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Lecture 1: Introduction to HRM

Organization
A cooperative and coordinated social system of two or more people with a common purpose is called an organization.
Characteristics of Organizations:
· Coordination of effort: Multiplying individual contributions to achieve results greater than those possible by individuals working alone
· Common goal or purpose: Having a focus to strive for something of mutual interest
· Division of labor: Dividing tasks into specialized jobs that use human resources efficiently
· Hierarchy of authority: Using a chain of command to control and direct the actions of others 
Human Resource Management
Human Resource Management is “the design of formal systems in an organization to ensure the effective and efficient use of human talent to accomplish the organizational and individual goals”.
HRM aims to develop policies, practices, and systems that influence employees’ behavior, attitudes, and performance to achieve organizational objectives.
Human Resource Management is the organizational function that deals with issues related to people such as compensation, hiring, performance management, organization development, safety, wellness, benefits, employee motivation, communication, administration, and training.
HRM is:
· Action oriented
· People oriented
· Future oriented
HRM is important for all managers:
· Managers need to avoid personnel mistakes
· All managers are involved in recruiting, interviewing, selecting, training, and appraising employees
· Managers may move from line to staff positions and vice versa 
Human Resources and Company Performance
HR is a source of value for an organization
Human Capital
Is an organization’s employees described in terms of their training, experience, judgment, intelligence, relationships, and insight.
· Employees are not interchangeable or easily replaced parts of a system
· Who works for an organization and how those people work 
A ‘sustainable competitive advantage’ is necessary for an organization---
HRM is critical because ‘human resources’ has certain unique qualities:
· Valuable
· Rare
· Cannot be imitated
· No good substitutes
Effective HRM may lead to ‘high performance work system’. High performance work system is an organization in which technology, organizational structure, people, and processes all work together to give an organization an advantage in the competitive environment. 
Objectives of the HRM Function
· Helping the organization reach its goals
· Efficiently employing skills and abilities of the workforce
· Providing well-trained and well-motivated employees
· Increasing employees’ job satisfaction
· Achieving quality of work life
· Communicating HRM policies to all employees
· Maintaining ethical policies and socially responsible behavior
· Managing change
· Managing increased urgency and faster cycle time 
Objectives of HRM may be categorized into:
Societal Objectives
· Benefits
· Legal Compliance
· Union
Organizational Objectives
· HR planning
· Employee relations
· Employee Selection
· Training and development
· Performance Appraisal
· Job Placement 
Functional Objectives
· Performance Appraisal
· Job Placement 
· Employee assessment
Personal Objectives
· Employee training and development
· Performance Appraisal
· Job Placement 
Activities/Responsibilities of HRM
· Support for strategy
· Analysis and design of work
· Recruitment and selection
· Training and development
· Performance management
· Compensation and benefits
· Employee relations
· Personnel policies
· Compliance with laws
Roles of HRM
· Administrative role of HRM
· Operational role of HRM
· Strategic role of HRM 
Skills of HRM Professionals
· Human relations skills
· Decision making skills
· Leadership skills
· Technical skills 
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Strategic Planning and Strategic HRM
There are three levels of strategic planning: 
Corporate strategy
It identifies the portfolio of businesses that, in total, comprises the company and the ways in which these businesses relate to each other.
Business/Competitive strategy
Identifies how to build and strengthen the business’s long term competitive position in the marketplace.
Functional strategy
Identifies the basic courses of action that each of the business’s departments will pursue to help the business attain its competitive goals.
Strategic Human Resource Management
Organizational use of employees to gain or keep a competitive advantage against competitors.
Core Competency
A unique capability in the organization that creates high value and that differentiates the organization from its competition.
Today, most companies have easy access to same technologies, so technology itself is rarely enough to set a firm apart. It’s usually the employees and the management system that make the difference. 
Human Resources as a Core Competency
When employees have special capabilities and be innovative that competitors cannot imitate. This requires HRM to have a supportive and compatible organizational culture. 
Organizational Culture
The shared values and beliefs of the workforce that distinguishes the organization form other organizations.
· Excellent strategies may fail because of incompatible culture
· Culture affect attraction and retention of competent employees
· Culture affects the way external forces are viewed 
HR-Based Core Competencies
1. Productivity - Output of goods and services per unit of input of resources used in a production process. Ways to increase productivity through: 
· Common approaches: Computers, machinery, equipment, outsourcing, 
· HRM: Selection, job design, training and development, motivation, compensation 
2. Quality Products and Services - High quality products and services are the results of HR-enhancements to organizational performance.
3. Excellent customer service – include dimensions as care and concern, timely assistance, dependable and accurate performance, confidence in employees’ knowledge, and physical facilities and equipment
4. Special skills – successfully implemented by Disney
5. Innovation – followed by Apple, Micorsoft, and Intel 
Human Resource Planning	
The process of analyzing and identifying the need for and availability of human resources so that the organization can meet its objectives. 
Human Resource Planning Process
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Scanning the External Environment
It is the process of studying the environment of the organization to pinpoint opportunities and threats. We are to look into:
· Governmental regulations - Minimum wages, length of work week, hiring and firing rules 
· Economic conditions - Economic growth, unemployment rate, interest rate, inflation,  
· Geographic and competitive concerns -	Competitors, direct competition, international competition, employee resistance to relocate 
· Workforce composition - Flexible staffing- temporary workers, independent contractors, job sharing, part timers and outsourcing 
Internal Assessment of the Organizational Workforce
Internal assessment of the organizational workforce may be done through auditing jobs and skills, and organizational capabilities inventory.
Auditing Jobs and Skills
· What jobs exist now?
· How many individuals are performing each job?
· How essential is each job?
· What jobs will be needed to implement future organizational strategies?
· What are the characteristics of anticipated jobs?
Organizational Capabilities Inventory
It includes workforce and individual demographics, individual employee career progression and individual employee job performance data. Human Resource Information Systems (HRIS) is an important source of information about employees’ knowledge, skills, and abilities (KSAs). 
Organizational capabilities inventory may be used to assess:
· Long range need for recruitment, selection, and HR development
· Additional capabilities needed in future 
· Absence of specialized skills resulting because of retirement of key persons and internal hiring
Forecasting the Demand for Human Resources
Is the organization-wide estimate for total HR demand. It is achieved through unit breakdown for specific skill needs by number and type of employee. Here managers may develop: 
· Decision rules (“fill rates”) for positions to be filled internally and externally
· Additional decision rules for positions impacted by the chain effects of internal promotions and transfers
Forecasting the Supply for Human Resources
Forecasting External HR Supply
Factors that affect external supply include:
· Net migration for an area
· Individuals entering and leaving the workforce
· Individuals graduating from schools and colleges
· Changing workforce composition and patterns
· Economic forecasts
· Technological developments and shifts
· Actions of competing employers
· Government regulations and pressures 
Forecasting Internal HR Supply
Internal HR supply may be forecasted by taking into account effects of promotions, lateral moves, retirements, voluntary turnover, and terminations. Accuracy in internal HR supply may be achieved by employing ‘transition matrix for internal flows’.
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Estimating Internal Labor Supply for a Given Unit
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HR Strategies and Plans
HR Strategies
Are the means used to anticipate and manage the supply of and demand for human resources.
HR Plans
Provide more specific direction for the management of HR activities. For instance:
· Shifting employees within an organization
· Laying off or downsizing
· Retraining present employees
· Increasing number of employees in certain areas
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Managing Human Resource Surplus or Shortage
HR Strategy and Plans
HR strategy and plans focus on problem by addressing labor surplus or shortage. Plan should include a specific figure indicating what should happen with a job category/skill area in a specific time frame.
Managing Human Resource Surplus
Causes 
· Economic—weak product demand, loss of market share to competitors 
· Structural—technological change, mergers and acquisitions
Options for Reducing a Surplus
Various options to deal with a surplus differ in their expense, speed, and amount of human suffering
Downsizing
Is the planned elimination of large number of employees with the goal of enhancing organization’s effectiveness. Downsizing is exercised to achieve increased competitiveness and increased productivity. Somehow it may also result into some and negative consequences:
· Loss of talent, specialized skills, informal knowledge, and experience
· Disrupts social networks through which people are creative and flexible
· Negative publicity because of downsizing may hurt company image 
· Survivors are overburdened and demoralized, they fear to take risk
Survivors should be managed by providing them with explanations for actions taken and individual employee’s future with the organization. Always go through legal requirements before planning, announcing, and implementing downsizing.
Early retirement programs
Early retirement programs offer incentives that encourage senior employees to leave the organization early. More humane way to reduce staff is ‘phased retirement program’ wherein organization continues to enjoy the experience of older workers while reducing the number of hours that these employees work, as well as the cost of those employees.
Attrition and hiring freezes
Attrition occurs when individuals who quit, die or retire are not replaced. This strategy works well if combined with hiring freeze. 
Layoffs 
Employees are placed on unpaid leave until called back to work when business conditions improve. It is an appropriate strategy during temporary downturn in the industry. The problem here is that how call backs will be made? 
Managing Human Resource Shortage
Employing temporary workers
It offers flexibility to operate, is low cost, and requires lesser administration. Here, agencies that provide temporary workers handle some hiring tasks and have trained them. Employing temporary workers gives opportunity to test a person before permanent hiring. Temporary workers bring objective point of view, and varied experience. HR department is to take care of the tension between permanent and temporary employees.
Outsourcing
Contracting with another organization to perform a broad set of services - data entry, security, recruiting – is called outsourcing. It is advantageous because outside company can operate at economies of scale. Outsourcing in manufacturing as well as services occurs to avail cheap labor. 
Overtime and Expanded Hours
The practice of paying one and a half times of the normal wages to non exempt/non managerial employees for the overtime they have worked for the company. Overtime is preferred when higher level of demand is not sustainable. Workers appreciate added compensation for short time other-wise they may feel stress and frustration.
Assessing HR Effectiveness
HR Department is to show the real link between HR activities and organizational performance. Research shows the relationship of best HR Practices with:
· Reduced turnover
· Increased productivity
· Enhanced profitability and market value
· High quality and highly motivated workforce
Measures of HR Effectiveness are:
· HR expense per employee
· Compensation as a percent of expenses
· HR department expense as a percent of total expenses
· Cost of hires
· Turnover rates
· Absenteeism rates 
The HR Scorecard Approach
Measures the HR function’s effectiveness and efficiency in producing employee behaviors needed to achieve the company’s strategic goals.
To create an HR scorecard, the manager must:
· Know what the company’s strategy is 
· Understand the causal links between HR activities, employee behaviors, organizational outcomes, and the organization’s performance 
· Have quantitative standards or metrics to measure all the activities and results involved 
HR Performance and Benchmarking
Benchmarking
Comparing specific measures of performance against data on those measures in other “best practice” organizations is called benchmarking. Common benchmarks include:
· Total compensation as a percentage of net income 
· Percent of management positions filled internally
· Dollar sales per employee
· Benefits as a percentage of payroll cost
Human Resource Information Systems (HRIS)
An integrated system of hardware, software, and databases designed to provide information used in HR decision making. Automation of payroll and benefit activities is one of the many facets of HRIS. Possible benefits of HRIS include administrative and operational efficiency in compiling HR data and availability of data for effective HR strategic planning.
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HR Management and Jobs 
Jobs are rarely designed in an organization rather managers redesign and reengineer existing jobs.
Dividing Work into Jobs
· Work is the effort directed toward producing or accomplishing results.
· Job is a grouping of tasks, duties, and responsibilities that constitutes the total work assignment for an employee.
· Position is a set of duties performed by one person. 
Workflow Analysis
A study of the way work (inputs, activities, and outputs) moves through an organization is workflow analysis.
Work Flow in Organizations
To study workflow in an organization, first of all see how the work fits within the context of organization’s structure, because organization’s structure brings together people who must collaborate to produce outputs efficiently. Jobs may be grouped: 
· Functions: Employees work individually on highly specialized jobs  
· Divisions: team work
HR managers must understand this big picture before redesigning jobs.
The Nature of Job Analysis
Job Analysis is a systematic way to gather and analyze information about the content, context, and the human requirements of jobs.
· Job analysis is essential for work redesign, HR planning, staffing, training, performance appraisal, compensating, and other HR activities
· Done by line manager, HR manager or contracted to a third party
· Information on characteristics of a job that differentiate it from other jobs is collected: 
· Work activities and behaviors
· Interactions with others
· Performance standards
· Machines and equipment used
· Working conditions
· Supervision given and received
· Knowledge, skills, and abilities needed
Job Analysis Methods
Job analysis information can be gathered through:
· Observation – work sampling, employee diary
· Interviewing
· Questionnaires
Behavioral Aspects of Job Analysis
· Job inflation
· Managerial Straitjacket
· Current incumbent emphasis
· Employee anxieties
Job Description and Job Specification
Usually, job description and job specifications are combined in a single document that contains several sections:
Job Description includes the identification of the tasks, duties, and responsibilities of a job.
· Task is a distinct, identifiable work activity composed of motions.
· Duty is	a larger work segment composed of several tasks that are performed by an individual.
· Responsibilities are obligations to perform certain tasks and duties.
Job Specification outlines the knowledge, skills, and abilities (KSAs) an individual needs to perform a job satisfactorily.
Trends in Job Analysis
Organizations are being viewed as a field of work needing to be done, rather than as a set series of jobs held by individuals.
Over the past few years, job descriptions have become less detailed and restrictive because work is being done in cross functional project teams and lesser focus on performing specific tasks and duties and more on fulfilling responsibilities and attaining results.
So, recruitment, selection, and compensation of such employees should be based on their competence and capabilities rather than knowledge, and skills. 
Competency approach
Competency approach to Job Analysis is a new approach. It describes the job in terms of measurable, observable, and behavioral competencies that an employee doing that job must exhibit to do the job well.
Competencies are basic characteristics that can be linked to enhance performance by individuals or teams for instance leadership, team focus, innovation, adaptability, results orientation and the like. 
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Designing Jobs
Job Design is organizing tasks, duties, and responsibilities into a productive unit of work. To design jobs effectively, manager must understand the job through job analysis and its place in the larger work unit’s work flow process.
Approaches to Job Design
Designing Efficient Jobs
Industrial engineering is the study of jobs to find the simplest way to structure work in order to maximize efficiency. It produces best results for highly specialized and repetitive jobs. Efficient jobs reduce the complexity of work and allow almost anyone to be trained quickly and easily perform the job. Be careful while designing efficient jobs because with extremely simple and repetitive tasks, workers may get bored. So managers should always combine industrial engineering with other approaches to job design.	
Designing Jobs That Motivate
To attract skilled and competent workforce, organizations need to design interesting and satisfying jobs. Important tool to design such jobs is Job Characteristics Model developed by Hackman and Oldham.










Motivating jobs may be designed through the following ways:
a) Job Enlargement is broadening the types of tasks performed in a job. It makes jobs less repetitive and more interesting.
· Job Extension is enlarging jobs by combining several relatively simple jobs to form a job with a wider range of tasks.
· Job Rotation is enlarging jobs by moving employees among several different jobs. 
b) Job Enrichment increases the depth of a job by adding the responsibility for planning, organizing, controlling, and evaluating the job.
c) Flexible Work Schedules
· Flextime is a scheduling policy in which full-time employees may choose their starting and ending times within guidelines specified by the organization that is employees be at work between certain hours (10:00 am -03:00 pm). It enables workers to adjust a particular day’s hours.
· Job Sharing is a work option in which two part time employees may carry out the tasks associated with a single job.
· Compressed Workweek: In a compressed workweek schedule, full time workers complete their weekly hours in fewer than five days. 
d) Telework 
The broad term for doing one’s work away from a centrally located office is telework or telecommuting. IBM gave each teleworker an IBM ThinkPad, printer, and home phone line; marketing employees were supplied with cell phone, pagers, faxes, and personal copiers. It is easy to implement for managerial, professional, or sales jobs but difficult to set up for manufacturing workers. Advantages of telework include:
· less need for office space by employer
· greater flexibility to employees with special needs
· Employee productivity is high because of reduced commuting time and avoidance of distractions from coworkers 
e) Self-Managing Work Team
A self-managing work team is composed of individuals who have authority for an entire work process or segment to schedule work, hire team members, resolve team performance problems, and to perform other duties traditionally handled by management. Team work keeps members motivated by autonomy, skill variety, and task identity.
Designing Ergonomic Jobs
Ergonomics is the study of the interface between individuals’ physiology and the characteristics of the physical work environment. Here, the goal is to minimize physical strain on the worker by structuring the physical work environment around the way the human body works. Redesigning work to make it more worker- friendly can lead to increased efficiencies. Examples of ergonomics include adjusting the height of a computer keyboard and designing chairs/desks to fit body posture requirements. 
Designing Jobs That Meet Mental Capabilities and Limitations
In this approach work is designed to reduce the information processing requirements of the job. So, organizations can provide easy to understand gauges and displays, simple to operate equipment, and clear instructions. Employees try to simplify their jobs by creating checklists, charts, or other aids. For instance ‘electronic cash register’ has simplified the job of a cashier. Consequently, workers may be less likely to make mistakes or have accidents. But, simplifying the mental demands of a job may make it less interesting. At times, technology tools may distract employees from their primary task thus resulting in increased mistakes and accidents.
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Recruiting
It is the process of generating a pool of qualified applicants for organizational jobs.
Labor Market Components
Labor Force Population
All individuals who are available for selection if all possible recruitment strategies are used constitutes labor force population.
Applicant Population
Applicant population is a subset of the labor force that is available for selection using a particular recruiting approach.
Applicant Pool
All persons who are actually evaluated for selection constitute applicant pool.
Strategic Recruiting Decisions
Organizational based vs. Outsourcing
Under outsourcing the company to which recruiting is outsourced performs certain tasks involved like placing ads, initial screening of resumes, making initial contacts with applicants and the like.
Regular vs. Flexible Staffing
Flexible staffing makes use of recruiting sources and workers who are not traditional employees. Flexible staffing may be done through temporary workers and independent contractors- workers who perform specific services on contract basis.
Diversity Consideration/Equal Employment Opportunity
Recruiting Human Resources
Three aspects of recruiting: 
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Personnel Policies
Personnel policies are the decisions about how it will carry out human resource management, including how it will fill job vacancies. Personnel policies affect vacancy characteristics. Typical personnel policies include:
· Internal vs external recruiting: Internal recruitment promotes employees from within the organization and external recruitment hires from outside the organization. It affects the attractiveness of position, recruitment sources, and nature of applicants.
· Lead-the-market pay strategy can make up for job’s less desirable features like slightly higher pay rates for night shifts.
· Employment-at-will Policy: If there is no specific employment contract saying otherwise, the employer or employee may end an employment relationship at any time, regardless of cause.
· Image advertising: Advertising designed to create a generally favorable impression of the organization. Image advertising promotes a whole profession or organization as opposed to a specific job opening.
Recruitment Sources
Internal Sources
Internal Sources are the employees who currently hold other positions in the organization. Internal sources affect the kind of people the organization recruits. Organizational databases are important for internal recruitment. Promotions and job transfers are the outcomes of internal recruitment. An example of internal recruiting is ‘job posting’ - the process of communicating information about a job vacancy - on company bulletin boards, employee publications, corporate intranets, anywhere else the organization communicates with employees

External Sources
a) Direct Applicants and Referrals
Direct applicants are the people who apply for a vacancy without prompting from the organization. Referrals are the people who apply for a vacancy because someone in the organization prompted them to do so. Direct applicants and referrals involve the process of self selection or aided self selection. These are low cost source of recruiting. Some employers offer financial incentives to employees for referring applicants who are hired and perform acceptably. The negative side of referrals is that fresh viewpoints may be restricted and may lead to nepotism - the practice of hiring relatives.
b) Advertisements in Newspapers and Magazines
For entry-level positions and perhaps for specialized upper-level positions, the organization has no internal recruits from which to draw. Also, bringing in outsiders may expose the organization to new ideas or new ways of doing business. Advertising typically generate less desirable group of applicants.
c) Employment Agencies and Search Firms
For a fee collected form employee/employer, these agencies do some preliminary screening and put the organization in touch with applicants. They differ in level of service, cost, policies, and the type of applicants they provide. Employment agencies focusing their efforts on executive, managerial, and professional positions are called ‘Executive Search Firms’ or ‘Headhunters’. They may charge one-third to one-half of first year salary of the executive. 
d) Colleges and Universities
Significant sources for entry level professional and technical employees are colleges and universities. The determinants of employer’s selection of college/university include available job openings, reputation of university/college, experience with placement office and previous students, and typical salary offered. This approach allows employers to attract students in high demand specialties to accept internships or part-time jobs during their studies.
e) Electronic Recruiting 
· Employer web-sites: Employers have employment and career information on their web-sites. Here, job seekers email resume or complete online applications.
· ‘Job Boards’ provide places for employers to post jobs and search for candidates. Job seekers may submit their resumes on these sites for instance brightspire.com, rozee.com, mustaqbil.com, and the like. Job boards offer an efficient way to find a match. The problem with this approach is that big websites may provide too many leads of inferior quality.
· ‘Niche Boards’ are Smaller, more tailored websites that focus on certain industries, occupations or geographic areas. Professional associations may have employment sections at their web-sites.
Evaluating the Quality of a Source
‘Yield Ratio’ expresses the percentage of applicants who successfully move from one stage of the recruitment and selection process to the next. Cost per hire is the cost of using a particular recruitment source for a particular type of vacancy.
Recruiter Traits and Behaviors
Recruiters may be HR Specialists or experts at jobs – supervisors or current job holders. They affect the both job vacancy and the applicant generated but become involved late in the process. Applicants perceive HR specialists as less credible. Applicants respond positively to recruiters whom they perceive warm and informative. Behavior of the recruiter in terms of level of realism in recruiter’s message may inflate or deflate qualities of a job. If the expectations of the applicants hired are not realized then employer may be perceived as deceitful and consequently turnover may be high.
To enhancing their impact recruiters should provide timely feedback, avoid offensive behavior, and avoid behaving in ways that might convey the wrong impression about the organization. Through such positive behavior, recruiters can give organizations a better chance of competing for talented human resources. As an alternative organizations can recruit with teams rather than individual recruiters.









Lecture 7: Selection
Why Careful Selection is Important?
Having a pool of applicants, next step is to select the best person. Organizational performance always depends in part on subordinates having the right skills and attributes. Employee productivity may be enhanced through hire hard, manage easy policy. Good training will not make up for bad selection. Recruiting and hiring employees is costly. To avoid lawsuits nondiscriminatory selection procedures is necessary. 
Selection
Selection is the process through which organizations make decisions about who will or will not be allowed to join the organization. Selection begins with the candidates identified through recruitment. It attempts to reduce their number to the individuals best qualified to perform available jobs. It ends with the selected individuals placed in jobs with the organization.
A Strategic Approach to Personnel Selection
To design a dependable selection process, organizations are required to identify determinants of effective job performance, determine employee specifications required to achieve that performance, and develop a selection criterion.
An ideal selection process is one that supports organization’s job descriptions and lets the organization to identify people who have the necessary KSAOs. This kind of strategic approach to selection requires ways to measure the effectiveness of the selection tools.
Criteria for Measuring the Effectiveness of Selection Tools and Methods
· The method provides reliable information
· The method provides valid information
· The information can be generalized to apply to the candidates
· The method offers high utility
· The selection criteria are legal
Steps in the Selection Process
Screening Applications and Resumes
Through job applications and resumes, individuals show their job interest while organizations seek background information on applicants. Organizations get reasonably accurate information by combining applications and resumes with background checks and well-designed interviews. Some pre-employment screening may be had by specifying minimum qualifications and asking for driving license. To save cost and time electronic pre-screening may be employed by scanning resumes and applications. Screening criteria must be job related in order to avoid lawsuits on the premise of discrimination.
‘Application Form’ has certain standard categories of information: Contact information, Work experience, Educational background, Technical experience, and Memberships in professional or trade groups. Its purposes are to have a record of applicant’s interest in the job, a profile of the applicant, and a basic record for applicants who are hired. Application disclaimers and notices indicate the right of the employer or employee to terminate the employment relationship without cause or notice. Application form obtains applicant’s permission of contact references.
‘Resume’ is a usual way through which applicants introduce themselves to employers. It has certain drawbacks for organizations because the content of the information and the way it is presented is controlled by the applicant. By reviewing application forms and resumes, HR personnel can identify the candidates with minimum requirement for education background and related work experience, and can rank applicants. Organizations tend to decide against applicants whose resume are unclear or full of mistakes. Through resume applicants can highlight accomplishments that might not show up in application form.
Testing and Reviewing Work Samples
· ‘Aptitude Tests’ assess how well a person can learn or acquire skills and abilities. 
· ‘Achievement Tests’ measure a person’s existing knowledge and skills. Achievement tests are used to select civil servants.
· ‘Cognitive Ability (Intelligence) Tests’ measure an individual’s thinking, memory, reasoning, and verbal and mathematical abilities. These are especially valid for complex jobs and for those requiring adaptability in changing circumstances.
· ‘Physical Ability Tests’ measure strength, endurance, and muscular movement.
· ‘Psychomotor Tests’ measure dexterity, hand-eye coordination, arm-hand steadiness, and other factors. Physical ability and psychomotor tests are essential for effective performance at certain jobs and to avoid injury. But these tests may discriminate women and persons with disabilities. So abilities tested must be job relevant. 
·  ‘Work Sample Tests’ require an applicant to perform a simulated task like keyboarding, in-basket tests. For certain jobs, candidates may show existing samples of their work for instance graphic designers and writers. 
· ‘Assessment Centers’ involve a series of evaluation exercises and tests used for the selection and development of managerial personnel. Here multiple raters assess participants in multiple exercises and problems. These exercises and problems should be related to the jobs for which the individuals are being screened.
· ‘Personality Tests’ measure applicants’ relatively enduring personality traits like Big Five personality traits. Research shows that people who score high on conscientiousness tend to excel at work. For people related jobs like sales and management, extroversion and agreeableness seem to be associated with success. 
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Selection Interview
Is a selection procedure designed to predict future job performance on the basis of applicants’ oral responses to oral inquiries. Interviews are conducted usually at two levels:
· Initial interview with HR 
· In-depth interview with a panel
Interviews are helpful to get additional information, to clarify information gathered throughout the selection process, and to evaluate applicant’s qualification. While being interviewed, applicants also form opinions about the organization.
Types of Interviews
· ‘Structured Interview’ uses a set of standardized questions asked of all job applicants. Questions may be asked on the requirements set out in job description, candidate’s knowledge required to perform job and other job related personal requirements. Benefits include:
· Useful for initial screening
· Obtains consistent information needed for selection decision
· Allows interviewer to prepare job related questions in advance
· A standardized interviewee evaluation form can be developed
· Makes comparison among applicants easy 
· Is more reliable and valid than other interview formats
· Able to meets EEO guidelines for the selection process
· Behavioral Interview: Applicants are asked to give specific examples of how they have performed a certain task or handled a problem in the past. Behavioral interviews help discover applicant’s suitability for current jobs based on past behaviors. It assumes that applicants have had experience related to the problem. It can be scored very objectively using predetermined dimensions. Behavioral interviews provide better validity to the selection process. 
· Situational Interview: Applicants are asked how they would respond to a specific job situation related to the content of the job they are seeking. Here, Job experts may rate responses in order to rank applicants.
· Competency Interview: Questions are designed specifically to provide the interviewer with something to measure the applicant’s response against the “competency profile” for the position, which includes a list of competencies necessary to do that particular job. 
· Nondirective Interview: Applicants are queried using questions that are developed from the answers to previous questions. Here interviewer has greater discretion in choosing questions. It has the possibility of not obtaining the needed information. And information obtained may not be job-related or comparable to that obtained from other applicants. Thus comparing and ranking candidates is more open to subjective judgment. 
· Stress Interviews: An interview designed to create anxiety and put pressure on an applicant to see how the person responds. Stress interviews are done with individuals who will encounter high degree of stress on the job. But such interviews can easily generate poor image of the organization. 
Who Does Interviews?
For entry level less skilled jobs interviews are conducted by HR representative alone while managerial jobs are filled by using multiple interviews.
· Panel Interview: Several interviewers interview the candidate at the same time.
· Team interview: Applicants are interviewed by the team members with whom they will work.
These interviews provide the judgments of more than one person thus avoiding biasness
Computer interviews: The candidate sits at a computer and enters replies to the questions presented by the computer. These are useful for gathering objective data rather than assessing people skills.
Effective Interviewing
In order to conduct an effective Interview:
· Put the applicant at ease
· Plan the interview
· Control the interview
· Use effective questioning techniques
· Listen – let the candidate do most of the talking
· Take notes – write down notes during and immediately after the interview
· At the end of the interview, make sure the candidate knows what to expect next
To make interviews effective, avoid:
· Yes/No questions
· Questions that rarely produce a true answer
· Leading questions
· Questions that are not job related
Avoiding common interviewing mistakes
· Snap Judgments: Interviewers make snap judgment about applicants during the first few minutes
· Negative emphasis: Interviewers tend be more influenced by unfavorable than favorable information
· Halo effect: An interviewer allows a prominent characteristic to overshadow other evidence. Opposite of halo effect is Devil’s Horns.
· Biases and stereotyping
· Candidate order (Contrast) error 
Background Investigation
Applications and resumes contain factual misstatements and significant omissions – past salary, experience, former job title. For this purpose background investigation is required that can be conducted before or after final interview. This act proves beneficial to make selection decision. Feedback should not be sought from relatives, friends but from previous employers and supervisors. It can be had through telephone by using forms, social networking sites, and pre-employment information services.
Making the Selection Decision
Selection decision is straight forward if you use only one predictor but practically, selection is not simple. If you use multiple predictors then weigh the sources of information. Two approaches may be followed intuitive or judgmental approach and statistical/mechanical approach.
Statistical/mechanical approach quantifies and combines all the information you collect about the candidate by applying:
‘Multiple-Hurdle Model’ is the process of arriving at a selection decision by eliminating some candidates at each stage of the selection process.
‘Compensatory Model’ is the process of arriving at a selection decision in which a very high score on one type of assessment can make up for a low score on another.
Making the Job Offer
Offer Guidelines: Formalize the offer with a letter to the applicant clearly stating the terms and conditions of employment like job responsibilities, work schedule, rate of pay, starting date, and other relevant details. Do avoid vague, general statements and promises about bonuses and work schedule. Job offer must require the return of a signed acceptance of the offer. 
Relocation Assistance
Employers may offer relocation assistance for selected individuals who live away. It may include moving expenses, house-hunting trip cost, and automobile transportation. It sets the tone for the way new employee view their jobs. It also enables new employees to become more productive more quickly.
Placement of Employees   
· ‘Person-job Fit’ involves matching the knowledge, skills and abilities (KSAs) of people to the characteristics of jobs - tasks, duties and responsibilities. Better person-job fit results into higher employee performance, lower training and operating cost and lower turnover and absenteeism.
· ‘Person-organization Fit’ is the congruence between individuals and organizational factors. It is important when general factors of job success are as important as specific KSAs. 















Lecture 9: Performance Management
Performance Management system is necessary because:
· Large organizations need sophisticated systems in order to manage their employees’ performance 
· Well intentioned employees do not always know what is expected or how to improve
· How to furnish evidence that dismissal of employee is based on poor performance
Performance Management
Performance Management is the process through which managers ensure that employees’ activities and out puts contribute to the organization’s goals.
· Knowing what activities and outputs are desired
· Clarify organizational performance expectations to employees
· Observing whether they achieve
· Providing feedback to help employees meet expectations
· Identify the development steps that are needed to enhance employee performance
· Provide rewards for achieving performance objectives.
· Document performance for personnel actions.
Purposes of Performance Management
· Strategic Purpose: Performance management helps an organization achieve its business objectives by linking employee behavior with organizational goals and communicating to employees their goals and feedback on their performance.
· Administrative Purpose: Performance management serves to achieve administrative purpose by providing information for day-to-day decisions about salary, benefits, and recognition programs. It supports decision making related to employee retention, termination, hiring, and layoffs. 
· ‘Developmental Purpose’ of performance management is fulfilled by developing employees’ knowledge and skills. Effective performance feedback makes employees aware of their strengths and areas of improvement. So employees who achieve their objectives become more valuable when they hear and discuss their performance feedback.
Criteria for Effective Performance Management
· Fit with strategy: Effective performance management system should direct and achieve employee behavior and attitude that support organization’s strategy, goals, and culture. 
· Reliability describes the consistency of results that a performance measure will deliver. Inter-rater reliability is consistency of results when more than one person measures the performance. Test-retest reliability refers to the consistency of results over time.
· Validity is the extent to which a measurement tool actually measures what it intends to measure. Validity sees that whether ‘appraisal’ measures all the relevant aspects of performance and omits irrelevant aspects of performance. So information that is gathered but irrelevant is contamination like measuring the performance of sales people on how many calls they make to customers. And information that is not gathered but is relevant represents the deficiency of a measure for example measuring employee performance on attendance records but not on whether they work efficiently and effectively.
· Acceptability: A measure must meet the practical standard of being acceptable to the people who use it. It should not be perceived as time consuming by managers and unfair by employees.
· Specific feedback: Performance measure should specifically tell employees what is expected of them and how they can meet those expectations. This will help achieve the goals of supporting strategy and developing employees. 
The Process of Performance Management
A. Identifying and Measuring Employee Performance
Performance is what an employee does and does not do. It may be measured in terms of quantity of output, quality of output, timeliness of output, presence at work, and cooperativeness.
‘Job Criteria’ identify the most important elements in a given job. It defines what the organization pays an employee to do. Here, weights can be used to show the relative importance of several job criteria. 
Performance measures should use relevant criteria that focus on most important aspects of employees’ jobs. Most important job criteria should be identified and linked to employees’ job description.
Performance Standards: Define the expected level of performance; and are benchmarks, goals, or targets depending upon the approach taken. Performance standards need to be established before the work is performed. They tell what the satisfactory job performance is? Set effective performance standards/ goals that should be Specific, Measurable, Attainable, Relevant, and Timely, 
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B. Performance Appraisal
It is the process of evaluating how well employees perform their jobs when compared to a set of standards. Performance appraisal is of two types:
Informal Appraisal: The day-to-day working relationships between a manager and an employee offer an opportunity for the employee’s performance to be evaluated. It is appropriate when time is an issue but the problem is that it is largely undocumented. 
Systematic Appraisal: Systematic appraisal is used when the contact between manager and employee is formal, and a system is in place to report managerial impressions and observations on employee performance. It is usually documented and is conducted at regular time intervals.
The Benefits of Performance Appraisal
· Despite imperfect measurement techniques, individual differences in performance can make a difference to company performance.
· Documentation of performance appraisal and feedback may be needed for legal defense.
· Appraisal provides a rational basis for constructing a bonus or merit system.
· Appraisal dimensions and standards can help to implement strategic goals and clarify performance expectations.
· Despite the traditional focus on the individual, appraisal criteria can include teamwork and the teams can be the focus of the appraisal.







Lecture 10: Performance Management
Methods for Appraising Performance
Making comparisons
· Simple Ranking: Requires managers to rank employees in their group from the highest performer to the poorest performer. 
· Forced Distribution: Assigns a certain percentage of employees to each category in a set of categories. 
· Paired Comparison: This method compares each employee with each other employee to establish rankings. 
Rating Individuals
It looks at each employee’s performance relative to a uniform set of standards.
Rating Individuals: Attributes
· Graphic rating scale lists traits and provides a rating scale for each trait. The employer uses the scale to indicate the extent to which an employee displays each trait.
· Mixed standard scale uses several statements describing each trait to produce a final score for that trait.
Rating Individuals: Behaviors
· Critical incident method: It is based on managers’ records of specific examples of the employees acting in ways that are either effective or ineffective. So, employees receive feedback about what they do well and what they do poorly and how they are helping the organization achieve its goals.
· Organizational behavior modification: A plan for managing the behavior of employees through a formal system of feedback and reinforcement. Managers are required to define a set of key behaviors necessary for job performance and inform employees in terms of goals for how often to exhibit the behaviors. Then use a measurement system to assess those key behaviors and provide feedback and reinforcement based on employees’ behavior.
Measuring Results
Management by Objectives: People at each level of the organization set goals in a process that flows from top to bottom, so that all levels are contributing to the organization’s overall goals. These goals become the standards for evaluating each employee’s performance. Goals are specific, difficult, and objective. Managers and subordinates work together to set the goals. The manager gives objective feedback through the rating period to monitor progress toward the goals.
Problems with the validity of MBO include:
· Results may adversely be affected by the circumstances beyond each employee’s performance
· If organization measures only final results, may fail to measure significant aspects of performance
· Employees may significant aspects of performance that are not being measured- may result in high efficiency with low effectiveness
· Focus on results only does not guide on how to improve it
Total Quality Management
The principles of total quality management (TQM) provide methods for performance measurement and management. It assesses both performance of individual and the system within which the individual works. Employees and their customers work together to set standards and measure performance, with the overall goal being to improve customer satisfaction. This continuous focus on improving customer satisfaction intends to avoid the pitfall of rating individuals on outcomes. With TQM, performance measurement combines measurements on:
· Subjective feedback on employee’s personal qualities
· Objective feedback based on work processes through statistical quality control methods
Now employees are responsible to tracking these measures to identify areas where they can avoid or correct problems. Because of the focus on systems, feedback may result in changes to work process rather than employee areas. So, TQM does not support decisions about work assignments, training or compensation.
Sources of Performance Information
Who will collect and analyze performance information. Usually, this is the person who has understanding of job requirements and opportunity to see the employee doing the job. So, the options are:
· Supervisors who rate their subordinates
· Employees who rate their supervisors
· Employees’ self-appraisal
· Outside sources rating employees
· Multisource (360° feedback) appraisal
Errors in Performance Measurement
Rating Errors
· Contrast errors: The rater compares an individual, not against an objective standard, but against other employees.
· Distributional errors: The rater tends to use only one part of a rating scale – leniency, strictness, and central tendency. So, it makes difficult to differentiate among performance of employees rated by same person and difficult to compare the performance of employees rated by different persons.
· Rater bias: Raters often fail to distinguish among different aspects of performance.
· Halo error: when the bias is in a favorable direction. This can mistakenly tell employees they don’t need to improve in any area.
· Horns error: when the bias involves negative ratings. This can cause employees to feel frustrated and defensive.
· Similar to me: Rating error of giving a higher evaluation to people who seem similar to oneself.
Political Behavior in Performance Appraisals
Distort a performance evaluation on purpose to advance one’s personal goals. So, high performing employees rated lower may feel frustrated while low performing employees rated higher will be rewarded but will not focus on performance improvement.
C. Giving Performance Feedback
Once performance is measured, it must be given to the employee. But it is difficult to pass on feedback particularly negative feedback.
Scheduling Performance Feedback
· Performance feedback should be a regular, and expected management activity
· Annual feedback is not enough - Managers are responsible for correcting performance deficiencies as they occur
· Feedback is most effective when it does not surprise the person - they know what the manager will say
Preparing for a Feedback Session
· Managers should be prepared for each formal feedback session.
· Right context of the meeting is needed – neutral location, free of distractions.
· Should be a chance to discuss the roles of manager and subordinate in an open dialogue
· Enable employees to be well prepared
· Self assessment can help identify areas for discussion - areas for improvement/ development
Conducting the Feedback Session
· “Tell-and-Sell” – managers tell employees their ratings and then justify those ratings.
· “Tell-and-Listen” – managers tell employees their ratings and then let the employees explain their side of the story.
· “Problem-Solving” – managers and employees work together to solve performance problems in an atmosphere of respect and encouragement
Finding Solutions to Performance Problems
· If employee performance is below – feedback session should launch an effort to correct the problem
· Even when employee is meeting the current standards – feedback session may identify the areas for improvement 















Lecture 11: Pay System
Importance of Pay System
· Pay is a powerful tool for meeting the organization’s goals.
· Pay has a large impact on employee attitudes and behaviors.
· It influences the kinds of people who are attracted to (or remain with) the organization.
· Employees evaluate their relationship with the employer based on their pay
Objectives of an Effective Compensation System
· Be linked to organizational objectives
· Be in legal compliance with all appropriate laws and regulations
· Cost effectiveness for the organization
· Provide internal, external, and individual equity for employees
· Performance enhancement for the organization
Types of Rewards
· Intrinsic rewards are intangible in nature. They include psychological and social effects of compensation for instance praise for completing a project.
· Extrinsic rewards are tangible. They include monetary and nonmonetary effects of compensation.
Compensation System Design Issues
Compensation decisions must be viewed strategically and be linked to organizational strategy because:
· Compensation practices of a new organization are different than those of a mature and bureaucratic organization
· A firm that wishes to create an innovative, entrepreneurial culture, it may offer bonus and stock options but sets it base pay and benefits at a modest level
· A firm that sees brand identification as a major objective may want a stable workforce for continuity, so employee retention is important
· A high-tech firm that needs ideas for new product development, would favor recruiting and selecting successful candidates over retention 




Compensation Philosophies
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Competency Based Pay
Most of the compensation programs reward tasks, duties, and responsibilities. And employees receive more for doing jobs that require greater variety of tasks, more knowledge and skills, greater physical effort or more demanding working conditions. But, now organizations are paying employees for the competencies they demonstrate rather than just for the specific tasks performed. This encourages employees to exhibit more versatility and continue to develop their competencies. 
Individual vs Team Rewards
Organizations have shifted their work from Individual to team based. So, managers are required to develop compensation programs that: 
· Use skill based pay to determine base pay
· Use variable pay based on company performance
· Distribute variable rewards at the team level
· Maintain a high degree of employee involvement
· Make the system simple and understandable 





Perceptions of Pay Fairness
	Equity
	The perceived fairness between what a person does (inputs) and what the person receives (outcomes).

	Procedural Justice
	The perceived fairness of the process and procedures use to make decisions about employees

	Distributive Justice
	The perceived fairness in the distribution of outcomes.

	Pay Openness
	The degree of openness or secrecy that an organization allows regarding its pay system.

	External Equity
	The perception that the organization provides employees with compensation that comparable to the compensation of employees with similar jobs in other organizations.















Lecture 12: Development of a Base Pay System
Development of a Base Pay System
To develop a base pay system, the management needs accurate job descriptions and job specifications and be used in:
· Job Evaluation – Pay system is internally equitable
· Pays Surveys – Pay system is externally competitive
Both job evaluation and pay surveys are used to design pay structures – pay grades and minimum and maximum pay ranges. After this individual jobs must be placed in appropriate pay grades and employees’ pay should be adjusted based on length of service and performance. Finally, pay system must be monitored and updated on regular basis.
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Job Evaluation
Job Evaluation is the systematic determination of the relative worth of jobs within an organization. Here, every job in an organization is examined and priced on relative importance of the job; knowledge, skills, and abilities needed to perform the job; and difficulty of the job.
Benchmark Job is a job found in many organizations and performed by several individuals who have similar duties that are relatively stable and require similar KSAs for example the job of receptionist, accountant, cashier and the like. Benchmark jobs are used as anchors against with unique job can be evaluated.
Job evaluation Methods
· ‘Ranking Method’ places jobs in order, ranging from highest to lowest in value to the organization. Entire job is considered rather than individual components. It is a subjective method. In large organizations a large number of jobs are to be ranked, so the method becomes awkward. It is more appropriate for small organizations.
· Classification Method: In this method, descriptions of each class of jobs are written, and then each job in the organization is put into a grade according to the class description it best matches. Here, subjective judgment is needed to develop class descriptions and to place jobs accurately in them. Because of generally written class descriptions, some jobs could fall in more than one job grades. This method relies on job titles and duties.
· Point Method: It breaks down jobs into various compensable factors and places weights or points on them. After point totals have been determined for all jobs, the jobs are grouped together into pay grades. Compensable factor identifies a job value commonly present throughout a group of jobs. It is an easy and comprehensive method as it considers the components of a job rather than the total job. It quantifies job elements by assigning weights to components of a job. On the negative side, it is a time consuming method and it reinforces traditional organizational structures and ob rigidity.
· Factor Comparison: It involves determining the benchmark jobs in an organization, selecting compensable factors, and ranking all benchmark jobs factor by factor. A comparison of jobs to market rates for benchmark jobs results in the assignment of monetary values for each factor. The final step is to evaluate all other jobs in the organization by comparing them with benchmark jobs. This method is tailored specifically to one organization. It is a time consuming to establish and develop. 
Pay Survey
A collection of data on compensation rates for workers performing similar jobs in other organizations. An organization may use an already conducted survey or conduct its own pay survey. While using prepared pay surveys take care of the participants, timeliness, methodology, and job matches.
To develop a pay survey, employers with comparable jobs should be selected. Then Jobs to be surveyed must be determined. Those jobs should be selected that can be compared and that represent a broad range of jobs – key or benchmark jobs. Brief job descriptions for jobs surveyed should be provided. Now managers are to decide what information is needed – starting pay, base pay, overtime rate etc. Survey should specify confidentiality, and data should be summarized on aggregate level not on employee level in order to assure anonymity. 
Pay Structures
Pay Survey data and job evaluation results are plotted on a graph to have a market Line. This line on a graph shows the relationship between the job value, as determined by job evaluation points, and pay survey rates. Management will develop different pay structures: 
· Hourly and salaried
· Office, plant, technical, professional, managerial
· Clerical, information technology, professional, supervisory, management, and executive
Pay Grades: This is a grouping of individual jobs having approximately the same job worth.
Broad-banding: The practice of using fewer pay grades having broader pay ranges than in traditional systems. Broad-banding encourages horizontal movement of employees and is consistent with trend towards flatter organizations. It helps to create a more flexible organization, encourages competency development, and emphasizes career development. Broad-banding is not appropriate for organizations operating in structured manner because employees see promotion accompanied by a pay raise and movement to a new grade.
Pay Ranges: Minimum and maximum pay levels for each pay grade may be determined by using the market line as a starting point. For this purpose make the market line the midpoint of the new pay structure. In a typical pay grade, maximum value may be 20% above midpoint and the minimum value 20% below it. A smaller minimum to maximum range should be used for lower level jobs than for higher level jobs.
Individual Pay
Pay ranges for grades give flexibility by allowing individuals to progress within a grade. It allows managers to reward better performing employees while maintaining the integrity of pay system. At times, managers may observe rates out of range. So, ‘Red-Circled Employee’ is an incumbent (current jobholder) who is paid above the range set for the job. In order to adjust it, pay may be frozen or give a lump-sum payment but no annual pay raises. A ‘Green-Circled Employee’ is an incumbent who is paid below the range set for the job. So, handsome pay increases or frequent pay increases may rectify the situation.
Pay Compression: A situation in which pay differences among individuals with different levels of experience and performance in the organization become small. It happens because, labor market pay levels increase more rapidly than current employees’ pay adjustment. This was experienced in the field of IT.
Issues Involving Pay Increases
· Seniority: Under seniority based pay system, the time spent in an organization or on a particular job becomes the base for pay increases. So seniority is used to determine eligibility for organizational rewards and benefits. Seniority based pay adjustments are set as automatic steps.
· Cost-of-Living Adjustments (COLA): A percentage increase in wages that allows employees to maintain the same real wages in a period of economic inflation. 
· Lump-Sum Increases (LSI): It is a one-time payment of all or part of a yearly pay increase. Lump-sum payments do not increase base pay.




















Lecture 13: Variable Pay
 Why Variable Pay?
Employees work harder if pay is tied to performance. If variable pay system is in place, employees can control their salaries. Employers apparently believe it too – by adopting variable pay systems. This pay system links individual performance to business goals and controls cost. Additionally it motivates employees and helps organization to retain employees.
Variable (Incentive) Pay
Variable pay rewards employees for partially or completely attaining a predetermined work objective. It includes compensation other than base wages or salaries that fluctuates according to employees’ attainment of some standard - a pre-established formula, individual/group goals, or company earnings. Variable pay appears as one time payments.
Assumptions of Variable Pay System
· Individual employees and work teams differ in how much they contribute – what they do, how well they do? 
· Company’s overall performance depends on the performance of individuals and groups
· To attract, retain, and motivate high performers, and to be fair to all employees, a company needs to reward employees on performance 
Types of Variable Pay and Performance Measures
1. Individual Incentive Plans
· Quantity of work output
· Quality of work output
· Work safety record
· Work attendance
2. Group Incentive Plans
· Customer satisfaction
· Labor cost savings
· Material cost savings
· Reduction in accidents
3. Companywide Incentive Plans
· Company profits
· Market share
· Cost containment
· Sales revenue 
Factors Affecting Variable Pay Plans
Does the plan fit the organization?
· One plan does not work for all organizations
· Plan must be linked to organizational objectives
· Ensure that cost saving or additional revenue justify the incentives
· Plan must be consistent with the organizational culture
Does the plan encourage the desired behavior?
· Employees tend to produce what is measured and rewarded
· Employees must see a direct link
· Organizations must make sure that what is being rewarded leads to achieving organizational objectives
· Employee performance must render itself measurable
· Use of multiple measures helps assure that various performance dimensions are not omitted
Is the plan being administered properly?
· Communication of a variable pay plan to employees is vital
· The more complicated a plan is, the more difficult it will be to communicate 
· Clearly reflect that how much is paid to employees separate from their base pay
· Plan should consistently reflect technological and organizational conditions 
Individual Incentives
Individual incentives work well in the organizations where:
· Identification of individual performance is possible
· Independent work is performed
· Individual competitiveness is desired
· Individualism is stressed in organizational culture
Types of Individual Incentives include Piece-Rate Systems, Bonuses and Special Incentive Programs. 
Piece-Rate Systems
· Straight Piece-Rate Systems: Under this system, wages are determined by multiplying the number of pieces produced by the piece rate for one unit.
· Differential Piece-Rate Systems: Employees are paid one piece-rate for units produced up to a standard output and a higher piece-rate wage for units produced over the standard.
Bonuses 
Bonus is a one-time payment that does not become part of the employee’s base pay. It can be used to compensate for contributing new ideas, developing skills, or obtaining professional certifications. A bonus can recognize performance by an employee, a team, or entire organization. Bonus plans must be described in writing 
Special Incentive Programs 
Usually focus on rewarding only high performing individuals:
· Awards: Cash or merchandise used as an incentive reward.
· Recognition Awards: Recognition of individuals for their performance or service to customers in areas targeted by the firm. Recognition awards work best when they recognize specific efforts and activities targeted by the organization as important; and objective criteria used to select award winners are more likely to be seen as rewarding performance than favoritism.
· Service Awards: Rewards to employees for lengthy service with an organization.
Sales Compensation Plans
· Salary Only: All compensation is paid as a base wage with no incentives. This plan is used to protect the salary of new sales representatives. This plan works well when organization emphasizes serving and retaining existing accounts. But, salespersons who want extrinsic rewards function less effectively in salary only plan.
· Salary Plus Bonus: This plan offers a set salary coupled with a bonus.
· Salary Plus Commission: It combines the stability of a salary with the performance aspect of a commission.
· Commission Plus Draw Plans: Award sales professionals with subsistence pay or draws – money to cover basic living expenses – yet provide them with a strong incentive to excel. Draw system makes advance payments against future commissions to salesperson.
· Commission Only Plans:	Salespeople derive their entire income from commissions.






Lecture 14:  Variable Pay
Why Team Incentives
· Growing use of teams in organizations  to achieve objectives and to be competitive
· In certain organizations, cooperation within and between teams is needed
· Team based job designs promote innovation
· Team based organization structures encourage team members to learn new skills and assume broader responsibility
· Individual incentives may limit team effectiveness
Now, companies are forced to change individual based compensation to team based compensation plans.
Group/Team Incentives
Group incentive programs reward employees for their collective rather than individual performance. Such programs are more effective when all group members have some impact on achieving the goal, where group size is small, and where interdependence is high. Well designed team incentives plans reinforce team work, cultivate loyalty, increase productivity, improve quality, boost up employee morale, and tie earnings to team performance.
Distributing Team Incentives
Rewards may be allocated where share of individual team member is of same size or of different size. Decision making about team incentive amounts may be based on votes, decided by team leader, or divided equally. Some teams are unwilling to handle pay decisions for coworkers. Timing of team incentives may be monthly, quarterly, semiannually, or annually.
Problems with Team-Based Incentives
· Rewarding team member equally or equitably
· Poorly performing individual influence team results negatively
· Still employees expect to be paid on individual performance 
Types of Group Incentives
Work Team Results: May reward equally on the basis of group output – cost savings, quality improvement, or increased sales revenue.
Gainsharing: The sharing with employees of greater-than-expected gains in productivity. It attempts to increase discretionary effort. Management must identify the ways in which increased productivity, quality, and financial performance can occur. Decide how to share gains with employees:
· A flat amount for all employees
· Same percentage of base salary for all employees
· Percentage of the gains by category of employees
· A percentage based on individual performance against measures
Organizational Incentives
An organizational incentive system compensates all employees in the organization based on how well the organization as a whole performs during the year. Overall results depend on organizational or plant-wide cooperation so conflicts between marketing and production can be overcome. Such plans should include everyone from non-exempt employees to managers and executives. Organizational incentives include profit sharing, employee stock options, and employee stock ownership plans.
· Profit Sharing: A system to distribute a portion of the profits of the organization to employees. Typically percentage of profits to be distributed is agreed on by the end of the year before distribution. Profits may be distributed at year end or deferred and made available at retirement. Primary objectives are to improve productivity, recruit or retain employees, improve product/service quality, and improve employee morale. Profit sharing has certain drawbacks like disclosure of financial information, variability of profits from year to year, and profit results not strongly tied to employee efforts.
· Employee Stock Options: Give employees the right to purchase a fixed number of shares of company stock at a specified price for a limited period of time. It is based on the premise that purchasing and holding the company stock is thought to give employees a vested ownership in seeing the company doing well. This method provides employees an incentive to work productively for the organization.
· Employee Stock Ownership Plans (ESOPs): Employees gain stock ownership in the organization for which they work. It places company stock in trust accounts for employees. These trust are set aside as a source of retirement income. It is similar to deferred profit sharing. In this method retirement benefit is tied to the firm’s performance.
Executive Compensation 
· CEOs receive millions of dollars 
· CEOs fall in high tax brackets
· Want compensation in ways that offer tax advantages
· Total compensation packages are more significant than base pay 
Executive Salaries: Salaries vary by type of job, size of organization, and industry.
Executive Bonus Plans: Bonus compensation must reflect some performance measures. Bonuses may be decided by board of directors or tied to earning per share, return of investment or net profit
Long term incentives: Stock options, share appreciation rights
Benefits for Executives: Health insurance, vacation, retirement
Executive perquisites: Are special benefits – usually noncash items – for executives. Perks help tie executives with organizations and demonstrate their importance to their companies. Perks offer tax savings. 




















Lecture 15: Benefits
Benefit 
Benefit is an indirect compensation given to an employee or group of employees as a part of organizational membership. Benefits Influence employees’ decisions about which employer to work for, whether to stay or leave employment, and when to retire. Certain benefits are required by the law. Employees tend to take benefits for granted. Benefits are complex, so employees may not understand them or even know what benefits exist.
Strategic Perspectives on Benefits
· Benefits absorb social costs for health care and retirement
· Benefits influence employee decisions about employers (recruitment and retirement)
· Benefits are increasingly seen as entitlements
· Benefit costs are about 40% of total payroll costs
· Organizations can choose to compete for employees by providing base compensation, variable pay, and benefits
 Benefit Needs Analysis 
It is a comprehensive look at all aspects of benefits:
· How much total compensation, including benefits? 
· What part of total compensation should benefits comprise?
· Why is each type of benefit offered? 
· What expense levels are acceptable for each benefit?
· Which employees should get which benefits?
· What are we getting in return for the benefit?
· How will offering benefits affect turnover, recruiting, and retention of employees?
· How flexible should the benefits package be?
Funding Benefits: Benefits are funded both by contributions made by the employer and employee. Certain benefits may be fully funded by employer for instance social security or partially funded by employer like worker welfare board and Employees Old Age Benefits Institution. 
Why to offer Benefits?
· To attract and retain better employees
· Benefits are not taxed to employers
· Benefits may be purchased at a better rate if purchaser is a large employer
· Benefits are not taxed as income to employees
· Required by the state law 
Types of Benefits
· Government Mandated Benefits: This category include Pension Plans; Medical Benefits; and Leave and Maternity Benefits.
· Voluntary Benefits: Employers voluntarily offer other types of benefits to compete for and retain employees. By providing benefits that cater widely varied personal circumstances, organizations strengthen ties with employees as valuable human resources. 
Workers’ Welfare
· Employees Old Age Benefits Act 1976: This act asks for old age pension, old age grant, and widow/widower pension. Contributions are to be made by both employer (5 % of minimum wages) and employee (1 % of minimum wages).
· Employees Social Security Ordinance 1965: This act provides benefits to employees in case of sickness, maternity, employment injury or death. Contribution against these benefits is to be made only by employer.
· The Workmen’s Compensation Act 1923: Provides for the compensation to be paid by the employer to the workers or heirs in case of death, permanent total disablement, permanent partial disablement and temporary disablement during working in an establishment.
· The Standing Orders 1968: Provides for compulsory group insurance against natural death or injury for all the permanent employees in a workplace. 
 Leave and Maternity Benefits
Under the Factories Act: If a worker competed 12 months of continuous service in a factory, he shall be allowed to avail:
· Paid annual leave of 14 consecutive days
· 10 days casual leave with full pay during a year
· 16 days sick leave with half pay (8 days with full pay) in a year
Maternity leave 
Maternity Benefits Ordinance 1958 allows women for a period of 12 weeks with full pay. It is unlawful for an employer to dismiss a woman who is on maternity leave. The qualifying period for getting this leave is four months of preceding employment with this employer. 
Pension Plans
Employer and employee make the contributions and the employee gets defined amount each month upon retirement. Vesting is the right of employees to receive benefits from their pension plans. Portability is a pension plan feature that allows employees to move their benefits from one employer to another.
Health Care Benefits
Health care and medical benefits are provided by employers usually through insurance Plans to exempt employees and social security to non-exempt employees. Medical, dental, prescription drugs, vision care expenses are provided to exempt employees and their dependents. Non exempt employees may access any social security dispensary/hospital or may be referred by them to any DHQ hospital. The cost of Health-Care Benefits is controlled through:
· Co-Payment: Employees are required to pay a portion of the cost of both insurance premiums and medical care.
· Defined Contribution Plans for Health Benefits: Employer provides a set amount that the employee may spend on health-care coverage benefits.
· Managed Care: Are the approaches that monitor and reduce medical costs using restrictions and market system alternatives. Preferred Provider Organization is a health-care provider that contract with an employer group to provide health-care services to employees at a competitive rate. Health Maintenance Organization (HMO) is a managed care plan that provides services for a fixed period on a prepaid basis.
Retirement Security Benefits
Early Retirement: It gives employees opportunities to leave their jobs. After spending particular number of years with an employer, individuals may wish to use their talents in other areas. Phased in and part-time retirements offer an alternative. 
Security Benefits
Severance Pay: A security benefit voluntarily offered by employer to employees who lose their jobs. Payments are determined by the employee’s level within the organization and years of employment. Other benefits (outplacement and continued health insurance) may be offered in lieu of cash severance payments.
Flexible Benefits
Flexible Benefit Plan: A plan (flex or cafeteria) that allows employees to select the benefits they prefer from groups of benefits established by the employer. Problems with Flexible Plans are:
· Inappropriate benefits package choices
· Adverse selection and use of specific benefits by higher-risk employees
Benefits Administration
Benefits Communication: Benefits Statements are annual “personal statement of benefits” that translates the benefits into dollars to show their worth.
HRIS and Benefits Communication: HRIS information allows employees to obtain benefits information on-line.
Lecture 16: Health, Safety, and Security
Why Health, Safety, and Security
· Employees expect their employers to provide work environments that are safe, secure, and healthy
· People once viewed accidents and occupational diseases as unavoidable by-products of work – prevention and control measures may be taken to minimize or eliminate these risks
· Organizations are required to pay enormous amounts against worker compensation
· Employers cannot have healthy, motivated, satisfied and committed work force without addressing their Health, Safety, and Security issues
Health, Safety, and Security
· Health: A general state of physical, mental, and emotional well-being.
· Safety: A condition in which the physical well-being of people is protected.
· Security: The protection of employees and organizational facilities.
Safety Management
It requires organizational commitment to provide safe working conditions. This effort should be coordinated from top management to include all the members of the organization and be reflected in management actions. Such efforts give rise to a safety culture that prevails in the organization. It pays out in terms of reduced workplace accidents and injuries; and reduced costs associated with worker compensation and fines.

Approaches to Effective Safety Management
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Health
Workplace Health Issues
Emotional and mental health concerns: Employees continuously face work, family, and personal life pressures. Specific events – death of a relative, divorce, medical problems – may affect individuals in terms of depression and stress. This may result into work related consequences – that should be dealt properly. HR staff should intervene and refer affected employees to outside resources through employee assistance programs.
Workplace air quality: Within certain manufacturing facilities air quality can be a health issue like textile unit, fertilizer/cement plant. Sealed buildings; inadequate ventilation; and airborne contamination from carpet, copy machines, adhesives, and fungi may affect adversely the workplace air quality.
Smoking at work: Many employers have no smoking policies. To help smokers, some employers offer smoking cessation workshops. 
Health Promotion
Health promotion is a supportive approach to facilitate and encourage employees to enhance healthy actions and lifestyles. 
Level 1.  Information and awareness: Employers provide information on – weight control, stress management, nutrition, exercises and smoking cessation. It has some impact on individuals.
Level 2.  Lifestyle wellness: Individuals are required to follow those initiatives and make changes in attitudes and behaviors. 
‘Wellness programs’ are designed to maintain or improve employee health before problems arise like reducing cholesterol, heart disease risk, and individualized exercise programs. Here organizations are to encourage self-directed lifestyle changes in order to bring some positive changes. 
‘Employee assistance programs’	provide counseling and other help to employees having emotional, physical, or other personal problems – depression and anxiety, legal difficulties, substance abuse, financial counseling, and career advice
Level 3.  Organizational health culture: Employers believe that an organizational culture that emphasizes and supports health efforts is beneficial. Organizations start an integrated and broad based effort supported both financially and managerially. It may include the development of procedures and policies that support health efforts – on site exercise facilities, fitness centre.
Security
Top Security Concerns at Work:
· Workplace violence
· Internet/intranet security
· Business interruption/disaster recovery
· Fraud/white collar crime
· Employee selection/screening concerns
· General employee theft
· Unethical business conduct
· Computer hardware/software theft
Workplace Violence: Management of Workplace Violence
· Employers should develop workplace violence prevention and response policies/practices
· Employers must initiate disciplinary actions and referrals to employee assistance programs 
· Violence response team should function like a safety committee
· Post violence response should sound reasonable – referrals to EAP resources, allowing employee time to meet with HR staff, arranging for trained counselors 
Domestic causes of workplace violence: Violence that begins at home with family can spill over to workplace. 
Training on workplace violence: Managers, HR staff, supervisors and employees must be trained on how to recognize a potential violent employee and what to do when violence occurs:
· Notice verbal and non-verbal reactions of individuals that indicate hostility
· Ask questions that require longer answers and explanations
· Respond calmly and non-threateningly to individual’s emotions and acknowledge those emotions/feelings
· Get assistance from HR or another neutral party
· Notify security personnel 
Security Management
An overall approach to security management is needed to deal with a wide range of issues. A security audit / vulnerability analysis involves comprehensive review of organizational security – through internal managers and outsiders. It includes survey of the area around facility, review of the security available, and review of the disaster management plans. So results can be achieved by controlling employee access to the physical facilities of the organization. And most vulnerable employees must be provided with secure areas.
Computer security: It controls access to computer systems like internet, Email, and e-commerce. It is important when individuals are terminated or leave the organization
Employee screening and selection: A key facet of providing security is to screen job applicants at the time of hiring.
Security personnel: Another critical part of security system is adequately trained security staff and in sufficient numbers.
Legislation in Pakistan
Regarding Occupational Safety and Health, following legislation exists in Pakistan:
· The Factories Act 1934: The main law containing OSH provisions is applicable to manufacturing enterprises employing 10 or more workers.
· Mines Act 1923: It covers the mining sectors.
· Dock Laborers Act 1934
· Workmen’s Compensation Act 1923
The OSH laws in Pakistan mainly cover the formal sector manufacturing industry. 










Lecture 17: Rights and Responsibilities
Rights and Responsibilities Issues
Rights: Belong to a person by law, nature, or tradition. Legal rights may or may not correspond to moral rights. 
Responsibilities: Obligations to be accountable for actions. 
Employment is a reciprocal relationship – both sides have rights and responsibilities. If an employee has the right to a safe working condition, then employer must have an obligation to provide a safe workplace. If the employer has the right to expect uninterrupted high- quality work from employees, then the worker has the responsibility to be on the job and meet performance standards. 
Statutory Rights: Rights based on specific laws and statutes passed by federal, provincial, and local governments.
Legislation in Pakistan
Industrial and Commercial Employment Ordinance 1968: The workmen should be provided the contract in writing, showing the terms and conditions of his service, at the time of hiring, promotion and transfer. The wage rates paid to different categories of workers/work should be posted on the notice boards.
Articles 25 and 27 of the Constitution: These articles prohibit discrimination on the basis of race, religion, caste, sex, residence or place of birth.
Article 37(e) of the Constitution: The state shall make provision for securing just and humane conditions of work, ensuring that children and women are not employed in vocations unsuited to their age or sex, and for maternity benefits for women in employment.
Article 38 of the Constitution: The state shall secure the well-being of the people, irrespective of sex, caste, creed or race, by ensuring equitable adjustment of rights between employers and employees.
HR Policies, Procedures, and Rules
‘Policies’ are general guidelines that focus organizational actions. “Why we do it?” These are general in nature and be viewed regularly. 
Procedures: Provide for customary methods of handling activities. “How we do it?” Procedures are specific to the situation. 
‘Rules’ are specific guidelines that regulate and restrict the behavior of individuals. Rules are “the limits on what we do”. They are similar to procedures as they guide action and typically allow no discretion in their application. Rules reflect a management decision that action be taken – or not taken in a given situation. 
Employee Handbooks
Any conflict between the two entities must be resolved so that employees receive appropriate treatment. Well designed HR policies should be consistent, necessary, applicable, understandable, reasonable, distributed, and communicated clearly. Employee handbooks:
· Give employees a reference source for company policies and rules
· Can be a positive tool for effective management of human resources
· Can be prepared very easily  by using available computer software
First, develop sound HR policies and employee handbooks to communicate them and then review its language from legal point of view to eliminate controversial phrases in wording, use disclaimers and show them prominently in the handbook. The disclaimers should not be overused. Finally, keep handbook contents current.
Adjust reading level of handbook for intended audience of employees and test the readability of the handbook on a sample of employees before it is published.
Communicate and discuss the handbook. Employee handbook may also be distributed electronically. Notify all employees of changes in the handbook.
Communicating HR Information
It focuses on receipts and dissemination of HR data and information throughout the organization. Downward communication is informing employees about what is and will be happening in the organization and what top management expectations and goals are. Upward communication enables managers to know about the ideas, concerns, and information needs of employees. 
HR Publications and Media
Communication through newspapers, company magazines, organizational newsletters, videotapes, and internet postings. Manager should make an honest effort to communicate information employee need to know. HR publications should not be solely a public relations tool rather bad news as well as good news should be reported objectively in a readable style. For it there may be a question and answer section in newsletter. Video or audio tapes may be used to explain benefit programs. 
Electronic communication
Communication to employees through E-mail, teleconferencing, and message boards on company’ web site comes under electronic communication. Through electronic communication, replies can be returned at once. Electronic communication is flexible because E-mails can bypass organizational structure and channels and videoconferencing can deliver same message at various audience at various locations. Message boards allow communication among management, employees and executives on issues of concern.
Suggestion system
It is a formal method of obtaining employee input and upward communication. It gives an opportunity to employees to suggest changes to improve the operations – may encourage loyalty and commitment. Financial rewards of such suggestions may be given to the employee. In a period of seven years, Toyota Japan received on average 2 million suggestions from its workforce. 
Employee Discipline
Employee rights often are a key issue in disciplinary cases. Discipline is a form of training that enforces organizational rules. Discipline is used for problem employees on their absenteeism, tardiness, productivity deficiencies, and insubordination. If organizations fail to deal with the small number of problem employees, negative effect on other employees or work groups may produce bad results.
Approaches to Discipline
Disciplinary system can be viewed as an application of behavior modification. It is self discipline when most people understand what is required at work, they can be counted on to do their jobs effectively. External discipline helps their self-discipline.
‘Positive discipline approach’ adheres that violations are actions that usually can be constructively corrected without penalty. Managers focus on fact finding and guidance to encourage desirable behaviors rather than using penalties.
1. Counseling heightens employee awareness of organizational rules and policies; and knowledge of disciplinary action.
2. Written documentation: If employee fails to correct his behavior, then a second conference becomes necessary. This stage is documented in written form. Here, employee and supervisor develop written solutions to prevent such problems.
3. Final warning: When employee does not follow the written solutions, a final warning conference is held. The supervisor emphasizes the importance of correcting the inappropriate actions.
4. Discharge: If the employee fails to follow the action plan, that was developed and further problems exist, then the supervisor discharges the employee. This approach needs extensive training and it takes supervisory time.
‘Progressive discipline approach’ is a sequence of steps each of which becomes progressively more stringent and are designed to change the employee’s inappropriate behavior. Third offense in a year may lead to a suspension. It sends a strong message to the employee that undesirable job behavior must change or termination is likely to follow. This approach provides opportunities to correct deficiencies. It ensures that both the nature and seriousness of the problem are clearly communicated to the employee.
Reasons Why Discipline Might Not Be Used
· Organizational culture regarding discipline: Organizational norm is to avoid penalizing and even dismissal of problem employees 
· Lack of support by higher management
· Guilt
· Loss of friendship
· Time loss
· Fear of lawsuits

Effective Discipline
· Should be aimed at the behavior not the employee
· Discipline can be positively related to performance
· If the manager tolerates unacceptable behavior, the group may resent the unfairness
· Training supervisors and managers on when and how discipline is crucial
· Training managers on counseling and communication skills may enable them to deal with employee performance problems 
Discharge: The Final Disciplinary Step
Handling Discharges:
· Provide discharge warning at last disciplinary step before termination.
· Provide the employee with written notice of the discharge that clearly states the reason(s) for the discharge decision, do not try to “sugarcoat” the reason(s).
· Have an HR representative attend the termination meeting as a witness.
· Inform the employee of HR or benefits issues. 



Lecture 18: Human Resource Development
Why Human Resource Development?
‘An organization is as good as its people’. All organizations must employ competent and motivated workers. The need for competent employees is intense for organizations competing in dynamic, competitive, and global markets. Even, the knowledge required to run an economy is both deeper and broader. And HR managers in large organizations ranked ‘training and development’ as the most important functional area they had to deal with.
Human Resource Development
‘A set of systematic and planned activities designed by an organization to provide its members with the necessary skills to meet current and future job demands’. Learning is at the core of all HRD efforts. HRD activities should focus on needs and concerns of all employees. And HRD programs must respond to job the changes and integrate the long-term plans and strategies of the organization. 
Learning
‘Learning is a relatively permanent change in behavior, cognition, or affect that occurs as a result of one’s interaction with the environment’. Learning involves change and change must be long lasting. Focus of learning includes behavior, cognition, affect, or any combination of these. And learning results from an individual’s interaction with the environment.
Relationship between HRM and HRD
Human resource management (HRM) encompasses many functions like HR planning, job analysis, recruitment, selection, performance management, compensation, and employee training/development. Human resource development (HRD) is just one of the functions within HRM. And functions of HRD include training and development, organization development, and career development. 
Training and Development
Training: Involves improving the knowledge, skills and attitudes of employees for the short-term, particular to a specific job or task.
· Employee orientation: The process by which new employees learn important organizational values and norms, establish working relationships, and learn how to function within their jobs.
· Skills & technical training: Programs aim to teach the new employee a particular skill or area of knowledge.
· Coaching: In this process, individuals are encouraged to accept responsibility for their actions, to address any work-related problems, and to achieve and sustain superior levels of performance.
· Counseling: Counseling techniques help employees deal with personal problems that may interfere with the achievement of organizational goals. 
‘ Development’ involves preparing employees for future responsibilities, while increasing the capacity to perform at a current job.
· Management training
· Supervisor development
· College and university courses 
Organization Development
‘The process of improving an organization’s effectiveness and member’s well-being through planned interventions that apply behavioral science concepts’. Organization development focuses on both: 
· Macro changes are intended to ultimately improve the effectiveness of the organization
· Micro changes are directed at individuals, small groups, and teams
Career Development
Ongoing process by which individuals progress through series of changes until they achieve their personal level of maximum achievement.
· Career planning: Involves activities performed by an individual, often with the assistance of counselors, to assess his/her skills and abilities to establish a realistic career plan.
· Career management: Involves taking the necessary steps to achieve that plan, and generally focuses more on what the organization can do to foster employee career development. 
Strategic Management and HRD
Strategic management intends to provide a competitively superior fit with the external environment and enhance the long run performance of the organization. HRD department should demonstrate its strategic capability through:
· Directly participating in organization’s strategic management process
· Providing education and training to line managers in the concepts and methods of strategic management and planning
· Providing training to all employees that is aligned with the goals and strategies of the organization


Lecture 19: Theories of Learning, Motivation, and Performance
Why to study Theory?
Theory: An abstraction that allows us to make sense out of a large number of facts related to an issue. Theories provide the guidelines, principles, and predictions that allow organizations to create the right recipe for their organizations. Unless you understand the theory behind someone’s success, copying can lead to chaos (W. E. Deming)
· If trainees don’t learn, then training has failed
· If trainees learn but don’t try to transfer the learning to the job, then training has failed
· If trainees learn and try to transfer the learning to the job site, but obstacles in their work environment prevent them from making the transfer, then training has failed.
Performance Model

· Motivation: Arises from your needs and beliefs about how best to satisfy those needs.
· Knowledge, Skills and Abilities: Knowledge – An organized body of facts, principles, procedures, and information that has been acquired over the years. Skills – pertains to the hands-on capability for doing certain things. Abilities include basic coordination, deductive reasoning and the like.
· Environment: Refers to the physical surroundings in which performance must occur – barriers and aids to performance. For instance Tools, equipment, rewards
Understanding of the three determinants of performance will help to design and implement effective training programs. 
Motivation
It is the direction, persistence, and the amount of effort expended by an individual to achieve a specified outcome. Motivation is goal directed and derived from personal needs, and decision processes used to satisfy those needs.
· What need(s) the person is trying to satisfy
· What type of activity the person engages in to satisfy the need
· How long the person engages in the activity
· How hard the person works at the activity
Need Based Theories of Motivation
Maslow’s Hierarchy of Needs Theory
· Physiological Needs 
· Security Needs
· Social Needs 
· Esteem Needs 
· Self Actualization
ERG Theory (Clayton Alderfer)
· Existence Needs (Physiological and Security) include immediate needs required to sustain life and the need for some security in future to continue for a safe and healthy life. 
· Relatedness Needs (Social and External Esteem) include interpersonal relationships and group membership satisfy these needs.
· Growth Needs (Internal Esteem and Self Actualization) include recognition, accomplishment, challenging opportunities, and a feeling of fulfillment can satisfy these needs. 
Frustration for not getting fulfilled some higher order needs may cause previously satisfied needs to be activated 
Herzberg’s Two Factor Theory
According this theory, people have two set of basis needs
Survival: Factors in the workplace that satisfy survival needs (hygiene factors) cannot provide job satisfaction, they only prevent dissatisfaction.
Personal growth: Motivators factors which satisfy the growth needs, can create feelings of job satisfaction, but their absence will not necessarily lead to dissatisfaction.
People work to satisfy their needs. Understanding the types and strengths of human needs can help in: 
· Identifying the causes of poor performance – for a person with strong relatedness needs, training may not be the solution
· Designing training programs and facilities – training methods and locations must fulfill these needs
The best training incorporates opportunities to satisfy all three categories of needs (ERG). Need theories lead to implications for the training process even after completion of the training.
Process Theories of Motivation
Process theories of motivation describe how a person’s needs translate into action.
Classical Conditioning
The association of a generalized response to some signal in the environment.
· Reaching the break time, employees start feeling hungry
· Cleaning of roads/facilities associated with the visit of high officials
Reinforcement Theory (Behavior Modification or Operant Conditioning) 
Emphasizes that people are motivated to perform or avoid certain behaviors because of past outcomes that have resulted from those behaviors. Principles for controlling employee behavior:
· Positive Reinforcement: A pleasurable outcome resulting from a behavior
· Negative Reinforcement: Behavior results in removal of an unpleasant outcome 
· Extinction – Decreases occurrences by eliminating reinforcement that causes the behavior
· Punishment – Introduces an adverse consequence immediately after behavior
A person’s motivation is a function of his reinforcement theory.
Punishment: Side Effects
· Does not motivate people to do things, only not to do
· Temporary suppression
· No knowledge of correct behavior
· Punisher associated with punishment
· People will learn the situations in which they can get away with it
· Escalating negative outcomes to employees raise ethical and moral objections
In order to reduce side effects make desired and undesired behaviors clear and provide reinforcers for desired behavior. Either positive or negative reinforcement is preferred over punishment. Used in combination, positive and negative reinforcement appear more effective than using alone. Any training must be concerned not only with teaching but also the consequences attached to the learning process, the old way of doing the job, and the new way of doing the job.
Expectancy Theory (Victor Vroom)
Proposes that a person’s motivation can be explained by the relationship between:
· Expectancy = Effort  Performance
· Instrumentality= Performance Outcomes
· Valence = Importance of Outcomes 
· Most trainings that teach decision making apply this model
· We go through by these processes unconsciously
· Expectancy influences our behavior the most  
· Sometimes this belief makes people reluctant to go to training
· Trainees should be able to see clear connections between the content of training and important  organizational and personal outcomes
· Training outcomes must be made as desirable as possible for the trainees rather than just for organization, supervisor, or the trainer.
Self Efficacy and Motivation
Self Efficacy: People’s judgment of their capabilities to organize and execute courses of action required to attain designated types of performance.
· Not concerned with the skills one has but with judgments of what one can do with whatever skills one possesses.
· Can be influenced by one’s accomplishments, prior experience, others’ feedback, observations of others, verbal persuasion, and physiological and emotional states
· Higher the self efficacy, the better the performance
· People with high self efficacy, also try harder in difficult situations
· If failure is expected, employees try to minimize the negative consequences – withdrawing from the activity
Self efficacy can be improved if supervisors provide employee with confidence through persuasion. Training can also improve self efficacy of employees directly or indirectly. Self efficacy seems to be a good predictor of learning during the training session and transfer of the learned behavior to the job site.



Lecture 20: Learning
Understanding Learning
Learning is related to changes in physical, neurological structure of the brain and its related electrochemical functioning. Learning is closely tied to memory – whatever is learned must be retained if it is to be useful. Electrochemical changes created during learning apparently create a relatively permanent change in neural functioning that becomes memory. Two definitions of learning are:
Behaviorist Definition: A relatively permanent change in behavior as a result of experience.
Cognitive Theorist Definition: A change in the content, organization and storage of information. Cognitive theorists discuss learning in terms of mental infrastructures or schema rather than in terms of behavior. Finally, learning can be defined as a relatively permanent change in cognition resulting from experience and directly influencing behavior.
Social Learning Theory
Events and consequences in the learning situation are cognitively processed before they are learned or influence behavior. A person can learn by observing the behavior of others and the consequences that result. 
Motivation: Both influences and is influenced by the other processes. Learner’s needs determine what things receive attention and are processed for retention. 
Attention: It is becoming focused on particular objects and events in the environment. Pay attention to those things that stand out or are important. Learning is improved by making key points stand out and eliminating extraneous objects. Making learning experiences fun and interesting keeps attention focused, however funny but unrelated exercises draw attention away.
Retention: Incoming information is processed for possible retention. The more training is designed to facilitate the retention process, the more learning will occur.
· Symbolic Coding – translation of external information into meaningful internal images and verbal symbols.
· Cognitive Organization – symbols are organized into the existing cognitive structure through associations.
· Symbolic Rehearsal – visualizing or imagining how the knowledge or skill will be used.
Behavioral Reproduction: It is the repeated practice. The higher is practice, the more it is learned and retained. If consequences are to affect behavior, it must be communicated to the individual.
Aligning Training Design with Learning Process
Micro theory of instructional design is a guide for designing training events to achieve learning outcomes that you want to create. This theory encompasses nine steps but all nine steps are not necessary for every learning objective. It gives the most probable order – but it is not necessarily to comply with this order all the times.
Gagne-Briggs Nine Events of Instruction
	Instructional Event 
	   It gets the trainee to:

	1. Gaining attention 
	Focus on trainer 

	2. Informing the trainee of Goal 	(objective)
	Begin focusing on the goal 

	3. Stimulating recall of prior 	knowledge (learning) 
	Bring prior learning into working 	memory 

	4. Presenting the material
	Selectively perceive important parts of training

	5. Providing learning guidance 
	To consider how the training fits into her overall schema, and facilitate retrieval 

	6. Eliciting the performance 
	Do it (practice) 

	7. Providing feedback 
	Perform effectively by reinforcing correct responses and assisting when incorrect 

	8. Assessing performance 
	Engage in a number of similar activities to determine how well she has mastered the learning 

	9. Enhancing retention and transfer 
	Engage in more complex and varied examples of the concept(s) and assess the success 



Motivation to Learn
The trainee’s intensity and persistence of learning-directed activities related to the content of the training program. It influences:
· The outcomes of training – knowledge and skills acquisition
· Transfer of KSAs to the job
· The resulting job performance
Resistance to learning occurs when trainee’s motivation to learn is not high enough to overcome other forces. Trainers complain about trainees who do not pay attention, are disruptive, and demonstrate a general resistance to learn new material.
Environmental Factors and Resistance
Peer Support
· The encouragement and assistance that trainees receive from their co-workers.
· The effect of group dynamics in work unit on individual group member behavior
· Group dynamics can also be use to support high performance
· Peer support for training strongly predict that the transfer of training
Supervisor Support
· If supervisor does not think that training is worthwhile and communicates this to you
· Engage the trainees’ supervisors early in the process
· Show trainees how the training will be of value to the work unit
Climate for Transfer
· Positive climate for transfer is required for transfer of training to be realized
· Apart from peer and supervisor support, it requires aligning organizational systems and procedures to support the new job behaviors and the training process; and removing barriers
Individual Factors and Resistance
1.  Cognitive Ability (General Intelligence): Refers to individual differences in information processing capacity and level of cognitive resources that the person can bring to bear on a problem. Goal setting as motivational incentive does not produce the same result on learning process for low and high ability individuals. When low ability trainees are starting to learn a moderately difficult task, providing goals to them will inhibit their performance. The difference disappears as the task is learned. In order to improve learning, HRD managers are to design trainings in which difficult tasks are broken down into smaller ones. And if it is not possible, then don’t introduce goals setting as a motivational device.
Trainees with higher levels of cognitive ability do have a large store of knowledge. So, substantial differences in trainees’ KSAs related to the training can create significant challenges. Low speed of instructions is required for low cognitive ability trainees. But low speed may bore more knowledgeable trainees. Use different approaches for trainees with different levels of cognitive abilities like separate trainings, two phases, and self paced training methods.
2.  Valences: Even when trainees acknowledge the value of training, they might believe that effort required to master the learning is not worthwhile. Accommodation process is the most difficult because it requires a learner to create new category, place elements into that category, and link it to other related categories. Learning the new system will be more difficult for supervisors with a lot of experience than for a newly hired supervisor.
3.  Anxiety: A heightened state of arousal related to feelings of fear. High levels of anxiety interfere with other cognitive processes and cause the trainees to withdraw from activity or resist it. The level of trainees’ anxiety may be reduced through pre-training counseling, set up of the training facility, and the way in which training is introduced.
Training that Motivates Adults to Learn
Training Relevance, Value, and Readiness to Learn
· Reasons for not participating – problems on the job, job changes, home/personal responsibilities
· Value of knowledge: Adults seek to learn when the learning is life-, task-, or problem-centered.
· Readiness to learn refers to the amount of pre-requisite knowledge the trainees possess and the trainees belief that they can learn.
· Make the relevance and value of training clear 
Allowing Trainees Control over their Learning
· Adults come to the training with well-developed cognitive maps – experiences that differ from person to person
· Trainees resist to learn with others who are dissimilar
· However, these differences can be viewed as a learning resource – they prefer to share their experiences if environment is supportive
Involving Trainees in the Process
· Trainers should address motivational and cognitive processes that influence the trainee’s readiness and willingness to learn – participation, choice, personal experiences, critical reflection, and critical thinking
· Involve the trainees from needs assessment to design and evaluation phase 
· Identify trainees’ strengths and challenges to motivation to learn
· Align learning objectives to organizational goals
· Describe program goals clearly at the start
· Engage the trainee early
· Use systematic, logically connected sequence of learning activities
· Employ a variety of training methods
· Use job or life relevant training material
· Allow trainees to work together and share experiences
· Provide constant feedback


Lecture 21: Training Needs Assessment
Training Needs Assessment/Analysis (TNA)
It is a systematic process by which an organization’s HRD needs are identified and articulated. Needs assessment can identify:
· Organization’s goals and its effectiveness in reaching these goals
· Gaps between employees’ skills and the skills required for effective current job performance
· Gaps between current skills and skills needed to perform the job successfully in future
· The employees to be sent on training
· The conditions under which the HRD activity will occur
Why to conduct TNA?
Although organizational effectiveness may be improved without TNA but it is not guaranteed. So TNA: 
· Increases the chances that time, money, and effort spent on training is spent wisely
· Determines the benchmark for evaluation of training
· Increases the motivation of participants
· Aligns training activities with strategic objectives
Why TNA is not Conducted?
· Can be a difficult and time-consuming process
· Action is valued over research
· Unnecessary because available information already specifies organization needs
· Lack of support
TNA is not needed: 
· If organization is trying to communicate a new vision or address legal concerns
· If a team requires team building skills
What is a Training/HRD Need?
Need: A discrepancy or gap between what an organization expects to happen and what actually occurs.
Identified needs focus on correcting substandard performance:
· HRD intervention may be the solution
· Compensation practices or employee selection may solve the problem
· Another management action like replacing machinery or negotiating work rules may be more appropriate solution
There are three different kinds of needs:
· Diagnostic needs: Focus on factors that lead to effective performance and prevent performance problems rather than emphasizing existing problems.
· Analytic needs: Identify new or better ways to do things.
· Compliance needs: Mandated by law or regulation.
‘Reactive TNA’ focuses on performance and compliance needs while ‘Proactive TNA’ focuses on diagnostic and analytic needs.
Training Needs Analysis
1.  Inputs
Strategic/ Organizational Analysis: Examination of an organization’s strategy, goals, and objectives; and the systems and practices in place to determine how they affect employee performance. Where in the organization training is needed and under what conditions it will occur?
Task Analysis: The examination of specific jobs to determine the requirements, in terms of the tasks required to be done, and the KSAs required to get the job done.
Person Analysis: The examination of employees in the jobs to determine whether they have the required KSAs to perform at the expected level. Who needs to be trained and what kind of training they need?
2.  Processes
In the process phase task analysis provides information on expected performance and person analysis provides information on actual performance.
3.  Outputs
· Training needs
· Non-Training needs 
Organizational Analysis
It ties HRD programs to organizational goals and Strengthens corporate support for HRD. Organizational analysis requires a ‘whole system’ view of the organization and what it is trying to achieve? Components of an organizational analysis are:
· Organizational goals and strategy
· Organizational resources (Capital and Human)
· Organizational culture/climate
· Environmental constraints
Lecture 22: Training Needs Assessment
Task/ Operational Analysis
The systematic collection of data about a specific job or group of jobs to determine what an employee should be taught to achieve optimal performance. What are the appropriate standards of performance? How task should be performed to meet these standards? Knowledge, Skills, Abilities, and other characteristics (KSAOs) required to meet the standards.
Steps in conducting a task analysis:
· Develop job description
· Identify job tasks: The major tasks in the job and how each job should be done 
· Identify what is takes to do the job -KSAOs needed 
· Identify the areas that can most benefit from training 
· Prioritize potential training areas
Person Analysis
Person analysis is directed at determining the training needs of the individual employees.
Expected Performance – Actual Performance = Performance Gap 
The most suitable person who can perform person analysis is one who can regularly observe the employee’s performance that is supervisor. Person analysis addresses performance deficiency:
· Is performance substandard?
· Are current employees capable of training?
· Can performance be improved through training
Person analysis deals with the issue of whether to train, replace, motivate. Person analysis is based on many sources of data.
Components of Person Analysis
Summary Person Analysis: Determines the overall success of the individual employee performance and classifies an individual as successful vs unsuccessful employee.
Diagnostic Person Analysis: Tries to discover the reasons for an employee’s performance – how individual’s KSAOs, effort, and environmental factors combine to yield the summary person analysis. Effective performers may be the source for ideas on how to improve performance and analysis of ineffective employees can identify which training interventions are needed.
Developmental Needs
An effective person analysis should also determine future developmental needs for maintaining and increasing the KSAs of employees; and career development by preparing the employee for future jobs. Data on developmental needs can be sought from periodic performance evaluation, skills inventory and human resource information system.
Output of TNA
Outputs of TNA are Training Needs and Non-Training Needs:
Non-Training Needs that have no KSA deficiency:
· Reward/Punishment In-congruencies
· Inadequate Feedback
· Obstacles in the system
Non-Training Needs that have a KSA deficiency:
· Job Aids
· Practice
· Changing the job itself
Prioritizing HRD Needs
Because there are never enough resources available so management must prioritize HRD efforts. The projected impact of HRD efforts on organizational performance must always be kept in mind. What are the potential gains or return on investment from various options? We need full organizational involvement in this process so that more employees will perceive HRD programs as being relevant and more people in the organization will support HRD programs. To be more effective, management may form and involve an HRD Advisory Committee.









Lecture 23: HRD Design
Questions to be asked after Needs Assessment
· Is this an issue that can and should be addressed by an HRD intervention?
· How do I translate the results of the needs assessment into a specific training intervention?
· If training is necessary, how do we handle the “make” or “buy” decision?
· Who will be an effective trainer/s for this particular project?
· What is the best way to organize the intervention?
· How should training methods and materials be selected or prepared?
· What is the most effective use of technology? 
· Are there particular scheduling issues that should be considered in preparing for training?
Key Activities in HRD Design
1. Setting objectives
2. Make versus Buy decision
3. Selecting the trainer
4. Developing a lesson plan
5. Selecting program methods and media 
6. Preparing materials
7. Scheduling the program
1.  Defining the Objectives
Objective: A description of a performance you want learners to be able to exhibit before you consider them competent. Training program objectives describe the intent and the desired result of the HRD program. Objectives are used:
· As the basis for determining which methods should be used to achieve the specified outcomes.
· To evaluate the program’s success
· By the  participants to focus their attention and efforts
Qualities of Useful Objectives: 
· The performance the learners should be able to do or produce to be considered competent. The objective sometimes describes the result of the doing - “Write a product profile for a proposed new product.”
· The conditions under which they must do it - “Given all available engineering data regarding a proposed product, trainee will write a product profile.”
· Criteria: an objective identifies the criteria of acceptable performance by describing how well the learner must perform - “The product profile must describe all of the commercial characteristics of the product that are appropriate for its introduction to the market, including descriptions of at least three major product uses.”
2.  The Make versus Buy Decision
Factors to Consider:
· When an organization lacks specialized KSAOs needed to design and implement an HRD program
· When it is timelier to hire an outside agency to facilitate the process
· The size of the HRD department is important for assessing the capacity to design, conduct, and/ or implement skills training as opposed to using an outside agency
· For just a few trainees use an outside training agency
· If the subject matter is sensitive or proprietary then conduct the HRD program in-house
· Always consider cost, but only in relation with other factors
· Personal contact or past experience with an outside vendor
· Geographical proximity to the vendor
· Local economic conditions
· Presence of government incentives to conduct training
Typical services available through outside vendors:
· Assisting with conducting needs assessment
· Guiding internal staff to design or implement a program
· Designing a program specifically for the organization
· Providing supplemental training materials (exercises, workbooks, computer software, videos)
· Presenting a previously designed program
· Conducting a train-the-trainer program to improve the instructional skills of internal experts
Typical sources of training/HRD programs include consulting firms, educational institutions, professional societies, trade unions, governmental agencies, and nonprofit community-based organizations.
Once an organization has decided to purchase a program or part of a program, vendor must be selected on the basis of:
· Cost: price relative to program content and quality
· Credentials: certificates, degrees, and other documentation of the vendor’s expertise
· Background: number of years in business and experience in particular content area
· Experience: vendor’s prior clients, success with those clients, references
· Philosophy: comparison of the vendor’s philosophy to that of the organization
· Delivery Method: training methods and techniques used
· Content: topics included in program or materials
· Actual Product: including appearance, samples, a pilot program
· Results: expected outcomes
· Support: in terms of implementation and follow-up
· Request for Proposal (RFP): The match between a vendor’s offer and the requirement spelled out in the organization’s RFP 
While considering the make versus buy decision, some managers want to work with “best” providers. Outsourcing is done primarily to acquire expertise and enhance the overall design and delivery of training rather than to cut costs. Outside vendors offer a wide choice of options in designing HRD programs. Even large organizations with well respected HRD make regular use of outside vendors. When organizations are to select outside vendor to purchase a training program, they must, first conduct a needs assessment to make an informed decision.
3.  Selecting the Trainer
Once an organization has decided to design its own training program or has purchased a program, a trainer must be selected. Following factors should be considered:
Training Competency: Knowledge and varied skills needed to design and implement a training program. Training competency may encompass effective communication, ability to use various instructional techniques, interpersonal skills, and ability to motivate others. Individuals with poor training competency may rely too heavily on a single method of instruction or they may lack interpersonal skills.
Subject Matter Expertise: Refers to the mastery of the subject matter. Only subject matter expertise does not guarantee that an individual will be an effective trainer. Trainers who lack subject matter expertise may rely too heavily on a text book. Training is most effective when trainers possess an advanced level of expertise as instructors and facilitators as well.
Helping Less Qualified Trainers
· Teaming skilled trainers with in-house subject matter experts to form an instructional team
· Using a training technique that does not require a human trainer, such as computer-aided or online instruction programs 
· Train-the-trainer programs, which involve identifying in-house content experts who lack training skills and training them to become effective trainers
Train-the-Trainer Programs
Provide subject matter experts (SMEs) with the necessary instructional knowledge and skills to design and implement training program. Train the trainer programs may range from instruction in a single technique to a comprehensive program on how to design a training program. Such programs are available through consultants, local professional associations, and universities. There are certain programs in which participants become ‘certified trainers’ on behalf of the consulting firm. Some organizations design their own train-the-trainer programs to focus on:
· Developing trainee objectives and lesson plans
· Selecting and preparing training materials
· Selecting and using training aids (PowerPoint® slides, videos, multimedia)
· Selecting and using different training methods and techniques
Training Manuals
When train-the-trainer program is not possible then organizations develop training manuals that include various components of design and implementation process. Manuals are valuable, when there are insufficient SMEs to arrange a train-the-trainer program and/or potential trainers are not available in the area. A training centre of a large organizations relied on subject matter experts to provide majority of their technical and financial training by making use of a self-directed instructor’s guide. It provides information and techniques to conduct need assessment; translate this information to course objectives and contents; and select appropriate instructional techniques and visual aids. After, the subject matter experts completed this self directed training, the trainee reactions were very positive. Selection of a trainer is vital:
· A competently designed program that has the potential to address a significant organizational need can be a failure if an incompetent, unmotivated or disinterested trainer delivers it.
· An excellent trainer can make a bad training effort a lot better.
· An ideal trainer adds value to the program by making an ideal match of training content with training design and delivery.
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4.  Preparing a Lesson Plan
Program objectives are necessary but these statements alone are insufficient to determine the content as well as the training methods, techniques, and materials of the program. Lesson plan translates program objectives into an executable training session and trainer’s guide for the actual delivery of the training content. Lesson plan determines in advance what is to be covered and how much time is devoted to each part of the session. A lesson plan should specify:
· Content to be covered
· Sequencing of activities
· Selection or design of training media
· Selection or development of experiential exercises
· Timing and planning of each activity
· Selection of the method of instruction to be used
· Number and type of evaluation items to be used
Some organizations have program designers especially to defining training objectives and developing lesson plans. These are important for subject matter experts with limited training skills.
5.  Selecting Training Methods and Media
Training Methods: Still, the most popular instructional method has been classroom programs for training. There has also been considerable recent growth in web-based self study programs. More general public seminars are also popular as a training method.
Training Media: Workbooks and manuals continue to be the most widely used training media. There is also a substantial increase in the use of internet/company intranet and CD/DVDs to provide training.
To make a proper understanding of all the methods, training methods can be classified:
On the basis of the degree of activity expected or required of participants:
· Lectures are least active 
· Experiential methods like role playing, games, simulations and outdoor training are the most active
On the basis of its application:
· On-the-job methods which typically occur in the employee’s normal work settings
· Class room methods which typically take place away from the job
· Some training methods like computer-based training have multiple applications
An appropriate training method to maximize learning can be selected by considering following factors:
· The objectives of the program - Interpersonal skills
· Time and resources (financial) available
· Availability of other resources - Highly trained trainers and special equipment
· Trainee characteristics and preferences - Trainee readiness, diversity of target population, high literacy for computer based training, learning styles
Selection of training methods and media requires:
· Knowledge of different HRD techniques
· Sound judgment in their decision making
· HRD professionals to investigate all available methods and when in doubt consult expert colleagues
6.  Preparing Training Material
Preparing materials would depend on whether training has been outsourced or designed by the organization. Training material include program announcement, program outlines, and training manuals and textbooks.
Program Announcements: Inform target audience about the training program - purpose of the program, when and where to be held, and how the employees can qualify to participate in program. Give sufficient lead time for trainees, so that they can adjust their schedules. Program announcements may be sent through supervisory channels, company newsletters, Intranet, E-Mail, Electronic bulletin boards, and HRD Bulletins.
Program Outlines: Communicate the content, goals and expectations of the program. It includes course objectives, topical areas to be covered, materials or tools needed, requirements of each trainee, and tentative schedule. Program outlines are used to establish behavior expectations including punctuality, attendance, work habits, and courtesy towards other trainees. In this regard, it is important for trainees to be present at all sessions if training content is sequenced.
Training Manuals and Textbooks: Are required as basic instructional material, readings, exercises, and self tests. Some documents are organized into modules to divide the training program into sessions. Textbooks generally provide a broad treatment of subject while training manuals are better known for their brevity and hands-on approach. To design training manuals and textbook be careful and get permission and give attribution to the original source.
7.  Scheduling the HRD Program
Organizations are busy, hectic and unpredictable, so schedule HRD program in a way that trainers and trainees are both available and focused on learning. Scheduling an HRD program must be done in conjunction with production schedulers, shift supervisors, work supervisors/managers, and trainees. Two types of schedules are normally used during work hours and after work hours.
Scheduling During Working Hours: Such arrangements avoid outside conflicts – traveling, family and send message that management supports the learning/training activity. Here, important considerations include.
Day of the Week:
· Avoid Mondays and Fridays
· Avoid holiday weeks
Time of the Day:
· Too early - Tardy or tired participants
· Over lunch hour - When do they eat
· Mid-afternoon – Sluggish, low attention
· Late in day - Distractions and need to leave early
Other Working Hour Constraints/Considerations:
· Peak work hours
· Staff meeting times
· Travel requirements
· Training shift workers
 Scheduling After Working Hours: Such schedules avoid organizational complaints but can create other problems - family obligations, personal commitment may arise, tired trainees may not be mentally alert, and reluctance to give up free time. To avoid such problems, management may offer certain inducements like overtime pay, compensatory time, training as qualification for promotion, holding at resort with leisure activities.
Individually oriented delivery method program can be done whenever the trainees have the time 
Registration and Enrollment: It must be clear on how one should register, who is responsible for logistics, and how to cancel or reschedule. If available and possible, use computerized system to manage online training registration and tracking.
E learning: It provides quicker and more widespread access to training materials. Once in place, it is cheaper than classroom method. E learning is available round the clock. It allows trainee to control pace and training process to fit personal needs and abilities.
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After Training Need Assessment and Design of Training Programs, Implementation is the next step. Proper delivery or implementation assumes that an important need for training has been identified and program objectives have been spelled out. The implementation of HRD programs focuses on:
· The array of methods available for conducting trainings
· The use of technology in program implementation
· How technology is blend or used along with other class room approaches
Training/ HRD Delivery Methods
Training is intended to increase the expertise of trainees in a particular area. It is useful to consider the current level of expertise that trainees possess. A Learning Pyramid is used to guide in the selection of appropriate training methods.
At the bottom of the learning pyramid are learning prerequisites. Novice learners may easily get confused or anxious and thus novice trainees generally require more guided or instruction-centered training methods. As existing level of expertise increases, learners become more creative and confident and training methods also shift more toward exploratory or experiential methods. Experiential methods generally require more time to complete than instruction-centered approaches. They are not as commonly used to reach large numbers of individuals. Individual must first learn what to do (declarative knowledge) before he or she can learn how to do it (procedural knowledge).
An effective HRD/ training program should first identify where trainees are in terms of the learning pyramid and provide assistance for all trainees to “move up” toward an expert level of performance. In most of the cases, combined approach is valuable that is making use of various training methods - lecture, discussion, case studies, behavior modeling, role playing, games or simulations – in a given training. This approach is especially valuable when trainees have different learning styles and preference.
Basic Training Method Classification
· On-the-Job Training (OJT)
· Classroom Training
· Self-paced or individualized Training
On-the-Job Training (OJT)
Conducting training at a trainee’s regular workstation is termed as on-the-job training. Under this approach most of the training is informal without formal structure, planning or careful thought which leads to increased error rate, lower productivity and decreased training efficiency. Formal/ Structured on-the-job training is generally conducted by an assigned trainer who is recognized, rewarded, and trained to provide appropriate instructional techniques. OJT may be used in conjunction with off-the-job training.
Advantages of Formal OJT
· Facilitates training transfer to the job
· Reduced training costs, since classroom is not needed
Limitations of Formal OJT
· Physical constraints, noise, and other distractions
· Disruption of the production schedule
· Using OJT with customers
· Use of chemicals may threaten the safety of others
Formal on-the-job training is effective when conducted in a systematic fashion and used in combination with other methods. It produces results when it has top management support.
Job Instruction Training (JIT)
‘Job instruction training’ is a sequence of instructional procedures used by the trainer to train employees while they work in their assigned jobs. It comprises of following four steps:
Step 1: Prepare the Worker … what to expect
Provide with manual, Put trainee at ease, Find out what trainee knows, and Motivate, 
Step 2: Present the Task
Tell, Show, Explain, and Demonstrate the task
Step 3: Practice
Have trainee perform the task, Have trainee explain the steps, Give feedback, and Reinforce
Step 4: Follow-up
Have trainee perform on his or her own, Check performance periodically
Success depends on the ability of the trainer to adapt his style to the training process. Once trainees have demonstrated that they can do the work they should be made independent but supervisors should check back periodically.
Job Rotation
Trainee is generally expected to learn more by observing and doing than by receiving instruction. Job rotation involves a series of assignments to different positions or departments for a specified period. Here supervisors orient, train, and evaluate trainees. The trainee is expected to learn how each department functions. Job rotation is often used for first-level management training and imparting new employees with working knowledge. It is used less to develop managers for higher level positions.
Coaching
Typically occurs between employee and supervisor and Focuses on examining employee performance and taking actions to maintain effective performance and correct performance problems.
Mentoring
Under mentoring, a senior manager is paired with a more junior employee for the purpose of giving support, helping the employee to learn, and preparing the employee for increasing responsibility.
Classroom Training
Conducted outside of the normal work setting
Advantages of classroom training over on-the-job training:
· Permits the use of a variety of training techniques
· Minimize distractions and create a learning climate 
· Can accommodate larger numbers of trainees
Disadvantages
· Increased costs
· Dissimilarity to the job setting
The Lecture Approach
It is oral presentation of information by a subject matter expert to a group of listeners. Lecture method still remains a very popular training method. Despite all its drawbacks, interesting lectures can work well.
Advantages of lecture method are:
· Efficient way of transmitting factual information to a large audience quickly
· Good to supplement with other materials
Disadvantages: 
· Lack of sharing information between learners
· One-way form of communication
· Trainees must be motivated to listen
· People don’t always like listening to lectures - bored
Discussion Method
It involves the trainer in two-way communication with trainees and the trainees in communication with each other. It offers trainees an opportunity for feedback, clarification, and sharing point of view. In order to be effective, trainers are to ask various questions. Types of questions for discussions may include:	 
· Direct questions used to illustrate or produce a very narrow response
· Reflective questions used to make sure the message was received as intended	
· Open-ended questions used to challenge the trainees to increase their understanding of a specific topic
Under this method, trainees are to be reinforced for their responses. And trainer must act as gatekeeper in order to strike a balance between quiet and dominating participants. Challenges of using the discussion method:
· Maintaining control in larger classes needs a skilled facilitator
· Needs more time than lecture
· Trainees must prepare for the lesson by reading assignments
· Trainees need to have a common reference point
Most trainers and trainees find a well-done discussion to be more interesting and energizing than a traditional lecture.
Audiovisual Media
Audiovisual media brings visual senses (seeing) into play, along with audio senses (hearing). Audiovisual media is of three types: static media, dynamic media, and telecommunications.
Static Media: It typically involves fixed illustrations that use both words and images - printed materials, PowerPoint slides, and overhead transparencies.
Dynamic Media: Makes use of techniques that present dynamic sequences of events like CDs, DVDs, videotape, and film. It can be easily distributed to remote sites. Effective dynamic media takes advantage of the capabilities of the medium rather than simply reproducing a printed or static presentation. Dynamic media is used as a visual aid during behavior modeling training sessions. Sales training and teachers training sessions usually include a videotaping segment that is shown to participants after they have individually performed on the assigned tasks.
Telecommunications: It is the transmission of training programs to different locations via satellite, cable, and fiber-optic networks. Instructional Television (ITV), or interactive television by linking several locations for instructional and conference purposes allows entire course to be televised. Telecommunication technology allows organizations to conduct conferences between remote locations known as teleconferencing or videoconferencing. Teleconferencing reduces trainer, travel, and facility costs; and increases the availability of training to remote locations. On the negative side it allows lesser interaction between the trainer and trainees.
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The training methods discussed in lecture 25 primarily focus on the presentation of training content. Under those methods the learner generally assumes the role of a passive recipient of information.
But, experientialists believe that effective learning is an active experience that challenges the skills, knowledge, and beliefs of participants. Effective learning is accomplished by creating a contrived, yet realistic environment that is both challenging and psychologically safe. Learners bring to the learning environment a set of accumulated knowledge, and learning methods. Types of experiential methods:
· Case Study Method
· Business Games and Simulations
· Role Playing
· Behavior Modeling
· Outdoor Education
The Case Study Method
The case study method helps trainees learn analytical and problem solving skills by presenting a story about people in an organization who are facing a problem to be solved or decision to be made. Cases can be studied by individuals or small groups and cases may be real or fictional. This approach assumes that employees are most likely to recall and use knowledge and skills learned through a process of discovery. The case study applies rational problem-solving process that includes:
· Identifying and restating important facts
· Drawing inferences from the facts
· Stating the problem or problems
· Developing alternative solutions and then stating the consequences of each
· Determining and supporting a course of action
· Suggest what might have been done differently
Criticism of case study method: 
· It can cause group think
· Focuses too much on the past
· Limits the teaching role of the trainer
· Reduces the learner’s ability to draw generalizations
· Reinforces passivity on the part of the learner
· Quantity of interaction among learners against the quality of interaction 
· Cases often lack realistic complexity and urgency
· Trainees may caught up in the details of the situation at the expense of focusing on the larger issues and concepts
· Trainees cannot question assumptions and positions taken
Business Games and Simulations
Business games and simulations are designed to reproduce or simulate processes, events, and circumstances that occur in the trainee’s job. In this way trainees can experience these events in a controlled setting. Such training methods intend to develop or refine problem-solving and decision-making skills. These trainings primarily focus on business management decisions.
Equipment Simulators: Are mechanical devices that require trainees to use the same procedures, movements, and decision processes they would use the equipment back on the job like electronic sales register system.
Business Games: Are simulations that attempt to present the way an industry, company, or unit of a company functions. There are two broader types of games inter-company games and intra-company games. “In-Basket” Exercise assesses the trainee’s ability to establish priorities, plan, gather relevant information, and make decisions in allotted time. It is successful in improving trainee effectiveness and in predicting future managerial effectiveness. In this game:
· The trainees are told that they have been promoted to a management position and are provided with background information about the organization
· Trainees receive the contents of the manager’s in-basket
· Trainees are then asked to read, organize, prioritize, and make decisions
· Finally, trainees’ decisions are evaluated by the trained scorers
Role Playing 
In role-playing technique, the trainees are presented with an organizational situation, assigned a role or character in the situation and asked to act out the role with one or more other trainees. Role playing provides an opportunity to trainees to practice and learn various skills especially interpersonal skills. The role play should offer an opportunity for self-discovery and learning.   The value of this technique is enhanced by conducting a feedback session following a role play or the role episodes may be videotaped. The more meaningful is the exercise, the higher is the level of participant focus and intensity. Limitations of the role paling method:
· Limited scope of transferring the learning to the job site
· Trainees may feel intimidated by having to act out a character
· Participants may perceive it as fun and games which may interfere with others learning
Behavior Modeling
Trainees observe a model performing a target behavior correctly usually on a video or DVD. This is followed by a discussion of the key components of the behavior. Then participants practice the target behavior through role playing and receive feedback and reinforcement for the behavior they demonstrate. Behavior modeling is based on the principles of social learning theory. It is more appropriate for learning interpersonal skills and behaviors than factual information. In organizations, employees learn from observing supervisors, managers, union leaders, and coworkers who serve as role models.
Outdoor Education
Outdoor education includes work teams being involved with outdoor games, orienteering, rafting, and rope courses. It is also known as wilderness training or outdoor training. Outdoor education usually focuses on the development of teamwork and leadership skills using structured outdoor activities. To be successful, exercises should be related to the types of skills that participants are expected to develop. After the exercises, a skilled facilitator should lead a discussion about:
· What happened in the exercise?
· What was learned?
· How events in the exercise relate to job situation?
· How to apply what was learned on the job
Outdoor education is best suited for developing skills related to group effectiveness such as self-awareness, problem solving, conflict management, and risk taking. HRD professionals should ensure that proper assessment and evaluation are included in any such program.
Computer-Based Training
Computer-based training trains employees using computer-assisted instructions. It is a general term referring to the training provided in part or whole through the use of a computer. It is conducted using either a classroom or an individual self-paced format. There can be almost limitless interplay between instructor-led and individual-based computer training. Primary advantage CBT has over other methods of training is its interactivity. It mirrors the one-on-one relationship between student and tutor; and provides for immediate feedback. It is well-suited to on-demand learners.
Computer-Aided Instruction (CAI) 
Range from electronic workbooks using ‘drill and practice approach’ to CD-ROM presentations of traditional training programs. This training method teaches basic skills like mathematics, reading, and typing. Many programs include interactive tutorials like Microsoft® Office programs. Multimedia programs provide more appealing visual and audio content. Many companies have replaced instructor-led courses with CD-ROMs. Advantages of computer-aided instruction are:
· In an interactive CAI - based on trainee responses - computer presents various levels of material until trainee reaches mastery 
· Allow trainees to control the speed of instruction and makes them self-sufficient learners
· More accessible to learners through a variety of means of distribution
· Automated Instructional management and tracking learner progress
Effectiveness of CAI can be assessed through increase in productivity and profits, cost and benefit analysis. Generally, CAI takes less time to learn the same amount of material. But critics say that it lacks a personal interaction, may not develop interpersonal skills, and may not be suited to unmotivated learners.
Intranet-based Training (IBT)
Intranet is a computer network that uses advance technology for finding, managing, creating, and distributing information within one organization. Intranet based training (IBT) uses internal computer networks for training purposes. Through IBT, HRD Professionals can communicate with learners; conduct needs assessment and other administrative tasks; transmit course materials, training documents, and multimedia programs; and administer tests. IBT is a powerful delivery system for multinationals that are spread out across the globe. IBT has the features of a multimedia CD-ROM program plus the capability of users to communicate quickly. It has certain limitations that mostly pertain to IT. It also pushes the time for learning to the employees’ non work or off time with which employees are not comfortable.
Intelligent Computer-Assisted Instruction (ICAI)
It goes beyond CAI in terms of flexibility and the ability to qualitatively evaluate the learner performance. ICAI is based on “Artificial Intelligence – which involves engineering some aspects of the human thought process”. It provides some of the primary characteristics of a human tutor. Intelligent tutoring systems are able to determine the learner’s capability from the learner’s response patterns and by analyzing the learner’s errors. It makes teacher more available for more creative endeavors. This training method is in evolutionary stage of development in government, military and industry.
Choosing a Training Method
1. Identify the type of learning outcome that you want training to influence.
2. Consider the extent to which the learning method facilitates learning and transfer of training.
3. Evaluate the costs related to development and use of the method.
4. Consider the effectiveness of the training method.
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Training Environment
Parts of the training program environment include the training room, furniture, furniture Setup, and the trainer.
Training Room
It is very necessary to make the training room a learner-friendly environment and it should be soundproof, equipped with its own temperature control, and windowless – if no then be fitted with curtains. A nice training room is the one where walls are blank and neutral in color, lighting is adjustable, a working remote control is available for lights and audio visual equipment, whiteboards are built into the walls at straight locations, and overhead screen or computer slides should not block simultaneous use of whiteboard or flip charts. A room square in shape is preferable to create better training environment.
Furniture
In training room, furniture should consist of movable tables and chairs (not student desk-chairs). Ideal table size is 5 feet x 2 ½ feet and chairs should be cloth covered, padded, revolving, and with armrests.
Furniture Setup 
Circular Style: This style is used to generate discussion. Here focus is evenly distributed among trainer and the trainees. Trainees can discuss issues among themselves.
Theater Style: This style places the focus on trainer. It also limits communication between trainees. It sends a signal that trainees are there to listen. This style can accommodate more trainees as compared to any other style.
Semi-circle: This furniture setup encourages discussion among trainer and trainees. It also allows trainees to be face-to-face when trainer is not talking. So, trainer stands when presenting information and may take a seat while discussion is proceeding with the participants.
U-Shape: This is the most often used furniture setup. It also allows for larger groups. This style places main focus on trainer along with face to face discussion among members. With this style, trainer must not move too deeply into the U so that all the participants may remain in focus.
The Trainer: Requirements
Knowledge
· Subject matter
· Organization
· Adult learning process
· Instructional methods
Skills 
· Interpersonal communication skills
· Verbal skills: Active listening, Questioning, Providing feedback
· Organization skills 	
Attitudes 
· Commitment to the organization
· Commitment to helping others
· High level of self efficacy	
Techniques to Maintain Interest
‘Ice-Breaker’ is a game or exercise that prompts trainees to get involved in meeting and talking with other. It is designed to be fun and generates energy that will transfer to the rest of the training. The choice of an ice-breaker depends upon the size of group. But ice-breakers take too much time. If you begin the session without an ice-breaker then training starts off fast, but at the end people get slow.
Learning Objectives: In order to help trainees to focus on the training, provide review of the learning objectives at the start of the training.
Provide Variety: As trainees’ attention begins to decline after 15 to 20 minutes, so as a trainer you are to provide breaks and activities at regular intervals to keep them interested and attentive.
‘Exercises or Games’ are valuable for gaining and maintaining interest but games must be relevant to the subject of the training. Games work best, if they provide an example of training objectives. Games and exercises function to reinforce learning while providing a break in the routine.
Implementation Ideas for Trainers
Preparation: Arrive early at the training site to check that everything is in order - seating arrangement is proper, material is arrived, all equipment is working and you know how to operate it. By assuring that every-thing is ready on time, you provide initial positive impression and gain/ maintain trainee interest. 
First Impression: First impression is critical, so first few minutes need to be managed well. What should a trainer wear? Here the key is to know your audience – usually two piece suit is safe. Trainees should perceive the trainer as someone able to help them. Clothes should fit well, shoes shined and accessories match the dress.
The Start of Training: On arrival, you are to greet trainees individually. Usually, a small talk with the trainees before the session helps to make them comfortable and will facilitate discussion. Starting on time is important. Starting late punishes those who are on time and reinforces late comers. As discussed earlier, a good practice is to start with an ice-breaker. Ask trainees what they expect to learn from training. These expectations should be written on the board for future reference. Following with an introductory step, go through the agenda to indicate what will be happening over the training session. It is important to set rules of the training at start of the training.
The Podium: Standing behind a podium is effective for one way communication. But it is not an effective style for training adults because any barriers present nonverbal impediments to the communication process. Being out in front of a desk helps make the trainer look more accessible and open to input. Podium may be used by a skilled trainer as a signal – when interruptions are acceptable and when are not. 
Communication Tips: To deliver effective trainings, following communication tips may prove beneficial:
· Listening and Questioning: Good listening and questioning skills are necessary for effective trainers. Within a discussion method, skillful trainers use experiences and information provided by the trainees. In the beginning share your relevant experiences to show that sharing of experiences is desirable and useful. Then encourage trainees to begin sharing experiences related to the training. This tactic requires listening. Good listening is difficult because we can process information much faster than someone speaks, we believe that we know what the person is going to say, and we believe that speaking and not listening is where the power and control are. To improve your active listening first of all listen carefully to what is said, then summarize in your mind what was said, and finally feed the summary back to the individual.
· Providing Instructions: Provide clear instructions for each exercise you use in the training. Oral instructions plus written handout containing the same instructions is useful. It is helpful to provide an example of what is expected. Once the exercise is begun, it is too late to give instructions.
· Moving Around While Talking: Moving out from behind the podium is important for delivering effective trainings. Moving around while lecturing shows knowledge of and comfort with the material. Approaching trainees from time to time and talking specifically to them sets up a friendly atmosphere. Moving around keeps trainees engaged because it requires them to follow the trainer with their eyes.
· Using Nonverbal Communication: Expert trainers use nonverbal communication to convey enthusiasm about the information being discussed. If enthusiasm is real it will show in nonverbal expressions. So, keep eye contact with a trainee who is asking a question – do not turn or walk away. Give a head node when a trainee answers a question and hold eye contact. Maintain an eye contact with a trainee group as a whole while talking to them. Avoid talking to the overhead projector, screen, or lecture notes. Avoid folding your arms because it signals a defensive stance - Think of someone passionately arguing a point of view.
· Getting Rid of Dysfluencies: Dysfluencies are space fillers - “um”, “uh”, “like” - that are injected into speech. This tendency is more prominent for a trainer who is nervous or unsure. It becomes immediately noticeable and trainees tend to focus on these utterances rather than on subject matter. Videotaping lectures or asking others to inform may help in this regard.
Tips on Dealing with Different Trainees
· Quiet Trainee: The quiet trainees may be engaged well within small group discussions. To encourage and appreciate them, write their answers on board. To have better results, rotate the person in small group who is to report to the trainer.
· Talkative Trainee: A talkative trainee is a big problem than a quiet trainee because he/she disturbs the whole session. So the trainer looses the trainees’ attention and valuable time is wasted. An important tactic is to down that trainee’s input but not embarrass anyone. You may ask others for their opinion. Here you may use a direct questioning technique. If nothing works then, speak to the talkative trainee in private.
· The Comedian: These trainees are a gift and a curse at the same time. Laughter provided by these trainees may work at times but the problem is with the frequency and content of the jokes. If they receive good feedback they may continue with it. This behavior may disrupt the timing and put the trainer behind. You may talk to the comedian in a break and get him in confidence.






Lecture 28: Evaluating HRD Programs
Payoff of Training
· Productivity improvements
· Quality enhancements
· Cost reductions
· Time savings
· Increased customer satisfaction
· Improved work habits
· Skill building 
Why Do HRD Programs Fail to Add Value?
· Not linked to problems
· Create ‘awareness’ not competence
· Focus on individuals not business units
· Attendance for reasons other than need
· Not reality based
Effectiveness
Effectiveness is determined with respect to the achievement of a goal or set of goals. HRD program effectiveness must be determined in terms of achieving its intended purpose. An HRD/training program can be effective in meeting some goals and ineffective in meeting other goals.
HRD Evaluation
The systematic collection of descriptive and judgmental information necessary to make effective training decisions related to the selection, adoption, value, and modification of various instructional activities. In this vein, we are to ensure certain points. Are we training the right people, the right “stuff”, the right way, with the right materials, and at the right time?
Purposes of Evaluation 
Purposes of HRD evaluation are to:
· Determine whether the program is meeting the intended objectives
· Identify strengths and weaknesses
· Determine cost-benefit ratio
· Identify who benefited most or least
· Determine future participants
· Provide information for improving HRD programs
· Gather marketing information
Benefits of HRD Evaluation
· Better and more informed decision making
· Whether HRD is a revenue contributor or a revenue user?
· Credibility with top management and other managers?
· Benefits of HRD evident to all
How often are HRD evaluations conducted?
Organizations conduct HRD evaluations infrequently. If conducted at all, it is only the course participants’ reactions that are collected at the end of the course. Transfer of learning to the workplace is evaluated less frequently.
Why HRD Evaluations are Rare?
Conducting an HRD evaluation in not easy - needs time, resources, and expertise. It is difficult to assess the impact of training – many factors other than HRD cause performance improvements. HRD staff may be afraid of criticism and program cuts if evaluation fails to prove a link of training with participants’ learning.
Evaluation of HRD Programs Prior to Purchase
Managers believe that they fulfill their evaluation responsibility at the time they purchase an HRD Program/Intervention. The manager thinks that because I bought it, therefore it is good. And since it’s good, I don’t need to evaluate this program. But the problem is who would ensure that the ‘program’ is appropriate, effective, timely, and transferable to the workplace.
Models and Frameworks of Evaluation
Donald Kirkpatrick (1967, 1987, 1994)
Framework presented by Donald evaluates training at four Levels:
· Reaction (Level 1): Did the trainee like the program and feel it was valuable? This information cannot indicate whether the program met its objectives beyond ensuring participant satisfaction. Participants’ reactions may be measured through questionnaire/survey. To have accuracy in terms of reactions, immediate feedback is better.
· Learning (Level 2): Did the trainees learn what the HRD objectives said they should learn? It may be measured through written test/quiz or performance simulations.
· Job Behavior (Level 3): Does the trainee use what was learned in training back on the job? It is measured through questionnaires, behavioral checklists, observation of trainee’s on the job behavior, performance appraisals, and organizational records,
· Results (Level 4): Has the training or HRD effort improved the organization’s effectiveness? This level is the bottom line of evaluation and is the most challenging level to assess. It may be measured through organizational records, and efficiency ratios.
This framework assumes that outcomes can and should be collected in an orderly manner. The hierarchical nature of the framework suggests that higher level outcomes should not be measured unless positive changes occur in lower level outcomes. The framework implies that changes at a higher level are more beneficial than changes at a lower level.
Criticism on Kirkpatrick’s Framework
· Focuses only on post-training not on training process
· Does not take into account the purpose of the evaluation.
· Doesn’t treat inter-stage improvements
· May be better taken as taxonomy of outcomes
· Does not specify assessment techniques for learning at each stage
· Validity of assumptions implied by the framework is questioned – outcomes at higher level assumes achievement of outcomes at lower level
Response by Kirkpatrick
· Have never called my framework a ‘model’
· Whatsoever you call it (taxonomy), still it helps to clarify the meaning of evaluation
Modifications to Kirkpatrick’s 4 Level Framework
· Expanding the reaction level to participants’ reaction to training methods and efficiency
· Distinguishing between cognitive and affective reactions 
· Splitting the reaction level to include assessing participants’ perceptions of enjoyment, usefulness and difficulty of the program
· Adding a fifth level to address organization’s return on investment
· Adding a fifth level to address societal contribution and outcomes of HRD program
CIPP Model (Galvin, 1983)
The Context, Input, Process, Product model: Evaluation focuses on measuring the context for training (need analysis), inputs to training (resources, schedules), the process of conducting training (for feedback to implementer) and the product or outcome of training (success in meeting objectives).
CIRO Model (Warr, 1970)
The Context, Input, Reaction, Outcome model: In this model, the context, input and product evaluation are same as CIPP model. Additionally, it emphasizes trainee reaction to improve the training program.
Brinkerhoff Six Stages (1987)
This model suggest a cycle of overlapping steps, with problems identified in one step possibly caused by the things occurring in previous steps.
1. Goal setting: What is the need?
2.  Program design: What will work to meet the need?
3.  Program implementation: Is it working, with the focus on   the implementation on the program?
4.  Immediate outcomes: Did participants learn?
5.  Intermediate or Usage outcomes: Are the participants using what they learned?
6.  Impacts and worth: Did it make it worthwhile difference to the organization?
Comparing Evaluation Frameworks
All evaluation frameworks incorporate Kirkpatrick’s levels of evaluation in one way or the other. The most notable extension beyond Kirkpatrick’ ideas is the impact of HRD programs on constituencies outside the organization. Some models differ in terms of bringing earlier phases of training process – goal setting, design, and implementation of HRD program by Brinkerhoff. Despite all criticism, Kirkpatrick’s approach remains a useful way to categorize the criteria that an HRD program must satisfy. 










Lecture 29: Evaluating HRD Programs
Data Collection for HRD Evaluation
Evaluation efforts require the collection of data to provide decision makers with facts and judgments upon which they can base their decisions. Three important aspects of providing information for HRD evaluation include:
· Data Collection Methods
· Types of Data
· Self-report Data
Data Collection Methods
· Interviews
· Questionnaires
· Direct observation
· Written tests
· Simulation/Performance tests
· Archival performance data
Choosing Data Collection Methods
· Reliability: Consistency of results, and freedom from error and bias in a data collection method.
· Validity: Does the data collection method actually measure what we want it to measure?
· Practicality: Does it make sense in terms of the resources used to get the data?
Type of Data Used/Needed
· Individual performance: Individual performance data emphasize the individual trainee’s knowledge and behaviors. It is assessed through test scores, attendance records, attitudes, and performance quantity, quality, and timeliness.
· Systemwide performance: System wide performance data concern the team, division, or business unit in which the HRD program was conducted and could include data concerning the entire organization. It is usually assessed through productivity, scrap/rework rates, customer satisfaction levels, on-time performance levels, quality rates, and improvement rates.
· Economic performance: Economic data report the financial and economic performance of the organization or unit. It is judged though profits, product liability claims, avoidance of penalties, market share, competitive position, and return on investment.
A complete evaluation effort is likely to include all three types of data.
Use of Self-Report Data
Self-report data is the most commonly used data for evaluation purposes. It is usually collected for personality, attitude, and perception of employees. But this data has its problems:
· Mono-method bias: If both reports pre-test and post-test come from the same source at the same time (after training) the conclusions may be questionable. 
· Socially desirable responses: Respondents may report what they think the researcher or boss wants to hear rather than the truth. Employees are usually fearful to admit that they leaned nothing after having participated in a training session.
· Response Shift Bias: Because of the exposure to training subject and its contents, respondents’ perspectives of their skills before training change during the training program and consequently affect their after training assessment. Thus relying on self-report data only may be problematic.
Research Design
Research design is a plan for conducting an evaluation study. Research design is critical to HRD/Training evaluation. It specifies in advance the methods of data collection to be used, how the data will be analyzed, and the expected results of the study.
If outcomes of a training program are measured at all, they are only collected after the training program has been completed. Such one-shot approach may not capture the real changes that have occurred as a result of training and we cannot be certain that outcomes attained were due to the training. 
Experimental Design: Pretest-Posttest with Control Group
· Pretest and Posttest: Including both pretest and posttest allows the trainer to see what has changed after the training.
· Control group: A group of employees similar to those who receive training, yet who don’t receive training. This group receives the same evaluation measures to make a comparison of their scores. Random assignment to treatment and control groups so trainees have similar characteristics. This four group design is the minimum acceptable research design for training/HRD evaluation efforts. It controls the effects of pretest and prior knowledge.
· Time series design: It allows the trainer to observe patterns in individual performance.
· Sample size: Number of people providing data for a training evaluation is often low than what is recommended for statistical analysis. As a bare minimum, the training and control groups each need at least thirty individuals to have even a moderate chance of obtaining statistically significant results.
Ethical Issues Concerning Evaluation Research
· Confidentiality: If confidentiality is ensured, employees would be more willing to participate in evaluation study.
· Informed Consent: Some evaluations are monitored so that employees know the potential risks and benefits. Informed consent motivates researchers to treat the participants fairly, it may improve the effectiveness of training by providing complete information.
· Withholding Training: When results of training are used for raises or promotions, it seems unfair to place employees in control groups just for the purpose of evaluation. 
· Use of deceptions: When an investigator feels a study would yield better results if an employee did not realize they were on an evaluation study.
· Pressure to produce positive results: When Trainers are under pressure to make sure results of the evaluation demonstrates that the training was effective
HRD Evaluation Steps
1. Analyze needs.
2. Determine explicit evaluation strategy.
3. Insist on specific and measurable training objectives.
4. Obtain participant reactions.
5. Develop criterion measures/instruments to measure results.
6. Plan and execute evaluation strategy.









Lecture 30: Career Development
Why to study careers?
Study of careers is one of the most active areas of inquiry in social sciences in order to understand how a person selects, works within, and makes decisions to change the focus of his/her working life. Our career moves determine to a larger degree the success, happiness, and financial well-being of ourselves and our children. Many governmental, legal, and public policy issues also impact career development. Organizational objectives change in response of environmental changes – the blend of employees’ KSAOs also change to achieve those objectives. As employees grow, the type of work they want to do may change as well. If organizations can assist employees in making decisions about future work, they can better prepare employee for new responsibilities. Understanding and finding ways to influence the careers of employees in an organization is also an integral part of HRD. Career development provides a future orientation to HRD activities.
The ‘New Employment Relationship’
Traditionally, many employees held an ‘Entitlement’ mentality towards jobs and benefits that employers owed to their employees. In past many organizations encouraged and adopted a paternalistic approach toward their employees. For example the term ‘family’ was used as a metaphor for employees’ relationships with employer. Under this type of social contract:
· Career development was seen primarily as organization’s concern.
· Career development practices created an internal labor market to fulfill organization’s needs.
· Career progression was defined in terms of promotions and pay increases within one organization.
· From individual’s point of view, moving up through the ranks of management was often the main career goal.
This kind of employment relationship requires a stable, predictable environment and hierarchically structured organization.
Today, environment of organizations is uncertain and turbulent. To which organizations have responded through downsizing, shrinking hierarchies, reorganization, cost cutting, outsourcing, mergers and acquisitions, technological innovation, and performance oriented HRM programs. Such interventions may address short-term financial concerns, but have eroded the traditional employment relationship. In this vein, paternalism has given way to an exchange relationship for the mutual benefit of both parties. Long-term security has changed to employees’ primary responsibility for their own future. Entitlement has been replaced with the goal of obtaining opportunities to remain employable. The change in employment relationship has created uncertainty for employees so now the concept of ‘boundary less’ career has become the norm.
Impact of ‘New Employment Relationship’ on Organizational Career Management
With all these changes, does the concept of organizational career management and development still make sense? The answer is yes, because: 
· A significant number of organizations will continue to have long term relationships with employees
· It is in both the organizations’ and employees’ best interest to plan and enact a mutually beneficial future through career management.
· Organizations need to maintain a core of employees with whom they have long-term relationships.
· The availability of career-enhancing assignments can be used as a recruitment tool to attract employees and a motivational tool to gain their full efforts, commitment, and creativity.
Organizational career development should be designed to fit the responsibilities and needs of both individuals and organizations. 
What is a Career?
It is the pattern of work-related experiences that spans the course of a person’s life. It includes both a person’s work related activities and his reactions to those activities are part of career. Careers develop over time. The job and occupational choices an individual makes are determined by forces within:
· Individual – skills, knowledge, abilities, attitudes, personality, values and life situation
· Organization – jobs, information about jobs, opportunities and constraints within which one may pursue other jobs
· External forces – society, family, educational system 
The Relationship of Career to Non-work Activities
Organizations should offer employees opportunities to use all their talents – and thus attain a real life satisfaction. If organizations do not attempt to understand whole person, they may be less able to compete in future as the mix of skills needed to reach organizational objectives changes. Ignoring family and society influences on a person’s interests/ aspirations limits organization’s ability to understand and manage their employees’ careers. 
Career Development
Career development is an ongoing process by which individuals progress through a series of stages, each of which is characterized by a relatively unique set of issues, themes, and tasks. It has two components:
· Career planning:’ A deliberate process of becoming aware of self, opportunities, constraints, choices, and consequences; identifying career related goals; and programming work, education, and related developmental experiences to provide the direction, timing, and sequence of steps to attain a specific career goal’. Career planning is an activity performed by the individual. In this regard assistance from counselors, supervisors and others within the organization can be helpful. But the focus of career planning is on the individual employee. 
· Career management: ‘It is an ongoing process of preparing, implementing, and monitoring career plans undertaken by the individual alone or in concert with the organization’s career systems’. It includes activities that help individual develop and carry out career plans. Focus is on taking actions that increase the chances that the organization’s anticipated HR needs will be met. Career management is largely carried out by the organization. An example of career planning is ‘Succession Planning’. It is typically carried out by senior management to determine which employees can and should be prepared to replace people in positions of greater responsibility.
Career planning and career management lie at the two extremes of a continuum. Career planning and career management activities can be complementary and can reinforce each other. A balance between the two makes for effective career development. 
Traditional Models of Career Development
Given the similarity among traditional career models, Greenhaus and colleagues combined these approaches into a five stage model.
Stage 1: Preparation for Work (initially 0-25; then variable): Develop occupational self-image, assess alternative occupations, develop initial occupational choice, pursue necessary education
Stage 2: Organizational Entry (initially 18-25; then variable): Obtain job offer(s) from desired organization(s), select appropriate job based on accurate information, initial job challenge, initial job satisfaction 
Stage 3: Early Career: Establishment and Achievement (25-40): Learn job, learn organizational rules and norms, fit into chosen job and organization, increase competence, pursue the dream
Stage 4: Midcareer (40-55): Reappraise early career and early adulthood, reaffirm or modify the dream, make choices appropriate to middle adult years, remain productive in work, plateauing, obsolescence
Stage 5: Late Career (55-Retirement): Remain productive in work, maintain self-esteem, prepare for effective retirement
Contemporary Views of Career Development
Individuals and organizations must be flexible and adaptable to succeed in a highly changeable and uncertain environment.
Protean career
This concept argues that individuals drive their own careers, not organizations, and that individuals reinvent their careers over time as needed.
· As individuals go through life, they are on a search for meaning and self-fulfillment
· Their careers are made up of their choices and experiences
· Each person’s career will be unique.
· It encompasses any kind of flexible career course with peaks and valleys, left turns, moves from one line of work to another
· Life-long learning and personal development are at the centre of career development 
· A person’s career is made up of a succession of mini-stages of exploration-trial-mastery-exit
· Career management must be proactive
· This career concept includes fear, uncertainty, a rapid pace of change, and a removal of typical supports that individuals have used to identify themselves and make sense of world.
Multiple Career Concept Model 
This model suggests that there are four different patterns of career experiences called career concepts.  They differ in terms of direction and frequency of movement within and across different kinds of work over time. Distinctly different sets of motives underlie each concept. 
· Linear: It is a progression of movement up an organizational hierarchy to positions of greater responsibility and authority. Here individuals are motivated by desire for power and achievement. It has a variable time line. It is a traditional view of a ‘career’.
· Expert: It is the devotion to an occupation. Here, focus is on building knowledge and skill within a specialty.  It sees little upward movement in a typical hierarchy for instance Move from apprentice to master. This career is motivated by desire for competence and stability.
· Spiral: It is a lifelong progression of periodic (seven to ten years) moves across related occupations, disciplines, or specialties. It needs sufficient time to achieve a high level of competence in a given area before moving on. The motives for spiral career include creativity and personal growth.
· Transitory: It is the progression of frequent (three to five years) moves across different or unrelated jobs or fields. This career is non-traditional. The motives include variety and independence.
These four concepts can be combined to form a variety of hybrid concepts. Traditional model of career management has favored individuals with a linear or expert career concept. Contemporary trends now tend to favor individuals with a transitory or spiral career concept. 

















Lecture 31: Management Development
Why Management Development?
Organizations must have a high quality, flexible, and adaptive management team in order to:
· Survive and succeed in today’s turbulent environment
· Implement new organizational structures – flat hierarchy with fewer permanent employees
· Empower employees to be more a part of organizational decision making
Using few managers in an organization makes it more important that each manager is effective. Many have believed that ability to manage was primarily an inborn capability while the current view is that the KSAs required to be an effective manager can be learned and developed. 
Management Development
Management development is ‘an organization’s conscious effort to provide its managers (and potential managers) with opportunities to learn, grow, and change, in hopes of producing over the long term a cadre of managers with the skills necessary to function effectively in that organization’. The main components of management development are Management Education, Management Training, and On-the-job Experiences. 
Making Management Development Strategic
In order to make management development strategic, three links between an organization’s strategy and its management development activities are essential:
· The link between business environment and business strategy
· The link between business strategy and the organization’s management development strategy
· The link between management development strategy and management development activities
Research has identified a weak linkage at second level because HRD department heavily focuses on itself rather than its customer. Certain progressive organizations did make this link strong by ensuring that strategic business issues drove management development, and HRD professionals provided a timely response to business needs.  
Research proposed four guiding principles to make the necessary strategic links:
· Begin by moving out and up to business strategy: Viewing HRD professional’s role primarily as implementing strategy and secondarily as a developer of managers.
· Put job experiences before classroom activities: Using job experiences as the central developmental activity, with classroom activities to identify, process, and share the learning that is taking place on the job.
· Be opportunistic: Moving away from elaborate and rigid programs to programs that can change and are built to respond to organization’s changing needs.
· Provide support for experience based learning: Creating a culture that expects, supports, and rewards learning as a part of day-to-day challenges and reinforces individuals for taking control of their own development as managers.
Management Education 
‘It involves activities designed to help participants gain a broad range of conceptual knowledge and skills in formal classroom situations, most typically from degree granting institutions’. This is a popular activity for management development and example are BBA, MBA, Executive MBA and BSc Engineering degree programs.
Management Training 
It focuses more on providing specific skills or knowledge that could be immediately applied within an organization and/or to a specific position or set of positions within an organization. Organizations use a combination of externally provided and internally developed courses and programs. Internally, management training is offered through Company-Designed Courses and Corporate Universities.
 1.  Company-Designed Courses: These are internally designed courses and seminars as a way to develop managers. Company designed courses are tailored to specific issues, skills, and individual attributes of the organization and its managers. They may range from a specific course to a series of interconnected courses. Such courses should: 
· Fit within an overall framework for developing managers
· Avoid redundancy 
· Help participants see the relevance of the courses to their overall developmental plan
· Help managers, who are responsible for developing their subordinates, to understand the relationship of the courses with overall development effort
Some organizations invite managers and officials from key overseas customers as well.
2.  Corporate Universities: Usually, large organizations conduct a significant component of their management development strategy through a company academy or college. Over 2000 organizations have their own universities. Corporate universities have a specific educational mission geared toward organization’s specific needs and preferred ways of doing things. McDonald’s teaches managers its approach to ensuring quality, service, and cleanliness at Hamburger University. Faculty for such universities is drawn from company’s employees and course design is performed by a group of professionals. These universities use a wide range of training methods – lecture, discussion, audiovisuals, equipment simulators, computer-aided instructions. Some organizations permit outsiders to attend their courses for a fee when space permits. But standardized curricula at corporate academies can lead to problems as well. 
On-the-job Experiences 
‘These are planned or unplanned opportunities for a manager to gain self-knowledge, enhance existing skills and abilities, or obtain new skills or information within the context of day-to-day activities like mentoring and coaching’. Organizations use job assignments and experiences as an explicit part of management development efforts. On-the-job experiences play important role in the development of managers. Some, organizations do not plan for such initiatives. Surprisingly, many on-the-job experiences tend to reinforce old behaviors and attitudes.
It is management’s responsibility (shared with individual) to be vigilant for opportunities to develop subordinates (task force assignments and challenging assignments), and to provide the necessary support, resources, feedback, and time for subordinated to learn from these events. McCall and colleagues suggest that an effective management development system is one that is characterized by:
· Opportunism – taking advantage of opportunities for growth and learning
· Individualism – taking into account the unique attributes of the individuals being developed
· Long-term perspective – taking the view that developing managers is multilayer process
· Encouragement of self-motivation – encouraging the individuals being developed to be self-motivated
· Online approach – centered on learning on the job
HRD and Organization Development
For organizations, change is a norm like pressure from increasing competition, technological developments. It has created an environment that rewards organizations who are capable of identifying trends and issues and responding them quickly. The element of HRD that enable organizations to embrace and manage change is organization development. 
Organization Development (OD)
“Organization development is a process used to enhance both the effectiveness of an organization and the well-being of its members through planned interventions that apply behavioral science concepts.”
Organization Development Theories
OD theories have developed primarily from four academic disciplines: Psychology, Sociology, Anthropology and Management. Two main categories of OD theories are:
· Change process theory: How does change take place?
· Implementation theory: How can change strategies be put into practice?
1.   Change process theory: Seeks to explain the dynamics through which organizational improvement and changes take place. There are three stages:
· Unfreezing: This stage creates motivation and readiness to change through disconfirmation or lack of information, creation of guilt or anxiety, and provision of psychological safety.
· Change through cognitive restructuring: This stage helps individual to see, judge, feel, and react differently based on a new point of view obtained through identifying with a new role model/ mentor and scanning the environment for new relevant information.
· Refreezing: This stage helps the individual to integrate the new point of view into his/ her total personality and self concept and significant relationships.
2. Implementation theory: How specific intervention strategies are designed and carried out to induce changes.  It has four main types:
· Human Process-based Theory: Places a heavy emphasis on the process of change, and focuses on changing behaviors by modifying individual attitudes, values, problem solving approaches, and interpersonal styles. The examples of human process-based theory include career development, coaching, and orientation.
· Techno-structural Intervention Theory: This theory focuses on improving work content, work method, work flow, performance factors, and relationship among workers. Examples of techno-structural intervention theory include Business Processes Reengineering, and skills/technical training.
· Sociotechnical Systems Designs: Are directed at the fit between the technological configuration and the social structure of work unit which results in the rearrangement of relationships among roles or tasks or sequence of activities to produce self-maintaining semi-autonomous groups for instance team and quality training.
· Organization Transformation Theory: It views organizations as complex, human systems, each possessing a unique character, culture and value system, along with information and work procedures that must be continually examined, analyzed, and improved if optimum productivity and motivation are to result. Examples of organization transformation theory include employee assessment programs and management development.


Lecture 32: Employee Socialization/ Orientation
HRD and Employee Socialization/ Orientation
HRD staff designs and implements new employee orientation program and schedules participation by various level of management. Finally HRD staff evaluates orientation program and implements needed changes.
Why Employee Socialization and Orientation?
· Starting a new job may be stressful
· Work may be unfamiliar
· People around the work may be unknown
· Organizational values, norms and culture is new
· Employee are to unlearn the things that have helped them to succeed in previous jobs 
Organizational Socialization
The process of adjusting to a new organization is called organizational socialization. It is critical to both employees and organization because of:
· Employee satisfaction, commitment, and performance
· Work group satisfaction and performance
· Start-up costs for new employee
· Likelihood of retention
· Replacement costs
Two approaches to socialization include Realistic Job Preview (RJP) and Employee Orientation.
‘Organizational socialization is the process by which an individual acquires the social knowledge and skills necessary to assume an organizational role’. Consequently, the new employee ‘outsider’ has been transformed into a productive and accepted ‘insider’. This process can be applied to transferred and promoted employees because they are insiders in terms of understanding organizational goals and values, but outsiders to the group they will join and face the challenge of gaining their new colleagues’ acceptance and establishing themselves in a new role.
Some Fundamental Concepts of Socialization
1.  Organizational Roles: A set of behaviors expected of individuals who hold a given position in a group. For example how a person fit into the organization, what he or she must do to perform effectively. Dimensions of Organizational Roles are: 
· Inclusionary – social dimension (outsider, probationary, permanent status)
· Functional – task dimension (sales, engineering, administrative)
· Hierarchical – rank dimension (line employee, supervisor, management, officer)
Two important issues of organizational socialization are role communication and role orientation.
Role Communication: Unfortunately, roles are not communicated clearly. Here, perception plays an important part on how roles are defined and communicated. Different parties in an organization perceive a given role differently. For example job description is considered as an official statement of an employee’s role – but JDs are often vague and open to interpretation. Such controversies may lead to: 
· Role overload – more than can be reasonably expected from an individual
· Role conflict – unclear expectations from others – mix massages
· Role ambiguity – role itself is unclear, this often the result of assuming a newly created position
These conditions are related to stress which may lead to job satisfaction, job performance, turnover, absenteeism.
Role Orientation: It is the extent to which individuals are innovative in interpreting their organizational roles.
2. Group Norms: Are the rules of conduct (typically unwritten) that are established by group members to influence or control behavior within the group. Groups do not develop norms for all behaviors but only for significant behaviors. 
· Pivotal behaviors
· Relevant behaviors
· Peripheral behaviors 
3. Expectations: Expectation is a belief about the likelihood that something will occur. Newcomers’ expectations can affect their satisfaction, performance, commitment, and tendency to remain with the organization. Recruiting practices have resulted in inflated expectations. Newcomers develop and test expectations throughout the socialization process. 
Content of Socialization
Organizational socialization can be viewed as a learning process, in that newcomers must learn a wide variety of information and behaviors to be accepted as organizational insider. Contents of socialization may cover:
· Preliminary learning
· Learning about the organization
· Learning to function in the work group
· Learning to perform the job
· Personal learning
The Realistic Job Preview
Realistic job preview involves providing recruits with complete information about the job and the organization. If performs following functions: 
· Vaccination against Unrealistically High Expectations: Recruits are given information that permits them to adjust their expectations to the reality of the job.
· Self-Selection: Does it meet individual and job needs?
· Coping Effect: Develops coping strategies to perform their job effectively.
· Personal Commitment: Based on personal choice – employee will stay, satisfy, and committed.
Employee Orientation Programs
Employee orientation programs are designed to introduce new employees to the job, supervisor, coworkers, and the organization. Contents of an orientation program may cover:
· Information about company as a whole – HRD staff
· Overview of company, Key policies and procedures, Mission statement, Company goals and strategy, Compensation, benefits, safety, Employee relations, Company facilities
· Job-specific information – immediate supervisor
· Department functions, Job duties and responsibilities, Polices, rules, and procedures, Tour of department, Introduction to departmental employees
Common objectives of orientation program are to:
· Reduce newcomer stress, start-up costs, turnover
· Speed up proficiency, adjustment to work group and norms
· Encourage positive attitude
Common Problems in Employee Orientation
· Too much paperwork
· Information overload
· Information irrelevance
· Scare tactics
· Too much “selling” of the organization
· Too much one-way communication
· One-shot mentality
· No evaluation of program and lack of follow-up

Recommended Books
Human Resource Management (10th Ed.) 
Robert L. Mathis and John H. Jackson: Cengage Learning, Delhi
Fundamental of Human Resource Management 
Raymond A. Noe, John R. Hollenbeck, Barry Gerhart, & Patrick M. Wright: McGraw-Hill, New York
Human Resource Development: Foundation, Framework and Application 
Jon  M. Werner and Randy L. DeSimone: Cengage Learning, New Delhi

Reference Books
A Framework for Human Resource Management (6th Ed.)
Gary Dessler: Dorling Kindersley, India
Strategic Compensation: A Human Resource Management Approach (3rd Ed.)
Joseph J. Martocchio: Dorling Kindersley, New Delhi 
Effective Training: Systems, Strategies, and Practice (3rd Ed.)
P. Nick Blanchard and James W. Thacker: Dorling Kindersley, New Delhi 
Employee Training and Development (4th Ed.)
Raymond A. Noe: Tata McGraw-Hill, New Delhi
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quirements of the procedure “Price and Cost Analysis.”
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Job Characteristics  

Skill Variety  The extent to which the work requires several  different activities for successful completion.  

Task Identity    The extent to which the job includes a “whole”  identifiable unit of work that is carried out from  start to fini sh and that results in a visible  outcome.  

Task Significance  The impact the job has on other people.  

Autonomy  The extent of individual freedom and discretion  in the work and its scheduling.  

Feedback  The amount of information received about how  well or ho w poorly one has performed.  
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