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Preface

One of the most overused and abused phrases uttered by managers is that “employees are
our greatest asset.” Although many organizations’ annual reports and mission statements
tout the importance of employees, most fail to “walk the talk,” which reveals a definite
disparity between the perceived importance of employees and their treatment. In reality,
physical facilities receive better care and attention than most employees. As a result,
organizations fail to maximize the potential of their human capital. Creativity, responsive-
ness, and quality suffer as the untapped talent within employees goes to waste and their
growth and development are ignored. Effective managers align human resource manage-
ment with their organization’s strategic goals and objectives. How? Read on!

HUMAN RESOURCE MANAGEMENT

First, it is important to distinguish between two often misunderstood terms. Human
resources is frequently the department within an organization charged with administrative
duties such as payroll and benefits. Human resource management (HRM) is a dynamic and
evolving practice used by leaders and managers throughout a firm to enhance productiv-
ity, quality, and effectiveness. It is the goal of this book to provide a resource through
which organizational leaders and managers may understand the field of HRM and grasp
its simplicity. It is within this simplicity that an appreciation of the complexity of HRM
can be realized. This book provides an overview of the field and practice of HRM.

We have tried to clarify and simplify HRM so that it becomes less complicated to
the newcomer. If; after studying the following chapters, readers feel better able to under-
stand the field, its components, roles, areas of practice, unique competencies, and strate-
gies for improving performance within organizations, then the book has indeed
accomplished its mission. Ultimately, our goal is to provide the details, descriptions,
and facts necessary to enable HRM professionals to develop strategies for becoming more
effective professionals.

Regardless of one’s orientation, this book will serve as a reference for HRM professio-
nals and managers interested in a better understanding of the principles and practices of
HRM. The question remains, What is human resource management? Given the complex
nature of the practice of HRM, a simple definition is made even more difficult due to
the rapidly changing nature of the field. However, the very term “human resource man-
agement” provides us with clues as to its meaning. Let us examine the terms “human
resources” and “management” more closely.
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What Are Human Resources?

Today’s organizations consist of three types of resources: physical, financial, and
human. Physical resources are machines, materials, facilities, equipment, and component
parts of products, which are often referred to as fixed organization assets. Physical resources
are important to the health of the organization because they provide it with stability and
growth opportunities. Also, because they are tangible and can be seen, physical resources
provide the public with assurances of quality as well as a measure of the organization’s suc-
cess. Buildings are an example of this type of resource.

The liquid assets of an organization refer to its financial resources. These include cash,
stocks, bonds, investments, and operating capital. Similar to physical resources, financial
resources are vital to the organization’s ability to react to opportunities for growth and
expansion, which reflect its overall financial stability and strength. This is determined by
comparing the assets (physical and financial) with the liabilities (debts) of the organiza-
tion. A positive outcome reveals net worth, which is the figure that investors and financial
organizations use to assess the financial health of an organization.

Human resources refer to the workers employed by an organization. Unlike the typical,
straightforward, standard measures used to value fixed and liquid assets, organizations lack
widely acceptable means by which to value the contributions of their employees. For
example, employees cannot be depreciated like physical resources and, more importantly,
are seldom reflected in the net worth of an organization. However, employees are a greater
asset than physical or financial resources, for the talent of employees is what determines an
organization’s success. Unfortunately, organizational board members and leaders often
overlook this fact because employees are not used to reflect the organization’s prosperity.
Forward-thinking leaders of firms recognize the value of their employees and consider
them in their asset portfolios. As a result, many recognize the importance of the HRM
function and realize that improved knowledge, competencies, skills, and attitudes are nec-
essary to improve the overall success of the organization.

The cost of recruiting, hiring, relocating, training, and orientation is one helpful mea-
sure available to companies to determine the importance of their employees. The collec-
tive knowledge, competencies, skills, and attitudes of the members of the organization
are another measure. These intangibles have value. Obviously, a well-trained, highly
skilled, and knowledgeable employee is more valuable to an organization than one who
is not. This value manifests itself in increased quality, productivity, effectiveness, effi-
ciency, and customer service.

What Is Management?

Examining the critical components of management frames the process of improving
the success of an organization. The management process involves a group of similar activ-
ities performed by a manager, regardless of the type and size of the organization. These
activities are planning, organizing, staffing, and controlling:

* Planning charts a course of action for the future, aiming to achieve a consistent, coordinated
set of operations that yields desired results. Planning is the primary task of management and
administrators, occurring prior to other manual activities as they determine the framework
for their execution.

* Organizing is based on the goals and objectives established through the planning process,
reflecting the thinking on the structure of and relationship among the various parts of the
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HRM function and those of the organization. A classic discussion of organizing includes
division of labor, authority, span of control, and structure of the organization (formal and
informal).

* Staffing supplies qualified employees needed to run a planned and organized system, fulfill
its mission, and achieve its objectives. Staffing includes recruiting, selecting, placing,
appraising, and compensating employees.

* Controlling is the process that checks performance against standards, making certain that
goals and objectives are being met. Controlling involves training, coaching, and regular
checks of progress aimed at keeping the organization and its members on track.

What Is Human Resource Management?

Human resource management refers to activities and tasks useful in maximizing
employees’ performance. Human resource management, therefore, includes the recruic-
ment, selection, placement, motivation, appraisal, development, communication with,
utilization, and overall accommodation of employees to achieve organizational goals.

At the unit/departmental and individual levels, managers hold two primary responsibil-
ities—improve and manage performance. At the unit/departmental level, managers
engage in planning, teambuilding, and performance management activities to improve
current and future performance. At the individual performer level, managers coach,
appraise, motivate, and collaboratively develop career and professional development plans
that enhance employee talent and career opportunities. The activities at the departmental
and individual performer levels are known as human resource development actions.

At the division and corporate levels, managers participate in organizational develop-
ment, change management, and strategic planning to enhance an organization’s produc-
tivity and effectiveness. These efforts lead to organizational renewal, which is a firm’s
ability to reinvent itself and remain competitive. In summary, then, we can define
HRM as the process of facilitating organizational performance, productivity, and change
through organized (formal and informal) interventions, initiatives, and management
actions in order to enhance a firm’s performance capacity, capability, competitive readi-
ness, and renewal.

ORGANIZATION OF THIS BOOK

This book is arranged by major topic sections. Part I includes entries related to Human
Resource Practices, including recruiting and selection, employee development, perfor-
mance management, compensation, benefits and insurance, and employment law. These
topics, such as human resource planning and coaching, and the numerous laws impacting
workers, are critical for managers and HRM professionals at all levels.

Part II, Organizational Issues, focuses on leadership and strategy, organizational devel-
opment and change, and organizational behavior. Each entry in this section covers issues
that profoundly impact an organization’s direction and functioning, including strategic
planning and change, innovation and competitiveness, and the organizational behavior
issues (such as culture and teambuilding) that enhance or impede firm success.

Part IIT, General HR Issues, addresses concerns that are common to all firms at all levels
and thus are critical components of HRM practice. Documentation, forecasting, job
design, and safety are examples of covered topics. This section also includes entries on
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recent business and societal concerns impacting businesses, such as homeland security,
international HR, metrics, safety, work-life balance, and workplace violence.

Part IV, HR Policy, includes discussions of and suggestions for guidelines and standards
common to many firms. Employee policy handbooks often detail subjects such as dress
codes, overtime, disciplinary procedures, Internet/email restrictions, flex-time, security,
travel, and telecommuting, to name a few.

Parts V and VI include an abundance of resources for the manager and HRM practi-
tioner. Resources include a sampling of related articles, books, Web sites, and organiza-
tions, along with checklists, sample forms, and other tools useful in managing human
resources.

OUTCOMES OF HRM IN ORGANIZATIONS

Traditionally, the human resource department has been responsible for providing serv-
ices such as compensation and benefits management, administration of personnel records
and activities, compliance and outplacement services, employer relations, training and
development, staffing and recruiting, and payroll management. These services continue
to be vitally important to organizations. Forward-thinking organizations have expanded
human resource services to meet the constantly growing needs of the organization and
its members. Expanded service offerings such as coaching and developmental appraisals
enable managers to lay the foundation needed to build a developmental culture within
their organizations.

Effective managers provide development initiatives, performance coaching and
appraisal activities, and serve the needs of tomorrow’s organization. Expanded services
such as these focus on satisfying the needs and wants of both internal and external con-
stituents by providing added value, the result of interaction and facilitation of desired
organizational goals and objectives. Within organizations, these actions promote changes
such as enhanced communications, employee growth and development, and exemplary
performance.

HRM activities, to be effective, adhere to a set of guiding principles that serve the
organization and bring about the change necessary for continuous personnel growth and
development. These guiding principles include
* focusing on important organizational processes such as facilities and resource management;
* learning through collaboration and teamwork;

* enhanced commitment to employees while meeting organizational needs; and

* measuring the value of HRM activity.

These guiding principles provide direction and focus while establishing a value-based
approach critical to creating a productive, developmental culture and work climate.

One of the primary benefits of HRM involves having the right people in the right place
at the right time interacting with the right leadership. Consequently, it is important to
select and develop leaders, managers, and employees who possess the talent necessary to
meet the goals and objectives facing the organization now and in the future. Specific strat-
egies that bring about desired results include
* improving organizational effectiveness and responsiveness through people and processes,

and
* building competencies in people and the organization.
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To create competitive advantage through people and processes, human resource ori-
ented organizations adopt the principles and practices that enable them to treat their
employees as their most valuable component in achieving greater success.

Each approach nourishes an organization’s capability through state-of-the-art human
resource practices. Building competencies in people and organizations requires managers
as HRM professionals—in concert with organizational leaders and HR practitioners—
to focus on enhancing human resource principles, policies, and practices. Organizations
that proactively focus on principles, policies, and practices to improve their responsive-
ness, enhance organizational renewal, and increase their overall performance capacity
and capability will meet their strategic goals while providing rewarding career opportuni-
ties to a reservoir of highly talented personnel. Effective managers accept the challenges of
and responsibilities for HRM by demonstrating that their employees are indeed the
organization’s greatest asset. HRM enables leaders and managers to lay the foundation
for ever-increasing organizational success.
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Chapter 1
Recruiting and Selection

Staffing: An Overview

Staffing is one of the most fundamental and essential sources of an organization’s financial
performance and attainment of its long-term goals. According to Paul Austermuchle,
senior vice president with the Bernard Hodes Group:

Staffing is a mission-critical process that supports the organization’s business model and
strategic objectives.'

One of the underlying suppositions for an effective staffing program is that coherent
and cohesive processes are needed to drive the staffing strategies from requisition to hire.
Recruiting and selection are two essential elements of an overall process that should be
viewed as a core competency that helps the company achieve its competitive advantage.
The following are the critical success factors of the process:

. Employer Branding

. Business Staffing Plan

. Sourcing

. Recruiting and Selection
. Hiring

. On-boarding

. Metrics and Implementation

NN N N~

Dave Ulrich,” noted professor at the University of Michigan’s School of Business and
codirector of the university’s Human Resources Executive Education programs, states that
the HR function must be focused on the creation of value. Therefore, staffing should also
focus its activities and energies on this imperative. It must deliver products and services
that are value-added in the eyes of all internal clients such as hiring managers and other
HR partners. It starts with creating repeatable processes, deliverables that are created in
conjunction with the customer. Shared responsibilities are defined that lead to the
customer realizing the strategic importance of Staffing and how each player is accountable
for the successful execution of the process.

By Ulrich’s definition, staffing then becomes a “center of expertise,” a function that is
comprised of subject matter experts that understand how to combine the ensemble of
critical success factors mentioned above to source and recruit the best-in-class candidates.
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According to Karen Hart, also a senior vice president of the Bernard Hodes Group, the
core of a successful recruitment program is a process that lends itself to efficiencies and
economies of scale. She adds:

This process should utilize but not be crippled by technology, should include a high level of
customer service to both the candidate and the internal customers (HR team and hiring man-
agers), and should be seamless in its scope. A periodic review of this process can result in elimi-
nation of redundancies, better utilization of staff, better response times, and better hires.>

Employer Branding

Austermuehle indicated the following regarding employer branding:

The brand is best characterized as the relationship between an individual and the organiza-
tion. It is described in a way that outlines how the relationship works and how each party
benefits from their mutual commitment.

Austermuehle says that the staffing and marketing functions usually develop the
descriptors of the brand together. They then identify key brand messages that apply to
current employees, prospective employees, and, often, former employees who would be
welcomed back to the organization. The messages should convey important information
about how the employee best contributes to the business’ strategic goals and what they
can expect in return. This kind of message is often described as an employee value propo-
sition. While there is usually one broad brand description, there can be several value prop-
ositions—each targeted to subsets within the talent community. This enables the
company to hire people who fit to the culture regardless of their work function, area of
expertise, or level of experience.

Overall, excellent companies attract excellent people. A durable brand in the market-
place results in a durable brand in the labor market. If quality is a hallmark of the com-
pany, it will attract quality people.

Business Staffing Plan

The business staffing plan (BSP) is an integral part of the organization’s strategic business
plan. The plan entails identification of the current and future skill sets and number of
employees needed to deliver new and improved products and services to the company’s
customers. The BSP should be reviewed and updated on a quarterly basis to maintain is
relevance and reliability.

The initial step in the planning process is to evaluate the characteristics of the
current workforce in relationship to the needs identified in the BSP. It then compares
the current staff with the desired future workforce to highlight shortages, surpluses, and
competency gaps.

A list of questions to use during the BSP discussions is provided in the table on the next

page.
Sourcing

Sourcing is basically finding the candidates of choice to satisfy the BSP requirements. It is
the most important step in the staffing process. It should be initiated once the workforce
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Questions to Ask during HR Staffing Planning Discussions

1. How is your industry changing? What demands will this place on your staff
requirements?

2. What distinctive core competencies are linked to your organization’s
competitive advantage? How will these be sustained?

3. What new customer requirements and expectations will significantly shape
your needs?

4. What new market penetrations will demand increased staff?

5. What new products will be or need to be introduced to meet strategic
objectives? How will this impact the competency requirements of your staff?

6. What competitors are attractive to the talent you wish to hire? Who is attracting
our talent away from us and why?

7. What customer contracts will justify additional staffing? When will these take
effect? What success have you had in converting contractors to full time staff?
How is this practice integrated into your business strategy?

8. What new data/assumptions have changed since our last meeting?

9. What are your cost/benefit hiring experiences?

10. Assuming that we will source effectively according to talent competencies,
what values/beliefs do you need in the new hires?

11. What services do you need from HR in the staffing planning process?

12. What “applicant-friendly” recruiting strategies would make this business attract
the kind of candidates you desire?

13. How effectively does your business employ the succession planning process in
you hiring strategies?

14. How will turnover and retirements affect your staffing requirements?

plan has been finalized and then become an ongoing process that is refined once the
periodic review of the BSP is completed.

Under most circumstances, internal searches should be conducted as the first priority
for sourcing candidates for the BSP requirements. This can be accomplished using the
key talent inventory maintained by human resources. Once this is completed, the external
search can be initiated. Key external techniques include online job boards, traditional
media advertising, career fairs, campus recruiting, international recruitment, rightsizing
companies, diversity associations and conferences, and agencies and/or search firms.
These practices will generate real-time candidates.

The company may have to invest in sourcing methods that focus on passive candidates,
ones who are not actively searching for another job. This pool of talent is generally the
best qualified and worth the time and energy to find. The list of techniques includes cold
calling, researching industry journals, employee referrals, networking, and executive
recruitment agencies.

Recruiting and Selection

Recruiting is selling the candidates on the personal and professional value of the opportu-
nity presented to them. Recruitment can be handled in house or outsourced to a recruit-
ment agency. After the application process opens, the candidate pool is narrowed based on
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skill sets, salary requirements, geographic location, experience, etc. External recruiting
costs (or sourcing costs) include any initiative used to identify or attract candidates,
including employer branding.

Selection of the best candidate can be achieved through many interviewing techniques.
Behavioral interviewing is one of the most popular and provides an in-depth look into the
prospective new hire’s ability to handle multifaceted situations. Another tool is the panel
or group interview. This provides the hiring team with an understanding of the applicant’s
capability to handle challenging and potentially stressful situations and is used primarily
for managerial position candidates.

The ultimate goal of the recruiting and selection process is to find the most appropriate
fit, for the candidate as well as the company.

Hiring
Hiring is a series of transactional events and is contingent upon successful completion of
the following: background checks with appropriate law enforcement agencies, educational
and employment verification and references, and physicals and drug testing (where neces-
sary and/or required by state or federal law). Documents typically completed on the first
day of employment include employee confidentiality agreements, relocation expenses

agreements, payroll enrollment, employment eligibility, and the selection of medical,
dental, and/or life insurance options.

On-boarding

On-boarding is an essential program that encompasses the employee’s entire first year of
employment with the organization. On-boarding processes are intended to make the indi-
vidual’s integration into the new environment as seamless and smooth as possible. It is a
period of time to energize the new employee in order to lay the foundation for a produc-
tive and rewarding tenure with the organization. Successful on-boarding programs also
entail assigning the new employee a mentor who acts as a confidant and counselor. Hence,
on-boarding can be viewed as a solid retention tool as well.

Metrics and Implementation

The company should create an automated resume and applicant tracking system to
manage all phases of staffing’s responsibilities.
Use a “Balanced Scorecard” to track and measure the following:

1. Cycle time to fill positions.
2. Quality of hire as defined by the hiring manager.
3. Quantitative statistics that comprise the cost-per-hire:
a. Fixed-overhead sourcing (agency, advertising, Internet posting costs) and recruiting (appli-
cant travel, lodging, meals, rental car, etc.) expenses.
b. Signing bonuses.
c. Relocation and other hiring expenses such as visa preparation costs, medical exams, etc.

Successful implementation of the staffing model is best achieved by creating processes
that are repeatable and used consistently by all concerned. Doing so provides the
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opportunity to identify/track costs mentioned above and establish the appropriate metrics
for gauging real fiscal responsibility. This will then validate staffing’s value proposition.4

Conclusion

Staffing can be viewed as a human resource center of excellence that keeps the organiza-
tion supplied with the human assets it needs to continuously move ahead and maintain
its competitive posture in the market place. Sourcing generates the slate of qualified talent
that can be accessed by recruiters and their customers, the company’s hiring managers.
Repeatable processes, aligned with the business’s overall human asset plan and integrated
into the company’s balanced scorecard, can facilitate the achievement of this imperative.
The bottom line is to have the right people, at the right place, at the right time, and at
the right price.

NOTES

1. Paul Austermuehle, senior vice president, Bernard Hodes Group, interview by authors, January 21,
2008.

2. David Ulrich, Human Resource Champions (Boston: Harvard Business School Press, 1997).

3. Margie Kasse, vice president, Health Care Division, and Karen Hart, senior vice president, Health
Care Division, Bernard Hodes Group, interview by authors, January 15, 2008.

4. Ulrich, Human Resource Champions.

Fred Miles and Douglas Maxwel]

ABILITY INVENTORIES

Opver the past three decades, the process of assessing employee skills and abilities has
evolved. Managers and human resource personnel have begun to use technology to assist
in the analysis of employee skills, which has led to the development of knowledge man-
agement (KM) initiatives. Knowledge management involves several systems used to man-
age information about the intellectual capital within the organization. The organization
usually has knowledge management database (KMD) software to analyze employee abil-
ities and performance. This database allows managers and human resource personnel to
easily track information about employees. In most cases, KMD systems have a varying
range of sophistication depending on the size and needs of the organization. The use of
this technology has revolutionized the notion of analyzing employee ability through a
database system. Furthermore, such technology allows managers to make wise decisions
about hiring, placement, and promotion.

Introduction

Ability inventories are assessments used to measure an employee’s level of proficiency
relative to pre-defined skill sets. Inventories are administered to measure the abilities of
each employee. Inventories are usually based on performance standards for specific job
tasks. The data from these inventories are uploaded and housed in the organization’s
KMD. Managers and human resource personnel can access the information to make data
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driven decisions about employee hiring, promotion, training and employee placement.
When used correctly, ability inventories serve as a powerful tool for managing employees
and meeting organizational objectives.

Uses of Ability Inventories

Organizations that use inventories realize the benefits of the tool. The data from invento-
ries, accessed through KMDs, makes the process of decision making and managing
employees much easier. Moreover, many possible uses of ability inventories exist. Below
are a few possible applications of ability inventories to employee management.

Employee Hiring and Selection
Managers and human resource personnel can use ability inventories to enhance the hiring
process for applicants. Inventories allow managers to rate resumes of applicants for the
skills necessary to perform job tasks. In addition, data from inventories provide the man-
ager with an analysis of each applicant’s potential for hire. In short, ability inventories ease
the process of selecting the right person for the job.

Training
Ability inventories provide managers with a detailed assessment of an employee’s profi-
ciency in predetermined performance standards. Inventories can be used on an ongoing
basis to measure each employee’s skills, knowledge, and abilities to perform job tasks.
Consequently, data from the inventories aid the development of performance plans based
on employee needs for growth. Data allows the efficient use of training dollars to provide
employees with developmental activities relevant to needs.

Succession Planning

Ability inventories can be used as an effective strategy to implement succession planning.
In most cases, inventories are automated and housed in a KMD located on the organiza-
tion’s intranet. Managers use the KMD to query inventories and identify employees who
qualify for future positions. In addition, employees with strong potential can be matched
with mentors to encourage their growth and development. In the long run, inventories
allow managers to prepare employees to meet the future needs of the organization, while
avoiding any interruption of business processes when a seasoned employee leaves.

Project Management

Data from ability inventories facilitate the decision-making process about implementa-
tion as new strategic initiatives arise. The organization’s KMD can be queried to deter-
mine if the skills are available to implement the initiative. If a lack of skills exists,
managers determine the development necessary to implement the initiative. Another
aspect of project management is using inventories to select team members who possess
the skills and attributes needed to complete the assigned task. Proper selection greatly
increases the team’s ability to complete projects on time and within budget. All in all,
inventories serve as a powerful tool to aid the completion of organizational projects
and initiatives.

CONCLUSION

Over the years managers and human resource personnel have worked to improve the pro-
cess of assessing employee skills. Powerful tools such as KMD have allowed organizations
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to use data from Ability Inventories to measure employee’s skills. Such processes have pro-
vided managers with the ability to quickly assess skill sets relevant to strategic organiza-
tional needs. Finally, such assessments aid the process of making data driven decisions
about employee hiring, promotion, training, and employee placement.

Derrick E. Haynes

ASSESSMENT CENTER

An assessment center may be either a physical location or a methodology used for
the human resource function of deciding who to select or promote to a position, diagnos-
ing the relative strengths or weaknesses for an individual in work-related skills as an ante-
cedent to development, or developing job-relevant or job-specific skills for a position
either an individual currently has or to which the individual has the potential to be pro-
moted. An assessment center will typically utilize multiple evaluation techniques,
designed and tailored to expose behaviors considered relevant to the critical aspects of
the position. By observing a participant’s behavior under simulated conditions, a
valid picture can be developed regarding how the person would actually perform in the
position.1

Historical Background

Assessment centers trace their lineage to the War Office Selection Boards used by the
United Kingdom during World War II. This was in response to the large proportion of
officers selected for promotion being “returned to unit” as unsuitable. The old system,
which relied upon criteria such as social and educational background and “exceptional
smartness,” was overhauled with an assessment center approach that sought to evaluate
characteristics more relevant to the tasks and behaviors of military officers. The new sys-
tem was deemed successful, as a substantial drop in officers being “returned to unic”
was realized.? In the United States, assessment centers were utilized by the Office of Stra-
tegic Studies to select spies during World War II. The activities, which included group
exercises (many with strenuous physical requirements), stress tests, and an interrogation
of an “escaped” prisoner, were an attempt not only to assess the separate components,
but to delve into the personality and character of each participant under very stressful
conditions.”

In 1956, AT&T became the first private-sector organization to employ assessment
centers. As a result of the AT&T Management Progress Study, assessment centers were
incorporated into longitudinal research for individuals entering management positions
in Bell Telephone operating companies. Career progress was charted accordingly.”
Over the next decade, large organizations such as IBM, Sears, General Electric, and
J. C. Penney created assessment centers closely modeled after AT&T.

Assessment centers today bear many of the characteristics of their predecessors, and
have a rich body of scholarly research and documented practice to guide their continued
growth and development. Additionally, the challenges and opportunities impacting
assessment centers are truly global, as evidenced by the annual International Congress
on Assessment Center Methods meeting, which has convened annually since 1973.
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Common Features and Exercises

An assessment center will typically involve six to 12 participants, or “assessees,” three to six
assessors (middle-level managers or human resource staff members) who are trained to
observe and evaluate the behaviors and abilities of each participant, and an administrator
from the assessment center organization. The location of the assessment center will usually
be away from the organization, such as a hotel conference center. The time required for each
participant to complete all exercises and simulations is typically one to three days, with asses-
sors then sharing observations. All behaviors as documented by the assessors are integrated
through a consensus discussion process, led by the assessment center administrator. Each
participant then receives a written report containing objective information relating to their
performance, either from the administrator or one of the assessors.” The simulations and
exercises in which each participant engages may include any of the following:

— Leaderless Group Discussion—A group of four to eight participants solve an assigned
problem or problems together within a specified time frame. Written recommendations are
often expected that have been fully endorsed by all exercise participants.

— In-basket or In-box—Although the terms themselves are something of an anachronism,
this exercise presents each participant with memos, letters, reports, announcements,
requests, and irrelevant information in a multitude of formats (voice mail, fax, e-mail,
paper, etc.). The participant must then evaluate the various pieces of information and
schedule meetings, delegate tasks, write correspondence, etc., all within a relatively short
time period.

— Written Case Analysis—Each participant reads about an organizational problem and is
required to prepare a set of recommendations for superiors to consider towards a
resolution. The problem can be tailored either to assess more general abilities or to
evaluate specific skills, depending upon the needs of the sponsoring organization.

— Oral Presentation—FEach participant makes either a short speech or a longer, formal
presentation on a topic of interest. Various presentation aides may be incorporated,
including flip charts, overhead projectors, or slides. This simulation may alternately be
combined with the written case analysis, as well.

— Interview Simulation or Role-play Exercises—The participant talks with one or more
persons who may assume the roles of a subordinate, colleague, superior, or client. In all
cases, the person being interviewed, or “role player,” has been trained to act in a
standardized manner towards the participant. Typically, the resolution of a problem is
discussed, and the participant is observed by one or more assessors.®

Additional activities may also include a business game, background interview, cognitive

ability or personality test, and oral fact finding. An integrated exercise, termed “A Day

in the Life,” may also be incorporated into the assessment center.

Fairness, Objectivity, and Legal Issues

In comparison with other selection methodologies, assessment centers are perceived as
more fair and objective when factors such as gender, race, and age are included. The
Guidelines and Ethical Considerations for Assessment Center Operations states that partici-
pants are to receive feedback of results,” as this serves to validate the credibility of an
assessment center. Individuals should have a high level of confidence that results were
obtained in an objective, accurate, and fair manner.

Federal courts not only view assessment centers as valid and fair, but have often man-
dated assessment centers when more conventional selection instruments have exhibited
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bias or other such problems.® By emphasizing actual behavior, as opposed to psychologi-
cal constructs, assessment centers have gained acceptance and legitimacy in a wide variety
of selection applications.

NOTES
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2. Liam Healy & Associates, “Assessment and Development Centres,” http://www.psychometrics.co.uk
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Erlbaum Associates, Inc., 2006).
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8. Byham, “What Is an Assessment Center?”

Steven J. Kerno Jr.

BACKGROUND INVESTIGATION

Selecting the right new employees is a critical success factor for any contemporary organi-
zation. HR must ensure that all selection processes are thorough, consistent, accurate,
decisive, and legally defensible. Indeed, one recent study found that the top
10th percentile of organizations calculate the average cost of turnover (including all posi-
tion classifications, from nonexempt labor roles to exempt senior executive roles) to be in
excess of $40,000 per employee.I Thus, it becomes clear that including a background
investigation in the selection process for new employees is a wise investment of HR’s time
and resources.

Typical Methods and Components of Background Investigations

Most background investigations are contracted to third-party vendors to ensure consis-
tency and objectivity, as well as to create some level of an “arms-length” relationship
between the employer organization and the background investigation process. Also, the
highly repetitive, specialized, labor-intensive, and administrative nature of the tasks
further builds the case for outsourcing this process.
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The following components are typically included in a thorough background investigation:

* Professional references—Typically conducted by internal HR staff, this is often the most
valuable source of information regarding the established pattern of behavior of a prospective
employee, but also the most difficult from which to solicit objective information. This is
because most professional references provided by candidates are predisposed to provide a
positive reference. This is the most common component of background investigations to
be conducted by internal HR staff, as opposed to being conducted by an outsourcing part-
ner given the organic nature of the dialogue, and related qualitative information that often
surfaces during a reference-related discussion.

* Work history—Typically outsourced to a specialized vendor, this involves verifying previous
employer organizations, dates of employment, and titles. Gaps of employment are included/
identified as well.

* Educational history—Typically outsourced to a specialized vendor, this involves verifying insti-
tutions attended, dates of attendance, and diplomas, certifications, and/or degrees conferred.

* Criminal history—Typically outsourced to a specialized vendor, this involves investigating
previous criminal activity/convictions via publicly available records.

* Credit history—Typically outsourced to a specialized vendor, this involves investigating
credit history via publicly available records.

Negligent Hiring and Background Investigations

Given that the doctrine of negligent hiring has caused the courts to more regularly hold
employers responsible for harmful employee acts in the workplace if a reasonable background
investigation was not conducted, the importance of conducting thorough background inves-
tigations has grown. This requires that HR strike a tenuous balance between the prospective
employee’s right to privacy and the employer’s legal responsibility to, in good faith, provide a
safe work environment.”

See also Staffing: An Overview; Selection; Negligent Hiring; Privacy Act; Fair Credit
Reporting Act

NOTES

1. Carla Joinson, “Capturing Turnover Costs,” HR Magazine, July 2000, 107-19.
2. “SHRM Board Approves Investment Advice, Safety, and Reference Check Positions,” HR News,
May 2002, 11.

Scott A. Quatro

BEHAVIOR INVENTORY

According to Merriam-Webster, an “inventory” consists of a list of traits, preferences, atti-
tudes, interests, or abilities used to evaluate personal characteristics or skills. Behavior
inventories are found in various disciplines, such as psychology, education, and the social
sciences. Examples of specific behavior inventories might include creative behavior inven-
tories, reading behavior inventories, abuse behavior inventories, social behavior invento-
ries, and group behavior inventories. In human resources, behavior inventories can
“focus on how people behave and can be graded”' and therefore, specific inventories
can be used in recruiting and developing staff. One specific inventory that can be used
in human resources is the work behavior inventory (WBI).
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Work Behavior Inventory

Work behavior inventories are assessments that measure work-related behaviors essential for
successful employment. A WBI can provide information on individuals’ personal style of
behaving at work. By assessing work styles of both applicants and employees, WBI assess-
ments can allow employers to objectively match people to jobs.” WBI instruments include
a number of subscales to assess factors such as personality factors, social skills, leadership
styles, emotional intelligence, cooperativeness, work quality, work habits, and self-
presentation.” WBI assessments are frequently “normed” against other professionals and
managers who have completed the inventory. They can also include information on the
accuracy of each individual’s responses (people tend to overreport or inflate their responses)
and whether or not scores should be interpreted cautiously or adjusted to reflect a more
accurate 1'eprcsentation.4

WBI assessments can be used to focus and guide leadership development, to pinpoint
specific strengths of individuals, and to identify areas for further training and skill devel-
opment. For individuals, WBI assessments can help to identify the kind of work environ-
ment that will allow them to be most successful and can also help to guide career choices
and career transitions.’

Organizations interested in obtaining WBI assessments can work with industrial and
organizational psychology or human resources consulting firms, associations, and university
programs that have expertise in the development and validation of WBI assessments. Sources
can be found online, such as the Association of Behavior Analysis International, the Society
of Human Resource Management, the Society for Industrial and Organizational Psychology,
or governmental agencies such as the Office of Personnel Management. Further, journals
such as Personnel Psychology will provide peer-reviewed research results regarding the various
types and applications of behavior inventories.

See also Assessment Center; Talent Inventory

NOTES

1. Christopher Rowe, “Clarifying the Use of Competence and Competency Models in Recruitment,
Assessment and Staff Development,” Industrial and Commercial Training (1995): 12.

2. Human Resources Consultants, Inc., http://www.hrconsultants.com.

3. Jimmy Choi and Alice Medalia, “Factors Associated with a Positive Response to Cognitive Remedia-
tion in a Community Psychiatric Sample,” American Psychiatric Association, http://psychservices
.psychiatryonlie.org/cgi/content/full/56/5/602 (accessed October 13, 2007); and Human Resources
Consultants, Inc.

4. Leadership Coach Academy, http://www.leadershipcoachacademy.com/WBI_Sample_Report.pdf
(accessed October 13, 2007).

5. Ibid.

Lynda Kemp

CAMPUS RECRUITING

Many employer organizations utilize college and university campus recruiting as a
primary means of attracting large numbers of candidates with generally high levels of
promise. Indeed, according to the National Association of Colleges and Employers,
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direct-from-campus hiring is expected to increase by 16 percent in 2008, creating intense
competition for college graduates.'

Primary Motivations for Campus Recruiting

Many HR-centric organizations place campus relations and college/university recruiting

at the top of their list of strategic priorities. Most of Fortune magazine’s Most Admired

Corporations and 100 Best Companies to Work for in America strongly emphasize

direct-from-campus hiring for exempt, professional roles.?

The following justifications are typically provided by those employers that invest
heavily in college/university relations and recruiting programs:

* Intellectual capacity—college graduates have the highest level of overall intellectual capacity.
Despite common perception, less than 30 percent of the adult U.S. population over the age
of 25 have earned an undergraduate degree, and less than 12 percent have earned a graduate
degree. Thus, the competition among employer organizations for these “best and brightest”
potential employees is fierce, indeed.

* Intellectual curiosity—college graduates are more likely to pursue lifelong learning. And as
the United States moves to a more knowledge-based economy (67.8 percent of 2006 GDP
was generated by services-based industries), the intellectual curiosity of employees will
continue to increase in importance.

* “Big five” personality characteristics—college graduates are more likely to exhibit the “big
five personality traits,” namely sociability, agreeableness, conscientiousness, emotional
stability, and openness to new experiences. These traits have been demonstrated to be
relevant to most work settings, especially for managerial and leadership roles.”

* High potential—college graduates are more likely to perform at high levels and to advance
to senior-level roles. Thus, employer organizations that invest heavily in college/university
recruiting do so with an eye towards long-term retention, development, and leadership
succession from the ranks of their direct-from-campus hires.

Campus Relations and Management Trainee Programs

As discussed above, many of the HR benchmark organizations in U.S. industry make sig-
nificant investments in campus recruiting. Such investment often involves a dedicated
campus relations team charged with cultivating a talent pipeline from selected target cam-
puses. Additionally, many of these organizations hire large numbers of direct-from-campus
candidates into formal management/leadership development trainee programs. These pro-
grams typically involve one-to-three-month rotations through several staff units (i.e., HR,
brand management, finance) and/or line units (i.e. manufacturing, store operations, field
sales) for up to 18 months before a new hire is permanently placed into a formal role.
While this requires a significant up-front and ongoing investment, a strategic HR perspec-
tive demands viewing such an investment in light of the significant, long-term return
realized in the form of increased human/social capital.
See also Staffing: An Overview; Recruiting; Selection; Employment Testing
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Scott A. Quatro

EMPLOYEE REFERRAL PROGRAMS

Employee referral programs (ERPs) expand the organization’s talent pool, which can pos-
itively impact the company’s financial performance. ERPs should be viewed as strategic
business initiatives aligned with the organization’s overall strategic business objectives
and supported by the organization’s senior leaders.

Dr. John Sullivan, professor of human resource management in the College of Business
at San Francisco State University, has prepared an extensive list of key elements necessary
for a world-class ERP." Sullivan comments that a world-class employee referral program
should include the following ensemble of critical success factors:

1. Identify that the overall objective of the ERP is to become a “best-in-class” program that
attracts the highest quality candidates for key positions.

2. Define specific start and end dates for the program.

3. Design repeatable processes to facilitate and support speed of execution.

4. Develop a minimum number of rules that are easy to follow and that allow all associates to
participate.

5. Process critical skills resumes expeditiously to ensure they are given the appropriate attention
and empbhasis.

6. Automate the program for ease of access and use, and permit employees to track the progress
of their referrals.

7. Create promotional campaigns that address ongoing needs as well as high-priority requirements.

8. Provide rewards, financial and otherwise, that are paid expediently and that are commensu-
rate with the level of importance of the positions to be filled.

9. Design the program to support the on-boarding process to take advantage of ties between the
employee and the referred candidate to achieve the retention of the referred candidate as a
“long-term” employee.

10. Design and deliver training programs to educate all employees who manage the program, and
those employees eligible to participate, about the program’s principles of engagement and the
roles and responsibilities of all concerned.

11. Design and implement measurement criteria that track costs, cycle time, and percentage of
ERP hires. Then, build metrics into the hiring manager’s performance goals.

Advantages of ERPs

Sullivan’s premise is that the most successful programs reduce staffing costs, decrease cycle
time, and improve the quality of hiring decisions. He stresses that there are additional
benefits of solid and productive programs. These include increased offer-to-accept ratios,
improved morale and employee pride, and influencing a more effective utilization of the
staffing department’s time and resources.

The Bernard Hodes Group, one of the world’s preeminent recruitment, communica-
tions, consulting, and talent acquisitions firms, suggests organizations can create an ERP
that is regarded as an organizational core competency, and provides a competitive
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advantage by looking no further than its own employees when secking top talent. Margie
Kasse and Karen Hart, senior consultants for the organization, stated the following
regarding ERPs:>

“Quality ERP programs, whether print or online, will consistently deliver candidates
who:

* Are less expensive to recruit

* Are more qualified, and recommended
* Are less likely to turnover

* Are already familiar with your business
* Have a tendency to be more loyal

* In most cases, do not require relocation
* Are more likely to accept offers

* Require less time to hire

* Increase hiring managers satisfaction”

Another advantage of employee referrals is found when the inidative gives support to
building and enhancing organizational culture. Similar values and beliefs within the
current employees beget similar values and beliefs in the referred candidates. With a
successful hire, organizational behavioral expectations are reinforced by the actions of
the current employees. Positive employee engagement results in increased quality and
productivity. The bottom line on an ERP is that a successful program has the potential
to increase financial performance.

R. Wayne Moody” describes employee enlistment as a new employee referral strategy.
Moody states that this is not the same as asking for referrals from employees. Rather, each
associate is challenged to become a recruiter and is provided with “business cards” that
can be distributed anywhere the employee goes. The cards do not contain names or
positions, as is customary, but have a simple message such as: “We are always looking
for great . For more information, log on to our Web site.” The intent
is to make others aware that the organization is truly interested in having people apply.

Disadvantages of ERPs

An organization that relies heavily on employee referrals runs the risk of possibly hiring
individuals that may be too similar to the existing talent base. This could result in not
bringing “new blood” with “new ideas” into the organization.

Another possible disadvantage can be found in the 2006 EEOC Compliance Manual
that provides guidance on the prohibition of discrimination as defined in Title VII of
the 1964 Civil Rights Act. It cautions that reliance on word-of-mouth programs such as
employee referrals may generate candidates that do not necessarily reflect the diverse
nature of the labor market.

Conclusion

Employee referral programs are superb talent acquisition tools but must be created and
managed using best practices as derived from sound benchmarking strategies. Care should
be given to ensure that senior staff actively supports this initiative. The program should be
designed and implemented as an ongoing resource that survives the fluctuations of eco-
nomic conditions and business needs. Periodic audits and appropriate use of metrics are
vital for the program’s effectiveness, longevity, and viability.
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Fred Miles and Douglas Maxwell

EMPLOYMENT TESTING

In today’s job market, employers are looking for any edge they can obtain to build the most
productive and cohesive work force. One way that firms are trying to gain a competitive
advantage is through the use of employment testing.

Employment testing enables organizations to enhance their selection, placement, training
and development, coaching, promotion, career guiding, and program evaluation practices,
to name a few. A host of tests and resources are available to companies, including tests of
knowledge, skills, and abilities that reveal a candidate’s intelligence or mental ability,
decision-making style, physical speed or strength, work style, values, ethics, salesmanship,
approach to groups/teams, overall personality, etc.

Employment tests, like all assessment tools, are subject to errors in measurement and
interpretation. Although tests may help organizations’ selection of more qualified candi-
dates, they reveal a limited picture—at a point in time—of an individual’s overall ability.
For these reasons, employment tests should comprise a component of the selection process
and not provide the entire basis of the employment decision.

Legal Issues

Opver the last 25 years, employment testing has grown in popularity as a substantial tool
used to find the best “fit” among potential candidates. Some sources say that 55 percent
to 65 percent of businesses are now using skills testing as a substantial part of the interview
process. There are issues that human resources personnel need to consider, however,
such as the Uniform Guidelines on Employee Selection and relevant employment laws
such as Title VII of the Civil Rights Act of 1964 and the Americans with Disabilities
Act of 1990.

Uniform Guidelines on Employee Selection
The EEOC, Civil Service Commission, Department of Labor, and Department of Justice
have adopted uniform guidelines on the use of tests and other employee selection proce-
dures that are used as a basis for employment decisions (e.g., hiring, firing, promotion,
demotion, etc.). In essence, any selection procedure that adversely impacts the hiring,
promotion, or other employment opportunities of an individual or group due to
race, gender, or ethnicity is considered discriminatory and in contrast to the Uniform
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Guidelines unless the procedure or practice has been validated in accordance with the
guidelines. If two or more valid selection procedures are available to a user with a legiti-
mate interest, the procedure that has a lesser adverse impact should be used. Further,
employers are required to maintain records revealing the impact of tests and selection
procedures on protected groups, along with specifics regarding candidates’ gender, race,
and ethnic group.

Civil Rights Act of 1964—Title VII
Title VII of the Civil Rights Act of 1964 was enacted to eliminate the use of discrimina-
tion in hiring practices. It says, in part, that it is:

unlawful for an employer to refuse to hire any individual, or otherwise discriminate against
any individual with respect to his ... employment, because of race, color, religion, sex, or
national origin.

Hiring once could be done, legally, based on the outcome of any test—until the court case
of Griggs v. Duke Power Co. In this case, the U.S. Supreme Court found that Duke Power
Company was using an “employment test” to weed out minorities. Duke Power had a
“skills test” that measured one’s aptitude in math, English, reading, and problem solving.
Management at Duke Power knew that minorities did not have the same educational
opportunities as Caucasians (due to segregation in schools) and would not perform well
on their test.
Justice Burger’s opinion said:

On the record before us, neither the high school completion requirement nor the general intelli-
gence test is shown to bear a demonstrable relationship to successful performance of the jobs for
which it was used. Both were adopted, as the Court of Appeals noted, without meaningful study
of their relationship to job performance ability.

Based on the Supreme Court’s decision, legislation was drafted that detailed permissible
uses of employment testing. Any test that is administered in the selection process must
have a justifiable link to job function and skills. The test and its results must stand up
in court on this point.

Americans with Disabilities Act of 1990
Another piece of legislation that affects employment testing is the Americans with Dis-
abilities Act of 1990 (ADA). The act prohibits discriminating against qualified applicants
based on a variety of disabilities. The act, among other things, requires the need for valid-
ity in employment testing. Tests must have one or more of the following:
* Content validity—the test is a representative sample of performance in some defined area of
job-related skills, knowledge, or abilities.
* Construct validity—the test must illustrate relevant skills of the job.
* Criterion-related validity—the criteria on the test must be statistically linked to job
success.

Controversy with Employment Testing

One of the more controversial areas in job testing concerns law enforcement. Let us look
at two examples.
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If one applies to be a dispatcher at a local Colorado police department, one must
pass several tests. Most of those tests are easily defended as being pertinent to the job
(e.g., polygraph, oral board interview, etc.). All applicants of the department’s dispatch
center must also take a computer test that measures the ability to multitask. The test taker
will have to enter information into a computer while answering phone calls. This test is a
good measure of one’s ability to prioritize and complete important procedures.

This computer test easily fits into both the content validity and construct validity models
because the tasks to be completed are directly job related. One needs to be able to multitask
and communicate; these are skills that are important in the position.

Another example of an employment test is the “job functions test” that police officers
must perform annually in the department. During this test, an officer must perform the
following functions:

* Exit a patrol car

* Scale a chain-link fence

* Crawl under a table

* Climb through a window

* Run up a flight of stairs

* Identify a “suspect” by the description given to the officer before leaving the car
* Drag a 120-pound dummy 10 feet across a line in 64 seconds or less.

This test fits the “construct validity” and “criterion-related validity” models. Previously,
the department held officers to a fitness standard called the Cooper Fitness Test. Although
this test measured the overall fitness of an officer (a 1.5-mile timed run and pushups and
sit-ups in a minute) at no point would an officer run a mile and a half during his or her
job function; thus the test failed to pass any of the three validity tests and was removed
as a requirement.

CONCLUSION

There are many things that a human resources professional must consider when conducting
employment testing. One must weigh the legal ramifications with the proven validity of a
test in predicting success in a job.

Matr Springer

INTERVIEWING

Job Interviews

While many types of interviews exist, perhaps the most common is the interview for a job.
Interviews are all about the presentation of a candidate. The first impression is the most
important, and people often make bad impressions due to poor interviewing skills and
improper preparation. Interviews are often stressful for candidates, and those who do
not interview as well as others may lose out on opportunities at which they would other-
wise excel. Likewise, candidates who interview well have a better chance of obtaining the
job, though they may not always be the most qualified. Interview etiquette is essential for
those who are job hunting. The range of questions an employer can ask is broad, but not
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endless. Legalities prevent employers from asking personal questions such as issues regard-

ing disabilities, religion, and marital status, unless these questions are demonstratively

job-related. Asking candidates open-ended questions such as “Why do you want to work

here?” often prove to be more successful than yes-or-no questions, as the employer will get
. 1

a better sense of the candidate.

Behavioral and Situational Job Interviews

A contemporary trend in interviewing is employing behavioral and situational interviewing,.
Questions in these types of interviews allow the candidate to provide more information and
allow the potential employer to gain a better sense of how the employee may perform. Rather
than asking general questions about the candidate’s background, employers in behavioral
and situational interviews probe as to how the candidate has managed and/or would manage
particular situations. The ultimate goal of employing such an interviewing methodology is to
improve the validity (accuracy) of the interview as a selection tool. The more accurate the
interview data, the better the hiring decision,” and it is believed that “behavioral and situa-
tional interviewing is 55 percent predictive of future on-the-job behavior, while traditional
interviewing is only 10 percent predictive.”® Such statistics become even more compelling
when considering that job interviews are the sole and/or most highly emphasized selection
tool utilized by most employers.

Payless ShoeSource has long utilized behavioral and situational interviews as a key
means of ensuring sound hiring decisions. Delineated below is an illustrative example
of both a behavioral and a situational question asked of candidates for store manager
positions with the firm:

* Behavioral interview question example—“Please think of a specific example from your past
professional experience where you demonstrated the ability to develop a team. Once you
have thought of this example, I would like for you to tell me about in great detail.” This
statement sets the context for a lengthy dialogue (often up to 20 minutes in length) about
the core job-related competency (in this case, team building) for which the candidate is
being screened.

* Situational interview question example—“Assume that you have just witnessed an employee
stealing money from the cash register. I would like for you to tell me in great detail how you
would handle this situation.” This statement sets the context for a lengthy dialogue (often
up to 20 minutes in length) about the core job-related competencies (in this case, conflict
resolution and assertiveness) for which the candidate is being screened.

Once the context is set via these behavioral and situational questions/scenarios, the
interviewer then probes deeply for detail, using open-ended follow-up questions and
statements such as:

* “Tell me more about that.”

* “How did that make you feel?”

* “What was the end resule?”

* “Why did you do that?”

* “What would you do next?”

In the end, behavioral and situational interviewing methods result in much richer job-

related dialogue, leading to more insight into a candidate’s past experience via behavioral

questions (i.e., “tell me what you did”), and future potential via situational questions (i.e.,

“tell me what you would do”).
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Interviewing for Data Collection

Interviews are the most common tool for gathering and analyzing data in organizational
development. Often organizations “need a snapshot of what is presently being done,
rather than simply jumping in and changing the process pell—mell.”4 Interview data gives
management clear descriptions of employee needs and wants. Data collection interviews
can be done in groups or individually. Interviews are subjective and respondents may be
swayed by the way a question is worded. Interviews can be time consuming but have
proven to be effective for gaining organizational development-related insight from
employees.’

Exit Interviews

Exit interviews are another important tool in data collection, and are conducted when an
employee leaves an organization. These interviews are designed to provide feedback on
why the employee is leaving and what improvements can be made. Exit interviews are typ-
ically done in a one-on-one, face-to-face setting. This often deters employees from being
as honest as they would like to be. Additionally, employees often feel that the interview
will be of no value since he or she is leaving anyway. Nonetheless, exit interviews are
important as they can potentially “improve a company’s inner workings, and maybe even
help colleagues.”®
See also: Staffing: An Overview; Background Investigation; Selection
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JOB DESCRIPTION

A job description states what is involved in performing a particular job. It identifies the
duties, responsibilities, and working conditions of a particular job. This information is of
great value to the jobholder and the employer. It establishes expectations for job performance
and minimizes misunderstandings that can occur between these two parties. Furthermore,
job descriptions provide essential information for human resource management functions
such as recruitment and selection, performance appraisal, legal compliance, and career
planning.
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Job Description: Contents

Job descriptions can vary considerably regarding how much detail they contain. There
is no customary written format for job descriptions, although they usually will have
the same format within the same company. Most job descriptions, however, will provide
certain types of information. Job descriptions typically contain sections that include
the following types of information: job identification, job summary, responsibilities
and duties, working conditions, relationships, standards of performance, and job
specifications.'

Job Identification and Job Summary
In the job identification section of a job description, the following information may be
given: the job title, the job code or identification number, the FLSA status of the job
(exempt/nonexempt), the department or division where the job is performed, the loca-
tion of the job, the immediate supervisor’s title, the grade or level of the job, its EEOC
classification, the date the job description was last revised, the effective date of the job
description, and who approved the job description as well as the date of approval. A
job description should also contain a job summary. The job summary provides an over-
all description of the job and include its major functions, activities, and tasks. A job
summary should provide a brief, yet clear, picture of what is involved in performing

the job.

Responsibilities, Duties, and Working Conditions

A job description should have a section listing the responsibilities and duties of the job-
holder. This section will list the job’s major duties and responsibilities, with a brief
description for each. Often these will be listed in order of importance, along with the
weight or value of each duty. The value of each duty is often expressed as a percentage
of time devoted to it. It is also important for a job description to mention the working con-
ditions of the job, especially when these conditions may be hazardous (e.g., noise levels,
temperature levels, risk of electric shock). Additionally, some jobs may require working
with physically demanding tools, machines, and other equipment.

Relationships, Standards of Performance, and Job Specifications
Sometimes a job description will include information about the relationships associated
with a job. This information will describe to whom the jobholder reports, whom he or
she supervises (if applicable), and with whom the jobholder works inside and outside of
the organization. These details should allow one to see how the job relates to other jobs
within the organization.

Some job descriptions also may contain a section about standards of work performance.
This information will state the level or degree of performance expected with the job’s
major duties and responsibilities. This might pertain to performing tasks within certain
time periods, achieving specific targets, producing a limited number of errors, etc.
Lastly, the job specifications section of a job description will state the knowledge, skills,
abilities, and other characteristics required to perform the job. Specific qualifications
and experience might also be included in this section. Although the job specification
may be included as part of the job description, it may also be an entirely separate
document.

Although few job descriptions will contain all of the details given above, most will con-
tain at least three parts: the job title, a job identification section, and a job duties section.’
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Additionally, because the format and length of job descriptions can vary so greatly, they
may not present information in the same order or with as much detail as discussed above.
To help organize and classify jobs, the U.S. Department of Labor published the Dictionary
of Occupational Titles (DOT). This book held detailed descriptions of about 20,000 jobs
in a standardized format. The DOT helped establish some consistency in job titles
and descriptions across the United States. The Department of Labor replaced the DOT
with the Occupational Information Network database, called O*NET (http://online
.onetcenter.org/). This online database includes all of the information from the DOT as
well as job descriptions for thousands of more jobs.

Job Description: Influence on HRM Functions

Job descriptions provide essential information for human resource management (HRM)
functions such as recruitment and selection, performance appraisal, and career planning,
and they also assist in Americans with Disabilities Act (ADA) compliance.”

Recruitment and Selection, and Performance Appraisal

Job descriptions play a crucial role in helping HR managers achieve their recruitment
and selection goals. In terms of recruitment, job descriptions help shape the job advertise-
ment or posting that is used to attract potential job applicants. If the job advertisement is
poorly designed and does not accurately reflect the job description, HR managers will end
up with applicants who are unqualified for the job. Badly written job descriptions may
also cause problems in the selection process because it may not be clear what type of selec-
tion tools (e.g., selection tests) should be used. An organization’s performance appraisal sys-
tem is another major area of HRM directly related to job description. You cannot
accurately appraise the performance of a jobholder without having a specific description
of what he or she is expected to do. Job descriptions identify the key duties and respon-
sibilities that management will analyze when evaluating and rewarding employee job
performance.

Career Planning and ADA Compliance

Job descriptions can assist individuals with their career planning. For example, by reading
descriptions of jobs they could apply for in the future, individuals can determine what
knowledge, skills, and abilities they need to develop to achieve their career goals. Accurate
job descriptions will help them seek the training and mentoring necessary to perform
these jobs in the future. Through this process, individuals can pursue a series of jobs that
will shape their desired career paths. Job descriptions can be very helpful in achieving
ADA compliance.* According to the ADA, job descriptions must take into account the
needs of disabled workers. Job descriptions must specify the physical demands and
requirements of the work entailed. Additionally, the ADA requires that job descriptions
state the environmental conditions of the work to be performed (e.g., exposure to danger-
ous conditions). If they are written well, job descriptions can offer legal protection and
support when accommodations are provided to disabled jobholders.

See also Job Design; Job Analysis
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JOB POSTING

A job posting refers to communicating the profiles of either vacant or available positions
existing within an organization to allow those seeking jobs to apply.' Job postings are
alternately referred to as listings, announcements, and notices. Job postings can be made
available to both those internal and external to the organization, depending upon the
firm’s overall recruitment strategy, the availability of qualified candidates, and the costs
associated with such efforts. Since internal and external job postings possess certain
characteristics that should be considered before pursuing either, each shall be examined
separately.

Internal Job Postings

Internal job postings, by definition, exclude anyone who currently is not employed by
the organization. They may be communicated by internal job bulletin boards available
to all employees, on a restricted basis for certain middle and upper management positions,
or online via a company’s intranet. The applicants for internal job postings are likely to
have greater knowledge regarding the firm and its activities and the nature of position
duties and responsibilities (reducing the likelihood of inflated job expectations) than are
external potential candidates. These factors contribute to the likelihood of finding a can-
didate more quickly and less expensively through the utilization of internal job postings.
Internal job postings may include more targeted and specific information such as
pay grade, human resource or hiring manager contact information, and posting and
unposting date, in addition to a description of responsibilities, skills, education, and
experience necessary. Internal job postings also may offer a cash bonus to anyone who
refers a candidate for a position that requires advanced or specific skills that are difficult
to find, if the person referred is successfully hired. Even if a position is also communicated
through external sources, any applicants from within the organization often are given first
consideration.

External Job Postings

External job postings may be utilized by an organization for entry-level positions and occa-
sionally for highly specialized or upper-level management positions for which there are
insufficient qualified internal candidates.” External job postings also allow an opportunity
to hire people who have more current or relevant knowledge, skills, experiences, and ideas
as they relate to the organization’s markets or how it conducts business. There are many
ways an organization can communicate job postings externally, and the choice will impact
such factors as the number of applicants, their qualifications or suitability for the position
in question, and the likelihood that applicants will accept a position, if one is offered.”
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Job postings have traditionally been communicated through advertisements in newspapers
and journals or periodicals. With the increased prevalence of the Internet, organizations
now commonly post their openings to the company Web site, to job banks and job boards,
and with trade associations and societies.’ Additionally, for positions requiring a highly spe-
cialized or unique skill set or for mid- to top-level management, organizations may utilize
the services of an executive search firm or “headhunter.” A company may post a certain
critical position with a headhunter, who often has a large (and private) database of individ-
uals to access, many of whom may not even be searching actively for a new position.®
External job postings will often need to communicate more information than internal
ones, since applicants may not be as familiar with the organization. This may include the
job title, the department or division, its geographic location, the starting salary or wage,
appropriate contact information for interested applicants, and descriptive information such
as the products or services the organization derives its revenues from, appropriate accredita-
tions or memberships (e.g. ISO9000, QS9000, Fortune 500, S&P 500), and perhaps a
statement to encourage minorities, handicapped individuals, or veterans to apply.

Gaining a Competitive Advantage

Since job postings, particularly those where an organization is soliciting external candi-
dates, often have an impact on the knowledge, skills, and other characteristics such as
minority status or gender of those who apply, companies should be mindful of tailoring
their communications appropriately. Companies that are aware of a possible image prob-
lem or perception among certain segments of the population need to be particularly careful
or sensitive to the concerns of members of these groups, and the possibility that additional
resources may be required to encourage their application. Conversely, companies are often
able to more effectively attract talent when jobs are posted in novel or unusual ways. For
example, when Ben & Jerry’s, a manufacturer and distributor of premium ice cream and
similar products, needed to conduct a search for a new CEO in the early 1990s, they
invited customers to participate in a contest titled “Yo! I Want to be CEO!” Applicants
were invited to submit a 100-word essay and the lid of their favorite Ben & Jerry’s flavor.”
The favorable press coverage generated, coupled with the socially conscious nature of the
company, have allowed Ben & Jerry’s to gain a competitive advantage in the marketplace
for its corporate parent, Unilever.®
See also Employment Agencies, Search Firms, and Headhunters; Selection

NOTES

1. “Job Listing,” HR World, http://www.hrworld.com/dictionary/job-listing/ (accessed December 10,
2007).

2. Raymond A. Noe, John R. Hollenbeck, Barry Gerhart, and Patrick M. Wright, Human Resource
Management (New York: McGraw-Hill, 2003); James A. Breaugh, Recruitment: Science and Practice
(Boston: PWS-Kent, 1992).

3. Noe, Hollenbeck, Gerhart, and Wright, Human Resource Management.

4. Breaugh, Recruitment: Science and Practice.

5. “Job Searching,” About.com, http://jobsearch.about.com/od/joblistings/Job_Listings.htm
(accessed December 11, 2007).

6. Steve Brooks, “Getting a Hand Hiring Top Talent,” Restaurant Business, October 2007, 22-26;
Claire Gagne, “Search & Employ,” Canadian Business, January 16, 2006, 62—63.


http://www.hrworld.com/dictionary/job-listing/
http://jobsearch.about.com/od/joblistings/Job_Listings.htm

26 THE PRAEGER HANDBOOK OF HUMAN RESOURCE MANAGEMENT

7. Ross Sneyd, “Yo! Ben & Jerry’s Scoops Up a New CEO after Contest,” Chicago Sun-Times,
February 2, 1995.

8. “Our Brands,” Unilever Web site, http://www.unilever.com/ourbrands/ (accessed December 13,
2007).

Steven |. Kerno Jr.

NEGLIGENT HIRING

Employers run a risk of liability for negligent hiring. The duty stems from the common
law duty to provide a safe workplace. Negligent hiring is a potential cause of action based
in tort law." Employers face liability if they expose a customer, employee, client, or other
to injury caused by an employee. Employers must exercise reasonable care to investigate a
potential employee’s fitness for the job he or she will perform. The elements of a cause of
action for the tort of negligent hiring are: selection of an employee who is not capable to
perform the work and the employee’s actions, while working, caused the foreseeable harm.

Cause for Concern

Human resource practitioners and those involved in the hiring process must have a
thorough understanding of the job description. Everyone involved in the hiring process
must understand the degree of foreseeable danger involved in the work that the potential
employee will perform. For example, if the employee will have foreseeable contact with
customers, then you should examine the job candidate’s background for any criminal
convictions related to assault and similar offenses.

Preventing Liability

An employer has a duty to provide a safe workplace. The employer’s obligation extends to
customers, clients, and any other visitors to the work site. Therefore, employers should
complete background checks on all employees. At a minimum, the background check
should include having the candidate complete an application, checking references, and
perhaps checking for criminal convictions. In situations in which the employee will serve
in a position exercising discretionary care of people or money there should be calls to refer-
ences (both listed in the candidate’s resume and not listed) and a check of both criminal
and credit histories. Employers are wise to make and document reference checks consis-
tently on all potential employees.

Protecting Privacy

Contrasted with the duty to provide a safe workplace is the duty of the employer to protect
the privacy of employees. Employers may be liable for defamation when they provide inac-
curate information about current or former employees. Thus, an employer must balance
the need to protect the privacy of all employees with the need of the potential employer
of that employee to avoid potential harm. Many employers are adopting policies of
answering minimally intrusive questions: the fact of the employee’s employment, title,
and the dates of employment. In cases where there is a documentation of dangerous behav-
ior, release of information must be evaluated on a case-by-case basis.
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See also: Fair Credit Reporting Act; Recruiting; References

NOTE

1. Rest. 2d Torts, Sec. 314 ez. seq.
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POLYGRAPH TEST

A polygraph is a member of the larger domain of machines commonly known as “lie
detectors.” In familiar usage, polygraph refers to a machine that simultaneously records
the heart rate, breathing rate, and electrical resistance at the fingertip (caused by changes
in sweat production) of a person being interrogated; some polygraphs also record muscu-
lar activity. These physiological responses are graphically recorded and juxtaposed in real
time with the questions being asked.

Under stressful circumstances, physiological changes, such as those measured by a
polygraph, differ from normal. Theoretically, a skilled operator/interrogator can reliably
elicit and detect these physiological changes in response to specific questions such that
he can identify which questions and/or answers cause stress to the person being
questioned. Then, if the stressful questions and answers correlate with a particular
theme of interrogation the assumption is that the interrogee’s answers are less than
truthful.

The U.S. Congress enacted the Employee Polygraph Protection Act of 1988' (EPPA).
The act states:

The term lie detector includes a polygraph, deceptograph, voice stress analyzer, psychologi-
cal stress evaluator, or any similar device (whether mechanical or electrical) that is used, or
the results of which are used, for the purpose of rendering a diagnostic opinion regarding

the honesty or dishonesty of an individual.

The EPPA significantly restricts the use of polygraphs in the work place for testing of
employees or prospective employees and provides for severe penalties (up to a $10,000 fine
and liabilities from private civil action) for any use outside of its very specific exemptions.
Any consideration of polygraph utilization should be carefully investigated for legality and
appropriateness of situation.

Employee Rights, Restrictions, and Exemptions under the EPPA

Exemptions to the EPPA, noted in the following section, do not apply unless a host of
requirements are met during each phase of the test.

All Phases
The examiner may not conduct a polygraph test if a physician provides sufficient written
evidence “that the examinee is suffering from a medical or psychological condition or
undergoing treatment that might cause abnormal responses during the actual testing
phase.” An examinee may not be asked any question not provided in writing prior to
the test, any degrading or needlessly intrusive questions, or any questions concerning
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religious beliefs or affiliations, racial beliefs or opinions, political beliefs or affiliations,
sexual behavior or orientation, or union beliefs, opinions, or affiliations.

Pre-test Phase

Reasonably before the test the prospective examinee must be notified in writing:

* Of the date, time, and place of the examination

* Of the right to have representation present

¢ Of the nature and characteristics of the machine to be utilized and the tests to be
conducted

* Whether the examination area is equipped in any manner that would allow for monitoring
or observing (e.g., with a camera or two-way mirror)

* That the session may, with mutual knowledge, be recorded by either party

* That any admission of criminal activity may be reported to appropriate authorities

* That the examinee may review all questions to be asked

* That the examinee may terminate the test at any time

The examiner must also sign a written notice informing the examinee:

* That the examinee cannot be required to take the test as a condition of employment

* That any statement made during the test may constitute additional supporting evidence for
the purposes of an adverse employment action

* The legal rights and remedies available to the examinee if the polygraph is not conducted in
accordance with this act

* The legal rights and remedies of the employer under this act

Post-test Phase
Before any adverse employment action, the employer shall further interview the examinee
on the basis of the results of the test, and provide the examinee with a written copy of any
opinion or conclusion rendered as a result of the test, and a copy of the questions asked
during the test along with the corresponding charted responses.

Exceptions to the EPPA

With respect to lie detector statutes, any state or local law or any collective bargaining
agreement that is more restrictive than the EPPA takes precedence.

The EPPA does not apply to “federal, state and local governments and any political
subdivision of state or local government.” Significantly, the federal government may per-
form polygraph testing on certain employees of contractors to several federal agencies,
but the exemption does not necessarily allow the contractor to perform the tests. Some
of the specific employees affected by these exemptions are experts or consultants with
access to top secret information or with intelligence or counter-intelligence functions with
the Department of Defense, National Security Agency, Defense Intelligence Agency,
Central Intelligence Agency, or Federal Bureau of Investigation.

Private-sector exemptions include security services such as armored car personnel,
alarm system installers, security personnel charged with protecting currency, precious
commodities, or negotiable instruments, and “facilities, materials or operations having a
significant impact on the health and safety” of the public, such as: electrical and nuclear
power facilities, public water supplies, shipping and storing of radioactive or toxic
material, and public transportation.
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Also exempted are manufacturers, distributors, and dispensers of Schedule I, II, I1I, or
IV controlled substances if the prospective employee will have direct access to the
controlled substance or if a current employee is tested in connection with an ongoing
investigation as described below.

Section 7.d. of the EPPA, Limited Exemption for Ongoing Investigations, allows an
employer to request that an employee submit to a polygraph test if the employer provides
a written statement to the employee that describes the specific incident that is being inves-
tigated, including that the ongoing investigation involves economic loss or injury to the
employer’s business, that the employee had access to the property that is the subject of
the investigation, and a reasonable explanation for implicating the employee.

Examiner Requirements

Polygraph examiners must be licensed and bonded. The EPPA places restrictions on
examiners regarding the maximum number of exams performed per day (five), the mini-
mum duration of exams (90 minutes), and the content of examination reports.

Disclosure of Information

Unless otherwise specified in writing by the examinee, the examiner may not release informa-
tion obtained during an exam except to the employer who requested the exam, legal author-
ities or government agencies in accordance with due process, or, of course, the examinee.
Employers are similarly restricted from disclosing information from a polygraph exam.
Employers are required to display an EPPA poster, distributed by the Department of
Labor, where employees and prospective employees can readily see it. The notice can be
downloaded from http://dol.gov/esa/regs/compliance/poster/pdf/eppabw.pdf.

NOTE

1. Public Law 100-347, 100th Cong. (June 27, 1988). Employee Polygraph Protection Act of 1988, 29
USC 2001.
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RECRUITING

Any business or organization that employs workers requires having some form of recruit-
ment process. This process involves understanding the staffing needs of the organization,
and then attracting the most qualified candidate for the position. Hence, a primary pur-
pose of the human resources department is to ensure the organization has a collection of
reasonably qualified applicants available for review when a vacancy may occur.’

Internal vs. External Recruiting

An organization really has two main sources of recruiting personnel for any vacancy or
newly created position, either internal or external. It is often desirable to fill higher posi-
tions by promoting from within, or to utilize existing employed and experienced talent
to fill vacancies. However, it is also advantageous to recruit externally when it becomes
necessary to employ candidates with technological expertise that the organization may
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be lacking. Additionally, while entry-level positions are logically filled from external sour-
ces, bringing in outsiders can often improve the organization by gaining new ideas or new
ways of conducting business.”

There are distinct advantages to internal recruiting that are worth considering. First, it is
more economical to recruit from within, and second, there is usually a better knowledge of
internal applicant skills and abilities over an unknown external applicant. A third advan-
tage is that having an internal policy of promoting from within will also enhance organiza-
tional commitment and motivation towards job satisfaction. A downside to internal
recruiting is that if the strategy involves change, some entrenched managers and employees
may not be as willing to embrace change, and thus the old way of doing things may be the
preferred style.” Outside of the benefit of new ideas and thinking being brought into the
organization, another advantage to external recruiting is the potential of acquiring talent
that will help bring the organization into competitive advantage. Some of the disadvan-
tages of external recruiting is that it is generally much more time consuming and costly
to recruit outside talent. It takes time and resources to acquaint the new employee with
organizational tasks and required skills. Additionally, introduction of new personnel may
have an impact on cohesion and morale within the ranks, and finally, typically there is less
information available on the external candidate. Therefore, more assessment is needed
during the initial days of employment.

External Recruitment Sources

There are a myriad of ways to recruit externally. The most common and least expensive
method is the unsolicited application in which job seekers apply to the organization by
walking in the door and completing an application, or by submitting a resume. Often
considered by many an internal method, employee referrals are sometimes implemented
where the organization asks for qualified friends or family members. This has the advan-
tage of generally increasing job tenure and reducing employee turnover.

Typically, external recruitment takes place when the organization actively secks outside
the boundaries of the organization. Throughout the years, a common method has been to
advertise in local newspapers, magazines, and trade journals. This approach affords the
opportunity to target specific job markets or geographical areas. Additional coverage can
be supplied via local radio stations and television or cable networks to draw from a larger
geographical area. Since this method of recruiting is fairly expensive, the job criteria needs
to be narrowly defined in an attempt to attract only the most qualified candidates.

A more popular method in recent years is to contract with employment agencies or
search firms that actively seek and screen potential candidates who meet the specific
requirements of the organization. There are two basic types of employment agencies;
one is funded by the public in the form of a state employment agency, and the other is
a private firm that specializes in providing candidates. Either will screen potential candi-
dates during the selection process so as to refer only the most qualified candidates to the
parent organization. Within the realm of private employment agencies, two types are
present. One provides the service for the organization requiring the candidate to pay for
the employment services; and the other provides the service free to the candidate while
billing the organization if the candidate is hired.

Another popular method used by many organizations is the college campus visit, or the
job fairs that universities hold during the year by inviting organizations searching for
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entry-level employees. One other very successful technique for organizations to attract col-
lege candidates is via the internship program, in which the organization will employ a college
student to learn that particular business and establish a long-term relationship.

Thanks to recent technology, one of the more recent methods for recruiting now is
the World Wide Web. Many people are now using electronic job boards such as
Monster.com, Careerbuilder.com, and the like to post their resumes for prospective
employers to view. Thus, employers are able to manually scan or use software to search,
review, and screen potential candidates.* At the same time, many employers are e-
recruiting through their own Web sites to receive resumes and online applications for
screening through an automated database that focuses on key words. Other employers
are accepting only resumes and electronic applications at their own Web sites. For these
employers now using e-recruiting techniques, a large database sorts and screens potential
employees, while at the same time applicant tracking facilitates the ability to categorize
candidates by various criteria. One advantage to applicant tracking software is the ability
to hone in on certain characteristics so that an organization may target more diverse can-
didates to build diversity within the organization.

Regardless of the recruitment method used, each has the final goal of selecting the right
candidate for a position the organization needs filled.

NOTES

1. H. John Bernardin, Human Resource Management: An Experiential Approach, 4th ed. (Boston:
McGraw-Hill, Irwin, 2007).

2. James G. Meade, The Human Resources Software Handbook: Evaluating Technology Solutions for
Your Organization (San Francisco: Jossey-Bass/Pfeiffer, 2003).

3. Raymond A. Noe, John R. Hollenbeck, Barry Gerhart, and Patrick M. Wright. Human Resource
Management: Gaining a Competitive Advantage, 4th ed. (Boston: McGraw-Hill Irwin, 2003).

4. Ibid.

Frank E. Armstrong

REFERENCES

References are commonly used by organizations as one of the selection methods for
screening prospective employees. References are typically supplied by the person being
interviewed, and can include current and former bosses, coworkers, customers, vendors,
colleagues, and college professors.1 References can also include reference letters, which
are prepared recommendations from people who may be very difficult to contact for a
variety of reasons (relocation, frequent travel or job changes, etc.). It is important to
develop an action plan to maximize the value of contacting and speaking directly with
the references a prospective employee may provide.

Considerations When Contacting References

References provided by a potential employee should be able to convey a sense for how well
the person will “fit” into the new organization, be able to identify and describe relevant
job skills and abilities, and supply documented records and other such objective informa-
tion. Additionally, checking references can save a company time, money, and public
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embarrassment, should the position be public in nature and scope, and representative of

the organization or institution in general. A recent example of insufficient reference

checking includes the hiring, and subsequent forced resignation five days later, of George

O’Leary as the head football coach at the University of Notre Dame. O’Leary was found

to have falsified both his academic credentials from the State University of New York at

Stony Brook, as well as his performance as a scholar-athlete at the University of New

Hampshire, on an application for employment.” The following guidelines should facili-

tate this process:

— Obtain permission before contacting—An applicant must grant permission before a firm
contacts either present or former employers.” This can be addressed by including a
reference check release or permission form with any application materials. Additionally,
previous employers may require applicant approval before the release of any information.

— Contact the reference prior to asking questions—Doing so allows the reference
individual an opportunity to schedule a future time and location, if necessary, to ensure the
confidentiality of responses.” It also should facilitate a conversation in which miscellaneous
intrusions or time constraints are less of an issue. Also, some employers have policies that
prohibit the dissemination of any reference information of a subjective nature and
will provide only job titles held, dates of employment, salary history, and other such
information that has been documented.’ Should this occur, it may be necessary to contact
the applicant for an alternate, or, if multiple reference names have been provided, to
use another.

— Prepare questions beforehand—Depending on the nature of the position, questions should
be tailored to ensure that relevant job-related information is obtained and that no ques-
tions are asked that might elicit personal facts or characteristics. A good strategy is to
compile a reference check questions sheet and to begin by asking more open-ended
questions, to develop and encourage dialogue with the reference individual. Possible
subject areas for questions are as follows:

o What duties did the person perform while employed?

o How would you describe the person’s work performance or progress?

o How did the person compare with coworkers regarding work performance?

o If given the opportunity, would you reemploy the person? If no, why not?

o What strengths did the person exhibit as an employee? What limitations or weaknesses?®

— Stick to the scripr—If any information is offered by the reference that does not pertain to the
applicant’s knowledge, skills, job performance, or other such qualifications, it should be
ignored. Further, be aware of any subjective statements that could be considered
discriminatory.”

— Check more than one reference—Although this may slow down the hiring process, it is well
worth the extra effort. Additionally, some organizations have adopted the practice of
requesting many references—sometimes as many as 12—to overcome the fact that the first
few typically have the most positive information to report about the candidate.®

Consequences for Failing to Check References

Failing to properly check the references provided by a prospective employee, other than
increasing the possibility of an embarrassing situation for higher-profile positions,
can also leave an employer vulnerable to a more serious, time-consuming, and costly sit-
uation—a negligent hiring claim. U.S. courts have ruled that employers have a respon-
sibility to check criminal records for employees where contact with the public regularly
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occurs. Also, damages against firms are being awarded when negligence in performing a
reasonable search into the potential employee’s background is proven.9
See also: Background Investigation; Negligent Hiring; Selection
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RESUME

Potential employees will document their past job experiences and skills with a document
called a resume. The typical resume will list the job candidate’s educational background,
work history, relevant skills, career objective, and references. Candidates typically list their
name, address, and contact information in the heading of the resume. The listing of the
candidate’s name at the top of the document assists the computer in alphabetizing candi-
dates when resumes are scanned into the computer for analysis and storage.

Many times, candidates introduce themselves by listing an overall career objective. This
way, the potential employer is able to identify the applicant’s focus area. What the candi-
date lists after the objective depends on his/her station in life. Candidates that have
recently completed their education will typically list their educational achievements first.
Candidates who have some related work experience will open their resume by listing their
employment starting with the most recent.

Resumes, in conjunction with applications, are used as initial screening devices. The
resume is reviewed to determine the degree to which an applicant meets the minimum
requirements of the job. HR professionals will look at job titles and experience from pre-
vious jobs in order to determine job functions performed. Action verbs such as “managed,”
“coordinated,” or “analyzed” provide insight into the skills, abilities, and strengths of
the applicant.
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Beyond the minimum qualifications, the resume provides insight into major accom-
plishments, which should be written as quantitative outcomes (e.g., 15 percent productiv-
ity increase). This provides insight into how an applicant contributed to the success of
previous employers. In addition, a resume can represent an applicant’s fit based on its look
and feel. If the job to be filled requires attention to detail, creativity, or sales, then the
resume should match the characteristics desired. In other words, the resume should be
detailed, creative, or oriented toward selling.

Types of Resumes

Generally, candidates will limit resumes to one to two pages. There are two basic ways to
format a resume: the (preferred) chronological approach and the functional approach.
Regardless of the format, HR should be able to review the resume and pick out applicable
information quickly. On average, less than 40 seconds is dedicated to scanning a resume.
Therefore, a resume should have adequate white space in margins and between sections;
appropriate use of bullets, bold and italicized text, and indents.

Chronological Approach
Candidates using a chronological style of resume will follow a chronology to list their
work experiences, starting with the most recent. Human resource practitioners prefer this
style of resume. It is easier for the reader of a chronological resume to find a gap in the
time sequence that might indicate a period of unemployment. Also, a recruiter is able to
trace the career path of a potential employee in terms of increasing responsibility.

Functional Approach
Candidates using a functional style of resume group work experience by job function,
such as “sales” or “marketing.” This style of resume lends itself to a potential employee
who is changing fields or has a career path that is not readily apparent from the combina-
tion of jobs.

Available Technology

More companies are moving towards soliciting online applications. Firms are able to pro-
cess the data from online applications to sort them based on objective criteria, such as a
requisite certification or degree. There are also advantages for potential employees submit-
ting online applications. The candidates can enter more information online, as brevity is
not as important. Also, potential employees will lengthen resume data as more companies
scan the documents into the computer for analysis.

Resume Content

When reviewing a resume, HR should remember that the resume is essentially a market-
ing tool for applicants. The applicant will, to the greatest extent possible, provide infor-
mation that paints a positive picture. Therefore, it is in the organization’s best interest
to use the resume as a basis for interview questions that will probe and elicit details regard-
ing the applicants work experience. Further considerations include gaps in job history,
frequent job changes, varied experiences and industries, and typing errors.
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Gaps in Job History
HR should watch for gaps in job history. If gaps exist, then questions during an interview
should determine the reason for the gaps. Gaps may consist of family obligations or
education, which are reasonable. However, if the reason indicates the applicant could

not find work, this could be a red flag.

Frequent Job Changes
Numerous job changes could suggest a lack of commitment, inability to strive toward
long-term goals, or dissatisfaction on the part of past employers with the applicant’s work.
All reasons suggest that you may spend money on training only to have the employee
leave the company soon after she is hired.

Varied Experiences and Industries
While relevant experience is important, HR should not pass over applicants with varied
experience or education outside the organization’s industry. Considering an applicant
who has experiences, accomplishments, and/or skills that were applied outside the indus-
try may be an advantage because the applicant may provide new perspectives and creative
solutions to projects.

Typing Errors
A resume that contains typing errors suggests carelessness. If the applicant does not give
the necessary level of attention to their resume, you cannot be sure that they will give it
to their work.

Conclusion

Resumes are an important component to the selection process. As an initial screening device,
the resume will enable HR to determine to what degree an applicant meets the minimum
requirements of the job. Effective resumes are formatted appropriately, contain relevant
content, and convey the degree to which an applicant is a good fit for a given job.

See also: 1-9 Forms; Interviewing; Record Retention Laws
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1. “Résumé,” Dictionary of Human Resources and Personnel Management (2006), heep://www
.credoreference.com/entry/6511733 (accessed March 13, 2008).

Laura Dendinger

SELECTION

Effectively selecting new employees into an organization is among the most important of
all organizational initiatives. The cost impact associated with poor selection processes and
related decisions is sobering, with some studies indicating a bottom-line impact of up to
$200,000 per departing employee.' Clearly, selection must be positioned as a key strategic
priority for any firm intent upon achieving sustainable high performance. HR professio-
nals must lead the charge in this regard.

To this end, the selection process must include careful consideration of interviews,
tests, and references as selection mechanisms. Further, each of these predictors must be
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developed and employed with the goal of maximizing the consistency (i.e., reliability) and
accuracy (i.e., validity) of the process and related hiring decisions, so as to better ensure
both the legality and strategic value-added of the organization’s staffing function.

Interviewing and Selection

Interviewing is the most commonly employed selection mechanism. Unfortunately, it is
also the most erroneous. Too many organizations overemphasize interviews as selection
predictors, and conduct interviews in a faulty manner. Traditionally unstructured and
personally customized (by the interviewer) interviews are very subjective. In order to
improve both the consistency and accuracy of interviews, many organizations are increas-
ingly taking the following steps:

1. Structured interviews—developing and consistently employing structured interview guides.

2. Behavioral questions—including behaviorally based interview questions that probe deeply
for job-related details and experience from a candidate’s past. These questions essentially ask
a candidate, “Tell me, in great detail, what did you do?” in relationship to a specific accomplish-
ment from their past that is directly related to the job for which the candidate is being
considered.

3. Situational questions—including situationally based interview questions that probe deeply for
job-related details in a hypothetical context. Such questions essentially ask a candidate, “Tell
me, in great detail, what you would do?” in relationship to a contextually bound competency
or ability that is directly related to the job for which the candidate is being considered.

4. Training interviewers—ensuring that all interviewers are trained in conducting structured inter-
views that include behavioral and situational questions.

Combined, these steps go a long way towards minimizing the risks associated with the
inherent subjectivity and related inconsistency and inaccuracy of traditional interviews.

Testing and Selection

Another critical selection mechanism is candidate testing. Common tests include work
sample tests, general intellectual capacity tests, manual dexterity tests, drug tests, and
personality tests. The latter has become more common as organizations increasingly
prioritize organizational culture fit in the selection process.” Common personality tests
employed in this vein include those based on the Myers-Briggs Type Indicator (MBTI)
and Big-Five Personality Dimensions constructs.

Background Investigation and Selection

Lastly, background checks allow an organization to investigate the employment, educa-
tion, and criminal history of a candidate. This has become an increasingly challenging
task for organizations to perform, as fewer and fewer past employers are willing to divulge
performance-related information relative to candidates. However, it has concurrently
become an increasingly important task as the doctrine of negligent hiring has evolved,
which holds employer organizations potentially liable for illegal employee actions in the
workplace. At a minimum, it is incumbent upon a hiring organization to verify dates of
employment and job titles with past employers, verify educational records including
graduation date(s) and degree(s) conferred, and to investigate criminal records.
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Legal Compliance and Selection

It is important that organizations conduct all of the above outlined selection steps with a
keen eye towards compliance with EEO-related statutes. Central to this is ensuring the
job-relatedness of all selection mechanisms. This can be demonstrated via either content
validity (i.e., requiring a manufacturing candidate to complete a manual dexterity test
because such skills are clearly related to performing the job), or empirical validity (i.e.,
demonstrating a positive correlation between candidate scores on a manual dexterity test
and subsequent, longitudinal performance ratings in the job should those same candidates
indeed be hired). In general, the more accurate a selection mechanism is (i.e., demonstra-
tively job related) the more valid it is as a predictor of job performance, and hence the
more legally defensible it is as a basis for unbiased hiring decisions.

In rare circumstances, selection processes may, with impunity, systematically enforce
what is in effect “legal discrimination” in favor of candidates that are members of specific
protected classes. For example, the Hooters restaurant chain has successfully defended its
right to require that all successful wait staff candidates be female. Hooters has demonstrated
via several court actions that having an exclusively female wait staff is a business necessity
given the mission and business model of the firm, and hence that being female is a bona
fide occupational qualification (BFOQ) for a wait staff position in a Hooters restaurant.

Strategically Focused Selection

Perhaps most important in today’s competitive environment is the need for an organiza-
tion’s selection process to reinforce the accomplishment of strategic objectives. And per-
haps the Hooters example (although arguably quite provocative) is a prime case of a
firm doing exactly that. Hooters has effectively developed and operationalized a selection
process that, through extensive interviewing and testing, enables the firm to consistently
and accurately hire successful “Hooters Girls.” The process even involves situational inter-
view questions that probe a candidate’s willingness to be subject to “potentially offensive
verbal banter” with Hooters patrons. In the end, it can be argued that such selection steps
are integral to Hooters success given the firm’s business model, and give evidence to the
strategically-focused nature of the firm’s selection process.

See also: Staffing: An Overview; Background Investigation; Employment Testing; Inter-
viewing; HR Strategy
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TALENT INVENTORY

Talent inventory is a critical human resource planning activity that enables HR professio-
nals and managers to identify human resource capacity and capabilities. It provides a
wealth of information useful in forecasting human resource requirements and matching
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them with human resource strategies. These activities also identify the organization’s
strengths and weaknesses, its opportunities and threats, and the quantity and quality of
human resources within the firm.

Talent inventory can be defined as an organization’s effort to identify the skills, knowl-
edge, and abilities of their current employees.1 Talent inventories enable HR professionals
and managers to identify employee proficiencies and establish a reliable baseline for
organizational productivity, performance, and quality management. Once established,
performance management strategies and employee development plans can be established.
Such decisions can be made regarding the aggregate competencies of employees as well as
on an individual basis. Furthermore, decisions can be made about future external recruit-
ing efforts necessary to improve skill and knowledge gaps and to improve the human
capital capacity of the organization.

As a result, talent inventories reveal employees’:

* Specialized training

* Current employment information

* Significant work experiences

* Educational background (including degrees, licenses, or certifications)

* Language skills

* Growth and development plans (past and present)

* Professional association leadership

* Work history

* Special contributions

* Major accomplishments

* Key attributes, strengths, and special skills

* Aspirations

* Motivators and de-motivators

* Development opportunities

* Awards received*

Such information helps organizations develop profiles of their employees’ capacity and
capabilities. Accordingly, the purpose of a talent inventory is to determine the current
human resource capacity and capabilities and compare it to estimated labor requirements
at some future date.’

Talent inventories also identify needed competencies, key positions, and high potential
employees. Competencies include the following:

* Knowledge, skills, abilities, attitudes, and attributes of employees

* Role-specific competencies of employees

* Core competencies that are linked to strategic goals

* Gaps in employees” knowledge, skills, abilities, attitudes, and attributes, which equal devel-
opment opportunities

Key positions refer to critical roles in the organization in which specialized skills are

needed to remain competitive. Further, such positions require ongoing developmental

and learning activities. Finally, talent inventories require an individual talent assessment

of all high performing and high potential employees.

Forecasting Human Resource’s Capabilities and Capacity

It is critical that organizations identify the current and future quantity and quality of
human capital. This is needed for organizations to remain competitive, flexible, and agile.
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This is likened to a professional baseball, football, or basketball franchise that anticipates
its future human resource needs to remain competitive. The franchise must forecast the
future strengths and weaknesses of the team, project departures of key players, assess its
bench strength, anticipate changes in competition, blend the team with a mix of veterans,
young players, and rookies, determine when certain players can be used, identify which
players have developed well enough to play every day, and have key backups in vital posi-
tions. In short, a well-developed talent inventory is greatly influenced by future HR
requirements of the organization, requiring HR professionals and managers to analyze
their situation carefully and make projections accordingly.

Forecasting includes the external and internal supply of labor and the aggregate external
and internal demand for labor.* External supply refers to the labor market as a whole
while internal supply refers to the conditions inside the organization. Each of these com-
ponents must be carefully examined by HR professionals and managers to accurately
project the quantity and quality of future human resources.

NOTES

1. Jerry W. Gilley and Ann Maycunich, Beyond the Learning Organization: Creating a Culture of
Continuous Growth and Development through State-of-the-Art Human Resource Practices (Cambridge,
MA: Perseus Publishing, 2000), 62.

2. Ibid.

3. Jerry W. Gilley, Steven A. Eggland, and Ann Maycunich Gilley, Principles of Human Resource
Development, 2nd ed. (Cambridge, MA: Perseus Publishing 2002).

4. Jerry W. Gilley and Ann Maycunich Gilley, Strazegically Integrated HRD: Six Transformational Roles
in Creating Results Driven Programs (Cambridge, MA: Perseus Publishing, 2003).

Jerry W, Gilley and Paul Shelton



This page intentionally left blank



Chapter 2
Employee Development

Employee Development: An Overview

Employee development has emerged, in part, out of training in organizations. Training is
much more limited in terms of scope and overall impact on an organization. The content
of training programs can lose relevance quickly; it is typically a one-time event, whereas
development is ongoing and topical. The shift from training to development reflects a
growing awareness of the strategic implications of human resources.

Purpose of Employee Development

Employee development serves two purposes: (1) improving organizational performance,
and (2) developing the employee. In both instances, learning is central. More specifically,
learning capability is the foundation from which both organizational performance and indi-
vidual growth are realized. The major drivers for the increased emphasis on learning capabil-
ity include the need for (1) continuous improvement, (2) innovation, and (3) continuous
adaptation.

Continuous Improvement. Continuous improvement is a concept that grew in
momentum with the implementation of total quality management (TQM) in the 1980s,
which places emphasis on feedback and measurement to increase performance. The process
has been labeled single loop learning,' and the focus is on learning to get better at current
work processes through incremental improvements over time.

Innovation. Being first to market with a new product or service enables an organiza-
tion to attain a competitive advantage. To do so requires innovation. Innovation is realized
through creative problem solving and learning—Ilearning new ways of understanding or
reconfiguring concepts and ideas.

Continuous Adaptation. The degree to which an organization has a competitive
advantage derives from learning to respond or adapting to external market conditions,
including customer needs, new competitors, and new technology.

Types of Employee Development

Employee development places emphasis on formal education, job experiences, assessment
centers, and mentoring and coaching programs; all aimed at developing competencies
that are directly related to future contribution to an organization. Because it is future-
oriented, the learning that takes place may not necessarily be related to an employee’s cur-
rent position in the organization. Rather, development prepares employees for future jobs.
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Formal Education. Formal education can take place off-site as part of university degree
programs, or on-site through “corporate universities,” which will typically involve lectures by
business experts or senior executives in the organization, simulations, or adventure learning.

Job Experiences. Experience on the job is made up of working through problems,
decision making, interpersonal relationships, and task management. Development
through job experiences occurs when employees are faced with new tasks or challenges
on the job—where the employee must stretch his skills (forced to learn new skills) or
apply current knowledge in a new way. Formal programs that support this type of devel-
opment include job enlargement, job rotation, transfers or promotions, or temporary
assignments and projects.

Assessment. Assessment involves collecting information and providing feedback
about performance, skills, and behaviors on the job. There are various methods and instru-
ments that can be used, including personality assessments, psychological tests, in-basket
exercises, and leaderless group discussions.

Mentoring and Coaching Programs. Mentoring, either one-on-one or with a
group, has been shown to be a highly effective way to develop employees. A mentor is
an experienced senior employee who works one-on-one with a less experienced employee
(protégé). Effective mentoring relationships are ones that are based on shared interests,
values, or similar personalities.

Coaching consists of a manager or peer who works with an employee to develop skills
and provide feedback. Coaches can work one-on-one with employees, or provide informa-
tion and resources in order to support the employee learning on her own.

Conclusion

Most organizations use the development methods described in this article. Regardless of
the approach, employees need a development plan that outlines the type of development
needed, goals, and a way to measure improvement or growth. The most effective develop-
ment plan involves identifying and tailoring the plan to the employee’s needs, and puts
the control of development in the employee’s hands.
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ACTION PLAN

An action plan is a way to make sure an organizational (or team or individual) goal is
made concrete. An action plan describes the way an organization will use its strategies to
meet its goal. Action planning is the process that guides the day-to-day activities of an
organization or project. It is the process of planning what needs to be done, when it needs
to be done, by whom it needs to be done, and what resources or inputs are needed to do
it. It is the process of operationalizing strategic objectives, which is why it is also called
operational planning. The design and implementation of the action plan depends on
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the nature and needs of the organization. Middle and frontline managers use action plans
to achieve the organization’s goals and objectives.

What Should Be in an Action Plan?

An action plan clearly delineates the why, what, who, when , and necessary resources relative
to the plan, as outlined below:

WHY is this action being carried out? The goal statement is listed as the first item on
the action plan worksheet. Clearly defined goals help communicate to all relevant organi-
zational members why certain steps are being undertaken and what the organization hopes
to accomplish after the steps are completed.

WHAT actions or critical steps (objectives) will occur? Before steps are detailed, agree-
ment is reached about a strategy for arriving at the desired result. One way organizations
do this is through brainstorming possible options, writing them up on a flip chart, and
making a decision as to which make the most sense. The decision is made by assessing
the advantages and disadvantages of each option and comparing the options against
appropriate criteria such as: alignment with the organization or general project approach,
employee or staff capacity to use a strategy, cost, and timing. Each critical step or task is
outlined to break the goal down into individual components. The goal becomes easier
to manage when it is broken into smaller steps. The critical steps are detailed to help plan
for obstacles or barriers that might arise during each action step.

WHO will carry out these steps or actions? Identifying who will be responsible for
carrying out each step makes it clear who should be included and who is responsible for
making decisions if any decisions are required. The key question here is: Who should
participate in and be responsible for actions in the action planning process? Effective
action plans identify who specifically is responsible for carrying out an activity and the
degree of authority that goes with the responsibility. Organizations that successfully use
action plans recognize there is no use in saying that someone is responsible for putting
together a report by a certain date unless he has the authority to insist that contributors
give him their contributions by a certain date.

The decision on who should be responsible for a particular activity takes the following
into account: the experience, skills, capabilities, and confidence needed to do the task;
who has time to do the task when it needs to be done, as well as the ability to do it; and
the willingness of someone to do a job or learn a job. Of course, there will always be some
tasks no one is too keen to do, but it does help if people see a task as naturally
falling into their work (for example, an accountant says she will do the budgeting), or
someone is interested in a particular task or tasks. Even if someone is not fully competent
and experienced, if he is willing to be coached and mentored it may be worthwhile to
invest a bit of extra time in making him the responsible person, as a longer-term invest-
ment in development.

In the action planning process, the need to establish who is responsible for getting a
task done does not mean that other people won't also be involved. At the team level, there
may be a need to spell out exactly what this means in more detail.

WHEN will these actions take place, and for how long? A timeframe for the actions is
developed and increases the likelihood that individuals will work more efficiently. The
timeframe also helps to better strategize each sequence of steps to reach the completed
target date. Sequencing is the key when it comes to planning the time needed for an
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action plan: doing things in the right order, and making sure that actions do not get held
up because something that should have been done earlier has not been done, and is now
holding up the whole process. When the action planning process is complete, it is useful
to do a summary of the time plan, both as a checklist and to help employees to see at a
glance when the busiest periods are likely to be and to prepare for them in advance.

WHAT RESOURCES are needed to carry out the steps? Resources can include money,
time, people, locations, events, etc. Resources also refer to both internal to the organiza-
tion and external—those resources that are not a part of the organization but that may
be required or helpful for carrying out the action step. What all this usually means is
money. Looking at the inputs required is necessary in order to work out the financial cost.
In most instances, the bottom line will be a financial cost of some kind to the organization
or project.

The action planning process identifies what is likely to incur costs, and then the activity
is carefully budgeted. The budget summarizes the financing resources that are needed in
order to carry out the action plan. This budget then is incorporated into the overall
project budget or, if the budget already exists, compared with allocations for the relevant
line items or budget areas. A budget cannot be prepared until there is an action plan.

In summary, then, action planning is the process in which organizations plan what will
happen in the project or organization in a given period of time, and clarify what resources
are needed to make it possible.

See also Strategic Planning

Ronald R. Sims

APPRECIATIVE INQUIRY

Appreciative inquiry (Al) is a perspective, a mindset, and a systematic process of creating
positive change in organizations. Al is a systemwide, participative approach to identifying
what is present at the positive core of a human system that creates optimal performance
within an organization. Appreciation is that which is increasing in value or affirming past
and present strengths or successes. [nquiry is being curious, exploring or asking questions.
Therefore, appreciative inquiry is an approach to organizational development that asks
questions about what is already working well within an organization to bring about pos-
itive change. Appreciative inquiry was founded in 1980 by David Cooperrider and Suresh
Srivastva of Case Western Reserve University.'

Appreciative Inquiry vs. Problem Solving

The term appreciative inquiry was coined by David Cooperrider, who challenged the
traditional problem-solving approach to performance improvement and proposed a new
paradigm of looking at an organization’s strengths and building on what is already work-
ing well within the organization. Appreciative inquiry differs from the problem-solving
approach as follows:

* Appreciate what is vs. identifying the problem

* Imagine what might be vs. conducting a root cause analysis

* Determine what should be vs. brainstorming solutions

* Create whar will be vs. developing an action plan



EMPLOYEE DEVELOPMENT 45

The Five Principles of Appreciative Inquiry

Appreciative inquiry is based on the following five principles:3

The Constructionist Principle—This principle states that individuals create their own reality, and
an organization’s reality is created through the consensus of its individuals through
conversations of what they believe to be true and anticipate the future to be.

The Principle of Simultaneity—This principle contends that inquiry is intervention, and that the
questions we ask determine what we discover.

The Poetic Principle—Organizations must be studied as social systems. Just as a poem is open to
interpretation, so is a human organization, and organizations have a choice on what to focus
on with regard to their human experience. Finding themes is the key to identifying the
organization’s real capabilities.

The Anticipatory Principle—Similar to the placebo effect, this principle contends that the future
that organizational members anticipate is the one they create. The images of the future
determine their current behavior.

The Positive Principle—Focusing on past successes and building on what works is more effective
for positive organizational change than focusing on the problem.

The Appreciative Inquiry Process

« L. . . 2
The four core processes of appreciative inquiry are

1. Definition—Choose the positive as the focus on inquiry.
Since human systems grow in the direction of what they study, the definition phase includes
identifying an affirmative focus for the inquiry. This is often identified with the executive or
leader of the change initiative. This phase also includes creating the interview questions and
determining participation.

2. Discovery—Inquire into exceptionally positive moments and locate themes that appear in the
stories.
The discovery phase brings a group of stakeholders together to interview each other eliciting
positive stories of past and present successes to build positive energy. During this phase, partic-
ipants identify themes that appear in the stories that help them build consensus on the positive
core of the strengths of the organization.

3. Dream—Create shared images of a preferred future.
The dream phase engages participants to envision what is possible for the future of the organi-
zation. This phase often includes drafting a possibility statement that summarizes the organiza-
tion’s vision and purpose and experiencing what this future would look, feel, and be like if the
shared positive experiences were the norm in the organization.

4. Design and Delivery—Innovate ways to create that future.
The design and delivery phase, sometimes referred to as Destiny, includes participants identifying
innovative ways to create the future through inspired individual and organizational commit-
ments to develop strategies and systems that build off the positive core of the organization.

NOTES

1. David Cooperrider and Suresh Srivastva, “Appreciative Inquiry in Organizational Life.” Research
in Organizational Change and Development 1 (1987): 129-69.

2. Magruder Watkins, Jane and Bernard Mohr. Appreciative Inquiry (San Francisco: Jossey-Bass/
Pfeiffer, 2001).
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3. Ron Zemke, “Don’t Fix That Company! Appreciative Inquiry in Organization Development.”
Training 36 (1999): 26.

Dean Savoca

BURNOUT

Burnout is a state of physical, mental, or emotional exhaustion, or negativity toward one’s
job. An employee experiences burnout when something causes continuous stress at work
and the employee does not perceive that he or she has the personal capacity to effectively
deal with the situation.

Symptoms

Symptoms of burnout vary among individuals but often include stress, illness, diminished
productivity, tiredness, higher rates of absenteeism, interpersonal conflicts, and substance
abuse. Burnout is more common in the service professions than in other professions,1
although in all professions it is associated with low employee buy-in, which can lead to
diminished productivity or high turnover; both of which impact the bottom line of the
company and, in many instances, customer satisfaction. Young, talented employees with
great future potential are reporting burnout early in their careers.” As the epidemic of
burnout continues to grow, it is costing U.S. companies an estimated $200 billion every
year in reduced productivity, accidents, absenteeism, turnover, and insurances expenses.”

Causes

The cause of burnout varies among individuals, but several common themes provide
insight into the elements that are consistently found in burnout research. Organizations
that promote workaholic behaviors, either directly or indirectly, will experience higher
levels of burnout during a time when “growing demands for productivity, meeting bot-
tom line requirements, and a push toward greater efficiencies” are driving organizational
culture.* Working extremely long hours on a regular basis, large amounts of travel, and
a large number of direct reports can directly contribute to increased levels of employee
burnout. Technology creates another element that challenges employees: constant avail-
ability. With the evolution of the BlackBerry, an employee is often expected to be contin-
uously available to clients and superiors, which can lead to burnout. In industries with
frequent layoffs and turnover, the constant concern and fear of losing one’s job also con-
tributes to feelings of burnout.

One last and widespread contributor to burnout is managerial malpractice in the build-
ing of manager-employee relationships. “As a result of managerial malpractice, employee
morale and productivity remain low, which leads to poor-quality products and services,
and higher costs.”” In these situations, feelings of helplessness and frustration can be over-
whelming and potentially lead to burnout symptoms.

Strategies for Preventing Burnout

The best way to manage burnout is to prevent it from occurring in the first place. Preven-
tion measures can be taken at the organizational level as well as the personal level.
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Following are suggestions for each category. Because organizational situations and indi-
viduals are so incredibly diverse, there is no one-size-fits-all answer. Each situation will
demand a unique combination of strategies to prevent burnout.

Organizational Strategies for Preventing Burnout

* Have managers focus on results and allow the process to be less micromanaged.

* Measure productivity by outcomes instead of the number of hours an employee is at the
office. Take care not to reward workaholic behaviors.

* Provide mentor programs to support young talent and those newly promoted to positions
of higher responsibility.

* Focus on the strengths of employees and align them with the needs and profit goals of the
organization.

* Encourage individuals to develop themselves. Provide emotional intelligence, professional
development, and career development opportunities for employees.

* Provide critical employee feedback and allow employees to provide feedback of managerial
practices.

Individual Strategies for Preventing Burnout

* Develop professional networking.

* Achieve and maintain work/life balance and seek opportunities to continue to improve your
understanding of how to balance the demands of your career and your personal life.

* Focus and build on your strengths so that they align with the needs of your employer and
work to promote these strengths.

* Expand your marketability and take charge of your personal career development. This will
help develop a sense of security and minimize anxiety and anger during times of high
turnover.

* Accept mentor programs, professional development, career development, and emotional
intelligence development from your employer and/or the community.

* Provide honest, useful feedback when your organization requests it. Listen carefully to feed-
back provided to you.

See also Career Resource Centers; Managerial Malpractice

NOTES
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Teresa Dwire

CAREER PLANNING AND DEVELOPMENT

Many employees feel trapped, stagnated, or overlooked in their present assignments.
Deriving little pleasure from one’s work contributes to increased stress and poor perfor-
mance. Dissatisfied workers often do not work up to their full potential and may fail to
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meet expectations. Some have lost their professional mission in life, or they have been
unable to identify their vocational purpose. To further complicate matters, some organi-
zational leaders and managers are reluctant to approach employees about performance
problems. They hold their breath, look the other way, cross their fingers, and hope that
somehow the situation will work itself out. In short, many performance problems are
career related.

Organizational leaders who accept responsibility for establishing career development
programs and organizing career planning efforts contribute to employees’ success. The
overall success of both individuals and organizations depend on organizational leaders’
ability to create career development program policies, allocate financial resources, provide
opportunities for collaboration and integration, and advocate the importance of career
development. Effective career development agents provide guidance and information
regarding the impact and importance of career development, exhibit leadership and exper-
tise in creating career development activities, and serve as a liaison between employees and
the organization.

Barriers to Career Development

Career development requires change; thus, organizational leaders need to help employees

address it accordingly. It has been suggested that “people resist [change] not out of spite

but out of fear. ..some people will fight back when they believe that the change [career
development] threatens their own best interest.”’

Several common concerns about career development are often expressed by organiza-
tional leaders. They are:

* We cannot promote everyone, so why raise unrealistic expectations?

* We have a space on our performance appraisal forms to indicate what career plans our
employees have, and our organizational leaders are supposed to discuss these career plans
with their people. What else is there to do?

* What if employees “develop” in ways that would not be useful to the organization?

* We do not have the staff needed to implement career development.

* We are sure it would be nice, but we cannot afford it.

* If we develop our employees, they will just jump ship to other organizations.

* We already have a career development program.

* We have a lot of internal courses and a generous tuition reimbursement program, and
employees do not even take advantage of these now.

* Organizational leaders are technical people—they are not good at career development.”
Organizational leaders’ support and the identification of the needs of individual career

development address the above concerns. Effective career development advocates identify
the people who have a stake in the outcome of career development and explore the
existing career development resources within the organization. Additionally, they ascertain
employee commitment to career development activities along with the steps needed to
gain support or acceptance.

What Is Career Development?

Career development has been an accepted developmental strategy within organizations
for several decades.” Career development programs communicate strong employer



EMPLOYEE DEVELOPMENT 49

investment in their personnel, something organizations want in order to maintain a pos-

itive recruiting image. As such, successful career development programs are integrated

into the organization.

Career development can be defined as an organized, planned effort comprised of struc-
tured activities or processes that result in a mutual career plotting effort between employ-
ees and the organization.* Within the system of career development, employees are
responsible for career planning, while the organization is responsible for career manage-
ment. These two separate but related processes combined form career development, a
partnership between the organization and its individual employees.

Career development allows and encourages personnel to examine future career paths.
Career development programs help individuals analyze their abilities and interests
in order to better match their personal needs for career development with the needs
of the organization. Organizational leaders can improve employee attitudes toward
work, work satisfaction levels, efficient allocation of human resources, and loyalty among
personnel.

A marriage between employer and employee is essential in career development. In this
process, organizations engage in developmental planning, which is the process of assessing
appropriate goals and objectives, along with the proper allocation of physical, financial,
and human resources. Concurrently, employees are encouraged to engage in career/life
planning, which includes analysis of personal goals and competencies and a realistic evalu-
ation of future opportunities. Both organizations and their personnel need to conduct
three types of analyses:

* Needs analysis refers to the examination of personal and organization needs.

o Skills analysis refers to the evaluation of an individual’s competencies while the organization
examines the competencies required within each job classification and those needed
throughout the organization.

* Potential analysis is conducted when both individuals and the organization project their
future competency requirements and determine areas of deficiency or weakness.

These evaluations determine the “matching process” between individual and organiza-
tion. Organizational leaders can then blend career information (employee) with develop-
mental plans (educational organization) to improve the matching process. This also
provides valuable insights for future implementation of career development activities by
organizations and their employees.

Several benefits and limitations of collaborative career development have been
identified.

Benefits

* The organization has a record of employees’ interests, mobility, and goals.

* Information can be available in a database for selection decisions and HR planning, taking
each individual’s input into account.

* Development needs of the group reveal opportunities for training curricula and develop-
ment planning options organization-wide.

* Development plans can be a measure of individual involvement in one’s career management.

* Community pressure for greater responsiveness and quality requires everyone to upgrade
skills and keep them current; an annual development plan is a means of accountability.

* An ongoing emphasis can be maintained by requiring an updated development plan
annually as a basis for career discussions.
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Limitations

* Employees may not be open about career development goals and plans in an environment
devoid of trust. They may write what they think should be written, rather than what they want.

* Shared goal information must be administered, whether on paper copies or in a database.
If a database is to be kept, who enters and modifies the data?

* The purpose of shared information from employees must be clearly communicated. Will it
be used for staffing decisions? For HR planning? For training needs assessment? Without a
perceived benefit to leaders, faculty, and staff, this becomes one more administrative
requirement.5
Successful career development programs require organizations and their personnel to

work together as a team. Organizational leaders are responsible for management of career

development programs, including identification and facilitation of the development activ-
ities deemed appropriate. Familiarity with a variety of career development theories aids
program development and selection of appropriate activities.

Organizational leaders and employees must accept ownership of and responsibility for
their own career and personal growth. Organizations do their part by providing the
resources and support necessary for success. The most effective career development pro-
grams enjoy board member support and align individual needs with those of the organi-
zation.

Purpose of Career Development

Organizations implement career development programs to develop and promote employ-
ees from within, encourage commitment and loyalty, improve morale and motivation,
and reduce turnover. Demonstrating the organization’s commitment to personnel
improvement, growth, and development increases organizational success.

Six integrative activities can be adopted by organizational leaders: (1) forecasting future
organization needs, (2) utilizing performance appraisals, (3) job announcements and
postings, (4) career pathing for employees, (5) training and development, and (6) the cre-
ation of consistent compensation practices.

Effective career development programs account for the diversity of people, use methods
other than the traditional classroom training approach, and focus on long-term results.
For best results, organizational leaders encourage employees to identify their needs and
career goals and plan career development activities accordingly. To ensure success, we offer
several guidelines:

Start small and design a specific program in response to a particular need.
Integrate the program into ongoing personal activities or programs.
Obrain organizational leaders’ support.

Encourage time management and lobby for support.

Develop an evaluation process and communicate measured results.

NN

Continue to explore alternatives and maintain flexibility.®

Quite simply, successful career development is based on individualized needs and inter-
ests, remains flexible, incorporates appropriate evaluation procedures, and enjoys the sup-
port of organizational leaders.

Organizational leaders cannot assist employees adequately unless the organization
offers the right kinds of challenging career development activities. Organizational leaders
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must also develop an appropriate awareness and appreciation of career development. Oth-
erwise, career development will proceed in a piecemeal fashion.

Benefits of a Career Development System

Career development yields many benefits, including:

* Reduced turnover of highly skilled or experienced employees

* Revision of outdated expectations for career opportunities after flattening or reorganizing

* Motivated personnel who take responsibility for their own development and continue to
add value

* Understanding by employees of the urgency to keep skills current

* Managers, employees, and organizational leaders’ buy-in of the need for continuous learning

* Equal opportunity for minorities and women

* Organizational leaders who are convinced of the importance of developing their personnel

* A competitive organization through productive and motivated employees

* Flexible employees who can move out of functional “silos” or narrowly defined roles

* Matching of realities in the organization to recruiting promises

* Employees with meaningful development plans.”

To reap the benefits of career development, organizational leaders must relate to employ-
ees at all levels and cultivate individuals who are responsible for various career development
roles—such as department supervisors, team leaders, and other informal leaders. In this
way, career development becomes a vital part of individual and educational organizational
enhancement. Simultaneously, organizational leaders emphasize the importance of career
development to employees, inform and update others within the organization while serving
as mentors and career counselors, and maintain a careful balance of facilitating, coordinat-
ing, and monitoring of career development activities.

Conclusion

Preparing employees for current and future job assignments requires managers to embrace
career development programs. Career development is a process of creating a partnership
between the organization and its personnel, enhancing their knowledge, skills, and abilities.
Career development is a quintessential developmental activity of an organization. It allows
for improved individual proficiencies while concurrently enhancing organization success.

Managers should understand that the primary purpose of career development is to help
employees analyze their abilities and interests to better match personnel needs to the needs
of the organization. Effective managers identify the factors in maintaining a successful
career development program, recognize their general responsibilities in the area of career
development, and isolate methods for improving the harmony between employees and
the organization related to career development. Applying career development to the
organization setting helps prepare organizations and their personnel to meet the chal-
lenges of a dynamic environment.

NOTES
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CAREER RESOURCE CENTER

Career resource centers, often referred to as carcer development centers, are a source of
information, counseling, and development tools that help guide the formation of
employee career planning. These range from a few books and videotapes underneath job
postings to complex online resource centers, to external agency services and even out-
placement resources. Companies have successfully used career resource centers for years.
For example, Hewitt Associates has tracked growth for more than 15 years and has used
a career development center to provide transition management, coaching, and outplace-
ment as an element of their success.'

Reasons for Career Resource Centers

Career development is often considered the responsibility of the employee, and due to
this, there are several reasons why organizations would be wise to provide career develop-
ment resources to serve and attract employees. Current and future trends suggest that
employees will change jobs more often than in previous years, and this means organiza-
tions will also be dealing with a growing amount of change. Additionally, there will be
an increased demand for knowledge workers. When an organization provides career
development resources, it is taking charge of developing the higher-quality, more flexible
employees it will need.” Because organizational competition for talent will grow ever
more flerce, career resource centers can be used to attract and keep talent, making strong
career development centers an element that, in the eye of perceptive future employees, is
an employer of choice above the organization’s competition. In high-turnover industries,
career resources are being provided as outplacement support, which directly benefits the
organization by reducing stress and anxiety related to the concern of losing a job. When
employees experience lower levels of stress and anxiety, they are less likely to demonstrate
the symptoms of burnout, such as lower productivity, higher absenteeism, and increased
reports of illness.

Considerations for Career Resource Center Development

Once an organization recognizes the benefits of career development centers, it has the
option of outsourcing an agency or consultant that specializes in career development, or
developing its own in-house services. When beginning the process of implementing career
development, it is important to consider some of the changes in career development
assumptions. For example, teaching no longer focuses on memorization in isolated situa-
tions, but is much more effective when information is connected with contextual situa-
tions and simulations that engage in higher-level problem-solving activities. Another
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change is that the focus is not just on academics, but also character development.3 Also
essential to career development planning is to consider how to integrate the following
elements into the organization’s career resource center. First, career development must
be driven by business needs. It must be guided by a vision and philosophy of career devel-
opment and supported by senior management. Communication and education are
critical, and employees must hold responsibility for their own growth.*

Career Development and Technology

Another aspect of career development centers on technology. With global interdepend-
ence and ever-growing staffs, sometimes it is unrealistic to have a physical career resource
that everyone in the company has access to. Many companies have developed online
resources that include feedback, development planning, training, and career planning.’
Although online resources lack the ability to address as many learning styles and needs
as interpersonal teaching, it is a useful avenue for addressing the demands and realities
of a global economy.

Conclusion

Implementing career development centers in an organization can be challenging and is
often considered the HR effort that will last for only a brief time. When the decision to
introduce a career development plan is put into place, it will take the follow-through
and commitment of senior executives for it to be successful. Significant literature and
numerous experts are available to help implement a solid career resource center that is
beneficial to both the employer and employee. It is advisable to fully research and plan
before implementing career development so that it has the greatest potential for success.
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COACHING

Why coaching? First, organizations face the same challenges today that they faced centu-
ries ago: scarcity of resources (and corresponding battles), varying levels of individual tal-
ent, the need to improve performance, distribution complexities, competition, and so on.
Organizations are facing constant and rapid change, which requires them to confront new
challenges, provide quick innovative solutions, and manage talented employees.
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Therefore, effective organizations adopt a strategy that helps them to institute and manage
change, provide ongoing training, and model collaboration and team building.1 They
need managers who can model mastery, mold values, character, and commitment, and
improve individual and team performance.2 Finally, they need creative problem-solvers—
ones who can assess and strategically deploy human talent and make quick and decisive
decisions. Quite simply, organizations need their managers to developing coaching skills
and abilities.

What Is Coaching

Coaching is a partnership that equips individuals with the tools they need to succeed. Most
important, coaching enables people to develop themselves.” Additionally, coaching is a
developmental process in which all employees grow and develop, improve their perfor-
mance, and advance their careers. An old Chinese proverb states, ‘give a man a fish, you feed
him for a day; teach a man to fish, you feed him for a lifetime.” The same is true of the coach-
ing process. Briefly, managers (as coaches) partner with employees in straightforward, hon-
est, and collaborative exchanges regarding performance that focus on expanding excellence
through individual learning, growth, and development. Coaching provides individuals
with the ability to approach or react to opportunities, threats, and other events in a confi-
dent, reflective, powerful way.

Why Coach?

Skeptics claim that coaching is simply the newest management gimmick. Not true; presi-
dents, monarchs, heads of state, world-class athletes, and performers have and continue
to surround themselves with experts on whom they rely for advice, guidance, feedback, sup-
port, reinforcement, encouragement, challenge, confrontation, instruction, observation,
and more. They realized that they cannot excel without the guidance of a coach, and many
have credited coaches (whom they have also called mentors, sages, guides, or confidants)
with contributing to their success.

Benefits of Performance Coaching
The benefits of coaching are numerous for employees, managers, and organizations.

Coaching Benefits to Employees

For the employee, coaching encourages challenges, opportunities, and growth. Coaching

provides:

* A better relationship with one’s manager, including appreciation of his or her expertise

* Improved self-esteem via challenging and rewarding assignments, positive feedback, and
encouragement

* An environment that encourages growth and development

* Opportunities to develop to one’s fullest potential

* Opportunities to influence the way in which one relates to work, the work environment,
and the organization

* Greater job/career satisfaction

* Being treated as a human being with a complex set of needs and values, all of which are
important in his or her work and life.*
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Performance Coaching Benefits for Managers

Managers aid their organizations and personnel through coaching activities. In return,

they reap the following benefits:

* A better understanding of their employees’ skills, strengths, and areas needing development
for current and future assignments; also enables succession planning

* Opportunities to better serve their personnel through learning facilitation, persuasion, men-
toring, and leading

* Superior results through people (e.g., higher sales levels, better customer service, greater
production, fewer errors, etc.)

* A more motivated and productive workforce

* Enhanced problem solving as a result of collaboration

* They are energized, motivated, and challenged to become the best managers/leaders
they can be

* They take on increasingly difficult managerial assignments, which initiates change
within the firm

* They are perceived as human beings rather than as resources in the productivity process

* They enhance their own interpersonal skills.”

Performance Coaching Benefits for the Organization

Ultimately, organizations improve as personnel improve. Just as a rising tide raises all

ships, organizational benefits of coaching include:

* Better communications between and among leaders, managers, and personnel

* Improved performance and effectiveness

* Improved capability, which is a firm’s ability to establish internal structures and processes
that influence its members to create organization-specific competencies and, thus, enable
the organization to adapt to changing customer and strategic needs

* Increased competitiveness through achievement of strategic goals and objectives

* Enhanced creativity, problem solving, and decision-making

* More accurate HR and succession planning (the result of assessment of talent, growth and
development plans)

* Healthy employees who are more qualified to lead the firm to long-term success, the result
of the aggregate growth, development, reflection, and renewal abilities of personnel

* Transfer of individuals’ enhanced knowledge, skills, and abilities to the firm (organizational
learning)

* Development and maintenance of the most important systems and linkages needed for
improving performance, readiness, efficiency, and effectiveness

* Adaptation of developmental and leadership strategies that optimize the contributions of all
employees

* Enhanced collaboration, teamwork, and the ability to capitalize on synergy to produce
results

* Competitive advantage through people, which is nearly impossible for rivals to
duplicate.®

Conclusion

The need for and benefits of coaching are clear. The times require it, organizations and
their employees need it, and managers are capable of it.
See also: Mentoring; Performance Coaching
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COMPUTER-BASED TRAINING

Computerization has transformed literally every segment of society—including education.

Virtual campuses have provided people with educational opportunities that previously did

not exist. Consider the following factors:

* Computerization affects the way almost every business operates—most households even
have computers with Internet access.

* Globalization requires that organizations stay connected with information to remain
competitive.

* The rate at which change is imposed upon business demands that employees keep their level
of skill up to date.

* Investment of time and money are ever increasing challenges in an organization’s ability to
participate in the training and development process.

* Education—as an industry—is expanding its reach with nontraditional approaches to
instruction through use of the World Wide Web and multimedia.

Computer-based training (CBT)—also know as “technology delivered training” or “computer

assisted instruction”—is the vehicle that links all of these innovations and needs together.

The Fundamentals

Some historical accounts of the advent of computer-based training (CBT) divide the pro-

cess into segments that mark distinctions in approaches to CBT over the years. Terms like

“e-learning” and “performance era” highlight differences between how learning can take

place and how knowledge can be assimilated. In an effort to produce a concise and opera-

tional definition of CBT, the various concepts will be combined as follows:

* Computer-based training refers to the process of delivering training or providing learning
opportunities utilizing a computerized, electronic delivery system. This system can include,
but is not limited to:

o Stand-alone computer and video applications utilizing CDs, DVDs, and software.

o Live audio and/or video feed providing real-time links to classroom instruction.

o Computer applications that connect the user to a network or Internet stream. This could
be live or preprogrammed.

o Expert systems (specialized computer programs) that train themselves as business trans-
acts within an organization. An example of this would be an inventory monitoring system
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that can track sales volume, manage the reordering process, and provide updates to
personnel as needed. In this case, the employees are both educated in the dynamics of
business operations at the same time they participate in the continual updating of the
system—a kind of reciprocal training.
More than a simple training process that occurs in front of a computer screen, CBT seeks
to add value to the organization by utilizing existing technology to integrate new knowl-
edge with mission-critical applications. This can range from an employee acquiring the
skills to use word processing software, to designing an office automation system that
teaches the employee as it is developed and updated.

Advantages and Disadvantages

When looking at technology as an instructional delivery system, it is important to consider
its strengths and weaknesses. Advantages and disadvantages will have an organization-
specific element, but there are general considerations when looking at the pros and cons
of CBT. Some advantages:

* Flexibility—In terms of scheduling, CBT offers the organization and participants the ability
to make the training work around their schedule. Often, live streaming can be scheduled
according to availability. The pace of the training can also be controlled to allow students
to learn at their own speed.

* Progress tracking/scoring—Since the training takes place on a computer, the system can
track the students’ progress and manage the grading. Additionally, management can view
student progress and provide feedback.

* Utilization of expert instruction—People who serve in the capacity of trainers within an
organization often must learn new topics to serve as instructors. This process is costly, time
consuming, and lowers the quality of education due to the limitation of instructor expertise.
In most cases, CBT brings people with high levels of experience and knowledge to the
organization at a reasonable cost.

* Enhanced training capacity—Occasionally, there is a need to train large numbers of person-
nel in a short period of time. Traditional methods of training would make this task difficult,
if not impossible. With CBT, the organization can utilize existing technology and flexible
scheduling to minimize interruption to the daily operations of the organization.

As is the case with any system, there are disadvantages to CBT that should be consid-
ered. Some disadvantages include:

* Access to technology—Although most of the workforce today has access to a computer,
there are several scenarios in which personnel do not. Some examples might include various
medical personnel, people who are skilled in maintenance trades, operators in manufactur-
ing facilities, and individuals who have never had the occasion to use a computer in their
career.

* Lack of human interaction—Learning styles vary from person to person. Some individuals
learn more efficiently when they interact with the instructor. Although CBT can be used in
conjunction with a facilitator, it largely depends on the student managing the learning
process alone.

* Students with limited computer aptitude—Low levels of computer literacy can create dis-
comfort with participation in CBT. More importantly, the effectiveness of CBT for those
individuals that feel compelled to participate might be lower than normal—and could
potentially go undetected.
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Considerations and Suggestions

When considering CBT as an option for your organization, ask the following questions:

. What are the challenges facing your organization?

. Who needs to be involved?

. Is the content available, or can you create it?

. Is the technology available, or can it be acquired?

. Do the targeted learners have the skills necessary to benefit from CBT?

N N~

When you are satisfied with the answers to these questions, here are some suggestions on
how to proceed:

1. Work with established products and vendors—Leverage their expertise.

2. Try to start with “off the shelf” products—These are less expensive and give you a chance to test
the process of CBT before investing in a customized system.

3. Gather as much information as you can before proceeding—Learning from the experiences of
others will keep you from repeating their mistakes.

4. Make sure that your CBT programs are based around business results and business strategies—Know
that training is the appropriate intervention for the issue being addressed, and make sure the
results are measurable.

Resources:
Oakes, Kevin. “Annual Pay and Compensation Report.” 7+D 57, no. 1, (2003): 64.
Wokosin, Linda. “FAQs about Your First CBT.” Intercom 51, no. 9 (2004): 21-23.

Scott McDonald

CONTINUOUS IMPROVEMENT PLAN

Continuous improvement is a method of creating incremental change through the activities
of individuals or groups typically focused on identifying and eliminating non-value-added
processes, allowing organizations to operate more efficiently. Continuous improvement
planning is the process of identifying and coordinating the incremental activities that
support the improvement methodologies that organizations have identified as important
to meeting their strategic objectives.

Continuous Improvement Methodologies

It is important to understand the difference between the continuous improvement process
and other improvement initiatives that have been introduced to organizations over the past
years. In today’s organizations, when someone speaks of continuous improvement it is more
than likely based on one of a number of different improvement methodologies that are cur-
rently being implemented throughout North America, Europe, and Asia in industries such
as manufacturing, health care, service, construction, and beyond. Common names for these
programs are Lean Manufacturing, Total Quality Management, Six Sigma, Toyota Produc-
tion System, Theory of Constraints, Demand Flow Technology, and a number of other
lesser-known names. Continuous improvement strategies are used in all of these methodol-
ogies as the core philosophy behind the success of the program.’
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Continuous improvement is found within an organization’s culture of dedicated,
ongoing incremental improvement that is a natural, expected activity of all associates
and directly tied to the strategic goals of developmental organizations. This is in sharp
contrast to organizations that focus on large, project-based, or departmental-driven
improvement initiatives that occur sporadically over a long period of time and are discon-
nected from any strategic objectives often found within traditional organizations.

The Origins of Continuous Improvement

One of the more common types of continuous improvement methods often referred to is

the Plan, Do, Check, Act (PDCA) model that was introduced by W. Edwards Deming

and Walter Shewart in the 1950s. This simple model is based on a continuous cycle of

improvement and had its origins in quality control and production improvements.

* Plan: Based on the strategic objectives of the organization, identify the area, process, or
activity that warrants improvement.

* Do: Implement the change.

* Check: Review the area, process, or activity that is being improved to ensure that the
excepted objectives are met.

* Act: Upon completion of the improvement, review the actions taken, lessons learned, and
initiate another improvement event that will continuously driving incremental improvement.
Initially, Deming introduced this model to the Japanese in an effort to assist with the

rebuilding of their country after World War II. The Toyota Motor Company adopted

these techniques early on and combined them with Henry Ford’s mass production tech-
niques to create what is now known as the Toyota Production System. An integral part
of their system is the use of Kaizen events that drive continuous improvement throughout

their organization. These events have their foundations in the PDCA model. In the mid-

1970s, General Motors, followed in later years by companies such as Motorola and

General Electric, implemented improvement methodologies that have their roots firmly

planted in the PDCA model.

Continuous Improvement Events

Continuous improvement activities are often referred to as rapid continuous improvement
events (RCIs) and could be thought of as the activity that provides the opportunity for continu-
ous improvement to occur. In other words, ideas turn into actions that produce results. The
simplicity of the RCI event is the key behind its success. RCI teams typically consist of a
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highly focused group of four to eight people, at least %4 from the area affected along with
others that can provide additional perspectives. The team follows a methodical process of
identifying the issues, determining and implementing solutions, and follow-up using a set
of standard tools often defined by the improvement methodology (e.g., Lean Manufactur-
ing, Total Quality Management, and Toyota Production System). The RCI event should
have a very specific objective that is measurable, and the team can be held accountable for
meeting at the end of the event. Most events are five days long, but can be shorter or longer
depending on the overall objectives and availability of resources. In many smaller organiza-
tions where resources are limited there has been success in running two-day RCI events that
are highly focused and result in amazing incremental improvement.

Regardless of the length, the key is to scope the event appropriately and keep focused
on the overall strategic objectives of the organization. As mentioned previously, the incre-
mental nature of improvements combined with the circular process of continuous
improvement can at times make it feel as though there is very little improvement being
made. The RCI event is one of a thousand steps often required to achieve true transforma-
tion. The scoping of the RCI event and ensuring that it ties back to the overall objectives
of the organization is critical for successful events.

Continuous Improvement Planning

Determining the sequence and timing of the RCI events is dependent on the magnitude
of the change and the urgency of meeting the strategic objectives. The idea behind the
continuous improvement philosophy is that once the area, process, or activity has been
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improved, returning to the same area and improving it again and again will result in much
greater gains than if the improvement was only completed once. Connecting these
improvement events together in some sort of systematic sequence is often the task of the
value stream manager or an individual who is able to dedicate her resources to under-
standing where the non-value- and value-added activities are occurring and their connec-
tion to the strategic objectives of the organization.3 This individual will direct the RCI
coordinators who reside in each division of an organization to schedule and scope RCI
events according to the overall value stream. The RCI events are typically planned on a
yeatly basis and occur at least once a month in many organizations.

Continuous Improvement Culture

When you think of the word “culture,” what is your definition? How would you define
the culture of your organization? Do you think there are different cultures within your
organization? Different cultures within a department? Chances are there are as many def-
initions as there are people. Culture is a difficult term to define because it is something
one cannot touch or feel; instead, it is an idea or a way of thinking and acting. When
the term “culture” is used in the work environment, a common definition is “the sum
of peoples’ habits related to how they get their work done.”* If the culture is based on peo-
ples’ habits, then a large part of shifting or changing a culture has to do with being able to
identify and change behaviors that result in new actions that eventually become habits.
Keep in mind that #// habits are not bad. When we are talking about understanding an
organization’s culture, a large part of the analysis consists of observing and documenting
actions, then working toward the reshaping of people’s behaviors that result in the crea-
tion of new habits. These habits result in measurable actions that are used to define the
culture based on the vision, values, purpose, and goals of the organization. The continu-
ous improvement culture could be defined as: an organization that is continuously working
toward identifying non-value-added activities and eliminating them from the process, leaving
only value-added activities.

NOTES

1. David Blanchard, “Lean Green and Low Cost: Census of U.S. Manufacturers,” Industry Week,
October 2007, 38.
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3. Mike Rother and John Shook, Learning to See (Brookline, MA: The Lean Enterprise Institute,
1999), 7.

4. David Mann, Creating a Lean Culture (New York: Productivity Press, 2005), 3.

Kyle B. Stone

CORPORATE UNIVERSITY

Corporate universities have existed in the United States for more than 40 years." A corpo-
rate university is the “formal entity associated with an organization that is chartered with
providing employees with the skills and understanding they need to help the organization
achieve its business objectives, both short and long term.”? Corporate universities differ
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from traditional training and development functions in their close alignment with an
organization’s strategic goals and objectives. A corporate university can be “a centralized
strategic umbrella for the education and development of employees.” It can also be the
“chief vehicle for disseminating an organization’s culture and fostering the development
of not only job skills, but also such core workplace skills as learning-to-learn, leadership,
creative thinking, and problem solving.””

How Corporate Universities Differ from Training Departments

Corporate universities differ from training and development departments in their align-
ment with business strategy. One way to look at the difference is that training and devel-
opment functions are “short-term, tactical, and narrowly focused,” whereas corporate
universities are “broader and more strategic.”® A simple connection is not sufficient; vir-
tually any course can be shown to have some connection to business objectives or strategy.
To truly function as a corporate university, the following needs to occur: there must be “a
major, direct connection to the business goals”; there must be “CEO-level awareness and
support, if not direct involvement”; and courses must focus on more than building or
improving professional skills of employees.’

What Should Corporate Universities Teach?

Conceptually, corporate universities should strive to have one of the following primary

strategic focuses for their programs and curriculum:

* Initiative driven: focus on “driving a corporate-wide initiative or business plan or project.”

* Change-management focused: focus on driving change or facilitating a transformation.
process

* Leadership development driven: focus on developing managers and/or leaders.

* Business development driven: focus on developing business opportunities or exploring new
possibilities.

* Customer/supplier relationship management orientation: focus on educating and managing
the customer and supplier relationship.

* Competency-based/career development focused: focus on individual skill development and
managing the career development process.®

A combination of any of these would be acceptable. Each of these strategic focuses, how-

ever, derives from the requirement that corporate universities have strong links to specific

business strategies and goals.

Corporate University Structure

Physically, corporate universities come in many forms. When people hear the term corpo-
rate university, many think of “Hamburger U.” With a dedicated building and dedicated
staff, McDonald’s Corporation’s Hamburger University in Oak Brook, Illinois, is one of
the world’s best known corporate universities, providing training to more than
5,000 “students” a year.” For organizations without dedicated buildings, however, train-
ing occurs in a variety of ways: in a traditional classroom format, either on- or off-site;
via satellite, bringing employees together from different locations simultaneously; as
Web-based offerings, which allow for customization as well as performance measurement;
and through virtual reality, where actual job duties can be mimicked virtually.®
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Corporations, through their corporate universities, also partner with traditional educa-
tional institutions as a means of providing learning opportunities and training programs
to their employees. For example, UnitedHealth Group and United Technologies part-
nered to offered MBA classes through Stanford University. UnitedHealth Group also
partnered with Rensselaer Polytechnic Institute and other employers to deliver programs
to employees through UnitedHealth’s Learning Institute.”’

Although the traditional definition of “university” pertains to degree-granting educa-
tional institutions, in recent years, the American Council of Education has begun to rec-
ognize, and grant credit for, some coursework and programs affiliated with corporate
universities. At Hamburger U, for example, students in the restaurant manager and
mid-management curriculum can earn credits toward a college degree through their
course work. These credits are eligible to be transferred to other colleges and universities
and applied toward a degree.

In another direction, many corporate universities are opening their doors to nonem-
ployees—and charging tuition—as a tool for building relationships and enhancing effec-
tiveness as well as a means of teaching their own strategies for success. Disney, for
example, offers three-day professional development programs for nonemployee executives
to help these executives “learn how to make magic in their own industries.”'

The Future of Corporate Universities

Globalization, flattening of organizations, demographic shifts and loss of talent, technol-
ogy, and other global business trends will continue to affect the way in which organiza-
tions must prepare their employees to remain competitive, the content of learning
efforts, and the way in which knowledge and information are delivered. Increasingly, the
purpose of corporate universities is shifting from being “a place to go,” with structured
program delivery occurring at a designated central location, to dynamic, “on-demand,”
and “constantly changing” operations that “come to you.”"!
Resources:
htep://www.corpu.com/
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CROSS-TRAINING

Today, organizations are always trying to accomplish more work with fewer workers.
Therefore, one technique that helps to motivate and retain employees is known as cross-
training. Cross-training, however, requires managers and HR professionals to replace
their traditional idea of one job per person with a broader definition.'

Cross-training involves teaching an employee who was hired to perform one job func-
tion the skills required to perform other job functions.” It requires teaching employees the
skills and responsibilities of another position in an organization to increase their effective-
ness.” Cross-training is training someone in another activity that is related to his current
work. The name comes from the fact that training is across a broader spectrum of the
organization’s work.* Cross-trained employees might focus their efforts on one process
or could set up a systematic job-rotation plan and train workers to become proficient in
a variety of functions.’

For some organizations with limited human resource capacity, cross-training enables
operations to continue if a key employee requires a leave of absence. Such absence could
produce disastrous consequences unless someone else is trained to conduct operations
smoothly during an extended absence.® A temporary employee may not be the best solu-
tion if the job requires technical skill or an in-depth knowledge of the operations.”

Employees are a valuable asset; but since some organizations cannot afford to hire the
appropriate number of employees, cross-training makes it easier to maximize employees’
skills and talents in order to remain competitive. Investing in employees’ is a critical strat-
egy for retaining key employees, and in turn, employees are willing to learn new skills.
Thus, employees will be more productive and loyal, and overall morale will improve.®
Cross-training reveals that an organization has confidence in employees’ skills and abilities.
Consequently, firms are willing to provide workers with opportunities for career growth.

Benefits of Cross-training

Cross-training offers a number of benefits for organizations. As such, a well-designed
cross-training program can help reduce costs, reduce turnover, increase productivity, and
improve employee morale. Further, it provides greater scheduling flexibility, which could
improve organizational efficiency and effectiveness and can provide greater job satisfac-
tion among employees. Cross-trained employees usually feel that their jobs have been
enriched, and they often suggest creative and cost-effective improvements that can lead
to productivity gains that help firms stay competitive.” Cross-training also provides the
following benefits:

* Prevents stagnation.

* Offers a learning and professional development opportunity.


http://www.bersin.com/tips_techniques/05_nov_death_cu.asp
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* Rejuvenates all departments.

* Improves understanding of the different departments and the organization as a whole.

* Leads to better coordination and teamwork.

* Erases differences, enmity, and unhealthy competition.

* Increases knowledge, know-how, skills, and work performance.

* Improves overall motivation.

* Leads to the sharing of organizational goals and objectives.

* Helps patrons/customers/clients because employees are empowered to answer questions
about the entire organization.

* Requires staff to reevaluate the reasons and methods for accomplishing their work; there-
fore, inefficient methods, outdated techniques, and bureaucratic drift are challenged, if
not eliminated.

* Raises an awareness of what other departments do.

* Enhances routine scheduling with the ability to move employees throughout the
organization.

* Increases coverage, flexibility, and ability to cope with unexpected absences, emergencies,
illness, etc.

* Increases the “employability” of employees who have the opportunity to train in areas they
were not originally hired for."®

Pitfalls of Cross-training

Cross-training can create a condition in which employees focus too much on acquiring
new skills instead of becoming expert in their current position. It is also difficult to find
new challenges once employees have mastered all cross-training opportunities, and can
lead to high turnover of more experienced and seasoned employees due to the marketabil-
ity of their skills."" Another disadvantage is trying to establish a program without taking a
systematic approach.'” Other potential pitfalls of cross-training include:

* Failing to include employees in planning the program.

* Trying to coerce the participation of reluctant employees.

* Failing to recognize the value of new skills with appropriate changes in compensation.

* Assuming that employees are familiar with the techniques needed to train others.

* Penalizing employees who take part in cross-training by not reducing their workload

accordingly. '’

Success Criteria

Gaining the full support of top management is one of the most important factors in the
success of any cross-training initiative. Next, it is extremely important to communicate
to employees that cross-training is not a management conspiracy designed to eliminate
jobs, but that it is a benefit to all employees as well as the organization. It is also impor-
tant to involve employees who are already performing the job in the training process,
which will allow experienced employees to share their thoughts and ideas on how to prop-
etly train others, and will help prevent them from feeling like their job may be in jeop-
ardy."” Thus, the decision to cross-train should be considered carefully because there are
many complex and uncertain factors, including:

* Labor dynamics

* Product dynamics
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* Task heterogeneity
* Worker heterogeneity'®

Effective cross-training programs are carefully planned and organized. Cross-training
should not be implemented due to a sudden shortage of qualified employees. Cross-
training, as in other forms of strategic intervention within organizations, should be
planned and coordinated with clear outcomes in mind. Therefore, it is important to
decide who will be eligible for training and if the training will be restricted within job clas-
sifications or open to other classifications. Managers and HR professionals will also need
to determine whether cross-training will be administered internally or externally, and
whether the training will be mandatory or voluntary. Some organizations have developed
a task force consisting of both management and employees to identify the advantages and
disadvantages of cross-training, determine the feasibility of setting up a program, identify
the implementation issues, and establish a realistic schedule for each position.

Employees must be made to feel that their efforts are being recognized for a cross-
training program to be successful. Therefore, organizations need to address compensation
issues before cross-training programs are implemented; thus, organizations must be will-
ing to compensate employees for increasing their skills by instituting pay-for-skill or
pay-for-knowledge programs.'® Organizations also need to be willing to promote
employees who learn new skills. Finally, cross-trained employees must be given the time
they need to absorb new information. Accordingly, their workload should be reduced dur-
ing the training so that they will not feel as if they are being penalized for participating in
the program.
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DELEGATION

Delegation is a primary responsibility of managers who are familiar with the organization
and have the authority to redistribute job tasks, responsibility, and authority. Delegation
requires trust in one’s employees, confidence in their abilities, and an understanding of
performance improvement’s impact on an organization.

Delegation can be defined as appointing someone to operate on your behalf. It is sim-
ply assigning an employee a task or responsibility that is otherwise part of someone else’s
job.! Consequently, when managers delegate a work assignment to an employee, they
remain accountable for the outcome. In other words, tasks and responsibilities may be
delegated, but accountability cannot. Thus, accountability rests with the individual who
was originally assigned the task or responsibilicy—typically the manager. Therefore, it is
important to have an open, honest discussion about the accountability relationship that
occurs as a result of the delegation. In this way, an employee knows exactly what she is
accountable for, and to whom.

The following guidelines improve delegation activities:

1. Decide what to delegate—choose a job/task that is realistic yet challenging.

2. Plan the delegation—review all essential details and decisions, determine appropriate feedback
controls, provide for training and coaching, and establish performance standards.

3. Select the right person—consider the employee’s interests, skills, abilities, qualifications to com-
plete the assignment, and what support or training is needed.

4. Delegate effectively—clarify the results expected and priorities involved, specify level of authority
granted, identify importance of the assignment, feedback, and reporting requirements.

5. Follow up—insist on results but not perfection, demand timely performance reports,
encourage independence, do not short-circuit or take back the assignment, and reward good
performance.”

The delegation cycle begins by identifying tasks and responsibilities to be delegated. This
often requires that the manager analyze jobs, determine which tasks are most appropriate
for delegation, and clarify the expected results. Once identified, managers should meet
with their employees to explain the work assignment rationale and allow workers to ask
questions or share opinions.

Next, identify the level of authority being granted to an employee. In other words, this
answers the question, “What authority can the employee exercise to accomplish the task at
hand?” The authority granted in a delegation depends upon the employee’s experience
and the manager’s confidence in the employee’s skills and abilities. Confidence refers to
the extent to which you trust the employee’s abilities based upon the employee’s perfor-
mance history. Thus, the combination of confidence and experience determines the level
of authority to grant.

A model illustrating this relationship places experience on a horizontal axis from
limited-extensive and confidence on a vertical axis from low-moderate-high. The working
model demonstrates five levels of authority placed according to ones level of experience
(1-9) and the confidence others have in his/her abilities (1-9). The levels of authority
are represented by:

1. Rookie (1,1)—limited experience, low confidence
2. Worker bee (5,5)—moderate experience, moderate confidence
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3. New member (9,1)—extensive experience, low confidence
4. Rising star (1,9)—limited experience, high confidence
5. Partner (9,9)—extensive experience, high confidence®

When delegating tasks and responsibilities, it is important to identify the appropriate level
of authority. Employee experience and your confidence in his or her skills and abilities
determine which level of authority is granted. For example:

* Rookie (1,1)—Art this level of authority, experience is limited and confidence is low. The
employee gets the facts (e.g. gathers data, prepares data requests), although the coach
decides what further actions are necessary. As the individual successfully completes assign-
ments, the coach’s confidence rises.

* Worker Bee (5,5)—Experience and confidence are both moderate. The employee decides
the actions to be taken while the coach maintains veto power. This limits the employee’s
freedom until he has gained even more experience and the performance coach’s confidence
rises higher. Performance feedback and monitoring activities are still very important at
this stage.

* New Member (9,1)—This employee’s experience is extensive, although he has little or no
firsthand knowledge of the employee and thus has little confidence. Therefore, allow the
employee to handle the task while closely monitoring performance. Feedback is not as criti-
cal here because the individual has performed successfully in the past. Monitoring future
performance is the best way of increasing one’s confidence in the employee’s skills and
abilities.

* Rising Star (1,9)—At this level, experience is limited, although one has complete confi-
dence in the “potential abilities” of the employee. Under this circumstance, work closely
with the employee by training him, assigning tasks to be completed, and providing positive
and constructive feedback about performance. Serving as a career advisor (for the perfor-
mance coaching and management process role, see Chapter 3) is most appropriate when
working with this type of employee.

Partner (9,9)—At this point, experience is extensive and confidence is high. The employee

is free to act and simply report results. Here the employee is operating on the manager’s

behalf, at the highest level of authority.

A few moments should be spent with the employee discussing possible performance bar-

riers once the most appropriate level of authority has been identified, Such a conversation

gives an employee an opportunity to discuss more thoroughly the exact performance
outputs expected.
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EMOTIONAL INTELLIGENCE

The general construct of emotional intelligence (EI) is becoming widely known, appearing
in popular books, journal articles, and magazines.l’2 EI can best be explained as “people
smarts,” as opposed to “book smarts.” El is just one of the many elements that make each
employee unique. With the popularity of EI, there has been a rush of competing models.
To date, the majority of research has examined three competing models of EI. It is instru-
mental to understand the three models before making managerial decisions regarding EI.

Models of Emotional Intelligence

Ability-based Models

Emotional intelligence is defined as the “ability to monitor one’s own and others’ feeling
and emotions, to discriminate among them, and to use this information to guide one’s
thinking and actions.” The model considers perceiving and regulating emotion, as well
as thinking about fcclings.4 The ability model of EI consists of four branches, including
perceiving, using, understanding, and managing of emotion. There is currently only one
measure of EI ability. The Mayer Salovey Caruso Emotional Intelligence Test (MSCEIT)
has 141 items and takes approximately 40 minutes to complete. The ability measure asks
the participant to correctly answer questions. The measure produces four branch scores
and an overall EI score. The ability model is theoretically distinct from traditional models
of intelligence (e.g., verbal and quantitative) and provides essential information currently
omitted from cognitive ability assessments.’

Mixed Models

The mixed model approach defines EI as effectively understanding oneself and others,
relating well to people, and adapting to and coping with immediate surroundings to be
more successful in dealing with environmental demands.® Mixed models overlap with
dozens of other concepts because of their breadth of coverage, including such characteris-
tics as motivation, personality, and psychological well-being. There are several mixed
model self-report EI measures available today including the Emotion Quotient Inventory
(EQ-i) and the Wong Law Emotional Intelligence Scale (WLEIS). These measures are
relatively brief and easy to administer. Ability model researchers suggest that mixed mod-
els decrease the degree to which the components independently contribute to a person’s
behavior and general life competence because they include several nonability-based
characteristics.” In general, mixed models assess so many different elements not related
to cognitive intelligence that the results cannot be summative of EI

Trait Models
Trait El is defined as a grouping of emotion-related dispositions located at the roots of per-
sonality hierarchies® and as within employee consistency and between employee uniqueness
in the capacity and willingness to perceive, understand, regulate, and express emotion in the
self and others.” Trait models of EI “capture motivational aspects through personality com-
ponents, which capture the ‘can do’ of EI, whereas personality captures the intrinsic ‘will
do.””'" El as a personality domain is significantly related to several important life outcomes
such as job satisfaction and turnover.'' There are many measures of self-report trait EI, such
as the Multitrait Emotional Intelligence Assessment (MEIA), the Schutte Self-Report Emo-
tional Intelligence Test (SSEIT)'? and the Trait Emotional Intelligence 