PERSONNEL MANAGEMENT (527)

FIRST ASSIGNMENT


	Q.1
Personnel policies should be formulated in the light of over all business policy of a firm.  Elaborate with examples.


Ans.

“Our strength comes from our people and from combining the best of our international, as well as Pakistani origins”


Mission statement of 



Lever Brother Pakistan Limited

Business Policies which are based on:

•
determining what business the organization will be in;

•
setting goals and objectives;

•
determining how goals and objectives will be attained; and

•
determining what jobs need to be done and by whom.


Personnel policies  which refer to dealing with and utilization the human resource.  Who is hired and fired is handled in a much more constrained manner.  Ingenuity is required to use the limited skills available in some areas and to achieve efficient human resource utilization.  So all personnel policies of an organization ultimately must be tied to the overall company’s business policies.


For example if a company has set as one of its business policies to double its total production over the next five years, such action will require that individuals be available to handle the job in the new venture.


Human Resource Management is a relatively recent phenomenon in Pakistan.  Here too, the lead has been provided to the industrial sector by the multi-national subsidiaries operating in the country.  The latest philosophy of human resource development no longer envisions employees as insignificant cogs in the machinery of the organization.  Instead they are viewed as indispensable family members of the organization.  Lever Brothers are the pioneers to some extent of attitude changes in Pakistan.  Their personnel policies are formulated in light of the over all business policies of the organization.  Lever was one of the first companies in the private sector that introduced the concept of decent pensions, decent retirement benefits, basic health-care facilities, as well as apprenticeship schemes and training programmes for new managers.  A major factor in the success of Lever is its highly motivated workforce - from top management executives to the workers at the factories.


The enlightened employers and multinationals establish personnel departments in their organizations.  They are endowed with responsibility for things such as

•
formulating personnel policies;

•
recruitment and induction;

•
keeping personnel records;

•
salary administration;

•
salary surveys;

•
administrating performance appraisal;

•
job evaluations;

•
employee benefit schemes;

•
training and development;

•
discipline and grievance handling; 

•
employee relations etc.


All these tasks are important in the emerging organizational culture and must be kept by the Management when business policies are formulated and those which failed to perform them properly are not considered as healthy organizations.  Those organizations which have over time managed their personnel affairs and systems successfully and effectively have undergone another transformation, which is brought about by changing business conditions and growing competition.  This is also the transition from personnel management to human resource management.
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	Q.2
Define the following terms with appropriate examples:




Ans.
Job design

Designing the contents and structure of a job is called job design. When designing a job, the manager should consider not only the physical requirements of the job, such as skills needed, materials and parts handled, efficiency requirements etc., but also how the employees can be motivated through better job design. For example, the job may involve some sort of social interaction.


Job analysis

Job Analysis is a process for identifying necessary skills, knowledge and abilities for the purpose of employee training and career development.  Job Analysis is also done so that employees can be paid according to degree of skill, knowledge and specific behaviour which they bring to the job.


Job evaluation


This means using the information in job analysis to systematically determine the value of each job in relation to all jobs within the organization.  Job Evaluation has four basic approaches i.e. (a) the ranking method; (b) the classification method; (c) the  factor comparison method; and (d) the point method.


Job Enlargement

Job enlargement is characterized by “horizontal job loading” which means adding more tasks of different nature to a job. Job enlargement is done to create variety in a job, to minimize monotony and boredom in a routine or repetitive job.


Job Enrichment

Job enrichment is characterized by “vertical job loading” which means adding duties and responsibilities to a job which provide variety in skill, more autonomy, and feedback on performance. The purpose of enriching a job is to make it more challenging, and more attractive to the employees.


Job Rotation

Job Rotation is achieved by moving employees working on routine and repetitive jobs from one position to another and so on. The purpose of job rotation is to minimize boredom and monotony among employees. Another purpose of job rotation is to achieve better internal control and minimize the chances of fraud, by rotating the employees who are responsible for the custody of cash and other liquid assets.


Worker traits


This means to characteristics of workers.  Worker traits vary from job to job but in general a worker must be punctual, honest and have good behaviour on the job.  In particular a worker should have skills relevant to his/her work.
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	Q.3  
Suppose that you are the newly appointed Human Resources Manager of a manufacturing concern and the audit of Human Resources Planning has revealed many flaws in planning and corrective action is directly needed.  Write a report to the Chief Executive Officer of the organization identifying the causes of defective Human Resources Planning and your further plans in this regard.




Ans.
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Letter of transmittal

	
	
	

	
	ABC MANUFACTURING COMPANY
Islamabad, December 31, 1998

REPORT ON CAUSES OF DEFECTIVE HUMAN RESOURCES PLANNING AND PLANS TO OVERCOME THESE DEFICIENCIES
Here is a Report on the subject in response to the audit of Human Resources Planning and on possible further steps to be taken.

Executive Board will be able to see the position on a firmwide basis.  Course of actions have also been proposed which would direct the Board to take measures to improve Human Resources Planning.

The Assistance of Human Resource Department has been invaluable in preparing this Report.  Their cooperation is greatly appreciated.  Should have any questions concerning this Report, I will be happy to discuss them with you.

( Ejaz Alam Khan )


	

	
	
	


	
	
	

	
	1.
INTRODUCTION

The Audit of Human Resources Planning has revealed many flaws in planning.  In this report some plans have been recommended to overcome these flaws.

2.
REPORT

In broad terms, the company’s goals are influenced by many internal and external forces. The internal forces which affect the company’s plans and goals are non-availability of financial, material and other resources. External forces which influence a company’s plans include the state of technology available, government legislation, social and cultural trends, values etc. 

•
Existing human resource inventory

In light of the observations of the audit party, it is recommended that a skills inventory of the company, or a human resource inventory should be taken.  This will be done through collection and analysis of the existing state of human resource in terms of manpower, qualification, and capabilities. Usually, a skills inventory is prepared only for the managers, and technical and professional staff, because of the high cost involved in taking a complete skills inventory. The skills inventory contains such information as personal particulars, educational qualification, employment history, performance record, and career goals, for the selected personnel. This analysis of the skills inventory will show the company’s existing human resource strength, which is very useful in planning for the future.


	

	
	
	


	
	
	

	
	•
Forecast of human resource to meet the future needs

Next, we have to forecast the human resource needs for future. Whether the existing human resource strength would be sufficient, or we would require more skills in a particular area. This may be done by conducting a SWOT analysis of the organization. The strengths and weaknesses identified by the SWOT analysis are used as a basis for forecasting the demand for human resource.

•
Implementation plans

The next factor to consider is how the human resource plan in future would be implemented. In this phase we have to decide what recruitment methods would be used, how performance would be appraised, how employees would be compensated and motivated, what would be the policies for promotion, transfer, layoff etc., what career development paths would be provided, how people would be trained. All these factors are important and must be designed carefully, so as to motivate people to achieve organizational goals.

•
Audit and adjustment systems
The final factor to consider is to develop a regular system for audit and adjustment. An audit and adjustment system is designed to review the progress of implementation of human resource plan. If any deviations from the plan are timely identified, it will be thrifty to take necessary corrective measures.


	

	
	
	


	
	
	

	
	As a strategy to over come the weaknesses, “opportunity for improvement” is the key concept employed to motivate the employees.  With greater stress laid on the need of transparency in all procedures, the concept of accountability is introduced in which all employees are answerable to other members of the staff for their decisions and actions.  This will encourage feedback from all levels of the organization. 

•
CONCLUSION

In light of the above, it is recommended that:

»
It should ensure the company has the optimum quantity and quality of human resources, who can compete effectively with best of professionals outside in all areas of the business.

»
It should ensure there is opportunity for training and development of all employees to improve their skills, knowledge and overall abilities in order to enhance both their personal growth and their contribution to business objectives.

»
It should ensure optimum utilization of the skills, knowledge, aptitude and ability of all employees.

»
It should motivate all employees to seek highest levels of performance and promotability within each individual’s capacity.

»
It should identify the aspirations of the employee and facilitate the fulfilment of these aspirations through career development.
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	Q.4
If you are a Human Resources Manager of a manufacturing concern and are asked to recommend suitable selection test for selection of carpenters, sales representatives and reception clerks, which tests would you recommend?  Give reasons.




Ans.
Tests are used as a means of determining the fitness of applicants for the jobs to which they aspire.  These tests are used for the purpose of measuring:

•
so called general intelligence or mental alertness;

•
aptitude or basic talents along particular lines, and

•
ability or proficiency in given trades or skills.

While there has been some criticism of the value of these tests, they are generally useful employment techniques.

In may opinion, it will be suitable for selection of carpenters, sales representatives and reception clerks to take Work Sampling Test because this test is rapidly knowing all over the word and give better results as compared to others.  Previously employment test is based on written tests but these do not demonstrate the necessary talents by actually doing the tasks of the candidates.

Work Sampling
Work Sampling is a selection device which requires the job applicant to actually perform a small segment of the job.  For example when some want to take test of a Receptionist, the test of the candidate will based on his/her that how he/she receive the clients/guests.  So therefore, carefully devising work samples based on job analysis data, the knowledge, skills and abilities needed for each job will give better results in this test.  This test has more advantages over written test because content is essentially identical to job content, better predictor of short-term performance and minimize discrimination.
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	Q.5
Accurate performance appraisal results in improved recruitment, training, career planning and accountability.  Elaborate.  Also explain the methods of minimizing bias in appraisals.




Ans.
Performance Appraisal

Performance appraisal may be defined as a continuous and systematic evaluation of persons working in an organization with regard to their efficiency and contribution to the organization, and their potential for further development. 


In an organization, the management has to make many decisions relating to the right job to the right person, increases in pay, postings/ transfers, promotions/ demotions, development of training programs, accountability, etc. The effectiveness of these decisions is important to the productivity and efficiency of the organization, as well as to the personal development of employees. These decisions can be made in a haphazard manner, but they will not be effective until they are based on some concrete information about employees’ capabilities, performance and potential. The chances of capable employees being overlooked for training, pay raises, promotions, and new assignments will also be minimized if the decisions are made on the basis of such concrete information.  Therefore, to collect such information, an organization needs to develop a comprehensive and systematic program for performance evaluation


The situations where results of performance evaluation may be applied are numerous. Some of these are discussed below:


Determining Employee Performance Against Job Requirement

Performance evaluation is essential for maintaining a satisfactory level of performance by the employees at their present positions. This is done by comparing the results of performance evaluation with the job requirements for that position, as laid down in the job description. If performance of an employee is found to be below a minimum acceptable level for the job, it will come to the knowledge of management well in time. The management can then identify reasons for poor performance and take corrective measures.


Employees’ Career Development

The results of performance appraisal can be used to identify deficiencies, weaknesses in the employees, which call for development of appropriate training programs to be arranged to strengthen the identified weaknesses. Similarly, employees who have more potential than their present jobs, may be provided further training and their job responsibilities may be further broadened. In some cases, the employee may be asked to self study to enhance his skills. All these activities constitute employee development and growth.


Employee Assessment/accountability

The process of performance evaluation helps the supervisors and managers better understand their subordinates. When a supervisor or manager evaluates performance of his or her subordinates, he or she has to comment on many aspects of the employee performance including his personal traits and performance on the job. This cannot be done objectively unless the supervisor or manager has a thorough understanding of persons working under him or her. Thus performance evaluation improves understanding and communication between the employees and their supervisor.


Basis for Job Changes

The results of performance evaluation can be effectively used as a basis for making job changes of the employees. Job changes, such as promotions, demotions, transfers, layoffs, and discharges, should be based on the results of performance evaluation if the are to be effective, and aimed towards achieving organizational goals, and motivating the employees. Such job changes should be based on the long term results of performance evaluation, which are made by a number of raters over a period of time and recorded in writing in the personal folder of each employee.


Alterations in Salary and Wages

Changes in the salaries and wages of the employees are usually based on the performance of the employees. For example, the amount of annual increment is based upon the performance results. Similarly, commissions given to the sales persons are related to their performance, or the results achieved by them in terms of sales. Such monetary incentives greatly motivate the employees to higher performance.


BASIC CONSIDERATIONS IN PERFORMANCE APPRAISAL/MINIMIZING BIAS

The appraisal of performance is usually done by them immediate boss (supervisor or manager) of each employee. The logic behind this practice is that the person entrusted with the responsibility of getting the work done through subordinates has a better knowledge of the work and of the employees working under his or her supervision. The appraising done by a supervisor or manager is then reviewed and commented by the next senior person in the organizational hierarchy. This is meant to obtain a second opinion about the ratings assigned by the appraiser, so that if there is any bias against the employee being rated, it will be removed at this stage. 


The measurement of potential of an employee for growth and further development is a rather difficult task, and demands greater understanding of the employee and knowledge of the job, by the appraiser, because it involves the need to discover hidden talents of the employee and match them against new responsibilities. It may very well be possible that an employee who is performing perfectly well on his present job, may be unfit for new responsibilities, or, an employee who is not doing good at his present position may be more suitable for new responsibilities.


Sometimes, managers develop a personal liking or disliking for certain employees. This might affect how the manager rates the employees in their job performance. For example, a person may have a very good job performance, but due to some personal differences with the manager he may get lower score than the other employees.
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	Q.6
If you are the Human Resources Manager of a commercial bank, how would you plan the career paths of newly hired bank officers.  Assume that the bank is opening new branches all over the country.




Ans.
Career path which is the base of the sequence of position that an employee has held over his or her.  As the Bank is opening new branches all over the country and in need to plan career paths for its newly hired bank affairs, it must be in mind for achievement of career goals that a long term career focus will increase the organization’s effectiveness in managing its Human Resources.  Managers must be assured that they will have competent and motivated people to fill the organization’s future need so they should have concerned with matching the career needs of employees with the requirements of the organization.  


The most appropriate planning strategy for career paths of a bank would be, in my opinion, a combination of the following four methods:


•
By geographical regions

Usually a commercial and development bank, such as the one is going to open its branch offices in different cities, so it is appropriate to divide the work among different regions and have a regional manager responsible for the branches situated in a given geographical region.


•
By functions


Since a bank performs different types of functions, such as handling cash, maintaining ledger accounts, customer profiles, marketing and promotional activities, electronic data processing, and so on, therefore the activities may be grouped by function, with a manager responsible for each department.


•
by the services offered

The services offered by a bank usually include industrial credits, cash deposit schemes, credit cards, etc. If the bank is a large one, it would be appropriate to further subdivide the activities by services offered.  Responsibilities of each sub-division may be assigned to an officer.


•
 by customers

Companies with large customer bases, or with a variety of customers from different strata of the society should focus on the needs of each type of customer by departmenting their activities by customers.  Responsibilities of each sub-division/department may be assigned to an officer.
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	Q.7
Explain how one can choose suitable training methods for different situations, e.g. that level of trainees, the type of organization, business policy etc.  Furthermore, how the effectiveness of training programmes could be evaluated.




Ans.
One can choose suitable training plan for the company in different situation after analyzing the company’s training needs. The following methods are used in analyzing and determining the training needs of the company:

•
Getting opinions from employees and managers


Different methods such as questionnaires, and interviews may be used to collect views and opinions from the employees and managers regarding problem areas in the company, and proposed training needs. These opinions should, then, be consolidated, summarized, and used as basis of level of trainees for consideration of a training method.


•
Anticipating future growth and expansion

The company’s future plans must also be considered before choosing a training method. For example, if a company which is in distribution business plans to introduce newer technology, or plans expansion in its product line or target market, the proposed plan for training must take these factors into consideration. The management of the company might decide to use computers, or electronic word processors for typing/word processing, instead of the conventional typewriters. So the company’s training plan will include training all the stenotypists and stenographers on the newer equipment. Similarly, if any change is being implemented, the employees’ attitude towards the change can be effectively molded through the training.


•
Identify organizational and productivity problems


Organizational problems include such problems as employees’ productivity and their attitudes towards work. These can be analyzed by considering violations of rules of conduct, employee turnover, absenteeism, delays in meeting schedules, employee grievances, labor-management relations.  Productivity problems would involve discovering causes for low productivity, high costs etc. If a company is in distribution business, it should identify any bottlenecks in receiving goods from the suppliers, their handling, inventory management, and their distribution to the retailers. 


•
SWOT analysis


A SWOT (Strengths, Weaknesses, Threats, Opportunities) analysis is often performed to analyze the company’s internal strengths and weaknesses, as well as threats from and opportunities available in the external environment. The weaknesses and threats identified in a SWOT analysis, may be used as areas of focus in the proposed training programs. Similarly, the training program should be targeted at availing the opportunities available in the environment, and at maintaining the company’s strengths.


•
Performance appraisal

The next step in analyzing the company’s training needs is appraising performance of the employees. There are different methods of performance appraisal, and therefore it is essential to the right method for a given job. For example, MBO (Management By Objectives) method may be used to appraise performance of managers, and those jobs where mutual goal-setting can be done. For most other jobs, measuring performance against a set of standards is useful, because it gives, in concrete terms, any deficiencies etc. By appraising performance, we can determine the deficiencies and short-comings in specific jobs and also identify specific areas which need improvement. Thus performance appraisal is an important tool in determining the organization’s training needs as well as analyzing the effectiveness of training programmes.

•
Matching training needs with the employees to be 
trained

The first step in developing a comprehensive training plan is to identify the employees who need to be trained, their levels in organizational hierarchy, and their job requirements. The training needs of the organization, identified earlier, are matched against persons.


•
Choosing the training method


There are different methods of imparting the training, such as on-the-job training, vestibule training, and classroom methods. Choosing the right method for each situation is important, as different methods differ in cost, and effectiveness under different situations. The most economical and effective method for most situations is on-the-job training. However, some situations require more formal classroom methods.


•
Determining time and duration of training

The next step is to determine when the training should begin and what should be the duration of each training program.


•
Deciding on training coordinators/instructors


Whether the training will be delivered by outside experts, or can it be delivered in-house in a more economical way. If outside experts are required, appropriate arrangements with training firms will have to be made.


•
Implementing the training program


Finally, the training plans need to be implemented, and progress monitored. After completion of the training various methods, such as getting comments from the trainees, may be used to assess the effectiveness of the training.
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