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Teacher’s Introduction

This resource has been written to support the learning of Unit 6: Human Resource Management, which forms
part of the AQA Advanced Level GCE in Business. i gives an in-depth view of the new gualification, presenting
what specification points students need to know, plus extras along the way for extended learning.

At the beginning of this resource you will find a list of contents showing every specification point that is covered.
There are also guestions and answers at the end of the resource to help students apply thelr knowledge (o real-
life business contexts. Any key terms are revised as a glossary at the end of the resource.

Students get plenty of chance to practise their quantitative skills in this resource, including:
e  Calculate, use and understand percentages and percentage changes {Chapter 3.6.2.)

o  Use and understand averages (Chapter 3.6.2.}
e  Construct and interpret a range of standard graphical forms {Chapters 3.6.3. 10 3.6.5.)
e Calculate cost, revenue and profit {Chapter 3.6.2.)

«  Use and interpret quantitative and non-quantitative information in order to make decisions {Chapters 3.6.1.
10 3.6.5.}

e Interpret, apply and analyse information in written, graphical and numerical forms {Chapters 3.6.1. 10 3.6.5.}

While extremely valuable to a student’s revision, this resource should be treated as a companion to the many
other textbooks and activity guides available. As with any subject, it is good to read as widely as possiblel

The subjects covered in this resource inciude everything from calculating and interpreting human resource data
to job design, organisational design and theories of motivation. The notes included in this resource can be given
to students before a lesson as preparation for a topic, afterwards in order to help solidify their knowledge, or can
be used by teachers as a supplement to in-class exercises and activities.

it is hoped that this resource, as well as offering support for teaching the essential elements of the AUA
examination, will help students bulld on their research and dissemination skills. The business world is a constantly
changing one full of fascinating stories, This resource attempts to utilise some of these stories as a basis for
teaching in the most interesting way possible, meanwhile encouraging further study from the next generation of
business analysts!

Happy teaching!

August 2023

20 edition ~ August 2023

® p.2 —section heading changed to '3.6: Human Resource Managament’

» p.2 ~ 'Employee engagement and involvement' changed to 'employee engagement’
® p.4 - Retention rates section removed

& p.7 — 'Hackman and Cldman mode!’ section removed

® p.12 — section renamed: 'Delegation, Centralisation and Decentralisation’

® p.12 ~'ob design' paragraph removed

@ p.20 ~ Title added: "How to improve Employee Engagement and Motivation'
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3.6. Human Resource Managem '

3.6.1. Setting Human Resource Objectives

« Setting Human Resource Objectives

sources, from equipment and loc
‘wules on a company's peaple. Firms set human
sost out of their workforces.

Companies can hold many differ
resources managemaentdiy
ensuring thg

Motivation is one of the most effective ways in which a firm can increase its efficie;
employees have, the more motivated they are likely to become. However, many ¢
with their bottom lines {i.e. net profit} than with how meotivated their employees
does not necessarily generate higher sales (at least not in the short term) and so fi

Training

This invoives investing in the workforce in order to make the people of the com
motivation, if employees have more skills, they will become more efficient work
company in the iong run, However, many firms work with the mindset that their
few key tasks. This is because companies fear their workers will move on once thy
through training. :

Talent Development

Rather than training the whole staff, some firms cho
talents, i.e. the shining stars of the arganisati
people 1o take over once they are rea
information on a select few '
message eventually dily re issues with this objective, however, such as

that the ta 2 may decide to leave once he or she has learned enog
disruption nks of the business due to other workers who feel they have &

favour of a seiact few bright sparks.

Oiversity

This is an important part of any business. Much like how the police force should
neighbourhood they protect, so should the management of 3 company reflect t
customers they sell to. This objective, therefore, concentrates on ensuring that &
workforce as possible, with people from all walks of life — everyone deserves a py
their background. :

Alignment of Values A
When considering business decisions, many companies focus on their missions a
such as ‘i we hire this person, will it help us achieve our missiagn? or ‘Does a de
with our key vision?’ There is another way, however, “iiithe HR departme
business to identify its core values (such as on ethical, moral or

Cnce the company has agre
strategic or tactical. it ¢
member of gy

Mumber, S o Location of Emplovess

This final objective ensures that a company has the right number of people with
its pverall objectives. In order to achieve this, HR must have its employses in the
if, for example, 2 company sets up a new location, it will need a team to run thing
also need management to lead the team and so it will be the job of HR to fill all c

e
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Hard and Soft Approaches to HRM
&Staff as an Asset :
Businesses that consider their staff as an asset are likely using ‘soft’ HR methods;
employses are the most valuable assets within the company. Firms that follow
thelr staff in order to boost their value to the business — this development come
market changes.

that contribute to th.
iutacturing processes or offe
taff are likely to perform better it

The ‘soft’ approach to HR views empioyees as yses
either through bringing added value ;
service. ‘Soft’ HR processes taks,
their developmen

Staffas ay :
Firms that tr neir staff as a cost focus on the amount of money they are sper
employee might develop and become a greater asset for the company. There ar(i
employees, too: recruitment, training, payment, weifare and severance being th

Businesses that view staff as a cost are likely using "hard’” HR methods, which cor§
resource, just like any material or piece of eguipment the company uses. ‘Hard’
cheaply as possible and to utilise them efficiently in order to meet corporate targ
completed their contractual work, they may be discarded.

- 3%.6.1. Questions

Please write your answers on a separate piece of paper or in an exercise hook.

3. a.
b.

y farm. The company employs hundred

e s. The main overall objective for the company is
ut Ltd’s employees leave because of lack of career pro
company cannot afford to increase pay. Right now, Churn-1t-0
offering externol training or increasing employee engagement as its main &

2.  Churna-1t-Qut Lid i
stay lonper s

Explain which of the two objectives would be best for the business’s overal
staff turnover.

R
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%2.6.2. Analysing Human Resource Performance

«  Calculating and Interpreting Human Resource Data s

Calculating and Inter an Resource Data

t which staff leave 3 company, either through resignz§
ontracts. Businesses calculate this figure using the foliowing:

This figure
terminatin

Number of staff leaving per yeay

Labour Turnover = - -
Average number of staft

if a firrn employs an average of 30 staff and loses 6 members per vear, the calcul

6 staff leaving per year

Labour Turnover = — -
30 staff on average

Labour Turpover = 0 per cent

Labour Productivity
We looked at this calculation in Chapter 3.4.2.

ver specific pe

Labour Productivi

iber of Employees.

that one worker produces per peﬁ%ﬁi
the business that its workforce is becon:
s the opposite. There arg many factors that cani
pay, place of work, health and safety, rival companies an

Labour productivity shows the
An increase in labour

:n;

Employee Costs

Percentage of Turnover :
Calculating employee costs as a percentage of turnover gives the business a cleas
much impact the workforce has on its revenue. This figure is calculated by comps
workfarce with the amount of revenue a company generates {i.e. turnover).

If a firm makes £55 million in revenue per year and spends £10 million, then th

Employee costs

Employvee Costs as Percentage of Turnover = -
pioy 5 Revenue for

£10 million fo
" £55 million f.

Employee Costs as Percentage of Tury

sinage of Turnover = 18.18

tabour Cost per Unit :
This caiculati : uth it costs for one employee to produce one unit.:

that the average worker produces per day and the ave%

Average pay per worker (per:

Labour Cost per Unit= -
Average number of units per workeg
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if a firm pays its workers £65.00 per day and those workers each produce 12 units :
£65.00 (per day)
12 units per worker (per;;

Labour Cost per Unit = £5.42 (o 2 dp)

Labour Cost per Unit =

s

Alabour cost of £5.42 is quite high and so the business
firm is selling computer eguipment, £5.42 might
furniture, this labour cost may be far too
consumers are prepared to pavl i

eed to sell its pro
&4 a labour cost. H
; efore, must undersian
ge how high their labour costs cag
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The Use of Data for Human Resource Decision-making and
Firms use the data from these calcuiations to inform their future business decisi
most exhaustive data, is still only data — it gives numbers and figures without tel}
therefore, use a variety of methods in order to give their data meaning. :

One method is to compare current data against the company’s historical data. T E
whether the company is improving over time or regressi paring with hist

their human rescurces data to that of rival firms, too.é
turnover t milar firm, it can deduce how well it is performing in comp:
benchmarki This comparison can be tricky, however. In business, no two ﬁrrﬁ
Moreover, firms that sell to the same market may have different overall aims {e.
income market segment than the other} and so a direct comparison is not alway

Companies

Another method of using this data is to compare against a company’s own targe
overall costs for the year, for example, it will analyse part of this by using emplo
turnover. Companies can set themselves targets, such as bring down employee ¢
two years, which give the entire company something to work towards. I in two ¢
its empioyee costs by 11 per cent, it can confirm that it succeeded in meeting its
the company has only managed to reduce employee costs by 3 per cent, it will rn
target of 10 per cent in two years is actually achievable. 5

- 3.6.2. Questions

Please write your answers on o separate plece of paper or in an exercise book.

3.  Happy Tuesdays Ltd is a stationery firm that manufactures high-quality no 5
employs 24 factory workers who, together, produce 1,200 notebooks per E
wages 1o its workforce of £1,400 per day. :

Using the above data, calculate:
a. Average pay per worker

b,  Average number of units per worker
¢. Llabour cost per notebook

&, Happy Tuesday Lid’s notebooks g Shstreet for £15.00 each. Us
guestion 3, explain whe nst per notebook is good or bad f
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3.6.3. Making Human Resource Decisions: impro
Design and Managing the Human Resource

The Human R

«  Organisational Design
» The Value of Changing Job and Organi
Design

i Design of a Business

The design S re of an organisation must meet its needs. Some organisationsé
the global marketplace, while others are relatively smalf, working in a focal or ncxs}:
organisation’s size or structure it must be fit for purpose, that is, meet the needs:

capable of responding guickly to change in a dynamic business environment {i.e
change its structure if it needs o). Business structures are demonstrated using

Businesses can be structured or organised using several criteria, the most commg
1. Area - where the business operates geographically ‘
2. Customer - the markets where the products are sold

(8}

Function — depariments or functional areas within the business

Product — the type of goods they produce or the service they provide

Wik

Process — the stages involved in making the product or providing the se
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Whether a business is centralised or decentralised relates to the three main hierarché:s

Tall
Talf or hierarchical structures are layered, pyramid-like structures that depict the§
functional greas, or departments, of a business. There is a chain of command, o :
pyramid, with the number of employees and span of control increasing. The spa
of employees that are directly responsible 1o a manag ; ervisor. Such strug
large organisations such as public limited compa fnationals., :

A typical organisational chart f

Chief
Executive
Sales Production
Manager Manager
Sales Production Production

Supervisor Suparvisor | Supervisor 2

-

.\']‘
Sales Production Production Prod
PersSh Person 2 Worker | Waorker 2 Wo‘

In the exampie of a hierarchical structure, there are four levels, or layers, with e :
function, worldoad, job allocation and degree of authority. At the top {level 1} is}
authority, which is delegated downwards 1o fevel 4, the ‘chalk face’ workers, wit
dissernination of information within an organisation should be a two-way procesy
maoving upwards!

Spans of control also vary. In the diagram, the sales manager has a spon ofcontri
turn has a span of controf of two, sales persons 1 and 2. The production manage:
being production supervisors 1 and 2. However, produc pervisar 1 has a sp
worker 1. Production supervisor 2 has a span of ¢ wa, being production

The structure encourages specialisation: everyone works in the area, and
skiis. There are specialist sales, production, finance and marketing emplog
supervisors and managers in those fields. :

AS/A Level Year 1 AQA Course Companion: Unit 6: Human Resource Management {2 edition)
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Disadvantages of hierarchical {tall} structures:

They tend to be very burequcratic with every task being accurately reco
this reason, hierarchical structures respond sfowly to market change. Ide
efficiency also tend to be slowly communicated and reacted upon. Horiz
level are particularly stowt

The slow response time to market change, coupled
encouraged many hierarchical organisation we, deloy and rep
technologies. Such insecurity, alo alee, size and impersonal na
cause employees to beco od and eventually less productive.;

Flat structures, unlike the hierarchical organisation structure, will have relotive
management. Consequently, they have a shorter chain of command but o wide
is usually adopted by small organisations such as sole trader

A typical organisation chart for a flat structure:
Managing
Director
Manager
Employee | Employee 2 Employze 3

partnerships anc
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Disadvamtoges of flat structures:

1. The spon of control for o manager increases their job allocation and wor
detrimental effect on their efficiency as they cannot be spedialists in ever
Managers can alse find it difficult to get to know all the employees they

[R8]

The individual employee's functions, tasks and roles could become blurr
employees, which reduces the chance of speciali

Malrix

Matrix structures encourage teamwork, cutting across the traditional idea of in
human resources, accounting, purchasing, marketing, and research and develo
employees and functional area managers to think outside the box’, have input
successful implementation of a project for the betterment of the business as a
their specific department.

For example, senior management may decide to implement a few new projects
project or team leader and decide on the best employees to be in that team to
of the project. Project team members would be chosen for their particulor expe
different departments or functional areas.

During the implementation of the project, team ¢
manager, as well gs the project leade

The matrix structur

Team leader P

Project A N ./

Team leader
Project B

)
4
{

Team leader
Project

Yy
oA

Projects in progress -~ A&, B, and C

sually report to theiré

Accounting Personnel Produs

T4
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[

Advantages of motrix structures:

The project is staffed and implemented by employees who have been chcé
particular functional area and is, therefore, more likely to be successfully ¢

The project takes on board a wide variety of ermnployees with different sp
and different decision-making thought processes and 50 avoids the narr
come out of selecting personnel from only one or v nctional areas.

within a specific '
seediied financial budget. Tt
leader and the team members.

Projects are usually time-bound and must &
restricted and must be complete :
motivational factors for

structures:

m members report to both their team leader and their depart
can cause team members to have a conflict of interest or loyalty, espec
allocation of scarce resources within the arganisation. When a choice h
resources to be allocated to the project or to their department?

it is usual for members of the project tear to be given a degree of inde
responsibility when carrying out their tasks. This makes the job of moni
team more difficult as each team member must be individually monito
accountabie for the overall success of the project.

if the business increases the number of projects undertaken, they mus
and involve more employees from various functional areas. This action w
possibly have a negative impact on the efficlency of individual functional
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Delegation, Centralisation and Decentralisation ‘
Businesses have many decisions tc malke when determining the right organisati
external, all play a role in how much a firm’s management delegates to subordin
should run in a more centralised or decentralised fashion.
e Skills of the Workforce: the knowledge and skills of a company’s workforce
whether management delegates any responsibilities to subordinate employ

e Business Objectives: the organisation design
decision-making process is spread across ¢meg
organisational structure. A cen

delaga @ centralisation/decentralisation. i the business has a varied
more decentralised, with each department/person taking control of a diffe

e Size of Business: as a business grows in size, so does its hierarchy. Restaura
businesses that have a lot of hierarchy but also decentralise where they ca
managers to change their specific menus depending on the local consumer

s Culture: 3 large part of a business’s cuiture is whether leaders trust their su
maore spread out a business’s decision-making process, the more chance e

¢ External Factors: these factors are out of a company’s control. Financial rec
previously decentralised business to have to remove a layer of managemen;
centralised. :

¢ Stakeholders: everyone from customers to suppliers to government official
Customers, for example, may want a more personalised experience when
business may decide o change its structure, from ¢ sed to decentralisy
customisable experience to its customers,,

g

The Value of Change
Changing Oroani
Businesses
delegating

grganisational designs in many ways, e.g. moving from c&
less, delayering, tightening or widening span of control. :

Each change is made with a view o improving the business, whether it is to:
e Increase productivity,

e grow the business,

e motivate the workforce,

¢ improve guality,

® reduce unnecessary biockages in communication,

= make decisions faster, or COPYRIGHT
*  bring down the costs of labour. PROTECTED
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The main issue that most companies find when trying to change organisational o
the company, the more working lives you affect. This can lead to demotivation w
productivity, rising costs and a negative reputation for the employer. Any chang
therefore, must be carefully orchestratad. Still, there are no guarantees that org
fact, most companies go through cortinual renewal of their organisational desigs

o]
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Human Resource Plan 5
A good human resource plan shouid erything that a business needs, frg
s, and should support the business ing

bthe following:

BRI

1at they have, Le. current employees and skills.

> overall corporate objectives, i.e. what people/skills does the fir :
»  Consider any changes over time, such as redundancies, maternity leave, eic

e identify any gaps in staff.

Gaps in staff are identified using the following equation:

Gaps in 5taff = no. of staff required - no. current of staff + no. 0

Let’s use an example:

Lively Promo Lid is an events company that puts on live concerts across the UK,
10,000 workers; however, it will need to double this figure in three years (to 20,
on some very high-profile artists. The company is also likely to lose around 6,500
to resignations and redundancies.

The company, therefore, needs 10,000 new work

000 required - 1
another 6,500 workers to fill in for those w 5

ave.

Gaps in Staff = ng no. current of staff + no. m
aps in Staff = 20,000 - 10,000 + 6,500

Gaps in Staff for Lively Promo Lid = 16,500

Once Lively 3 Lid understands where the gaps are in staff, it will then need
should be administrators, how many accountants, how many publicists, the num
human resource plan into action requires everything from recruitment and sele
and making redundancies.

The Recruitment and $election Process
The outcome of the recruitment process has a significant impact on a business. \
or negative impact will depend on the quality of the employee selected. Finding
and drawn-out process, but it will benefit the business in the long run and shoul
Employing the wrong person, however, will have a serious detrimental impact o

COPYRIGHT
PROTECTED
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{. A vacancy arises. This may be due to the
creation of a new job or because an existing post
has to be filled due to an employee being
promoted or leaving the organisation. Termination
of employment is also known as severance.

//5;/ Short-listing takes plac

based on the contents o

the persor® ecification details the experience, skills application form and the
and abilities the employee will heed to possess in criteria specified in the |
\_ order to carry out the job effectively. description and person
specification. if a large n
£ of Suitably Quadlified cand

apply, then an enhanced

criterion may be used. Thi
3. The post is then advertised in the process reduces the numb

appropriate media which, depending on the candidates to be intervies

job, could be local or national newspapers, to 2 manageable number.
television, radic or specialist journals \\\ -
and magazines.
COPYRIGHT
PROTECTED
¥

4. Application forms alo
description and th :
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internal vs External Recruiiment

A business must choose an employee very carefully, with a focus on either positi
times, both}. The business can consider filling a vacant post by advertising intern;
or they can recruit externally. Both methods have their drawbacks and advantag

internal Recruitment
This involves filling a job vacancy through a trow! of the workforce. The ¢
the organisation using an internal notice, staff m meeting. :

Advantuges of internal recry

v less training and they know the business’s eth

vate and retain employees as they can see that loyalty ang
iccessful career path, Z

3. The business afready knows the skills, qualities and personality of the cm;\

4. Internal recruitment is relatively cheap to undertake and usually quicker t
external recruitment,

Disadvantages of internal recruitment:

1. The business may need to employ new blood with fresh ideas in order to
change. This will cost the business both money and time.

2. Aninternal appointment may cause friction within the business and dem&}:
unsuccessful with their application, 5

3. Recruiting an existing employee to a vacant post w
another recruitment process posing the s

uire that their p&\

External Recrultment ;
This involves filling a job uiting from sources guiside the business

rtised in iocal or naticnal newspapers, radio, ¢

Advantoges of external recruitment
1. It brings new blood with new ideas into the business.

2. The business has a bigger pool from which to choose its employee.

3. ltis unlikely that the employee would have already bonded with any grou '
therefore, be fess likely to be unduly influenced by others, :

Disadvantoges of external recruitment

1. It can be a slow and costly process.

2. ltrequires a rigorous selection procedure ness does not alreack:

attitude and personality of the

People are the most important asset g business has. This speciol asset can be us
specialist labour or to reploce labour. People must be employed to tactically and
future and to work in the functionof areas of production, marketing, finance, sal
should, but rather under what circumstances should additional staff be employe
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People are the human face of any business. Take, for example, the service sectos
insurance companies prefer to tofk directly to peopie rather than automated ans.,\fs;,
businesses, it is the ottitude of the doctors, nurses, waiters, retailers or hairdress
customers’ perception of the guality of service provided by that business. :

>

A business with good industrial relations and a stable, well-motivated workforce?f}i
objectives than one that does not. For all these reasons, timsses find it neces

There are drawbacks to recruiting people, : A include:
1. tain
2. ' dgments which are costly in terms of mone

siness resources. Mistakes and misjudgments damag

3. People take unofficial time off, breaks, holidays and are protected oy UK an
be crippling expenses for a small-to-medium-sized business. Z

4.  People need to be troined, even retrained, and this costs the business both
a high turnover of staff, this cost will increase even further, f

5. People are individuals and, therefore, it can be difficult for a business to fing
encourage their employees to be more productive. '

6.  People can be very selfish and are often relfuctont to share ideas with colleay
be stolen, causing them to miss out on promotion. This may lead to a cuftur
warkforce and fock of teamwork, both of which would reduce the productiv;

Types of Training
Every new employee should receive some training, irrespecti
recruitment. Training can improve an employee’s |
image. Training may also reduce labour turn
training, off-the-job training and |

of the type of job.
motivation and e

wikeand absenteeism. Typ
ng. Each of these has its cwn me

On-the-job Tes
This is som red to as in-house training, because it involves the em paa;;
of work. :

Advantages of on-the-job training

1. The employee is still working within the business and is contributing to it

2. ltis fess expensive for the business as they do not have o pay for the trai
3. Employers will find it eosier to assess the progress of the employee’s trai
4

The employee will fearn the job from experienced workers who he/she wi
build good working relotionships. :

Disadvantoges of on-the-job training

1. During training, the employee may pick u

tsS¥rom existing empk
experience, may cut corners ar :

te by the rules.

2. This type of trainin tend itself to bringing new ideos and
rounded with existing ideas and practices.
3. Du ing period, the trainer is distracted from their own work.
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Off-the-job Training
This is sometimes referred to as formal training and involves the employee train
colleges of further and higher education, universities or undertaking self-study ¢

Advantages of off-the-fob training

1. it gives the employee the chance 10 experience
applied for the benefit of the business.

ssiness ideas and we

2. The trainee does not accident > business’s own equipment.
3 .

3. Training is given by ified instructors.

1. The ness usually has to pay for the employee’s training.

2. Skills taught to the trainee may not be easily tronsferred to the workpiac€~§

3. The trainee is away from the business for the training period and, therefo
productivity during that time, f

induction Training ;
This is specifically aimed at new employees to familiarise them with the businessﬁ;E
health and safety procedures and feliow workers. A structured induction prograr
management, the human resources department or trade unions and can last foré

The Benefits and Costs of Training
Any business should consider the training of employees as an investment in the ju
benefits of: f

1. reducing wastage in time and materials
2. increasing the flexibility of t . :
3. motivating emp!oy em feel more valued and so help reduceis
4

recuci
unde

as less people will leave if they see that their career ¢
mmg schemes offered by the business :

5. improving productive efficiency and competitiveness by having a highly skilie\f

However, there are costs involved in training some of which are:

the loss in productivity of the on-the-job troiner

the cost of external training resources such as books and materials

the administrative costs involved for both in-house and formal training :
the cost of the actual tuition for placement with an external training institute%

the transport, insurance and subsistence costs involved in off-the-job trainin
the cost of focilities, materials and personnel necessary for on-the-job traini

NSy R W =

the hidden costs that might be incurred if a fully traine
rival business

ployee is poache
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Redeployment

if a number of employees are on the brink of redundancy, the firm may be able
another part of the business for them to work in. Computer programmers exper
example, may find that their language becomes less useful over time. I this inst
employees in training in order to learn another language. This opens the employ
their use to the company.

Companies often choose redeployment over redt r iany reasons, incl

*  hiring fr@ within can be less risky since the business already understands x

BRI

e since motivation improves, so can productivity and also employee turnover:

Dismissal and Redundancy :
Dismissal is the act of terminating an employee’s contract. There are many reasc§
do this, including: ’

«  Employee is unable to perform key tasks due to lack of skiils or qualification:
s Gross misconduct, such as violence or theft in the workplace A
¢ Long-term iliness that is not related to disability

»  Exceptional cases, such as refusing reasonable contract changes or a prisoniy

An employee can become redundant ance hisfher job no lon

r exists. Redundas

*  acompany has to close down

employee, 1G8Any employee who has been given at least two years of continu
entitled to paid redundancy.

Many companies that are faced with having to make redundancies will offer the
redundancies. This involves giving an employee the choice of whether 1o resign

the offer of a severance package {often a financial incentive, such as several moig
enter into lengthy legal disputes. Z

, COPYRIGHT
- 3.6.3, Questions PROTECTED

Please write your answers on g separate piece of paper or in an exercise book.

5. ldentify whether each of the followin

a.
b.

6. G
th
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3.6.4. Making Human Resource Decisions: Improv.
Engagement

757

«  Financial

«  The Benefits of Motivated and Engaged Employe
+  Motivation Theories

The Benefy ‘aved and Engaged Employees
Motivation 3 at drives individuals to behave in certain ways. It can be
the Individu:s Mhselves as a way to galn personal satisfaction or enjoyment] or
tangible factors, such as money}. Employers use both financial and non-financial ny
their employeas. E

Money is probably regarded as the most effective motivator for the majority of
are unigue individuals with different needs, wants, attitudes and goals. Due to
maoney {non-financial motivators) must be considered, such as job satisfaction,
praise, recognition, sense of belonging, job security and trust in the individual.

There is no one motivator that suits all employees. For this reason, the manager
1o know the individuals within their span of controf in order to apply the appro
productivity. It can be quite difficult to motivate staff in large hierarchical-type o}
number of workers employed and the usually impersona/ nature of these busine&}s

Motivation Theories
Frederick W. Taylor {1856-1%9

The main points of T ¢ Management Theory are:

pecialisation and division of lobour 1o improve the effi

Ez:<:man’yf.fi‘.e: of the relationship between the worker and task u
can redesign the way that a task is carried out in order to improve the effi

3. The formalisation of the task to be undertaken, which involves deveioping
he followed for a task’s completion.

4. The direct linking of pay to output for each worker in order to motivate thes
and efficient. :

5. The development of a rigorous recruitment, selection and training process t
employed to do the job. :

6. The encouragement of shared responsibility between management and the%{*ﬁ COPYRIGHT

PROTECTED

Efton Mayo {1880~-1948)

Eiton Mayo was the founder of the Humoan Relcti
for Frederick W Taylor, between 192
Works of the Western Electric
Howthorne Studv.

Sivent and carried out e
niuman behaviour. These werg
Ehicago. The experiments became wide

initially, th 5 were based on the theory of Scientific Management, but OvE
changes in wotking conditions and financial incentives had a negligible effect o

He concluded that productivity did increase when workers participated in team r
management showed interest in what the work employees did, as well as takin

AS/A Level Year 1 AQA Course Companion: Unit 6: Human Resource Management {2 edition) \\




Abraham H Muasfow (1808-1870}
Maslow’s contribution to
management theory and motivation
is his famous pyramid of the
‘hierarchy of needs’. This five-layer
pyramid displays the basic needs of
people: from the base, each need
must be fulfilled before moving
upwards to another.

Self-actualisation needs / Realising
, / your fulk

potential

steem needs

fLove and Belonging needs

Safety and Security needs Being in a secure e

Physiological needs

Frederick Hereberg (19232000}

Frederick Herzberg proposed from his resea
dissatisfaction at work resulted §
be presant in order to ensurs

2. Motivation factors: These include recognition, responsibility and advancem
present for job satisfaction, but may not be the only factors that can affect

How to improve Employee Engagement and Motivation
Finoncial motivators

Most management theorists agree that money {or, more precisely, the lack of m
worker motivation. However, few believe it to be a primary motivator as most w
achieving higher goals. Frederick Tayior, the founder of the theory of Scientific &
workers by piece rote {i.e. by the number of units of cutput they produced) was
social psychologist Douglas McGregor’s Theory X postulats t some manager
fazy and needed a finoncial incentive 1o motivate 1}

Financial motivators would include;
e  Piecework: Paid ac s5ut of units produced

@ Time timber of hours worked

s Solary Paid a set annual amount, which increases over time and serv
e Commission: An extra payment based on a percentage of sales

e Bonus: This is usually an additional, one-off, special payment

s Fringe benefits: These are 'perks’ such as free health insurance, cars and holi
¢ Performance-related pay. Payment directly linked to how well workers do th

AS/A Level Year 1 AQA Course Companion: Unit 6: Human Resource Management {2 edition)
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Financial incentives can be very effective when used, for instance, with low-skille
work for sales commission. in both of these cases, the potential for higher pay
themselves further than they would if pay stayed the same. These incentives, ho
creative environments, where a workforce is usually driven by the prospect of i
opportunity to make more money. Financial incentives can also toe a fine line be
between employees and encouraging competition.

Non-financial motivators

There are management theorists who b
to be and that other factors arg
Humanistic Psycholog
motivating z% 8
concluded
achievemen

#vtney is not as strong a moti
atars. Abraham H Maslow, cons
famous hierarchy of needs showing that
Herzherg, the clinical psychologist and pioneer of thy
higher motivators had nothing to do with money but involvec§
weTognition and responsibility from their job. f

Non-financial motivators include:

o Jobenrichment. This is the vertical expansion of an employee’s existing du
employee’s degree of control over their job, or to increase the amount of re
job. Job enrichment should make work more challenging and rewarding.

o Jobenlargement; This is the horizontol expansion of an employee’s duties, it
of the same skill level, to an existing job. The purpose of job enlargement is
and less boring.

e Job rotation: This involves moving employees between different jobs in ord
more motivated. It has the benefit of making the employee more mulfti-skil
business with the extra costs of training.

ees to take more
in the decision-maki
endent decisions about how b

ept in Total Quality Management (TQM
50 encourages bottom-up participation in decision:
making should improve motivation and productivity.

s Employee empowerment: This involves encourag
Empowerment encourages employees t
do. If also enables employees

e  Empowermentis an i
levels of t 5

innovative skilfs. 1t also increases the employee’s sense of belonging to a bus
and so their level of productivity. ‘
s  Consuftation: This relates to empowerment. Employees are included in the
gives them more say over what aspects of the business will affect them.
+  Flexible working: A positive work-life balance is important to everyone and

o the traditional 2 to 5. This is especially true with new parents, who requir
children and who stifl need to work.

Non-financial incentives perform well in environments whose focus is inﬂovatiorﬁ
Appie Inc., for instance, would place more importance on these incentives thar
drives their employees. These incentives do not worl sp. o low-skilied wor
be less willing to take on more responsibility, i, 5% rk does not lea
more money, there is little reason to
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- %.6.4, Questions

Please write your answers on a seporote piece of poper or in on exercise book.

7. Fill in Maslow’s ‘hierarchy of needs’ pyramid with the following terms:
¢ Self-actualisation needs

e Safety and security needs

e Physiological needs
® Esteem needs
Love and belong

8. Explain what Herzberg meant by hygiene and motivation in terms of job 50

COPYRIGHT
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3.6.5. Making Human Resource Decisions: improv.
Employee Relations

7%

«  Employee Involvement in Decision Making
+ Emgloyer-Employee Communication ang
Relationships '

Methods of Em

responsibility ¥ 2 single key member of staff to encouraging suggestions from ¢

Smali group: the business organises a select few staff members into a committe
each area of the business, the group gives a wide variety of values and opinions.

Lead staff member: some businesses give responsibility to one member of staff,
who takes suggestions and ultimately is the one to make the decision.

Regular meetings: management meetings, often weekly, give a chance for each m
issues. Full company meetings, on the other hand, are less discussion-led than ma
are for management to communicate to the rest of the company the decisions the;
usually able to raise questions during these meetings, but any decision-making wil
management. f

nts, it is often gocﬁ}s
Holding daily team meetings:
Stite task is sometimes the most gual

Team meetings: when a business is split into sev
departments to make decisions for th
action on a task. The team most
on what is required and o

han holding a discussion or inviting feedback, managemei
y detailing its business plans and decisions. $taff members ma
later {e.g. sending an email after the presentation} but not during the presentati

Trade union: rather than each employee voicing their issues with the company,
the entire workforce {at least those who belong 1o the union}. Trade unions helg
ensuring the voice of the people is clearly heard.

Employer/Employee Relationships

Relations between employar and employee are concerned with preventing and
individuals which arise out of worl situations. Information is provided to employ
understanding of management goals and policies, 1o advise employees ahout ap
regulations. Keeping employees fully informed about noli rocedures and p
avoid unnecessary industrial action such as stri work-to-rules and picl§

Some benefits of good empl er communication:

#  Good exchange of, orkforce and management (such as Kaiz%e
inotivated staff and improvement in productivity,
® as workers have a voice. This means possible reductions in |

ngs for the company.

e Better decisions made by management are more likely to be adopted by sia
consuitation process — less resistance to change. 5

& improved reiations between management and workers means reduction of
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Approaches to Employee/Employer Relations '
individual approoches involve single workers negotiating with their employers o A
and rates of pay while coflective bargaining occurs when a trade union or emplod
behalf of many workers.

Fire Brigades Union Musicians’ Uniny,

Professional
Associati

National Union of Journalists British Madical Association

Resolving issues at work can be all about getting management and employee rep
taik things over. Essentially, conflict is caused because two sides — the employee:
agree. Conflict resclution, therefore, will involve some method of two-way comr
one representative talks on behalf of many union members, this is called collectis
would be impossible for the management of Toyota to talk to their thousands of:
meet with the union representatives who have their workforcg's interests at heg

BRI

cation has broken dg

Unions taks action in an organisation when
g poor communication are the

communication have closed. Misinf
industrial action,

When emp ves, such as trade unions, presant demands and g
matters are fed and agreed upon. If they reach deadlock, then a third par
deadiock. it isthen no longer & negotiation and instead becomes a mediation, wi

agreement to be reached. if this stiil does not work, the business may seek to go
the Advisory, Conciliation and Arbitration Service. f

influences on Employee Involvement in Decision-making

All employees are involved in their companies’ decision-making processes to a
business determine how much involvement employees have, but there are num
influence on this, many of which also have impact on a company’s organisationay

e  Communications: doss communication flow up the hierarchy as well as dovi
fikely to have their voices heard and have an influence on company decisio

¢ climate can shi
in industry legisiati

i could force the same company.
niloyee involvement. f

&  External Factors: government legislation and the
have in a company’s decision-making p
delegate more, while an econoss
layers and, therefor

veadership, whether autocratic, democratic or oth
e general working culture. Employees that are used to
sions may assume this in all areas of the business that apply ta

e (rganisation Size: small organisations are often quite informal when it com
management discuss the problem, decide on the change and then inform t
line. Larger businesses, on the other hand, are likely to use a formal process

employees. They are also required to consult with their staff in order to may

ey
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Methods of Employee Representation

dMethod of
employee
representation

Advantages

e ® 8 & 2

Examples are NUT {National Union of
Teachers) and MU (Musicians” Union)
Lobby for satisfactory rates of
Can secure appropriate w
Negotiate on tar,

fions

workers and to communicate their
members’ wishes to the employers

Staff
associations

Examples are Society of Radiographers and
Chartered Society of Physiotherapy;
represent worlkers but carry out only some
of the functions of a union

Provide a common voice for workers
increase participation and involvement

of staff
Sit on management polic
to make decisions, w b
Help to ¢

361700 what is needed

are the Police Federation and

Professional Football Association

Perform many similar tasks as unions

Responsibie for setting and maintaining
standards in their industry

Works councils

Legal requirement if the business is partof a
multinational company (MNC) that operates
in at least two European countries with at
feast 1,000 emplovees {at least 150
employees in two member states)

Right to representation by a works council
has been an EU directive since 1999
Ernployees in different member states have
the right to be informed and be consulted
about transnational issues via a works

Forums made up of employe
from selected areas of
representat

ployers
epresentative forums

Qistommittees made up of
agement, HR and staff representatives

from selected parts of the business

Meet up to discuss and raise issues that
affect, or are likely to affect, emplovees
Bridges the gap between management
and workers

as emp
3NSitig

A
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%2.6.5. Questions

Please write your answers on a seporote piece of poper or in on exercise book.

9.

10. Tomorrow’s Today Lid is a company that publishes daily newspapers and

Copy out and complete the following table, which explains three ways 1‘.haa"%f:E
employee involvement. :

Complete the table using the following terms:

*  Company Meetings
¢ Team Meetings
e Small Group

5 t Employee Involvement Type of Emp
vement gives senior members of staff
nce to explain business decisions to the
rest of the workforce. There is little discussion or
decision-making, but employees can raise issues
if they wish.

A select few employees are chosen to discuss an
issue and put forward a solution.

Regular meeting between employees on a
similar level. This is generally done on a daily
basis as a way to plan for the day-to-day
operations.

journalists and ed
n of Journalists (N

employs more than 650 staff, many of whom are seni
company’s staff is considering joining the Nation
and working conditions.

there are henefits to union repres
35¥s need only 1o speak to the union representa
& improving motivation {employees often feel more ss\
hterests). There are, however, downsides too.

Tomorrow's Today Ltd ur

business decis

{dentify and expiain two reasons why Tomorrow’s Today Ltd should be cof
the NUL
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286. Keywords

Centralisation:

Chain of command:

Decentralisation:

Delegation

Bismissal:
Hierarchy:
Redundancy:

Span of control:

This aften means that a few top-level managers retain :
responsibility for the whole business. All decisions wou
centrol office and then communicated to the business’s

This is the route in whic

NZiauthority are passs;f

5 the process of delegoting authority :
fower down the business’s chain of comman
alfowing the business’s various branches and outlets:
independent of head office. E

This is the process of transferring authority and powsr
an employee in a lower management layer. Note that g
downwards but responsibility cannot be. :

When an employee is removed from his/her position w{s::
The way in which a business is structured, such as flat,
This happens when an employee’s position no longer e

The amount of control that a manager has, £.g. a sales

three sales advisors and so the span of control is threel
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z.6. Answers

1. @ Businesses using ‘hard’ HR methods often view their staff as a cost. Such firn
possible in order to get a task done rather than investing in their developme

B, Students should show any of the following ways in which "hard” HR and soft’
e Soft HR looks to develop stoff rather than just us
«  Soft HR follows market changes to conti

em far a purpose
wigstaff in leading theiy
utput of a firm ‘

¢ Soft HR sees employees as oo
s Hard HR does not foc

1ent while soft HR sees this as a wa
company and

2. Studen
Jut Lt

s may include {but are not limited to}:

Employee Engagement: by increasing staff involvement in the processes of the con
improve levels of motivation and efficiency. Not only does Churn-It-Out Ltd benefi
processes throughout the company, emplovees are motivated to stay as there is ¢l
progression. It is also a much cheaper option than training as employees will still §
days or weeks in potentially expensive training. f

External Training: some staff will be motivated by this and, therefore, stay with the coi
will likely need to spend a lot on this training. In addition, some employees will stay w
the training and then leave once they become more valuable to other enployers. Muc
employees need could be done in house, e.g. as part of @ career-progression programs;
work out much cheaper than external training. !

2
Average pay per worker {per péx
Labour Cost per Unit = gery ?( - perp i
‘ Average num units per worker (i
Average P Total Pay
verage Number of Employees
) £1400 per day A
iverage Pay Per Worker = —eeemeesereeeeeie.
24 emplovees '
Average Pay Per Worker = £58.33 per duy {to 2 dg\*
b.
. Total Units per;
Average Number of Units per Worker = r——
Number of Emp
4 Number of Unit Worker = 1200 units pe
Average Number of Units per Worker = 54 Employo:
Average Number of Units per Worker = 56 units per§
c.
Average pay per worker (per pex
Labour Cost per Unit = : :
abour tost per tni Average number of units per worker {3 COPYRIGHT
£58.33 per worker per day PROTECTED

Labour Cost per Unit =
p 501

per worker per dat

Labour {os 2137 {to 2 dp)
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4. Students should show understanding that the lower a business’s labour cost per ui
profits. Since Happy Tuesdays Ltd charges £15.00 per notebook, the labour cost of;
of profit for the company {after expenses and taxes of course).

An issue may occur, however, with any staff members who learn the selling price o
demand niore pay from the company. In addition, £15.00 is expensive for o note
spend a lot on advertising and promotion in order to maintain the right reputat
its prices, and generate more sales, but then the labour cos unit would not b

5. 7 ‘centralised’ or ‘dec
g, Centralised: All business de ‘ude by a single group or person, v
company.
b Deca is delegated from the head office to emplovees fu
6. Student d identify two reasons for staying flat, such as {but not limited to}:

e With fewer lavers of management, there is less bureaucracy to contend with
process much quicker :

s (uicker decision-making also means the business can react more quickly to ¢
* A business owner may also wish to keep a Hghter grip on more aspects of the;
allows :

s The business’s employees can feel more motivated since communications aré:
the business and, therefore, the owner. :

*  With better communications, employees may feel more part of the team an
for the good of the business objectives.

7. Fillin Maslow’s "hierarchy of needs’ pyramid with the following ferms:
Self-actualisation needs / Safety and security needs / Physiological needs
Esteem needs / Love and belonging needs

Self-actualisation needs

Esteem needs

Love and Belonging needs

COPYRIGHT
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Safety and Security needs
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i

Students should explain af least one point for each factor.

Hygiene involves:

*  Security: making the workforce feel safe in their working environment

¢ Salary: employees require a fair salary in order to feel valued by the firm

s Relationships: manogement and peers must be able to communicate all aspe
-

*  Supervision: management needs to be aware of what

appening in the firng
work matters to the bigger picture :

Motivation involves:

Recognition: a motivated to feel valued by its employer

Description of Emplovee Involvement

This involvement gives senior members of staff the chance to explain business d
the rest of the workforce. There is little discussion or decision-making, but emp
roise issues if they wish.

A select few employees are chosen to discuss an issue and put forward a solutio

Regular meeting between emplovees on a similar level This is generally done o
basis as a way to plan for the day-to-day operations.

Example answers might include: A
s Wages: the company may need to make redundancies if wage demands are t;

«  Productivity: if industrial action is ever called, such as styikes or go-slows, the
severely affected.

¢ Reputation: disruption to the company
in loss of sales and, therefore, f¢

reate o very negative
the company to pay its work

*  Disruption: making o
the union.

‘e core business can be a slow proces:

5 urion does not have enosugh people enrolled {e.g. only
er, causing a more demotivated workforce.

pow
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