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chapter 9

human resource management, motivation, and labor-management relations

Learning Goal 1:  Explain the importance of human resource management, the responsibilities of human resource managers, and the role of human resource planning in an organization’s competitive strategy.

Key Term:

human resource management

Class Discussion Notes:

1. The importance of human resource management

a. Most organizations place considerable importance on human resource management.

b. Human resource management is the function of attracting, developing and retaining enough qualified employees to perform the activities necessary to accomplish organizational objectives.

c. Relationships between employers and employees changed enormously during the past century.

i. Firms used to hire employees by posting notices at their sites.

ii. People looking for work would line up the next day at the employer’s site.

iii. Someone in authority made hiring decisions, often based on arbitrary criteria.

iv. After being hired, employees were expected to work under a precise set of rules.

d. Today, flexibility and complexity characterize the relationship between employers and employees.  

e. Human resource managers face challenges created by:

i. Changes in the makeup of the labor force.

ii. A shortage of qualified workers.

iii. Changes in the structure of the workplace.

iv. Employees’ desires to balance work and personal lives.

v. Employment-related laws.

f. Human resource function in organizations

i. Midsize and larger organizations create human resource departments.

ii. Small firms often outsource the human resource function to so-called professional employer organizations.

g. The core responsibilities of human resource management (Figure 9.2)

i. Planning for staffing needs.

ii. Employee recruitment and selection.

iii. Employee training and performance evaluation.

iv. Employee compensation and benefits.

v. Employee separation.

2. Human resource planning

a. HR managers develop staffing plans based on their organization’s competitive strategies.

b. They forecast the number of employees their firm will need and determine the types of skills necessary to implement its plans.

c. They formulate short and long-range plans to provide the right number of qualified employees.

d. Human resource managers also must plan how to attract and keep good employees with the right combination of pay, benefits, and working conditions.

3. Answers to concept check questions (p. 298, top)

a. Question 1:  Complexity and flexibility characterize today’s employer-employee relationship due to changes in the workforce, a shortage of qualified workers, changes to the nature of work, an increase in the desire for more balance between work and personal lives, and an increase in the number of employment-related laws.

b. Question 2:  A professional employer organization provides small businesses with human resource services.

4. Answers to concept check questions (p. 298, bottom)

a. Question 1:  Organizations must have an adequate number of qualified, well-trained workers to meet their objectives.  Staffing plans are based on the organization’s competitive strategies and require human resource managers to forecast the number of employees their firm will need and determine the types of skills necessary to implement its plan.

b. Question 2:  Attracting and keeping good employees requires the right combination of pay, benefits, and working conditions.

Learning Goal 2:  Describe how recruitment and selection, training and evaluation contribute to placing the right person in a job.
Class Discussion Notes:

1. Recruitment and selection

a. In recruiting and selecting employees, human resource managers strive to match applicants’ skills with those the organization needs.

b. To accomplish this, many firms implement the recruitment and selection process shown in Figure 9.3:

i. Identify job requirements.

ii. Choose sources of candidates.

iii. Review applications.

iv. Interview candidates.

v. Conduct employment tests and check references.

vi. Conduct follow-up interviews.

vii. Select a candidate and negotiate a job offer.

2. Finding qualified candidates

a. Human resource managers must be creative in their search for qualified employees.

b. Internal recruiting is less expensive than external methods, and it helps boost employee morale.

c. Recruitment from external sources involves such things as advertising in newspapers and trade magazines, placing radio and television ads, college recruiting, and job fairs.

d. Many firms are using the Internet as a recruiting tool.  (One of the “Nothing but Net” exercises asks students to review the employment section of several firms’ Web sites.  You might show one to the class here.)

3. Selecting and hiring employees

a. HR managers must follow the requirements set out by various federal and state laws.

i. Firms cannot discriminate against applicants on the basis of such factors as race, sex, or national origin.

ii. Failure to comply with equal employment opportunity legislation can expose an employer to fines and other penalties, negative publicity, and poor employee morale.

b. Increases in protected employees and discrimination lawsuits have elevated the importance of HR managers in the hiring process.

i. Recruitment and selection are an expensive process because firms incur costs for advertising job openings, interviewing applicants, and conducting background checks.

ii. A hiring mistake is even more expensive, however.

c. Firms protect themselves by including explicit employment-at-will policies in their employee manuals.

i. Employment at will means that the employment relationship can be terminated at any time by either the employee or employer for any reason.

ii. Equal opportunity law doesn’t prohibit employers from firm employees.

4. Answers to concept check questions (p. 302)

a. Question 1:  Some of the costs associated with recruitment and selection include the cost of advertising job openings, interviewing applicants, and conducting background checks.

b. Question 2:  Employment at will means that the employment relationship can be terminated at any time by either the employee or employer for any reason.

5. Orientation, training, and evaluation

a. Training programs

i. On-the-job training prepares employees for job duties by allowing them to perform tasks under the guidance of experienced employees.

ii. Classroom and computer-based training.

iii. A management development program provides training designed to improve the skills and broaden the knowledge of current and potential executives.

b. Performance appraisals

i. An evaluation of the employee’s job performance by comparing actual results with desired outcomes.

ii. Rating employees’ performance and communicating perceptions of their strengths and weaknesses are important elements in improving a firm’s performance.

iii. A 360-degree performance review gathers feedback from a review panel including coworkers, supervisors, team members, subordinates, and even customers.

6. Answers to concept check questions (p. 304)

a. Question 1:  Some of the aids in off-the-job training include classroom instruction and computer-based training.

b. Question 2:  A management development program provides training designed to improve the skills and broaden the knowledge of current and potential executives.

c. Question 3:  The main way an organization provides employees with feedback about their performance is the performance appraisal.

Learning Goal 3:  Outline the methods employers use to compensate employees through pay systems and benefit programs.
Key Terms:

wage
salary
employee benefits

Class Discussion Notes:

1. Compensation

a. Types of compensation

i. Wages are compensation based on an hourly pay rate or the amount of output produced.

ii. Salary is compensation calculated on a periodic basis, such as weekly or monthly.

b. An effective compensation should attract and retain highly-qualified employees and is usually based on:

i. Salaries and wages paid by other companies that compete for the same people.

ii. Government legislation.

iii. The cost of living.

iv. The firm’s ability to pay.

v. Worker productivity.

c. Some local governments require employers to pay a so-called “living wage,” generally defined as one that allows a worker to support a family of four without having to receive any form of public assistance.

d. Many employers are trying to link compensation with performance (examples are shown in Figure 9.4 and include profit sharing and stock options).

2. Employee benefits

a. Are rewards provided for employees either entirely or in part at the company’s expense.

i. Examples include retirement plans, health insurance, vacation, and tuition reimbursement.

ii. Employee benefits cost U.S. firms billions of dollars annually.

iii. Explain to students that their employer will be the primary source of many important benefits (such as retirement plans and health insurance).

b. Some benefits—such as Social Security—are required by law.

c. Disputes over benefits have become a source of conflict between some employers and their employees as employers attempt to control benefit costs.

3. Flexible benefits

a. HR managers are trying to develop creative ways to tailor their benefit plans to the varying needs of a diverse group of employees.

b. A flexible benefit plan—or cafeteria plan—offers employees a range of options from which they can choose.

c. Contributions to cafeteria accounts are generally made by both the employer and employee.

d. Another form of flexible benefit is paid time off.

i. A bank of paid days off from work.

ii. Replaces traditional vacation and sick leave.

4. Flexible work

a. Allows employees to adjust their working hours and places of work to accommodate their personal needs.

b. Flexible work plans include flextime, compressed workweeks, job sharing, and home-based work (telecommuting).

5. Answers to concept check questions (p. 309)

a. Question 1:  A wage is compensation based on the number of hours worked or output produced.  A salary is compensation calculated on a periodic basis, such as weekly or monthly.

b. Question 2:  Another name for a cafeteria plan is a flexible benefit plan.

c. Question 3:  Compressed workweeks are popular with employers such as police and fire departments, hospitals, and airlines.

Learning Goal 4:  Discuss employee separation and the impact of downsizing and outsourcing.

Key Terms:

downsizing
outsourcing
contingent workers

Class Discussion Notes:

1. Employee separation

a. Either the employer or employee can take the initiative to terminate employment.

b. Employees decide to leave to start their own businesses, take jobs with other firms, move to other cities, or retire.

c. Employers terminate employees for a variety of reasons.

i. Poor job performance.

ii. Negative attitudes toward work and coworkers.

iii. Misconduct.

iv. Other reasons such as downsizing, outsourcing, and the use of contingency workers.

2. Downsizing

a. Downsizing is the process of reducing the number of employees within a firm by eliminating jobs.

b. Reasons for downsizing:

i. Cut overhead costs.

ii. Streamline operations.

iii. Often the result of mergers (eliminating duplicate jobs).

c. Downsizing can have a devastating effect on employee morale and can actually hurt productivity.

3. Outsourcing

a. The practice of contracting out work previously performed by company employees.

i. Began on a small scale, with firms contracting out services such as maintenance, cleaning, and delivery.

ii. Today outsourcing has expanded to include tasks once considered fundamental internal functions, such as production.  (The text notes correctly that HP, as well as other computer makers, outsource the manufacture of many of the computers it sells.)

b. Benefits of outsourcing

i. It allows a firm to continue performing the functions it does best, while hiring other companies to do tasks that they can handle more efficiently.

ii. Another benefit of outsourcing is the firm’s ability to negotiate the best price and avoid long-term resource costs associated with internal operations.

4. Contingent workers

a. Employees who work part time, temporarily, or for a period of time specified in a contract.

b. Currently about one-quarter of the workforce and expected to grow.

5. Answers to concept check questions (p. 311)

a. Question 1:  An exit interview is designed to determine the reasons why an employee is leaving and can be used to improve human resources management.

b. Question 2:  Downsizing is the process of reducing the number of employees within a firm by eliminating jobs.

Learning Goal 5:  Explain how Maslow’s hierarchy of needs theory, job design, and managers’ attitudes relate to employee motivation. 

Key Terms:

morale
Maslow’s hierarchy of needs
job enlargement
job enrichment

Class Discussion Notes:

1. Employee morale

a. The mental attitude of employees toward their employer and jobs.

b. Motivation starts with good morale.

c. Poor morale is a sign of poor manager-worker relations.

d. High morale occurs in organizations where employees feel valued and heard and where they are able to contribute what they do best.

i. People perform best when the believe they are capable of succeeding.

ii. High morale results from an organization’s understanding of human needs and its success at satisfying those needs in ways that reinforce organization’s goals.

2. Maslow’s hierarchy of needs theory

a. Basic theory

i. People’s needs depend on what they already possess.

ii. A satisfied need is not a motivator; only needs that remain unsatisfied can influence behavior.

iii. People’s needs can be arranged in a hierarchy of importance; once they satisfy one need, another emerges and demands satisfaction.

b. Five human needs (lower to higher order)

i. Physiological needs.

ii. Safety needs.

iii. Social needs.

iv. Esteem needs.

v. Self-actualization needs.

c. The basic needs must be satisfied before the higher order needs can emerge.

d. Figure 9.6 elaborates on employers’ efforts to motivate employees by satisfying each level of needs.

3. Job design and motivation

a. In their search for ways to improve productivity and morale, firms are focusing on the motivation inherent in the job itself.

b. Job enlargement is a job design that expands an employee’s responsibilities by increasing the number and variety of tasks they entail.

c. Job enrichment is a change in job duties to increase employees’ authority in planning their work, deciding how it should be done, and learning new skills.

4. Managers’ attitudes and motivation

a. The attitudes that managers display toward employees also influence worker motivation.

b. Theory X

i. Assumes employees dislike work.

ii. Managers must coerce or control them or threaten punishment to achieve the organization’s goals.

iii. Managers who accept this view fee that the average person prefers to receive direction, wishes to avoid responsibility, has relatively little ambition, and can be motivated only by money and job security.

c. Theory Y

i. Assumes that the typical person like work and learns, under proper conditions, to accept and seek responsibilities to fulfill social, esteem, and self-actualization needs.

ii. Managers assume that most people are able to conceive of creative ways to solve work-related problems.

iii. Emphasizes self-control and self-direction.

d. Theory Z

i. Attempt to blend U.S. and Japanese management practices.

ii. This approach views worker involvement as the key to increased productivity for the company and improved quality of work life for employees.

iii. Workers are asked for suggestions to improve their jobs and then are given authority to implement proposed changes.

5. Answers to concept check questions (p. 315)

a. Question 1:  High morale occurs in organizations where employees feel valued and heard and where they are able to contribute what they do best.

b. Question 2:  Job enrichment and job enlargement.

c. Question 3:  See the preceding section for a comparison of Theory X, Theory Y, and Theory Z.

Learning Goal 6:  Summarize the role of labor unions and list their primary goals.

Key Terms:

labor union
collective bargaining
grievance

Class Discussion Notes:

1. Development of labor unions

a. A labor union is a group of employees who have joined together to increase their power to achieve improved wages, working hours, and working conditions.

b. Workers gradually learned that bargaining as a unified group could bring about improvements in job security, wages, and working conditions.

i. The organized efforts of Philadelphia printers in the late 1700s resulted in the first minimum wage ($1 a day).

ii. In the 1800s, NYC streetcar conductors were able to negotiate a reduction in the length of their workday.

c. Types of labor unions

i. Local unions represent members in a specific area.

ii. National unions are organizations that consist of numerous local chapters.

iii. International unions are labor unions with members outside the U.S., usually in Canada.

d. The AFL-CIO

i. A federation of affiliated national and international unions that serves a mediation and political function.

ii. Represents four out of five organized American workers.

e. Union membership

i. About 17 percent of U.S. workers (around 15 million) belong to labor unions.

ii. 10 percent of the private sector workforce and 40 percent of the public sector workforce is unionized.

iii. Union membership has declined since the end of World War II (as a percentage of the workforce), though the rate of decline has slowed in recent years.

2. Labor legislation

a. Government attitudes toward unions have varied considerably during the past century.

b. During the 1930s, legislation expanded the rights of unions.

c. After the end of World War II, several anti-union laws were passed.

d. The major pieces of labor legislation are listed in the text (pp. 316-317).

3. The collective bargaining process

a. Collective bargaining is the process of negotiation between management and union representatives for the purpose of arriving at mutually acceptable wages and working conditions for employees.

i. Issues covered in collective bargaining include wages, work hours, benefits, union activities and responsibilities, grievance handling and arbitration, layoffs, and employee rights and seniority.

ii. The process consists of initial demands, proposals, and counterproposals that ultimately result in compromise and agreement.

iii. Contracts typically cover a two or three year period.

b. Once an agreement is reached, members must vote to accept or reject the contract.

4. Settling union-management disputes

a. Around 95 percent of union-management negotiations result in a signed agreement without a work stoppage.

b. While the courts are the most visible vehicle for dispute settlement, most disputes are settled by negotiation.

c. Dispute resolution mechanisms:

i. A grievance is a complaint that management violating some provision of a union contract.  Grievances are submitted to a formal procedure (see, Figure 9.7).

ii. Mediation is the process of settling union-management disputes through recommendations of an impartial third party.

iii. Arbitration involves the use of an impartial third party to render a legally binding decision.

Learning Goal 7:  Outline the tactics of labor and management in conflicts between them.
Class Discussion Notes:

1. Union tactics

a. Strikes (or work stoppages)

b. Picketing

i. Public protest of some management practice.

ii. Protected as a form of free speech so long as it doesn’t involve violence or intimidation.

iii. May accompany a strike.

c. Boycott

i. An attempt to keep the public from purchasing products of a firm.

ii. Some unions have been quite successful in organizing boycotts.

2. Management tactics

a. Lockouts

i. A management strike to bring pressure on union members by closing the firm.

ii. Lockouts are not common unless a union strike has partially shut down a plant.

b. Replacing striking workers.

c. Obtaining court injunction prohibiting some union practice (such as excessive picketing).

d. Employers’ association

i. A group of employers formed to present a united front in dealing with labor unions.

ii. May even act as negotiators for individual employers who want to reach agreements with unions.

Learning Goal 8:  Describe employee-management relations in nonunion organizations.

Class Discussion Notes:

1. Why union membership is declining

a. Changes in the makeup of the workforce

i. Shift from a manufacturing economy to information and service economy.

ii. Rise of small businesses (which generally are nonunion).

iii. Increase in managerial employees (typically nonunion).

b. Unions perhaps not as necessary

i. Many nonunion companies offer compensation and benefit packages comparable to those of unionized firms.

ii. Effective communications, emphasis on promotions from within, employee empowerment, and employee participation in goal setting and grievance handling may help an employer avert unionization.

iii. Satisfied workers may conclude that they would receive few additional benefits for the union due they would have to pay.

iv. Often just the threat of joining a union improves employee wages and working conditions.

2. Grievance programs for nonunion employees

a. Even without a union, employees may have formal avenues for resolving grievances.

i. Employees who believe they have been treated unfairly or illegally can also file charges with state and federal agencies.

ii. The need for labor protection diminishes in firms that encourage employees to communicate their complaints through programs designed to resolve grievances.

b. Examples of programs

i. Open-door policies.

ii. An employee hot line.

iii. Peer-review boards.

iv. Mediation and arbitration.

3. Job security in nonunion companies

a. Job security has always been a major motivation for workers to form labor unions.

b. Firms that need to reduce staffing levels are using several alternatives to layoffs.

i. Some offer incentives for early retirement or resignation.

ii. May have less of a negative impact on employee morale.
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