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Milkovich – Human resource management  6th edition

HRM

· policies

· practices

· systems

that influence employees

· behavior – how people react, communicate,

· attitude

· performance
Competitive advantage – valuable, rare, difficult to imitate, cannot be substituted, supported by organization (patent, monopoly)

HRM practices:
· HR planning

· recruiting

· selection 

· training and development

· compensation

· performance management

· employee relations

Strategy (business + HR) - people

(
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Work flow (job design)

(
Analyze job


planning
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job description

(result of job analyzing)

Internal factors:


External factors:
strategy



economic situation

wealth



social (demography)

“cultural“ organization

political (government, taxes, laws)
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organization/structure

culture

career prospects


technology     

  globalization

benefits



competitors

quality of people


tournamentality versus equality/egalitarian

ethics



(more individuality)

changing jobs

HRM plays a key role in determining company’s

· effectiveness

· competitiveness

to

· maintain

· gain

competitive advantage over its competitors. 

Job – the set of specified work and task activities that engage individual in an organization. 

Work – mental or physical activity that has productive results. 

Meaning of work - the way a person understand the value of work as the part of life. 

Job design: process through which you try to put together work content, qualifications and rewards for each job in a way that meets the needs of employees and the organization.

Approaches: Scientific Management

                      Human Relations

                      High Performance Work Systems

Job design philosophies                                                 Techniques

Scientific management                                                  - work simplification (boring, motivation , tired)

                                                                               - job enlargement

Human relations                                                        - work group

                                                                               - job enrichment

High performance work systems                                     - teams

Work simplification – can use rotation   learn something new

                                                   
  not so boring

                                                   
  easy to substitute

Job enlargement – getting more task  horizontal 

Job enrichment – more responsibility  vertical

Work groups – people have the same work

Team – people are put together with no the same skills  to solve particular problem  people learn from each other more responsibility  existence is shorter 

Job design: making decisions about what tasks should be grouped into a particular job 

Need to understand: the job as it exist (through performance appraisal) 



 its place in the larger work unit  work-flow process

Job analysis: systematic process of collecting data and making judgements about the nature of a specific job

Data: which ?  - task, ability, behavior

          how ?  - questionnaires, interview

Strategy ?                     task – what you do         ability – what you have to know
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Result of job analysis is job description.

· Identify ( job title, number of incumbents, department, job number…)

· Define ( purpose of the job, performance standards…)

· Describe ( duties, specific work performed, training or experience required…)

                   profile of a person

Performance standards – quantity and quality of work ( how many…without mistake per minute)

Reporting mechanism – who is your boss

Human Resource Management planning process

Forecast of Labor demand




Forecast of Labor supply

Forecast of Labor surplus

or shortage

Goal setting and

Strategic planning

Program implementation

and evaluation

Forecast of Labor demand and supply

· developed around specific job categories or skill areas relevant to organization‘s current and future state

· demand: statistical analysis of historical data and/or subjective judgement

· supply: internal – how many people are currently in various job categories ( or who have skills) and retirements,   promotions, transfers, voluntary turnovers ( leave because I want), terminations ( going because I have to)

Goal setting

· goals should come directly from analysis of labor supply and demand and should include specific figure about what should happen with the job category or skill area and a timetable for results

· how to reduce surplus: downsize, pay reduction, demotions, transfers, work sharing, ( early) retirement, retraining, natural attrition ( don‘t get anybody to replace)

· how to avoid shortage: overtime, temporary employees, outsourcing, retrained transfers, turnover reductions, technological innovations, new external hires

Human Resource planning

· analyze an organization‘s HR need in a dynamic environment

· develop activities that enable a firm to adapt to change

Staffing

Process of moving employees into, through and out of the organization to produce the desired quantity and types of employee assignments. 

· External – out of the company

· Internal – within the company

Recruitment – selling of the position, pool of candidates

Selection – choosing the best one, who fits the position

Recruitment – to build a supply of potential new hires that the organization can draw on. 

Definition – practice or activity carried on by the organization with the primary purpose of identifying and attracting potentional employees. 

Recruitment   process


Vacancy characteristics                     Job choice                   Applicant characteristics


Recruiter Traits

and Behaviours
Personnel Policies                                                             Recruitment Sources


Recruitment affects:

· number of people who apply

· type of people who apply

· likelihood that those applying will accept the offered position

To consider:

What ? -  characteristic of the open position

Where ? -  recruitment sources

Whom ? -  applicant characteristic

Who ? -  recruiter traits and behaviours
How ? -  organizational policies

Recruitment sources

· walk-ins  - for lower positions, low skilled, easy-to-train jobs

· referrals  - try to get a new employee through your current employees, you may end up with small number of candidates, disadvantage – gossiping …

· college recruiting  - cheap work force, first interview in the campus ( normal interview

· public employment agencies  - úrad práce

· private employment agencies and head-hunters  - you don´t have to waste time, 

· professional recruitment
· cyber recruitment
· advertising
Choosing the message  -  Realism vs. Flypaper

RJP (Realistic Job Preview) includes:

· accuracy of the information

· specificity about the job

· credibility

· importance for the applicant

Psychological contract – unwritten contract in your head, expectations of the company, the more realistic expectations – the more they fit the reality, expectation vs. reality 

Evaluating recruitment - efficiency



      - equity



      - cost

Selection – process by which the company decides who will (not) join it. Selection is a test.

Standards for selection methods:

· reliability – degree of the consistency of the test

· validity – predictive validity – test potentional employees now ( hire them ( compare test results with work results
· concurrent validity – choose current employees ( test them ( compare test and work results

· generalizability
· utility
· legality – don´t discriminate

Selection methods :
interviews

physical ability test

references and biographical data

cognitive ability test

personality inventories

work samples

honesty tests and drug tests

Performance management

Strategy

(
Work flow analysis

(
Job analysis

(
Job description

Performance appraisal

A
development (career), reward (variable pay)





B





C
not meeting your expectations





D
training





E
lack skills, lack motivation ( fire 






don´t know what to do ( another job design or job redesign

Performance management – process through which managers ensure that employees´ activities and outputs are congruent with the organization´s  goals. It has 3 parts:

· defining performance – job description

· measuring performance

· feeding back performance information

Performance assessment – process that measures employee performance (which is the degree to which employees accomplish work requirements)

Serves four general purposes:

· providing feedback about +/– 

· distinguishing between individuals to allocate rewards

· evaluating ( maintaining the HR systems of the organization

· creating a paper trail to document the reason for certain actions (e.g. dismissing)

Sources of performance information

· managers

· peers

· subordinates

· self

· customers

Two main purposes – developmental (link to training ( development)

·  evaluative (link to rewards, money...)

Errors

1) similar to me – you have tendency to judge people who are similar to you more positively

2) halo and horns effect – „first impression ever“,  udge based one one (first) criteria

3) contrast – one person sets standards too high ( the others are not able to compare themselves to him, manager should compare employees among themselves not to standards

4) distributional
How to measure performance

a) comparative approach

ranking

forced distribution

paired comparison

b) attributive approach

graphic rating scales

mixed standard scales

c) behavioral approach

critical incidents

Behaviorally Anchored Rating Scales

behavioral observation scales

organizational behavior modification

assessment centres
d) results approach

Management By Objectives

e) 360° feedback

Comparative approach – managers compares the performance of employee to performances of other employees. The results of this performance appraisal is ladder – ranking – of employees. It is almost impossible for managers to make mistakes which evaluate their employees too tolerantly or too strictly. Disadvantage – missing feedback. Validity and reliability of this approach is average.

Ranking – manager orders employees according to their performance (from the best one to the worst). Fast and unpretentious approach.

Forced distribution – (Gauss curve) – this approach is based on the statistics that claims that there are always employees



with the best, extraordinary, average, below-average and poor performance in every sample ( there is 



always small percentage of the worst and the best employees and high percentage of the average ones. 



Disadvantage – can´t be used in small groups, majority can´t get to the best. 

worst  average    best

 Paired comparison – like a matrix, everybody is compared to everybody, precise approach. Disadvantage – very time-consuming when evaluating more than 10 employees.

	Employee
	Jane
	Peter
	Michael
	Christine
	Suzy
	Points

	Jane
	X
	1
	1
	0
	0
	2

	Peter
	0
	X
	1
	0
	1
	2

	Michael
	0
	0
	X
	1
	0
	1

	Christine
	1
	1
	0
	X
	1
	3

	Suzy
	0
	0
	1
	0
	X
	1


Attributive approach – is focused on evaluating the level of employees´ particular qualities and skills (it means if employees have or don´t have them) which are essential or required for the organization´s  success.

Graphic rating scales – manager just tick employees´ performance

	Required qualities and skills
	Evaluation

	
	excellent
	good
	average
	poor

	Solving the problems
	1
	2
	3
	4

	Managerial skills
	1
	2
	3
	4

	Communications
	1
	2
	3
	4

	Technical knowledge
	1
	2
	3
	4

	Initiative
	1
	2
	3
	4


Mixed standard scales – results from graphic rating scales

Behavioral approach – focused on evaluating the types of behavior which are required for employees´ work.

Critical incidents – manager puts down any expression of excellent or below-average behavior of his subordinates and his decision than depends on these records. Disadvantage – too subjective, administrative time-consuming.

Behaviorally Anchored Rating Scales – list of extreme behaviors, based on critical incidents.   1     2     3     4     5

It is the scale of critical insidents. Manager just circles the number.


      never

    always

Behavioral observation scales

Organizational behavior modification      more complex

Assessment centres – set of activities that are used to test people.

Results approach – focused on objective, measurable work results.

Management By Objectives – both evaluating the performance and setting goals for future, in form of dialogue between manager and subordinate, employee evaluate himself (manager has the power of veto)

360° feedback – employee is not evaluated only by manager, but by his superior, colleagues, subordinates, customers...

Chapter 3 – Milkovich – na doplnenie prednášok

Organizational factors

Strategy – which businesses should we compete in? (Corporate – Level Strategy)


how should we compete? (Unit – Level Strategy)


(Functional – Level Strategy)

Strategic HRM ( HR decision that „fit“ the organization condition will positively affect performance


3 types: Inducement : price and quality


           Investment : product differentiation or unique features


           Involvement : push the decisions to the lowest possible work level

Technology 
Culture – gives identity and stability

Financial conditions

Management style

The nature of work (job design) – includes: the content ( task, behaviors, duties, responsibilities





     qualification ( skills, abilities, experiences

   


                 rewards and returns ( pay, promotion, satisfaction

Assessing job content: Task data ( the actual work performed and why it is performed



   Behavioral data 


  Abilities data ( knowledge or skill

Conventional job analysis ( use questionnaire and interview

Quantitative job analysis

Job design philosophies:

Scientific Management

The job characteristic model:  Skill variety ( variety of different activities




Task identity




Task significance ( impact on the lives




Autonomy ( substantial freedom




Feedback ( effectiveness of his/her performance

Chapter 4

Two purposes of PA: providing feedback/counselling


   allocating rewards/opportunities

wide range of criteria might be measured ( skills, abilities, needs, traits

Preparation and Development of Human Resources

Learning organization

Features  -    continuous learning

· knowledge generation and sharing

· critical systematic thinking

· learning culture

· encouragement of flexibility and experimentation

· valuing employee

Training – planned effort by a company to facilitate employee´s learning of job related competencies. 

Shift from teaching employees new skills creating intellectual capital ( improve your skills and than you will perform better

Administrative Training Questions:

Who? – also for new employees, who join the company + 
Why they need training

How? – methods ( lecture, case study, conference ...

Where? – on the job or off the job

When? – during or outside the corporate time, give sponsored the time

How much? – how much does it cost as a package ( time, people – teachers and employees

- in SR you have to provide health and safety training

on-the-job  - means that you are learning while you are working (you learn tha skill)

off-the-job  - all other methods ( courses, lecture, legislation ...




      not while working, not currently using as a skill

Evaluating Training Program

· cognitive outcomes

· skill-based outcomes ( new skills

· affective outcomes (  change behavior, opinions, attitudes...

· result

· return on investment

Development:

formal education, job experiences, relationship and assessment of personality and abilities that help employees prepare for the FUTURE!






Training



Development


Focus



current



future


Use of work experience

low



high


Goal



preparation for current job

preparation for changes


Participation


required



voluntary

Approaches to employee development – assessment

· personality type indicators (if you have the right requirements to do the job)

· assessment centre

· benchmark (skills related to managerial success)

· performance appraisal and 360° feedback

Approaches to employee development – job experience

· job enlargement – adding new challenges/responsibilities

· job rotation

· transfers, promotions, downround moves

· temporary assignments with other organizations (I borrow you some employees)

Approaches to employee

Development – interpersonal relations

· Mentoring

( mentor is an experienced senior employee who helps develop a less experienced one

( the relationship develops informally as a result of interests or values shared by the mentor and the protégé

· Coaching
( coach is a peer or a manager who works with employee to motivate him/her, help him/her develop skills and provide reinforcement and feedback

Strategic approach to employee development




   unique/company-specific skills

        you understand the company structure...(are valuable, not marketable...) take a year or longer to have them

make you to do the job better no matter where (you can market them)

Technique






unique

easier to outsource them (I don´t necessarily need to have)

Career

Set of jobs, positions and work experiences over the course of life.

Protean career – frequently changing career based on changes in the person´s interest, abilities, values and changes in the work environment (you want to change your work in completely different area)

HRM by GDP



  get rid of middle


   management

disadvantage: ( loyalty, lack of leadership potential

Career development

... encompasses career management and career planning

Career planning – process through which individual employees identify and implement steps to attain career goals
Career management – process through which organizations select, assess, assign and develop employees to provide a pool of qualified people to meet future needs

Career anchors: managerial


         technical


         autonomy/independence


         creativity


         security

Career planning:

Employee´s responsibility




Manager´s responsibility

Self – assess abilities, interests and values


Assess employee´s realism in expressed objective and Analyze career options




developmental needs

Decide and develop objectives and needs


Counsel employees and develop a mutually agreeable
Communicate development




plan

Map out mutually agreeable plans with managers

Follow up and update employee´s plans as appropriate

Pursue agreed upon plan

Career management:

Employee´s responsibility




Manager´s responsibility

Provide accurate information to management


Validate information provided by employees

as needed about skills, work experiences, 


Provide information about vacant job positions

interest and career aspiration




for which the manager´s responsible








Identify candidates for a vacant positions and








select from them








Identify CD
 opportunities for employees

Organization´s responsibility:

Career planning





Career management

Provide CP model, resources, counselling and


Provide information system and process to accommodate
info needed for individualized CP




management´s decision making

Provide training in CD planning to managers and

Organize and update all information

employees and career counselling to managers


Ensure effective usage of information

Provide skills training programs and on-the-job

development experience

Recruitment in career management

· informational staffing

· job posting

· nomination by the employees themselves

· nomination by the employee´s managers

· nomination by mentors

· skill inventories

· replacement and succession planning

Selection in career management

· reference/background checks

· (unstructured) interviews

· assessment centres
Indicators of career program effectiveness

Individual





Organizational

Excercise greater self-determination



Improve career communication between employees and

Achieve greater self-awareness



supervisors

Acquire necessary organizational career information

Improve person-company fit

Enhance personal growth and development


Enhanced organizational image

Improve goal-setting capability



Improved ability to enhance management talent








Reduction of redundant personal costs

Employee benefits of CDS





Organizational benefits of CDS

Helpful assistance with career decisions



Better use of employee skills

Enrichment of present job and increase job satisfaction

Better organizational communication

More realistic goals and expectations



Greater retention of valued employees

Better feedback and performance



Expanded public image as people developer

Greater personal responsibility for career


Clarification of goals of the organization








Increased effectiveness of personnel systéme



S e p a r a t i o n s



Individual

Group = lay offs

     voluntary

      involuntary

(quits, retirements)

         (fire)

quit – reasons: $, conflicts, clash in manager style, clash with co-workers = mobbing, harassment, broken psychological contract (not happy with the job), clash in values

Compensation

· includes financial returns and tangible benefits employees receive as a part of employment relationship

( base pay

( variable pay       financial

( benefits ( nonfinancial

Pay systems objectives:

· improve productivity

· control costs

· treat employees fairly (believe that they get enough money)

· comply with laws

· enhance individual and/or team performance

· people usually feel unsatisfied of the pay system

Pay policies
help achieve objectives of the pay system

External competitiveness ( market conditions, competitor surveys pay structure

Internal alignment/consistency ( work analysis (job/skills), internal structures, job descriptions

Employee contribution ( seniority/experience, performance, merit, teams

Implementation ( budgeting, communicating, change

External competitiveness

three issues:

· measuring the market (what competitors are paying by e.g. wage surveys)

· setting a pay level relative to competitors that reflects external competitiveness policy

· implementing programs to achieve that targeted pay level

Pay level:

· average of the array of rates paid by employer (average of job family or company)

( attract and retain employee

( control labour costs

( lead, match or lag

Internal alignment – key terms

· pay structure ( pay relationship among different jobs within a single organization

· compensable factor (  a work-related job attribute of value to the organization that provides a basis for comparing relative

Key issues:

· egalitarism vs. Hierarchical

· base the structure on jobs, skills, competencies or market

· how to incorporate internal structure with external data

Employee contributions:

· flat rates (often a result of skill-based structures)

· pay ranges (give space to pay for experience and/or performance)

How to pay employee contributions:

  
                Level of performance measurement


        Individual


Group
Add                 merit

Not add           awards


          gainsharing (sharing on savings)


        piece rates


         profit-sharing

       commissions


        stock options

Benefits:

· indirect form of total compensation (include paid time away from work, insurance and health protection, employee services and retirement income)
· mandated benefits ( legally required

· flexible benefits ( something extra, system in which you have number of benefits and each benefit has certain value

The process of arousing and sustaining goal-directed behavior:

Motivation (of employees)

There is no single, one best way to motivate people to work because of the variety of human needs.

              Extrinsic vs. Intrinsic

 
                Exogenous vs. Endogenous causes

The motivation stems from external impulses

A factor external to the individual that may help predict his/her



vs.





       behavior vs.

The motivation stems from the nature of the job 

Emphasise on internal attributes and characteristic of the person

       itself  (job is interesting for you)



     that may help predict the behavior

Content (need) theories:

( Maslow – hierarchy of needs

( McGregor – theory X and theory Y

( Alderfer – ERG theory

( McClelland – three needs theory

( Herzbergh – two factor theory

Herzbergh´s Two factors Theory:

Hygiene factors




Motivators

company policy and administration

achievement

supervision 



recognition of achievement

interpersonal relations


work itself

working conditions



responsibility

salary (base pay ( if I take)

salary (variable pay ( not get bonus ( nothing happened)

status





 
   ( ( get bonus ( be motivated)

security




advancement






growth

 Maslow versus Alderfer

: Selfactualization

: Growth

: Esteem

: Belongingness

: Relatedness

(social and love)

: Safety and Security
: Existence

: Physiological

Process Theories of Motivation

( Adam´s (In) Equity Theory

( Vroom´s expectancy

( Goal setting

( Reinforcement Theory
1) subjective ( if I pay them the same amount of money ( they will still feel that it is inequity between them

2) reference point ( something that I believe is relevant

( you tend to compare to people, who are better, I should compare myself to somebody who is on the same level (the same level of base pay, bonuses...)

Vroom´s expectancy theory

Effort

 
      Performance


         Reward


perceived effort –

   perceived performance -

perceived value of rewards  

- performance probability
   - reward probability

· if you put extra reward for extra behavior ( you have to look if people appreciate (či sa im to ude zdať ako reward ( if it is worthy for them)

Goal setting   (high achievers – don´t like risk)

· the process of establishing desired results tha guide and direct behavior

· Goals: SMART

· Important behavioral aspects: employee participation, supervisory commitment and useful performance feedback

· MBO: a goal-setting program based on interaction and negotiation between employees and managers (you cooperate)

· Goal ( musia byť jasné, časovo obmedzené

     Reinforcement theory



Reinforcement


Punishment


         (desirable behavior)

      (undesirable behavior) 

   Positive

consequences
   Apply



Withhold (ignore the behavior)

  Negative

consequences
 Withhold


   Apply

Individual-Organizational Exchanges



Organization


Individual

Demands

organizational goals

physiological needs



departmental objectives

security needs



job tasks 


physical needs

Contributions
company status


developmental potential



benefits



employee knowledge



income



employee skills and abilities

Transcendental theory of motivation:

Criteria

Motives

Objectives to achieve

Effectiveness
extrinsic

material

Efficiency

intrinsic

content of human mind (intelectual motivation)

Consistency
transcendental
good for somebody else (try to create good condition for everybody in company)





(people are proud of he place that they work for)

If people knew that you care for them, at least they have some basis for trust.

Labor Relations

Labor relation framework:

· environmental context (technology, market, legal framework)

· participants (employee´s/unions, management, government)

· rules (process of interaction between labor and management)

· ideology (adaptance of rules)

( if you have good management ( people do not need unions

( in some countries ( in some job position they cannot go on strike (doctors, teachers)

Katz´s  and Kochan´s  model

- types of decisions managements and unions make: 

( strategic level (unions vs. no unions)

( functional level (contract negotiation, union organizing)

( workplace level (contract administration)

Negotiation = collective bargaining


( result of negotiation is collective agreement

- it´s  illegal to strike when the collective agreement is kept

Different countries, different effect:

· unions raise wages by widely different amount across countries ( union – non-union wage gaps largest in the US

· unions reduce dispersion of earning among members in virtually all countries

· union workers generally report lower job satisfaction and more conflict with management at workplace than nonunion workers

· unions raise fringe benefits in several countries besides the US

· unions reduce voluntary quitting and turnover

· unions have disparate effect on the level and growth of productivity

· unions reduce profits in countries with decentralized bargaining (the US, UK) but in those with centralized wage setting

bipartite agreements for employment in the member states

· wage bargaining
· there is a general concensus between labor and management across the US as to the need to keep wages from rising

· wage increases within limits that do not jeopardize competitiveness 

· often linked the employment

· agreement on withdrawing from the labor market
· early retirement or part-time retirement

   provisions to cut or stabilize the number of jobs for to achieve certain „re-distribution“ of work (eg.: Belgium, Denmark, France, Greece)

· hiring unemployed or people with law

  qualification does not come up in bargaining most member states

· vocational training (učňovky ( for manual workers)

· training schemes that aim to promote or faciliate in-house vocational training

· to get young people into work and teach them the skills that the company requires

· labor force adaptability to changing activities

· working hours
· shorterwork weeks, flexible collective working hours through modulation of the work week over a certain period, individualization of working hours account through institution of „time accounts“ encouraging part-time work

· working hours, wages and employment are linked

Collective bargaining provisions:

· establishment and administration of the agreement

· functions, rights, responsibilities

· wage, determination and administration

· job or income security

· plant operations

· paid and unpaid leave

· employee benefits plans

· special groups

Impasse (deadlock)

Strike – refusal by employees to work

Lockout – refusal by management to allow employees to work

Grievance – formal dispute between on employee and management of the conditions of employment

Alternatives to strike

· mediation

· fact finder ( person like facilitator ( he tries to put you on rational thinking

· arbitration

Mediation – you can follow it ( help to you ( don´t  have to accept

Arbitration – give you solutions ( you have to follow it = keep it ( compulsory ( lawers

work





Job analysis





Job choice





Recruitment influences
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� CD – career development


� CP – career planning


� CDS – career development selection


� Merit – vlastnosť, hodnota, cena, zásluha


� Awards - prémie


� Piece rate – úroková miera


� Commisions - provízia


� Hygiene factors – when you don´t have them, you are dissatisfied


� Motivators – when you have them you are motivated (satisfied)
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