Personnel Management (527)

Second Assignment


Q.1
Due to increased global competition in 1990’s many companies have been forced to downsize their work force.  This scenario has changed nature of relationship between unions and management.  Elaborate.

Ans.
The changes in the traditional roles played by the trade unions and employers are taking place mostly due to external reasons.  The economic recession in the country and global competition are forcing the companies to curtail their fixed costs drastically.


This has led to downsizing of permanent manpower and contracting out of all those services and jobs in which the risk of compromise on quality of their products is minimal.  The economic slump may be a temporary phase but the competition from industrially advanced countries or countries having some other advantage, will accelerate leaving our industries to continue fighting for survival.


The flatter organizational structure will be manned by employees possessing high professional and technical skills and computer literacy.


Scheme of Golden Hand-shake :


The Golden Hand-shake, scheme of downsizing in work force is initiated to magnify overstaffing, and offered to employees with different packages in lieu of their separation from service.  Most of public sector corporations which offer Golden Handshake are on the verge of financial collapse because of operational inefficiencies and heavy over staffing.


Planning of Management

The pressure of globalization has been felt in all types of organizations.  Every organization is responding to this new phenomenon by readjusting its human resource and thereby to seek to achieve improved growth and prosperity for its success.  Due to change in the past scenario, nature of relationship between management and workers union has also emerged in a new shape.  In the following lines planning and assumptions on the side of management are given:-

ﬁ
Before initiating and pursuing any one package/scheme of downsizing, organizations first fully plan their course of action and take action either pro-active or reactive downsizing as per requirements of the situations.  

ﬁ
A mechanism is also developed for dealing with employees, that are surplus to the core-business such as surveillance policies and packages for surplus employees.

ﬁ
As a gesture of good will, organizations also throw in additional benefits in the shape of relaxation or advantages.

ﬁ
Management first emphasizes on Workers Union to allow the issues and disputes to be discussed across the table rather then fighting them out before the third party.  This happens in the collective bargaining through technique “par excellence” of resolving frequently divergent and conflicting interests of the employers and the employees.  A number of mechanism also developed to facilitate the resolution of any disputes.

Assumptions of Workers’ Union
The conduct and behaviour of employers and unions is greatly influenced by their respective rights and obligations under the law, prevailing customs and practices, court judgements and government policy on industrial relations.  In the process of downsizing, union’s assumptions are as under:

ﬁ
The unions comprising such employees desire that bargaining process remains short and productive.  This environment is not provided any room for confrontation and the unions get maximum benefits.

ﬁ
By and large trade unions is considered as pressure groups and so are the business organizations.  Both the groups are engaged in a struggle for balance of power, one by striving to get maximum benefits and the other to achieve maximum objectives.

ﬁ
The unions also believes that their rights will not usurped and the workers will get due compensation for their contribution.

ﬁ
Often in the workers side, it is assumed that they are being forced to accept Golden Hand-shake and they are also being hunted and will lose their jobs in the case of acceptance of Golden Hand-shake.

ﬁ
Threats with the management that they will not provide the full agreed dues or otherwise they will late the payment is also recoiled.

Although the changes and assumptions as discussed above are inevitable but it will not happen naturally or automatically.  Behind this scenario there is employers and the unions whose decisions take effects.

Q.2
The current trend of compensation policy is to curtail compensation costs and link incentives to performance.  Explain.

Ans.
The dwindling economies of the third world countries are forcing the companies to curtail their fixed costs drastically in order to survive against the global competition.  They are contracting out all those services and jobs in which the risk of compromise on quality of their products is minimal.  In this process they at times expose themselves to the hazards of prosecution for violation of the statutory requirements.  There appears to be no choice for the companies but to adopt this system if they have to remain in business.


Compensation Policy

Compensation is a powerful tool that can give a company a distinct competitive edge when it is aligned to an effective business strategy.  Compensation strategies support the delivery of short and long term business objectives by encouraging desired behaviours of the organization.


Given below are some ever changing trends in compensation which are likely to force companies to adopt a more proactive approach in this area:

•
Flatter organization structures with greater differentiation/overlap in salary bands.

•
Less hierarchical structure with less differentiation in visible perquisites.

•
Responsibility/accountability given earlier in career with implications for reward and risk taking.

•
Bonuses and incentives linked to performance.

•
Cleaner salary structures with less perquisites.


Pay for performance - New era

The new era have the strategy of “pay for performance”  The past approach of a fixed compensation structure with pay and bonus is being drastically changed.  In the new set up salary structure is linked to performance with variable pay assuming a larger segment of the total compensation.  Salary increases and variable pay is strongly based on performance.


In some foreign countries the mode of paying overtime has been significantly changed.  In most cases overtime is the most misused element of salary which tends to inflate the staff cost without any gain to the employer.  It is generally considered as a source of supplementary income for employees.  The tendency amongst the employees is to extend stay at their place of work in order to get overtime, without any real requirement for work.  Since human nature and psyche of people in the world is not much different, similar trends prevailed in those countries which have changed the traditional method of overtime payment.


Instead of making unlimited payment of overtime to employees, now in the present trend of compensation they purchase overtime hours through bargaining and fixed them on daily or weekly basis according to the job needs.  If the employees finish their assigned task early, they do not have to spend the whole of their stipulated overtime hours at workplace.  If they have not finished the task within those fixed hours then they have to work late for which no additional pay is given.  Consequently the employees do not waste their time and also exert pressure on their colleagues to finish work without any waste of time.

Q.3
Currently most of the companies are emphasizing more of Medicare instead of Medicaid, in order to curtail the cost of health care.  Explain the current trends in health care management.

Ans.
There are two basic trends which are used in States; i.e., Medicare - a social security-administered federal plan for paying certain hospital and medical expenses for those who qualify, primarily those age 65 and over;


Medicaid - a federal funded benefits program, administered by individual states, that pay some medical expenses for those who meet income and other eligibility requirements.


In this era of minimizing cost and maximizing profit, every type of organizations adopting policies aligned to an effective business strategy and support the delivery of short and long term business objectives by encouraging desired behaviours of the organizations.


In comparison of these schemes, in Medicare employer of any organization that is registered under the Social Security Act is required to contribute in lesser amount.  Due to this curtailment in cost the employers prefer to adopt this system.  But this approach also offers alternative health care coverage option.  This approach under the coverage of Health Maintenance Act of 1973 with the help of Health Maintenance Organizations seeks efficiencies by keeping health care cost down; with means of achieving the goal of providing good medical facilities with curtailment in the cost of health.


Current trends in health care management

In health care management the following facilities are provided:

•
Under the Social Security Act, organization are bound, if employed for a minimum of forty quarters, or ten years of work, to provide certain medical benefits to its employees in a nondiscriminatory manner.  

•
Social Security Welfare and Employees Old Age Benefits are programmes of Provincial Governments which provides retirement, disability, and survivor benefits to labours.  These financed by contributions made by the government, employers and also upto some extent the employees.

•
Social Security Welfare Hospital/Dispensaries are also providing medical facilities to worker/labours and administration of these Hospital/Dispensaries are responsibility of the Social Security Organization with the financial contribution of both governments and employers.  This is very actively involved organization and most popular means for providing medical facilities to labour/workers in Pakistan.

•
Most of the established organizations in Pakistan have developed their own Medical Centers for providing health services (In-door and Out-door) of  their employees.  Many companies are looking for other options that will assist them in containing the rising health-care cost they incur.  To this end some companies have begun reviewing the concept of Medicaid, and in many of these instances, using the assistance of a third party and provide only Medicare to in collaboration with employees.

•
Companies are also providing Insurance coverage to their employees/labours.  On job Insurance is compulsory for all organizations in Pakistan.  Most of multi-nationals and established companies are also providing their employees the facility of life insurance. The cost of this coverage is paid by the employers and employee in collaboration with Insurance companies of private sector.

Q.4
Explain the requirements of an effective incentive system to enhance the motivation of work force.  Which incentives, in your view, are more practicable in this era of cost competitiveness.

Ans.
Incentives and Era of cost competitiveness

It is no secret that we are passing through very precarious situation in these days.  At this stage more work is needed to get out this situation.  Government, organizations, agencies are planning different strategies which are in process or being used.  In business most of us have seen or experienced of that events when management has brought the company at gaining an edge over competitors through creative strategic planning of motivation of employees.  In the era of cost competitiveness, in my opinion, job satisfaction is basic function to motivate the employee.


Motivation

To meet the challenges, the leaders use motivation.  Motivation is the force that moves employees and managers to initiate, direct, and sustain behaviour and action.  A number of suggestions can be made regarding how to motivate employees.  Among them are:  addressing individual differences, properly placing employees, setting achievable goals, individualizing rewards, and rewarding performance.  Leaders must understand the forces that drive employees actions, how employees action, how employees channel their actions toward goal, and how high-performing behaviour can be sustained.  These elements are all part of the process of motivation. 


Leaders also design reward systems to encourage employees to achieve short-term and long term goals. Motivators are the set of factors that influence satisfaction.  Motivators appeal to higher-level needs and include work content, achievement, recognition, responsibility, advancement and personal growth. 


Motivation through challenge

To achieve excel and getting ahead it is essential that there is a challenge.  Most successful companies emphasize challenge and competition that the individual under takes with himself.  The challenge may be to attain the goals of higher level of productivity, better quality control, more detail planning capabilities, etc.  And when a manager integrates challenge with discipline, the job becomes more exciting, destroying boredom, dissatisfaction or complaints and bringing greater success to him and to his organization.  To avoid failure, the managers must fully prepare himself.  Adequate preparation requires complete awareness and ability to perform the skills required in the business.


Job Enrichment

With the use of "job enrichment" the work organization is changed to have more independently functioning units and the work role is altered to provide the employee with more varied tasks to make the work more challenging.


The vertical expansion of jobs by increasing the responsibilities associated with a given position.  These arrangements are designed to provide self-managed work teams that give employees more power to make decisions about how their jobs will be done.  The traditional assembly line is eliminated and replaced by assembly work teams.  By being a member of a small work team, the individual becomes closely involved in a bigger work effort and yet is closer to the end result of the work.


Rewards - Flexible benefits

The incentive system can be developed in a manner to provide some rewards to individuals with pay and bonus and linked to performance with variable pay assuming a larger segment of the total compensation.  Salary increases and variable pay is strongly based on performance.  In some foreign countries the mode of paying overtime generally considered as a source of supplementary income for employees.  


The days of having something added to make organizational life sweeter may be ending.  But a benefits package to be considered must have two issues (i) what benefits must b offered by law, and (ii) what benefits should be offered to make the organization attractive to applicants and current workers.

Q. 5
Suppose you are Human Resources Manager of a courier company which is facing a tough competition in the market and pressure of meeting the time schedules that is a major challenge.  Which measures would you adopt to minimize job stress due to mounting tension in the company?

Ans.
Job stress is a dynamic condition in which an individual is confronted with an opportunity, constraint, or demand related to what he or she desires and for which the outcome is perceived to be both uncertain and important.


Causes of stress depend on a number of factors called stressors.  These factors that create stressors can be grouped into two major categories - personal factors and organizational factors.  Both of these categories directly affect the person, and ultimately, the job.  Almost anything can cause stress for an individual.  We all have our levels of resistance, but once the stressors become too great, we exhibit some different behaviour.  The main fact to remember about stress from personal factors is that the good can cause as much stress as the bad.


In addition, job stress also causes a narrowing of attention to central cues or factors in the environment.  Therefore, an increase in job stress causes an individual to concentrate on fewer and fewer factors while performing a job.  The effect of this on performance clearly depends on the nature of the job, especially whether effective accomplishment requires dealing with many factors or just a few: i.e., whether the job is essentially simple or complex.  It follows from this discussion that, to determine how job stress affects performance, it is necessary to consider both the level of job stress and the characteristics of the task to be performed.  At low levels of job stress little activity is directed towards accomplishment, and job performance thus tends to be low.  At higher levels of job stress performance depends upon the number of cues an individual must consider.  Before an appropriate response requires him of her to consider a wider range of cues, high stress will lead to low performance, since it will permit concentration on only a small number of factors, and important aspects of the task will be neglected.  If on the other hand, an appropriate response requires an individual to concentrate on only a small number of cues, higher levels of job stress will eliminate distraction (concentration on irrelevant factors) and enhance performance.


Tough competition in the market and pressure of meeting the time schedule involve organizational factors as well as personal.  To minimize job stress many of programmes are designed to do two things:  increase productivity and make the job more pleasant for the worker.  In this regard some are given as under:

•
Employee Assistance Programmes: - Specific programmes designed to help employees with personal problems.  This programme can also be used to solve problem is job stress.

•
Wellness programees:-  These are organizational programmes designed to keep employees healthy.  These programmes are varied and may focus on such things as stress management, physical fitness, nutrition education, etc.

To make the job more pleasant for the worker most of successful companies emphasize challenge and competition that the individual under takes with himself.  The challenge may be to attain the goals of higher level of productivity, better quality control, more detail planning capabilities, etc.  And when a manager integrates challenge with discipline, the job becomes more exciting, destroying boredom, dissatisfaction or complaints and bringing greater success to him and to his organization. Employees often work best when challenging, but achievable goals are mutually set.  These hard and specific goals provide the direction employees may need.  Continuous feed back on how well employees are performing helps to reinforce their effort

Q. 6
What is the difference between pro-active and reactive downsizing?  Which measures a personnel manager can take to protect workers from sudden lay off?  Explain.

Ans.
Pro-active Downsizing

“Downsizing” which is an activity in an organization aimed at creating greater efficiency by eliminating certain jobs, is not good for every one whether it is your job that is deemed “unnecessary” or your mate down the hallway who is laid off, downsizing affects everyone in the workplace.   But by thinking through the situation and considering some suitable planning, Human Resource Manager can increase chances of surviving as downsizing by creating an atmosphere which will acceptable for both employers and employees.  This is called “Pro-active Downsizing”.


Reactive Downsizing


This refers to downsizing with out regard to the employees dimension of the process.  Such as without taking into planning that what about the employees leaving.  What dignity were they afforded in being separated from the company and without information before time about the change on the spot told them they has been eliminated and escorted out of the building.


In other words without proper planning and creating an atmosphere of acceptance between employers and employees take action of downsizing.


How to survive downsizing:


“Downsizing” is a word that brings with it much trepidation for those who must cope with either being laid off or losing a job.  Feeling helpless.  Fearing “who is next?”  Watching as trust among co-worker disintegrates and a “me-first” attitude permeates the atmosphere.


By thinking through the situation and considering some of the following suggestions, any Human Resource Manager can increase chances of surviving as downsizing affects everyone in the office:


Before taking steps towards downsizing employers should consider alternate solutions to downsizing.  Ideas such as:

•
Layoffs

•
Leave of absences

•
Loaning

•
Job Sharing 

•
Reduced work weeks

•
Early retirement

•
Attrition.


If considered necessary downsizing, employers first have an Employee Assistance Programme (EAP) to help employees with issues of stress and career transition.


Keep employees well-informed and involve them in the decision-making process of “downsizing” as much as possible.


Keep all the changes in perspective and people well informed.


Train all the managers about the stress of organizational change.


Make sure that the EAP will still available to staff and their families for at least three months after they leave.


On the day of announcement of downsizing, have counsellors on-site for those who need them.


Don’t forget about the people that remain following downsizing.  They may require counselling and special training.

Allow employees time to “grieve” for those being laid off and be receptive to those who may need referral to EAP.


Help laid-off workers deal with practical realities of losing their job.  Offer “outplacement” services to all staff - not just while collar managers.


Keep “managing” those employees who are staying.  Laying off or firing workers can increase stress and decrease morale.  It can create a multitude of negative psychological and behavioural consequences for those left behind.  Managers can help lessen the impact by providing services for employees to discuss and understand these very normal feelings.

Q. 7
Define the following terms:


i)
Collective bargaining

Collective bargaining is a technique “par excellence” of resolving frequently divergent and conflicting interests of the employers and the employees.  It means negotiations between union(s) on the one hand and the employer or group of employers on the other, for the purposes of regulations of terms and conditions of employment and for the improvement of wage levels.  The process of collective bargaining culminates on reaching an “agreement” which is a written statement of revised service conditions and is legally enforceable.  It tends to remove any ambiguities which might have cropped up over the period of last agreement and redefines the relationships.


ii)
Point ranking method


Job evaluation methods:

•
Ranking Method refers to rating employees from highest to lowest.  This requires a committee, typically composed of both management and employee representatives, to arrange jobs in a simple rank order, from highest to lowest.  No attempt is made to break down the jobs by specific weighted criteria.

•
Point method refers to breaking down jobs based on identifiable criteria and the degree to which these criteria exists on the job.  Jobs may change over time, but the rating scales established under this method stay intact.  Additionally, the methodology underlying the approach contributes to a minimum of rating error.


iii)
Factor comparison method


A method of job analysis in which job factors are compared to determine the worth of the job.  This is a sophisticated and quantitative ranking method.  The evaluators select key jobs in the organization as standards.  Those jobs chosen should be well known, with established pay rates in the community, and they should consist of a representative cross-section of all jobs that are being evaluated.  Typically fifteen to fifty key jobs are selected by the committee.


iv)
Quality of work life


Quality of work life is a programme which produces lower absenteeism, reduces turnover costs, and increases employee commitment, but on the critical issue of productivity, the evidence is inconclusive, or poorly measured.  Quality of work life depends on increasing responsibility, increase the employee’s freedom and independence, organize tasks so as to allow individuals to do a complete activity, and provide feedback to allow individuals to correct their own performance.


v)
Standard data


This refers to setting a standard based on valid data for measuring an employee’s performance prescribed from the performance evaluation document.  This objective data often support the legitimacy of employee actions, like a promotion or termination.
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