Principles of Management CHAPTER 4: Staffing

Staffing
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The managerial function of staffing involves effective recruitment,
selection, placement, approval, and development of people to occupy the
roles in the organization structure. Staffing is closely related, therefore to
organizing i.e. to the setting up of intentional structure of roles and
positions.
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4.1 PERSONNEL MANAGEMENT Ol gall (5 99 8,140

Personnel management or human resource management (HRM) is an
integral but distinctive part of management, concerned with people at work
and their relationships within the enterprise. Development of human
resources is essential for any organization that would like to be dynamic
and growth-oriented. Unlike other resources, human resources have rather
unlimited potential capabilities. The potential can be used only by creating
a climate that can continuously identify, bring to surface, nurture, and use
the capabilities of people.
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4.2 ESTABLISHING ORGANIZATION STRUCTURE
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The first step in establishing the organization's structure is the
development of structural guidelines. The structure should be appropriate
for and compatible with the external environment, consistent with and
supportive of organization's critical goals and strategies, appropriate for
organization's technology and accommodating the differences of the
people in the organization. The next step is job designing. Job designing is
the determination of a particular individual's work-related responsibilities.
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Once jobs have been analyzed and tasks assigned, the next step is to group
the jobs in some logical arrangement. This step is called departmentation.
Job content refers to the job or work itself. Since the motivational
(intrinsic) factors emerge from the work-worker relationship, they are
included under job content. On the other hand, job context includes 'he
maintenance factors (extrinsic) because these factors are exogenous to the
work and the employee.
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The two are closely related in most work situations. But observe that
motivational factors, or job content, are always timely and reinforce
behaviour as it occurs. They must be present if motivation efforts are to
reach their zenith. In contrast, maintenance factors tend to be of relatively
short duration; they lose some of their impact and importance with time.
Hcrzberg observed that achievement feasibility and achievement itself lead
to motivation; it is not the reverse 1.e. motivation leading to achievement.
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The hygiene factors correspond to Maslow's first three need levels while
the motivation factors with esteem and self-actualization. Job
specifications are statements which describe something about the jobs of a
company. They may describe the job itself. They may describe that kind of
a person who should fill the given job. The difference between the two
may be seen in connection with a middle management position.
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In practice, the term job specification is often used (to include varying
amounts of both job and information. Practice is not uniform regarding
how much detail is included in a specification. And in many cases, it might
be wise to translate job requirements into statements of human
characteristics such as finger dexterity, physical strength, hand-eye
coordination, and emotional poise.
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4.3 RECRUITMENT AND SELECTION LAY o il oil)
The different procedural steps involved in the selection process are:

1. Job description

2. Application forms

3. Employment tests

4. Interviewing

5. Physical examination and

6. Induction or orientation
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4.4.1 _JOB DESCRIPTION 4808 ol) Ciua g

A job description is a combination of short statements that describe both
the work to be performed and the essential requirements of" the particular
jobs.

The job description includes:
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e Job title

* Department in which the job exists

* Work to be performed by the new employee

* Job responsibilities

* Job knowledge

* Mental concentration required

* Dexterity and accuracy required

* Machines, tools and processes to be handled

* Relation with other jobs

e Qualification and experience required

* Amount of supervision to him provided

e Physical activities

* Working conditions
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4.4.2 APPLICATION FORMS (k) @ laiuy)

An application blank or form is the must universal mechanism used to

screen the applicants to be called for interview and other tests for

.selection purposes.
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4.4.3 EMPLOYMENT TESTS 48 ol LA

Very often considerable training and money is expended upon an
employee when it is discovered that he is unsuited to do the job for which
he was employed. For this reason, and in order to avoid the recurrence of
such a situation, employment tests are, sometimes, considered an essential
part of the selection programme. An employment test measures selected
psychological factors such as ability to reason, capacity for learning,
temperament, specific aptitudes, physical or motor abilities etc.
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4.4.3.1 Characteristics of Emplovyment Tests d80s of) ) LAY cliia

The characteristics of an employment test are as follows:

* A test should be designed on the basis of a sound job analysis program

e The test should be reliable. An applicant if tested even second or third
time under the same condition should achieve the same score.

» The test should be valid (i.e.), highly specific to the objective it intends
to measure and to the particular business situation.
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4.4.3.2 Types of Employment Tests il gil) ) L) g gl
Various types of employment tests include.

Achievement tests
Aptitude tests
Intelligence tests
Interest tests

Dexterity (motor) tests
Personality tests
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4.4.4  INTERVIEWING AR

An interview is a conversation directed to a definite purpose between an
applicant and the interviewer and much of the interaction between these
two 1is carried on by gestures, postures, facial expressions and other
communicative behaviour. It is in the interview that both the prospective
employee and employer get the chance to learn and know about each
other.
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4.4.4.1 Purpose or Interview ALlial) ya &

-To find the most suitable candidate for the job.

-To view and appraise the applicant in totality.

-To study the applicant's motivational and emotional patterns.

-To measure the applicant against the specific requirements for the job.
-To explore the applicant's innate abilities.

-To study the impact of the applicant's personality upon others.
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4.4.4.2 Types of Interviews il £ ol

Interviews are basically of" two types: (1) guided, and (2) unguided. In
guided, directed or patterned interview, a list of questions is prepared
based on an analysis of the job specifications. This type of interview
measures the personality traits such as self-reliance, emotional stability,
ability to get along with others, willingness to shoulder responsibility etc.
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Unguided or unpatented interview, as its name implies, is not directed by
the interviewer; instead, the applicant talks about what he chooses.
Unguided interview 1is more often used in situations other than
employment, e.g. counseling, handling grievances etc.
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4.4.5 PHYSICAI EXAMINATION ddal) ) LAY

Physical examination or medical check-up has to be carried out for the
freshly recruited people. In many organizations, medical check up is a
must and it denotes the physical well being of an employee. Physical
examination has at least three objectives.
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I. It serves to ascertain the applicant's capability to meet the job

requirements.
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2. It serves to protect the organization against the unwarranted claims

under Workman's Compensation Act or against law suits for damages.
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3. It helps to prevent communicable diseases entering the organization.
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.The physical examination should be done by a qualified expert appointed
by the organization to certify whether the candidate is physically fit to
meet the requirements of the job.
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4.4.6 INDUCTION OR ORSENTATSON TRAINING
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Induction or orientation training is concerned with the process of
welcoming the new employees or orienting a new employee to the
organization and its procedures, rules, and regulations. When a newly
appointed employee reports for works, he must be helped to get acquainted
with the work environment and fellow-employees. An induction
programme should aim at achieving the following objectives:
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To strengthen the confidence of the new employees.

2. To ensure that new employees may not form false impressions about
their place of work.

To promote a feeling of belongingness and loyalty to the organization.
4. To give the new employees the information they need such as
regarding the facilities, rules and regulations.
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The orientation-training course should not be too lengthy. The range of
information that can be covered under orientation training may include
history of the company, products of the company, organizational structure,
employee services, personnel policies, practices, and safety measures.
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4.5 CONCEPT OF HUMAN RESOURCE DEVELOPMENT
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Human resource development (HRD), in the organizational context, is a
process by which the employees of an organization are helped in a
continuous and planned way to:
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I- Acquire or sharpen capabilities required to perform various functions
associated with their present or expected future roles.
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2- Develop their general capabilities as individuals and discover and
exploit their own inner potentials for their own and /or organizational
development purposes.
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3- Develop an organizational culture in which supervisor-subordinate
relationships, teamwork, and collaboration among subunits are strong and
contribute to the professional well-being, motivation, and pride of
employees.
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4.6.2 GOALS OF HRD 4 i) 350 gall Cilaa]

The goals of human resources development system is to improve:
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. The capabilities of each employee as an individual.

. The capabilities of each individual in relation to his or her present roles.

. The capabilities of each employee in relation to his or her expected
future role.

4. The relationship between each employee and his or her supervisor.

. The team spirit and functioning in every organizational unit
(department, group, etc).

6. Collaboration among different units of the organization.
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4.6.4 HRD SUBSYSTEMS 4 i) o) sall A i) dalasy)
The HRD subsystems include:

sJadi Ay pdl) 3 ) gall e AN Aalaiyy

» Performance Appraisal. oY) a0
 Potential Appraisal and Development. a3 8 gai g andie
* Feedback and Performance Coaching o oY) 5 cllaadldl
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 Organizational Development (OD). (salaiill  glatll e
* Employee Welfare. ol gall Aa o
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General Questions

I- Define staffing. What are the key staffing activities?
2- What are the procedural steps involved in the process of selection?

3- Why is human resource planning necessary? What factors must
managers of a human-resource planning programme considers?

4- What methods of recruitment can managers use? What are the
advantages and disadvantages of recruitment from within?

5- What are the defects of in-depth interviews? How can they be
minimized’

6- Explain in detail the various HRD subsystems and their contribution.

7- What is the difference between training and development?

8- How good are the internal sources of recruitment of key personnel,
especially in middle level positions? Explain.

9- Explain organizational conflict. Is conflict desirable in certain
situations? If so, then describe some of these, situations.

10- Define inter-group dependence and give examples where work of
one group depends upon the work of another group. How can each
interdependence cause conflicts among groups?

11- Explain in detail the various types of conflict that are inherent in the
very nature of human beings. Give example that are relevant to each
type of conflict.
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