geography, social and political history, climate, food, sensitivity training to overcome prejudice
· Social an business etiquette, history an folklore, current affairs, cultural values and priorities, sources of pride of culture, religion and role of religion in daily life, political structure, practical matters like currency, transport, language. 
· Theres 5 essential elements of training and dev programs to prep worker for international assignment
· Language training
· Cultural training
· Assessing and tracking career dev
· Managing personal and family life
· Repatriation
· Language training
· Diff languages is amonst the biggest problems
· Some orgs do their own language training. Useful for multinationals
· English is the most universally accepted language in international business
· Workers that want to work abroad should start learning other languages early
· Learning languages is only part of communicating in another culture, even with an interpreter, much is missed
· Cultural training
· Ecrosscultural differences represent one of the most intangible aspects of international business but it can improve satisfaction and success of expats and their employers
· People attitudes and behavious are influenced by the culture of the society they have been educated. Brazilians sees us as rigid and methodological but japaneses sees us as relaxed.  Each culture has its expectations for the roles of managers and employees 
· Expats need to recognie that changes cannot be made abruptly  without considering resistance and possibly antagonism from local nationals
· Nations tend to cluster along certain cultural dimensions such as work goals, values, needs and attitudes towards work. 
· Studying cultural differences helps managers identify and understand work attitudes and motivation in other culture, ex. Compared to americains, Japanese have more loyalty to their org. some countries make layoffs based on merit instea of seniority etc.
· One important dimension of leadership (international or domestic) is the degree to which managers invite employee participation in decision making. Americains are in the middle, south American and European are more autocratic and Japanese are more democratic. 
· Assessing and tracking career development 
· International assignments provide dev and career advantages
· Increases a person responsibilities and influence within the corp
· Provides set of experiences uniquely beneficial to the ind and the firm
· Enhances employees understanding of global marketplace
· Increases creative problem-solving skills and receptivity to new ideas
· North americain companies have become a melting pot of CEOs, foreign born CEOs are making fortune 500 top slots. Useful if growth of the firms markets lies abroad
· To maximise career benefits of a managerial assignment, a candidate should ask 2 key questions before accepting a foreign post :
· Does the org senior management view the firms international business as a critical part of their operation? (more rewarding)
· Within top management, how many exec have foreign service assignment in their background and do they feel its important for one to have overseas experience? Successful foreign assignments often lead to other successful ones.
· Managing personal and family life
· Employees failure in foreign assignments can be due to personal and family stress.
· Culture shock is a disorientation that causes perpetual stress, its experienced by people who settle overseas for extended extended periods. 
· Stress is caused by : being unable to comm, read street sings etc.
· More employers are assisting 2 carrer couples in finding suitable employment. Some employers offer spouses career planning, help securing work permits abroad.
· Repatriation
· It’s the process of helping employees make the transition back home
· Can be more difficult than adjusting to foreign assignment
· Employees often complain about the vague  repatriation program, their new roles in the org and their career progression.
· Responsibilities when employees come home are usually diminished 
· Sometimes they don’t even have a position when they come home
· Even when employees are well repatriated, their companies often do not fully utilize their knowledge, understanding and skills developed abroad. 
· Employees often leave the companies 1 or 2 years after coming home (50%)
· Companies with good repatriation processes, employees are given guidance about how much the expat live may have changed them and their families, social event with ex expats and new expats coming home, org keep in touch with expats when they are abroad, org find a way to use expats new knowledge and skills when they come home and showcase these skills in debriefing sessions
· Repatriation checklist
· Before they go :
· Make sure there is a clear need for the international assignment
· Make sure selection procedures are valid
· Provide language and cultural training
· Offer career counselling for spouse
· Establish career planning systems that reward international assignemnts and lea to promotion and knowledge sharing
· While they are away
· Establish a dev plan that focuses on the goal 
· Tie performance objectives to the achievement of the goal
· Identify mentors who can support the person from home
· Keep comm open so expats are aware of job opening and opps
· Arrange for frequent visits back home so they don’t loose touch with friends and relatives
· When they come back home
· Throw a welcome party and arrange meeting with other expats
· Offer counselling to ease transition
· Arrange conferences and presentations to make certain ksaos acquired abroad are identified
· Set up expat database to help other employees go aborad later
· Get feedback on repatriation process
Compensation
· Complex area of international HRM is compensation because of difference of norms
· Some cultures value money more than nonfinancial incentives and vice versa. 
· The rule is to match the reward with the values of the cultue. Ec. Canada pay plans focuse of individual performance but in japan is focuses on internal equity and personal needs.
· Exec should create pay plans that supports overall strategic intent of the org but provides enough flexibility to customize particular policies to meet the needs of particular employees in specific locations
· We’ll see problem of compensating expats later
· Compensation of host country employees
· In industrialized countries, pay in generally by hour and in developing countries, pay is usually by the day
· In some countries seniority pays a big role in pay rates, some countries have mandatory profit sharing policies.
· Host country employees are ususally pai based on productivity, time spent on the job or a combination of these factors
· Employee benefits can range dramatically from country to country too
· Largest cost for most companies is labour so it plays a prime role in international hr decision making. Some think that firms are overcapitalizing on worldwide compensation differences (nike)
· Good corporate citizenship helps bottom line even if is costs. Ex. Nike has employees monitoring corruption and underage labour and they helps train managers and it stramelines work processes = cost savings
· Compensation of host country managers
· Before compensation was based on local salary levels, today companies are offering global compensation system : it’s a pay system that offers their host countries employees a full range of training programs, benefits and pay comparable to those of their domestic employees back home but adjusted for local differences.
· Companies are split evenly as to whether they have central (global) compensation systems or decentralized local system. 
· Companies with with centralized systems report having higher effectiveness and satisfaction levels with their compensation systems
· Benefits of global compensation systems are realized more and more as people are becoming more and more mobile. Org in India and china are finding that they must offer compensation packages to their employees for the states.
· Compensation of expatriate managers
· Expat compensation plan must be competitive, cost-effective, motivating, fair, easy to understand, consistent with international financial management, relatively easy to administer and simple to communicate. 
· To be effective, an international compensation program must :
· Provide incentive to leave Canada, 
· Allow for maintaining a north americain standard of living
· Provide for security in countries that are politically unstable
· Include provisions for good health care
· Reimbourse the foreign tax the employees have to pay and help help with tax filling
· Provide for the education of the employee’s children abroad
· Allow for maintaining relationships with friends and family and business associaes
· Facilitate expats re-entry home
· Be in writing
· Short assignment are paid per day
· Long term assignments  can be compensated in two ways home based and host based
· Home-based pay : pay based on an expatriate home country’s compensation practices. Its based on the Balance sheet approach: a compensation system designed to match the purchasing power in a person’s home country. 
· The balance sheet approach generally comprises the following steps :
· Calculate base pay from home
· Figure cost of living adjustments (COLA). Add it
· Add incentive premiums. To compensate for separation
· Add assistance programs to cover costs for moving etc.
· Split pay plans are now more popular. Under this pay system, expats are given a portion of their pay in the local currency to cover day to day expenses the rest of their pay is distributed in their home currency to safequard their earnings in case of massive inflation or changes in foreign exchange rates. 
· Host-based pay : (less costly) its compensation that is equivalent to that earned by employees in the country where the expat is assigned. 
· This process is called localisation : when an employee is localized, his or her compensation is set on par with local standards and practices
· Decision to locate depends whether or not the employee will remain abroad or return home.
· Localization should not be viewed as a cost savings plan
· Disadvantages of not localizing : it can build resentment from other workers in expat is in low cost countries, it can affect success of assignment.
· Another serious issue related to expat compensation is medical care, org must provide expats with a global health plan for expats like cigna. Org can also transfer the employees to a global employment companie that will provide these types of benefits
· Another issue is that orgs should sometimes provide security to expats like rivers etc.
· Orgs can also purchase travel related insurance
· HR managers are usually responsible for evaluating and implementing these different programs.
· Lastly, what competitors are paying their expats should factor in the compensation mix.
· Performance Appraisal
· Often difficult for home office toe valuate the performance of employees abroad
· Canadian individual performance evaluation can not be suitable for work in Asian team working culture
· Who should appraise performance
· Expats report to their host country managers and their home office back home, both superiors can have different expectations about what constitutes good performance 
· So, the multirater 360 degree apparaisal is used in global firms
· But before implementing a different appraisal process HR managers need to understand how the process is likely to be perceived in the host country
· Home vs. host country evaluations
· Domestic managers can often not understand an expat experiences nor accurately measure their contribution to the org
· Geo distance creates comm issues for expats and home country managers
· Local managers with daily contct are better posisioned to see performance
· But host country evaluation can be problematic
· Local cultures can influence a person perception of how well an ind is performing (cultural biases)
· Local managers don’t have a global perspective on the entire org to know hoe well an ind is truly contributing to the firm as a whole
· HR experts agree that performance evaluations should balance the 2 sources of info
· Is theres much concern about cultural biase, a expat of same nationality can do the appraisal
· Performance criteria
· HR managers need to calculate ROI of foreign assingments because its so costly
· Goals and responsibilities are amongst the important criteria to eval expat performance
· The criteria are tied to the reasons the expat was sent (ex. To transfer skills or improve managerial talent
· Initiatives that would Improve the ROI of expats
· Better candidate selection, career-planning skills, comm objectives, assignment prep, monitor program, cross cultural training
· Best best way to reduce costs of expats is to make the trip shorter, 
· 5 steps in calculating roi of an assignment
· Defining assignment objectives
· Agreeing on quantifiable measurements 
· Dev equation that converts qualitative behaviour into quantifiable measurements
· Evaluating the expats performance against these measurements
· Calculating roi
· Companies can also look at how well the cost of the assignment was managed taking into account tax efficiencies and whether the right mix of expats, third country nationals and locals were used to minimize costs
· Danger with ROI calculations
· Obvious factors like productivity, profits and market share are used but other are forgotten like leadership dev, cultivating relationships with citizens of host country
· Technical and personal factors affect success, some cultures are harder to adapt too. Salary should reflect hardship of the rate of difficulty associated to adapting to certain cultures
· Providing feedbacks
· Performance feedback in international setting is a 2 way street
· Host and home superiors can tell an expat how he is doing but expats should express feedback on the support they are receiving, obstacles and suggestions
· Expats are in the best position to evaluate their own performance
· Expats should have defriefing interview immediately as they get home. There repatriation interviews serve to :
· Help expats re-establish old ties and help set career paths
· To address technical issues related to assignment
· Address general issues like how relationships between the home and host country should be handled
· Document insights an individual has about the foreign region. This will be incorporate in fture training or expats
Analyzing the international labour environment
· A country labour enviro plays a large role in hr decisions
· Wages, benefits, safety and regulations vary. Even labour unions in diff countries vary
· Union strength depends on level of employee participation, per capita labour income, mobility between management and labour, homogeneity of labour ( racial religious, social class) and unemployment levels.
· In some sountries, unions are in alliances with political parties so when employers deal with unions, they actually deal with gouv too
· Power of unions to gain high wages and enforce labour rules has been blamed for hurting competitiveness. 
Collective bargaining in other countries
· In other countries, collective bargaining can take place at the firm, local or national levels
· In some countries like the states, gouv intervenes in all aspects of collective bargaining
· In developing countries, gouv have reps at collective bargaining to ensure underskilled managers don’t get ripped off
· In developed countries, vcolelctive bargaining can include workweek lengths, safety requirements, etc..
International labour org
· The most active : international trade union confederation (ITUC), HQ in brussels. Reps 175M trade union members in 155 countries
· Mission : promote worker rights and interests though international cooperation between trade unions, campaigning and advocacy with gouvs and global institutions
· Most active in Europe : European trade union confederation
· Another active and influencial org is the International labor org (ILO), agency on UN
· Big impact on worker rights, promotes rights to eradicate child labour and eliminate discrimination
· New mission : decent work agenda = promotes idea that there is an ethical dimension of work like decent homes, pay, food, education right to organize, social programs. Pertains to workers world wide including the self employed
· Some orgs oppose the decent pay initiative believing it promotes uniozation
· A new initiative of the ILO is to support fairness in economies that are globalizing
· Labour participation in management
· In many countries provision for employee representation are established by law, employers can be required by law to provide for employee rep on safety commitees for example
· Worker councils provide a comm channel between employers and workers
· Worker counsils are usually concerned with grievances, problems of individual employees, internal regulations and matters affecting employee welfare
· Higher for of worker participation in management is found in germany where rep of labour on board of directors is required by law its called codetermination.
· Company shareholders and employees are required to be  represented In equal numbers on the supervisory vorad of the org. power is left with shareholders and they enerally ensure the chairmanship
· These diff in diff countries makes managing HR in an international context more difficult
· HR systems should not choose 1 approach that will meet all the demands of international business
· Instead orgs facing global comp must balance multiple approaches across national borders

image5.png
Management

andits )
representatives. Daily HR
activities
carried
Objectives and outby
goals affect
o » i @
Workers desiro Uniont boglm
Collctve organzng. " rogolstions mmel  Conractis
representation process = ared

result | contract.

in
ommws and
goals affect
Labour and its.
representatives

) ) t )

LAWS AND REGULATIONS




image6.png
Prepare for Negotiations
* Gather data
* Form bargaining teams

Formalize Agreement
* Clarify contract language
* Ratify agreement

4

Develop Strategies

* Develop management proposals
and limits of concession

* Consider opponents’ goals 2

* Make strike plans

Gonduct Negotiations

* Bargain in good faith

* Analyze proposals

* Resolve proposals.

* Stay within bargaining zone





image7.png
Bargaining
history between
parties

I Laws and
.f.?.‘.’,';?.'c“e‘i administrative
rulings
o
5 )
2
2] 3
o 5
2 3
z
Other
negotiated
outcomes

Public
opinion




image8.png
Economic

o Orgar l.n.m-u

form and HR Poliical

— ' Systom
‘Socio-
cultural

formatior
systems

Intellectual

property

Production
technology





image9.png
gure 152 Types of Organizations

oLosa TRANSNATIONAL
reree———
£ manet;operaons are loca esponsiveness
£ Convoledcantrany fomthe | GompleKGatnton
Corporate otce mecharieme provde global
ngration

GLOBAL
EFFICIENGY

INTERNATIONAL

Usos oxisting capabiltios to
expand into foreign markets.

Low

Low High
LOCAL RESPONSIVENESS




image1.png
Figure 9.2 Factors Affecting the Pay Mix

INTERNAL
FACTORS

Compensation

strategy of
organization
Worth of job PAY
Employee’s relative MIX
worth

Employer’s ability
to pay





image2.png
Organization Violation of Investigation

i Definition of oo

discipiine > 2ion o gy organizational > of employee
o discipline

offence

Disciplinary. Progressive
vrenion (P> discipline P> oueprocess P sustcause P Discharge




image3.png




image4.png
| | Department |_a | Top.
By l Sl '. head ldepaﬂmem ‘n\anagemem





