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INTRODUCTION

Welcome toPAD871 Public Personnel Management. This is a 2-credit
course  within the Master of Public Administration programme. It is a
core course and must be taken by all students wishing to complete their
MPA degree.

To be a successful student in distance learning you must be self-disciplined,
independent, and possess initiative. You should read it before you begin
your study.

This course contains 10 study units. Each unit has been designed to take
between 20 and 40 hours, so to complete the whole course you will need
about 160 hours. However, everybody studies at a different rate, so this is

just a general guide. Refer tothe section titled 'Course description'
details.

PADS871 builds on the personnel courses you did at the undergraduate level
and for the experience acquired in the handling of personnel function in the
places of work where you have been exposed. Here we teach the theory and
practice of personnel management especially as practiced in the Nigerian
Public context.

You will find that case studies play an important part in this course. The
practice exercise at the end of each unit takes the form of a case study in
which you can practise the skils you have learnt. Remember that
studies usually do not have right or wrong answers. The important thing is

to form and express opinions and support them with good arguments.

COURSE AIMS

PAD871 Aims at helping acquire more advanced theories of personnel
management to improve your understanding concepts and theories you have



known in the past. It also aims at placing whatever personnel functions you
have performed or are now performing in its proper theoretical context.

In general we want this coursetogive youa firmer grip of allthat the
essential elements of personnel management are in theory and practice.

COURSE OBJECTIVES

After completing this course, you should be able to:

=

Explain what public personnel management is, where it started and
how it has evolved to the stage it is now.

. Distinguish between the theories and practice of public personnel
management and how environment impacts on theories.

. Distinguish between the process of obtaining and that of maintaining
a satisfactory and a satisfied work force.

4. Acquire theories and techniques of applying them

5. Explain what each of the critical functions are

6. Apply in practice the critical functioning of personnel management

N

w

COURSE DESCRIPTION

PAD 871 - Public Personnel Management is a course that exposes students

to the theories of personnel management and applies them to the publ
sector. Where theories in the strict sense of the concept do not exist, the
course defines concepts, e.g. refinement, job specifications, compensation,

etc as they are available in personnel management literature and states how
those are applied in the Nigerian Public Sector.

The titles of the ten study units together with the amount of time you will
need to complete each one are as shown below:

UNIT 1 Origin, evolution, definition and place of personnel
management in organizations

UNIT 2 Planning the organization's human resources
UNIT 3 The classification of positions

UNIT 4 Recruitment policies and procedures

UNIT 5 Staff Selection Process

UNIT 6 Compensation



UNIT 7 Training and Development
UNIT 8 Motivation

UNIT 9 Employee Relations

UNIT 10 Separation

COURSE MATERIALS

- The course materials consist of the following:

- Ten study units

-An Assignment File containing three assignments Supplementary
Readings

- Course Timetable

STUDY UNITS

The 10 study units iRAD871 Contains two to four weeks' work. They
outline the objectives for each part, summarize key issues and ideas, provide,
commentary on the reading, link theoretical concepts to practical
observations and applications, and give directions for  study.
mlsorporate exercises related to the in-text readings. The practice exercises
for each unit reinforce issues and ideas and provide feedback. Like the tutor-
marked assignments, these exercises are designed to help you to achieve the
course objectives and require you to apply what you have learnt.

Along with the subject content, each unit includes specific objectives, tasks,
guestions, selfests, practice exercises, and a summary of

opoterésl. The units are:

ASSIGNMENT FILE

The Assignment File gives you details about your assignments - how many
marks each question is worth, approximately how much you should write and
when you should submit the assignment (the 'cut-off date’)

Note that your assignments should reach your tutor on or before the dateline.
No extension will be given.

TUTORIALS

To assist you in this course, your assigned tutor will conduct six tutorials.
Each tutorial will be two and a half hours long and will be held on a weekday



evening. You will be notified of the datedimes and locations
thtwéals, together with the name and telephoneberrof your tutor.

We strongly recommend that you attend the tutarigh® purpose is to assist
you in analyzing the case studies. The case studiesan important part of
your course because they help you to apply theeqms and theories you
have learnt to practical situations. Unless gan do this, your learning is
only half complete.

Tutorials are face-to-face sessions thatenajge to exchange ideas and
experiences and make contact with others. Thi# banefit you both as a

student and as a manager. You may be seriouslghdistaged if you do not

attend these sessions.

Note: The  function of these sessions isto complement you
Wsranug material, not to replace it in the formlexdtures. In this course, your
primary means of learning, through your course nealte

PREPARING FOR TUTORIALS

In order to benefit fully from a tutorial, you sHdwalso prepare your answer
to the assigned case study so that you can gatecmeaningfully in the
tutorial discussion. Time has been allowed in theys schedule for you to do
this.

TUTORS

Your tutor will:

1) Conduct the tutorials

2) Assess your assignments

3) Be available, at certain times, for consultagio

Your tutor is your first point of cact in NOUN. |If you nee

arfgrmation or have any problems, please spedimn or her before you
contact your course coordinator.

Your tutor is able to provide you with considemhbksistance. We urge you
to make use of this guidance.

Tutors are required to start tutorial sessiondroe.tIf a tutor fails to turn up

30 minutes after the scheduled starting timejestits may assume that the
session is cancelled and they should report the tcethe Course Coordinator
so that a make-up session can be arranged.



SELF-HELP STUDY GROUPS

You are advised to organize informal meetings betwenlleagues sheding
the same course. They are purely voluntary, bt éne a way for you and
your fellow students to help each other.

COURSE ASSESSMENT

The course is designed to help learnete move easily from tt
ehjenlives through the required readings,f-test, practice exercises and
assignments to a final examination. In assessentwill be expected to:
1. Demonstrate understanding of the concepts hgwe learned in the

course.
2. Integrate course concepts and knowledge witlh goun experience

and observations
3. Apply course concepts and your own knowledgeas®e problems.

Assignments and an examination are designed tgdesand facilitate your
progress. To complete the course successfullyayeuequired to pass both
the continuous assessment and the final examination

TMA EXTENSION POLICY
The assignment policy of the University should beayved. Applications for
extension of up to seven days should be submittéaet tutor. For extensions
of over seven days. students should note the follgw
1. Assignment extensions may be granted in extergiaircumstances,
which should be interpreted as circumstancesaitgat unexpected.
Work commitments and traveling are not rdgdr as extenuating
circumstances unless they are unexpected.
2. Supporting documents must be submitted alatigthve application

for extension of over sevendays to justify tlaim. Applications
without supporting documents will not be considered

3. Applications for extensions should be submitd#der before or on
the due date.

4. The decision to grant or refuse an extensionade by:
The Course Coordinator for extensions of up to &jisd

The Dean for extensions of over 21 days.



If the assignment is posted to the tutor, it isrsponsibility of the student to

check with his/her tutor that the aseignt has successfully arrive
Extension applications without supporting documemishe ground of postal

loss will not be accepted. The University cannateg@t any responsibility for
assignments that are not received by your tutortdypeoblems with the post.

As a precaution, you are advised to keep a copyath assignment you

submit and obtain a certificate of posting from plost office when you post

your assignment.

OVERALL PASS MARK

To pass the course, you must achieve at least A@PeiTMA as well
as in the final examination. Your penflance in these two
components determines your total score for the &vbourse.
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MODULE ONE

UNIT 1

ORIGIN, EVOLUTION AND DEFINITION OF PERSONNEL
MANAGEMENT IN ORGANIZATION.

Table of contents

1.0 Introduction

2.0 Objectives

3.0 Main contents

3.1 Origin of personnel management

3.2 Evolution of personnel management

3.3 Definition of personnel management
4.0 Conclusion

5.0 Summary

6.0 Tutor marked assignment

7.0 References and other resources

1.0 Introduction

Having gone through the course guide, you are by awware of what we

intend to cover in this course. This unit is tcaéish the foundation for it. In

it we give the origin, the evolutionand the  definition (
persagagient.

2.0 Objectives
By the end of this unit you should be able to:
* Define personnel management

* Identify its origin
e Trace its evolution over time

3.0 Main content
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3.1 Origin of personnel management

The origin of personnel management is the sameaa®t all managements.

At the beginning of management practice, everghwas done without the

niceties of the subdivisions we now have to@ay, public administration,

business management, financial management, pelsoanagement etc. Be

this as it may, we shall attempt to trace the ar@jimanagement including

personnel management and later isolate personmegeaent and trace its

evolution. Paul Mali, in his work - Management ldanok, says that "...the

process of getting things done through f®opand the various practice
which make it up have been around almost sinceldnan of time. He said,

next, that the art or sciences of planning@mdrol, materials scheduling

system, organizational hierarchy, were hehi the construction of the
pyramids in Egypt in the years 5.000 - 1,600 BC. Halso said that the
science of span of control is said to be the ineandf Moses' father-in-law,

Jethro, in the year 1491 BC. You will note here thiaen Paul Mali talks of
management as getting things done thropgople, which is what it i
personnel i.e people, plays a centreagest Therefore we can
personnel administration also dates as far batikeadawn of time.

3.2 The evolution of personnel management

Although there has always been a human side targlemanagement what
characterizes modern management and disshgsi it from its historical
antecedents, is the fact that the latter paie l#ttention to the human side

i.e., personnel management. Paul Mali notésat from the period of the
construction of the pyramids to the early yeartheflndustrial Revolution in

England, i.e. from 5,000 BC to the years 1,700,78% AD, the handling of

men at work was characterized by slavery and ssp®. In order to give

you avivid picture of the type of slavendaepression with which the
human side of enterprise was treated, let usacitestance of what happened

in England in even as late as the year 1799. 19 1ih@ lawmakers decreed

that any workman. who conspired with any eothworkman to extort an
increase of wages, or decrease in hours, wds lialthree months in jail.

Further, if any workman so much as attend a meetatigd for the purpose

of plotting such extortions, or if he urged anyatiwvorkman to attend such a

meeting, or if he gave aid to the family of anyrkery convicted for attending

such a meeting, .. then he was Ilikew liable to three mont
[Aaynard, Top Management Hand Book P.62).

Today. however, because of in civilization, bettlmws pertaining to trade

unions, the works of management scholarsuch as Dougl
KMao@begor, Maslow, etc, the human side of enisepr by which we mean
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personnel management has reached a stage far igsbowgin of slavery and
repression.

3.3 Definition and scope
Definition of personnel management

You will discover in the course of your programthat many concepts and

terms in the management sciences havghtlg varying definitions
depending upon who is defining them. Personnel gemant, which is our

concern here, takes place in differing environmentsilieu. For example,

we are here concerned with personnel manageméme jpublic sector, i.e. in

the environment of government organizations. Ya@umost probably aware

that personnel management also takes placethe private sector, i.e. in
organizations not owned by the government,tbey. Lever Brothers Plc.
makers of Omo washing powder, the CadbuNigeria Plc make
Bournvita, etc. Because we are aware of all th@seshall provide you a

number of definitons so that you canhoa@se anyone you want
depending upon the context or environment of y@eech or your writing.

One of such definitions which we have put togethadfter going through so

many texts is this:

Personnel Management is the process of obtangand maintaining a
satisfactory and a satisfied work force

Let us remind you at this point that rspenel management is
sparseng a semester of over fifteen weeks. Tdlmuivhole subject matter in

a box as small as this means that it has been essgunl to make it possible

for you to carry it with you in a small package.

In this package there are two distinct sub-packamgsely:- the process of
obtaining a satisfactory work force and the proacgsanaintaining a satisfied
work force.

Each of the sub-packages has many functions, winickhall be examining
one after another in subsequent units. For exartigyrocess of obtaining a
satisfactory work force contains the following suiocesses:- recruitment,
examination of those who have applied for jobsrwiewing them, offering
own acceptance of the jobs and assuming dutieis dbieg inducted into the
organization and placed on specific jobs in givections of the organization.
Much later in their lives in the organization thebeing sent for training for
better performance and bigger responsibilitiehedrganization, etc.
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The sub-package which we have identified as miaimniga satisfied work
force also has its own numerous functions e.gp#yenent of salaries and
wages as and when due, the provision of housesallowances in lieu of
houses, the case for their health, the puttingane of methods for their
advancement or promotion, motivation in ordergiiee the staff reason to
desire to love the work they do and to do more etc.

As you have seen that this first definition we védngiven here is "packed"

with many ideas and functions, so you will see thaeécond definition we

offer next is "packed". The following definiiavas proffered by a well-
respected personnel management theorist by nama Biwilippo, in his

popular and widely read book,', Personnel Managghiehich he has issued

now for at least the sixth time. This fididon is contained in th
Bidition issued in 1984. There he defined persomaiagement thus:

Personnel Management is the planning, oagizing, directing, and
controlling of the procurement, development, compesation, integration.
maintenance, and separation of human resae to the end tha
individual, organizational and societal objectivesare accomplished.

You will notice that this second definition is arflonger than the first. Here,
a number of functions which are performed or whjol will perform if you
find your-self in the position of a personnel magragare listed. Let us list and
describe them briefly, much briefer than did Fbpm order to show you
what they mean and why they are significant heodubject of personnel
management.

Planning According to Flippo, this means "...théedaination. in advance of
a persanel program that will contribute to a® established f
gigerprise”. What  this means is that, suasng you were
pesageel ina ministry, you will be requirdd map out and present the
personnel requirement of either a new qmojor an enlargement
aristing activity in advance of the project or therease in its performance.

Organizing - This, in the words of Flippo, entdils. designing
the structure of relationships among jobs, persipamel physical factors"

Directing Flippo say that the function of "diten" from which this action

word directing comes, ".... may be called by ottemes, such as 'motivation'
or ‘actuation' or ‘command'. He then leads ussuto up that it entails ".....

getting people to work willingly and effectively".

Controlling Again, to quote Flippo “controis the managerial functic
concerned with regulating activities in accordawg® personnel plan, which

14



in turn was formulated on the basis f oan analysis (
firgaaimetical goals”

Flippo refers to the four functions w@bo as “"managerial functic
personnel management”. The following sihe refers to as operati
functions of personnel management".

Procurement, Flippo calls this the “firsbperative function of personne
management "and that it is "...concerned with thiiaing of the proper kind

and number of personnel necessary to accompiganzation goals”. This,

as youwill notice. is similar to the subepage we classified under tt
process of obtaining a satisfactory work forcéhmfirst definition. As we

said there, Flippo says here, that procuremergalsdspecifically with such

subjects as the determination of humanoures requirements and the
recruitment, selection, and placement".

Development, Flippo says that "After personrtedve been obtained, they
must be to some degree developed. Developmenblaaswith the increase

of skill. through training that is necessary f@roper job performance. He

says further that "this is an activityf overy great importance a
wdihtinue to grow because of the changes in teoggothe realignment of

jobs, and the increasing complexity of the manadéask".

Integration, This is the words of Flippo, "isoncerned with the attempt to
effect a reasonable reconciliation of individualgistal, and organizational
interests".

Compensation This Flippo says is "...defined asathequate and equitable
remuneration of personnel for their contributiom®tganization objectives".

Maintenance You remember the sub-package weellésl as a process of
maintaining a satisfied work force in our firsffidgion? This is it. Flippo

says "if we have executedthe foregoing ctiams well, we now have
willing and able work force. He says "Maintenangs concerned with the
perpetuation of this state. Issues relatedeéathintenance of this state are

issues as communication with employees a@otcern about their healt
conditions".

Separation Finally, and according to Flippo, "i first function of personnel
management is to secure the employee, it is lotfiedlthe last should be the
separation and return to society". He says "mospleedo not die on the job.

The organiztion is responsible for meeting certainequirements of du
process in separation, as well as assuring lieatetired citizen is in good

shape.
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4.0 Conclusion

In this unit, we have seen that personnel managersienilar to all other

forms of management has been with us since hunsaori That it was used

in the building of the pyramids in Egypt and otkemilar ancient works. We

have seen that personnel management lkaslved from antecedents
periods of slavery and repression to the stagetaday. We have also seen

definitions of personnel management whictontain the functions anc
processes undertaken in it - some of obtaining .esoimaintaining.

5.0 Summary

This unit has covered the origin of personnel ngana@ent, its evolution and
has provided its definition. Two defioitis have been given
fbections, processes of personnel management resaredutlined.

6.0 Tutor marked assignment

|. State the origin of personnel managemeahd trace its evolution
listing the names of which authors did what atwhgous stages.

2. Define personnel management and list with magés.

3. Major functions of personnel management.

7.0 References and other resources

Flippo Edwin B (1984) Personnel Management (Skdlition) McGraw Hill
Book Company, New York

UNIT2
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1.0

2.0

Location of Personnel Management in Organizations

Table of Contents

1.0 Introduction
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4.0 Conclusion

5.0 Summary
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Introduction

Personnel functions, the performance of which ctuties personnel

management are all pervasive in the orgaoizathe supervisor and the
manager in any particular unit perform oneype or the other
fuesdons. The top executive does some of thems Thit is to "pin down"

where and what functions are performed and by whom

Objectives
By the end of this unit you should be able to:
* locate personnel management (functions) in tgarazation
edraw an organizational chart indicatinghe location of personnel

management
» define line and staff (concepts)

3.0 Main contents

3.1 What we mean by location®
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Personnel management as you have seen from efiméidn in unit lis a

process, in a function, and to talk of it as bdowated in an organization

may not be readily understood. What we meamigsponse to the usual
management question of what, where, who, wbn, Our discussion of
location here will attempt to answer eth question of where a
who. Where, in the concept of line and staff,pgrsonnel management
performed; who, of staff functionaries vis-a-lee functionaries, does what

aspect of personnel work, etc.In order to makeetlesies clear to you, we

have to examine fully. the concept of line andfstaf

3.1.1 Line and staff Line and staff is a concepiciinas its origin in the army. In
the days when most of warfare was done by the infane. soldiers on foot,
opposing forces faced each other with a dividing bbetween them. All the
troops engaged in battle on either side of thedireline personnel. Because
they have to be onthe line fighting, certainest personnel, e.g. medical
personnel, transport personnel, accounts persosticaiust be available to
take care fo medical, transportation and financialeeds. These othe
personnel's are staff personnel.

Putting this concept in the realm of personnel mganaent outside the army,

a public personnel scholar, O.Glenn Stahl (196@)sa"... according [to the

line and staff concept], the functions for whicle thrganization was created -
carrying the mail, putting out fires, running a rtennstitution - are the line
functions, and those existing as the tesfl creating the organization
personnel management, financial control, supplyices are "staff".

Making the distinction clearer, O. Glenn Stali saysher: "It follows from
this construct that the functions are paramountthatithe staff must serve

the line. Staff is therefore advisory and showt aontrol, while line is the
‘doing'’ side of the operation and should not Ibdbited but only helped by

the staff activity".

We shall give yet another example so that thisephwhich is often grossly
misunderstood becomes clear to you. Thaisunderstanding is mc
practice and among staff functionaries whssuane superiority over line
functionaries.

You are familiar with the university system. A waisity's main function is

teaching students. Here, the line personnel, thede® are engaged in the
"doing" side of university function are the le@ts. Those who exist as a

result of creating the university, i.e;the registry personnel, 1
flerapnnel, the bursary personnel, the teemn personnel, the medical
personnel, etc, are "staff functionariesd aare advisory and should not
control.
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It is by now clear that according to theslinand staff concept, personnel
management is a "staff’ and not a "line" function.Glenn Stahl states this

clearly when he says:” Hence the only test forgrmpriety and adequacy of

the personnel functionas one of the stdiities, would be its degree of
support and service to the original functions @& ¢tinganization”. This is why

he says, "It is common place to hedlne assertion that person
administration is not an end in itself'.

We want at this juncture to caution that you domgta hard and fast rule

around the division between line and staff. Alsat tyou do not because of

what we have said above, look down on staff @arsgnnel functions - O.
Glenn Stahl puts this caution this way: "....ifnst] wise to insist that by
definition, a  staff duty is subservient o t a line duty. Many
persipieel must be maintained even if itintegle at the moment with the
desires of a particular line official ---- presurhabecause the personnel goal

is serving a larger and longer range of govemirthanis the immediate
success of the activity supervised by that official

The enormity and importance of personnel agament especially in its
ensuring the application of uniform policies, bBawvnade it more important

that most individual line functions. Cdamling his discussion on i
concept, O. Glenn Stahl states: "The managemerf2,600,000 persons who
constitute [at that time] the federal, state k@l civilian bureaucracy in

America is a mostsignificant government fimtlt has indeed become
almost an end in itself, ranking close in impor&te the national defense.

the management of communication and transponigii@ conservation of
resources, the conduct of public educatiamd the direction off foreign
affairs....".

3.2 Organizational Location of the personnel unit

By now you must have noticed that personnel funstioare pervasive in the
organization. This has to be so because thereaspart of the organization
that does not have personnel.

Wherever a  pebn IS, he has  all issues that deserv the
pesaivrel nedinagement. For example, he is paidtfier work he does, he is

attended to when ill. he is given leave when dige, tvork is supervised and

assessed etc.

Despite its ubiquity however, there are taniin which certain personne
functions are performed. In order to make thisésslear to you; we shall be

using the Nigeria civil service as a case studynyiarganizations have their
personnel management functions carried out inumits. The first unit is
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what O. Glenn Stahl refers to as the “"central persbAgency”. The second
is the "Operation Personnel Office". We shall stath the central personnel
Agency.

3.2.1 The Central Personnel Agency

As you can see from the name, the Central Persdwgezicy is one that has
responsibility for organization wide function. Imet Nigerian government and

gquite a number of other environments, e.g. theddrState of America, it is

known as the Civil Service Commission. Itfunctions, especially in the
U.S.A, have been a product of evolution. As stie®. Glenn Stahl, "under

the impetus of the civil service reform awe which broke in tf
@880al personnel agencies were created inederl Government and in
several state and municipal jurisdictions, with phienary aim of freeing the

public servant from allegiance to and dependenoa tipe politician”. This

means that before civil service commission weral#shed, the method of

becoming a civil servant and remaining so was lgdtheough the political

spoils system. Initially, therefore, thecivil service commission were
designed, in the work of Stahl, "as 'politics ehatiors' * and little more”.

It is because it was originally introducems “politics eliminator” that it
composition (i.e.. the number and kinds of pe@plpointed a civil service
commissions) is, in the U.S.A., be 'partisan. There law provides for three
commissioner, not more than two of whom may benbers of the same
political party. In order to further play down thae of partisan politics, stahl

says ".....in order to prevent the executive whetha appointing power from

‘packing’ the commission, it is usually providedtthcommission members

shall serve years each, one being named everydas".

Fig 1.1

Organization chart of a governmental set-up shaeing location of civil
service commission vis-a-vis other units.
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Chief executive
President/governor

Civil service
commission
\/
Head of service
Ministry of ministty Ministry of Ministry of youth &| Ministry of education
Finance of yoksman affairs - sport

The nextissue you need to know about the dgmérsonnel agency is its
relative isolation. As you can see in Fig 1.1 theation of the civil service

commission is isolated from the other units of goweent. The disadvantage
of this is as aptly stated by Stahl as follows:

"The ....serious charge to be brought against si@litype of commission is

that it both is andis not part of themamistrative machinery. Sofar as
prescribed functions are concerned, it is, in iecpcal operations, it often is

not". In the Nigerian context, the fact that th&iCservice Commission is

far from the operating ministries has led to aotigproblems.

Problems of the Nigerian Civil Service Commission

The Udoji Commission has an impressive cataloguehait one might call
structural problems of the Civil Service CommnuossiOne of such problems
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is that of isolation of the Civil ServiceCommission from the operatin
Ministries/Departments.

Quite a number of people are of the opinion tperating units should be
given power of hiring, motivating, and firing, avethe staff who work for
them, in the same way as itis done inthe gbeisector. One thing such
"thinkers" are oblivious of is the fact that in theblic service, most, if not all
the top executives are, and perhaps have to bisgrarAnd being partisan,
given the power to hire and fire, ithe partisanship will influenc
pesformance of such functions. Indeed, elimimabbpolitics is the raison
d'etre of the Civil Service Commission amdll always remain the most
plausible reason for retaining it, and as an extnaisterial outfit.

Another problem is that of "sheer volume of workt its hands and the size

and calibie of its membership. Over thgears the Civil Servic
hmveased in size and complexity which increases @t been matched by
corresponding increases in size and expertise thef members of the Civil

Service Commissions. There is need to increassizkeof the Commission

from the traditional three permanent members tQ paghaps twice as large,

and one with members representing variopsofessional and political
interests.

However, these structural problems are less obhlem than the procedural
and behavioral problems of the Commission whicimaloreadily meet the
eyes of an onlooker but only those of an interepteticipant observer. One
such problem is that of its custody and use ofe @n its most important tool
for staff promotion and discipline - the perf@mee evaluation report. The
procedure for completion and submission of theperts was such that it left

a lot of room for fraudulent practices. The consma had, for example, no

way of knowing the names and ascertaining tipeatures of the officers
responsible for completing and countersignitige reports in the various
Ministries. Under such a situation, an officer Icoget any "friendly" senior

officer to complete the form on him and get it suthed to the Commission.

The malpractice was made easier to perpetrateebfrequent and constant
movements of staff from Ministry to Ministry anaus frequent changes in

superior and subordinate officers in the Minigtrie

Another problem connected with the evaluation repowas the use of three
consecutive years' reports for consideration fsomotion or punishment.
Again, perhaps due to the large number of thesart®pnd the inadequacies

of storage facilities as well as lack of knowledge C
ptocaghiretrjid¢hal incidence of missing reporterewife. And when reports
were missing, substitutes had to be written inaag@and, of course, even

where they were written by the same officers, theye certain not to contain
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the same "facts" as the lost ones. Invariably, vawnehe officers who wrote

the original ones would not be available to wtite substitutes and so they
would have to be written by officers under whothe officer reported or
never worked at the material time, and this occeidfake reports.

A third problem with respect to these reports & tlwith the connivance of

clerical staff, officers who have adverse repoadisld retrieve them from the
Civil Service Commission and replace them with faMxbe ones which they
get written for them by "“friendly” top officers.

What all these problems aside was also the tanlgvhich the Commission

used to assess officers for promotion and or diseipvas subject to "fakery"

in very many ways. The consequences @fis could have be
tivancement of those who least deserved it anfailliee to sanction those
who deserved sanction. Itis not possible tosss#e magnitude of such
malpractice but when this is added to the falsiitzaof performance rating
which arises as a result of fear or favor, or latknow-how in the appraisal
of staff, one might be correct to ibtite much of the mediocr
anadficiency in the Civil Service to these phenoraen

The Ministry of Establishment

In  Nigeria, the role of the Civii Se&me Commission in personne
management is limited to employment, promotion @isdipline. All other
personnel functions e.g., determination of condgiof service, formulation
and review of the Civil Service Rules.deter mination  of st
streregibaposition classification and wage admiatgin, staff training, and
development, etc.,, are not its concerbut those of the Minist

gtablishment or the Establishment Division thfe Office of the Head of
Service (where it is not a Ministry).

The existence of two separate bodies handling et f job by a corporate

entity constitutes a problem. What this meanbas the body which is in

charge of determining what vacancies there shiogjer that there are, and

which body knows the urgency with which has thevkieolge of the training

needs of the Service (as is supposed tabetained in the performance
evaluation report). It also means that the persba trains is to play in the
promotion of officers particularly in the seniod(ainistrative) positions.

For a given cadre  of  staff, i.e., dho controlled by t
MetadilisiDigision, e.g., executive officers,e@etarial staff, senior clerical
staff, etc., the body which interviews aramploys, and thus knows th
strengths and weaknesses, the likes and dislikespfenew entrants, is not
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the body to place them on jobs. No wonder we lsaveany square pegs in

round holes.

If the example of the USA is worth going bjter it had tried the Civil
Service Commission with the limited functions @mployment, promotion

and discipline, it later rationalized amutofessionalized its Civil Service
Commission, giving it expanded functions whichcbver(ed) recruitment,
examination, job evaluation, training, and tleministration of personnel
investigations and retirement and issuance systems"

3.2.2 The Office of the Permanent Secretary as a Personnel Office

The

Operating Personnel Office

This is the third arm of the tripartite arrangemewhich handles personnel
matters. The personnel function of the Office afle Permanent Secretary in
charge of a Ministry consist of the following:

Each Ministr y has the delegated responsibility femployment, promotion

and discipline of all its junior staff, i.e., stafon Grade Level 01-06. Each
Permanent Secretary also had the responsibiltggort on all senior staff in

is  Ministry to the Civil Service Commigs and to liaise betwe
M#istry and the establishment MinistryDivision on staff matters,
particularly on staff welfare.

With regards to junior staff, the Secretary for Adisiration and Finance in

each Ministry as well as the Staff Offiger play a leading role i
gmeployment, promotion and discipline. Thgbu the aid of the DAC
(Departmental Appointments Committee) they sulsetbmmendations on

any of these functions to the Permanent Secretainydcessary action.

The problem with this ministerial, in-tegu arrangement was that,
employment matters, it hardly pays heed to meniggples. In the first place,

the existence of vacant positions are hardhipubd (not to use the term
advertised). The best it does when it needs tase&v staff is to shortlist

candidates for interview from its usualljpourgeoning file containing
unsolicited applications.

In the second place, those who get to recelstters of invitation to the
employment interviews are mainly relatives and leasgn as well as house

boys of top officials of government. Notes sash'We spoke. Bearer is my

in- law's daughter. Please absorb as store-keepeate the stock-in-trade of
Ministries shortly after the budget had been appd and Ministries given

the go-ahead to recruit.
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Another problem with the in-house personnel efiethatit is invariably

staffed with non-personnel experts. The Secretafi@s Administration and

Finance who are put in charge of the iMig's personnel functions &
generalist administrative officers who, neithey ttaining nor by experience

on the job, can be said to possess any expertergonnel administration,

the staff officers with little, if any, passidor staff. Most of the negative

attitude to work and to the public which charaaethe lower echelon of the

Civil Service is perhaps attributable to the latpmfessionalism with which

the in house personnel functions are handled.

4.0 Conclusion

This unit has discussed personnel management icotitext of where it is

performed in organizations. In the distimct between line and st
arganizational concepts, personnel managementgeloto the line side of

the "divide". However, because personnel functiare all pervasive, they

are performed by both staff and line managers apdrsisors.

5.0 Sum mary

This unit has covered the concepts ofine and staff, locate
pwasagasient mainly as a staff function.

It has provided an organization chart depictirg thposition of the central
personnel agency which in our context here aretiitkh-,as the civil service
commission. You have also seen the other armsgainization particularly if
the public sector, that perform personnel fumgjce.g. the Establishment
Ministr y or Office, and finally, the operating gennel office are located in
each ministry.

6.0 Tutor marked assignm ent

Q.1 Explain the concept of line and staff?Why isnat possible to locate
personnel management in the staff side of the ddivwholly?

7.0 References and other resources

Shah], Glenn O. (1962) Public Personnel Mistration, (Fifth Edition)
Harper & Row Publishers, New York. )
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1.0 Introduction:
Manpower planningis atthe root of the proadssobtaining a satisfactory
work force for an organization. The planning we @vacerned with here is a
method for determining the manpower requirementmiorganization and
developing action plans for meeting them.

2.0 Objectives:

By the end of this unit, you should be able to:

- Define human resource planning

- List all the processes involved in human reseunl@anning
- Explain how each process is carried out

3.0 Main contents\

3.1 Human Resource Planning

3.1.1 Definition
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As we said and did inunit 2, the definitionf ¢his term, you will notice
differs slightly from author to author and we lkh@ive a number of them.
Before we begin the definition of human resoureaping, let us state that

we shall be using this term interchangeably witmpzaver planning.

Also, as we did in unit 2, let us start our defontfrom the one we are most

familiar with. We wrote a chapter in a book titldéw Trends in Personnel
Management”. A book of Readings edited by Profesédi D. Yahaya and

Dr. Caleb 1. Akinyele in 1992. There, welefined manpower planning,
qguoting Professor Eric Vetter as the:

"process by which a firm ensures that it has the ght numbers and kinds
of people, in the right place, at the right tine, doing the right things for
which they are economically most useful.”

We noted and will want you to note that manpowanping is essentially a

method for determining future manpower requirerm@md developing action

plans for meeting them. Three processesre involved in th
fuaroiyn- Manpower inventory, manpower forecast a@anpower plans. We

shall take you through what all these mean later.

G. A. Cole, in his book Personnel Management tlyesond practice (1997)
defines Human Resources Planning at the glossdryManagement terms
pages as:

"A technique aim ed at securing and improving an oganization's human
resources to meet present and future needs, threeipcipal stages can be
distinguished: evaluation of existing resaues, forecast of future
requirements and, finally, action plan.

3.1.2 Manpower Inventory

In  our paper referred tcearlier, we said of manpower inventory
tonsisted

of "... Data which describe the present work farcboth quantitative and

qualitative terms. Citing an example of what theuld look like in practice

and which we do how now to make inore real to you f
gaderstafding, we said: "What is requiredor example, a Minist
Bducation, having a complete and comprehensivelstiabf all teachers, all

their qualifications, their performances and patdst and where deployed".

Making a more detailed analysis of this conc€pf. Cole, who raises the

following questions:, typical questions thamanagers need to ask wl
assessing the state of their internal labor maketis follows:
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Job Categories:- What categories of staff do we have? (€
pragresrgorkers etc.)

Num bers:- How many people do we have in each catey?
Skills:- What skills are available amongst existinggmployees?

Perform ance:- What levels of perfor mance are wgetting from our various
categories of employees?

Flexibility:- How easy is it to transfer employees between jgb Are
individual skills transferable? What about tradéurnviews on this point?

Promotability:- How many of our employees are reag for promotion
Into more demanding roles? What training coulddzesonably provided to
assist promotion?

Age Prof iles- Do we have any age related problems due
pabaegitexperienced and inexperienced staff?

Sex-distribution  Have we an appropriate balance between the sexgiven
the requirements of our business?

Minority  groups:- Are minority ~ groups  properly  represented in
therkforce?

Leavers:- What is our labor turn--over w&ate by staff category
and/departments? How many people are due r&tirement? Are any
redundancies likely? How many people left foeasons of dissatisfaction?

Are any trends noticeable?
G. A. C ole concludes by saying that: "Answersth®above questions can

provide a reliable picture of the state of theamigation's own labor force.
The resulting information can be matched with tamend forecast for labor

in the various categories identified by the manag®m

3.1.3 Forecast of future manpower requirements:

Again to make reference tothe contributiore made to the book “New
Trends in Personnel Management”. In that papeitalked on manpower
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forecast thus: "This is dated on the manpower reduat specific times in the
future, described either in gross numbers orspigcific categories such as
skill, educational level and experience".

Discussing this subject, Edwin B. Flippo, in hisrwthat we have earlier

talked about said: "The forecasting of human resssirequirements is often
subdivided into longer range and short rangeedasts. The latter type is
almost unavoidable in most firms, but a syrvof 589 members
thmerican society of Personnel Administration rdeddhat only 32 percent

reported any long-range planning of humamsources needs in the
organizations". We shall at this point, state wi@gs into both short-range

and long-range human resources forecasting

Short-range hum an resources forecasting

Putin our own words for you to understanddreflippo cites as a first

factor for human resources forecasting, the §pecrolume of work for the

coming year. Thus, the forecast of manpower reguént should be related

to "....plans... made concerning the amount of vibgk each segment of the

firm is expected to accomplish during some comiegqu”. Flippo says that

"Various techniques can be used in making a sbort projection of both

the amount of work to be done and the number edgnnel necessary to do

it. "He gives the following as some of them. Tinegiss analysis - this can be

used to identify trends in the past. Computingariaus ratios, e.g. number

of sales per sonnet in relation to e thlevel of sales, or t

teleffhemnesf in  relation to the number of stemer service representative
This done, the number of new sales persdoria added can be

derived from the projected increase in sales, asguthat everything else

remains unchanged.

Discussing this same issue, G. A. Cole sa{sstimating the numbers of
people required is usually undertaken in one oorem..ways". One of the

ways he discussed is ".....Exercising managgrilgment”. About this he

said: "In a typical work organization, ..the singlest important element in
forecasting personnel requirements is managedgment".

The way this is done is ‘individual ragers, in the light of (
Wngiwledge of events and (b) personnel in thewn areas of responsibility,
draw up their own estimates of their requirements".

Other methods which he discussed are the usstafistical techniques and

another. the application of Work studyechniques such as "Work
Management, Method Study and O M (organizationraethod) which can
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be helpful in identifying the numbers of peoplguiged to achieve certain
tasks.

Long-range hum an resources forecasting

The factors that you will have to note which ughces long-range human
resources forecasting as given by Flippo, aree diiganization's long-range

plans - This relates to the human ousses (in future) to whe
tirganization has decided to do at a given timeifaré . A company which

deals in a certain product now and which has @dria change to another

product line, makes a human resources forecasish in consonance with

such a decision.

Other factors are demographic, economic, techmmbgnd social in nature.

Out of these, the one that is of i concern is probal
thabnology. Cole says: "Advances in technology rdefaite effects on the

nature and mixture of jobs available. Foraraple, advances in computer
technology resulted in a decrease inthe numbar book-keepers, and an
increase in the number of computer programmes usheof robots will have

similar effects on human resources forecastinde €mtes that "General

Electric has plans for replacing nearlyonehalf of its 37,00
asskatblwith "steel collared workers" as an exangblewhat increase in the

use of robots might be doing to humans at wioflature. Resistance by
organized labor may be the only solution to masssptacement of men by

robots. Such resistance has so far been minimalisedhe jobs being taken

so far by robots relieve men of work that is hamas] dirty, or monotonous,

such as loading, presses or spraying paint in sedfareas.

Level. Clerical/Messengerial Class:- consistinglbfevels of clerks, typist,
messengers etc.

As has been pointed out, in any enterprises, largesmall, private or public,

one of the most important branches ohanagement s personnel
administration. The function of selectionyomotion, maintaining morale

and efficiency dismissal and the like, in which tdeenmission ordinarily has

some share, are part and parcel ofs thadministration. But wh
fuestons are carried on by a kind of extra-adntratsve agency which is all

too frequently looked on askance by departments)ealiation arises that

runs counter to the principles of sound management.

A last point we shall discuss here is the calib&r people appointed to serve
in the civil service commission as commissioner.
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Under what he classified as "Amateur Qualitytatfbsays, "Not only is the

civil service commission semi-isolated agencgcated outside the regular
administrative  hierarchy, but also frequentlys members know little o
nothing about employment procedures”. Citing th® ekperience of many

years ago he said, "perhaps no other field hadeh®cratic dogma of the

amateur in administration been carried so far aitld eésastrous results as in

that of personnel. Farmers, lawyers, housewivdga@urnalists as well as
professional politicians characterize the genof occupations from which
commissions are drawn". Stahl ends up his sectioroateurs Quality by

noting that "Not all amateurs, howevehave been failures at civ
commission posts. Witness for example, the militaatiership given to the

Federal Civil Service Commission in its early daysTheodore Roosevelt".

The Nigerian Situation

The arrangement for personnel management in thiicmector in Nigeria
has a lot of similarities withthe theory dabatof the U.S case discussed

above. However, you will notice quite a lot of sglmilarities as we present
the Nigeria case below.

We do have a civil service commission at both thederal and the State

levels in Nigeria. Their functions are howevemitar to those of the U.S, at

its initial stages, i.e limited to only recruigmt, promotion and discipline.

Also unlike the civil service commission in the LASnho law prescribes that

its membership should be bipartisan and no effisrt made to make it so.
Because its function is limited to recrwm, promotion and discipline,
another central personnel agency performs the rengapersonnel functions

of examining, job evaluation, training, recruitrheamd such other issues as
determination of conditions of service, formuatiand review of the civil

service rules, deter mination of staff mawical strength, position
classification, salary and wages administratioa, €his other agency is the

unit known as Establishment and management Selateers which may be

a ministry or a unit in the office of the Head @frice. It is this unit,

which is  responsible for policies relatedo these issues, and it
antbrces standards related to them.

That two different bodies undertake aorporate function-personnel
management, causes some problems inthe Bigeaise. For instance, the
body that determines the stal3strengthd amherefore the vacancies,
different from the body which recruits. This caadego inadequate attention

being paid to recruitments since the e onwhich recruits may r
befficiently sensitive to needs and urgency.

In addition to these two central personnelgencies, there are opera
personnel offices at the level of each ministrextra-ministerial department.
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An extra-ministerial department is a departmentctviis independent of a
ministry although not up tothe magnitude af ministry. Atthe level of
ministries, the personnel office is managed bydmiaistrative officer who
occupies the office of Administration and FinanapBrtment. He is assisted

in his personnel functions by a "staff officer"staff officer is an executive
officer cadre who is posted to the ministry by dstablishment and service
matters unit.

They both handle the personnel management funabbnthe ministry under
the supervision of the Chief administrative officire personnel secretary.

In the main, the personnel function at tbperating level is a delegate
function by the civil service commission. Thesandtions are recruitment,

promotion and discipline of the junior staff of thmenistry i.e., staff on salary

Grade Level 01-06. For the purpose ofséhefunctions, the civil service
commission provides that a Departmental Appointsie@ommittee (DAC)

be set up to assist in its perfornresnc The office of tf
Bdetmistratbn  and finance is the seaiata of the DAC, whose
recommendations of staff recruitment, promotiod discipline are made to

the permanent secretary.

In  conclusion with  senior staff of theministr y, the permane
peci@tany the personnel function of completing trd/arding their annual
performance reports to the civil service mattevésthn on staff welfare.

4.0 Conclusion

In this unit you have seen the thoughts that go tiéé¢ determination of the
basis of the number and caliber of the staff ¢hmganizations "hire" for their
work. You have also seen what happens in the Nigesituation in particular
- the roles of the civil service commission, tiséablishments ministry, etc.
The roles are meant to complement but sometimgsatteecontradictory and
conflicting.

5.0 Sum mary
This unit has examined the concept &luman resource planning
organizations. It has dealt with the concepts oanpower planning, which
comes after aninventory of resources and baged which a forecast of
future need is made.

6.0 Tutor Marked Assignm ent
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Q.1 What effects do any two of the llolwing factors have in a
organization's human resource profile:- ,agseex, promotability, minority
groups - relate your answer to the Nigerian situmati

7.0 References and other resources
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RECRUITMENT AND RECRUITMENT POLICIES
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1.0 Introduction

This unit focuses on one of the moscrucial activities ¢
pexsageeient - recruitment. As you will sag,is a fairly misunderstood
concept by personnel management practitfone Also as you Wi
beeause it is the beginning of the psses of procuring staff

tirganization, it is very important andieserves maximum tafbtion of
personnel specialists in organizations.

2.0 Objectives

By the end of this unit you should be able to:
define recruitment expertly

« distinguish the concept of recruitment in the nteat of its theory from the
context of its practice

« identify all the "markets" open to an organiaatfor recruitment purposes
and their limitations

« identify and explain the various tools used ia tbcruitment process

3.0 Main content
3.1 Definition of recruitment

Ibrahim Omale, in his paper which is containedhapter 4 of a book of
readings edited by Professor Ali D. Yahaya and Ble@ I. Akinyele (1992)
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talks about recruitment fairly differently from hqwactitioners of personnel
management talk. He said, in defining recruitmbat:t

In its conceptual and restricted sense, however, recruitment s
tacess which starts from getting an applicant inteested enough in a job
and in a particular organization to write an application, and the process
stops when his application has been received in tloeeganization.

Omale continued the definition of reament by adding that "Thu:
recruitment is the salesmanship which organizatamfor themselves and
the various jobs they have for filling".

This definition of recruitment is contained in witatA Cole, in his book on
Personnel Management: Theory and Practice says sdaguitment. He said,

"The principal purpose of recruitment acti\gtieis to attract sufficient and
suitable potential employees to apply for vacasciin the organization”. He
thereafter distinguished this process from thg mext step to recruitment

i.e. selection, by saying, "The principal pumpo®f selection activities, by
comparison, is to identify the most suitable aggoits and persuade them to
accept a position in the organization®.

O. Glenn Stahl sums it all up when he says: "Tha gb recruiting activities
is the production of an adequate numbef qualified applicants ft
employment. Recruitment ends with an application.

We shall conclude this issue of definition by gryiyou what Omale says in
contrasting it with what happens in the NigeriamlRuservice. He said:

The civil service hardly sees recruitment in its proper
perseettide. In  the civil service; recreiment is tantamount to

em ploym ent, i.e. all that it takes to get an agjgant interested in a job in

the organization, through examining or interviewinghim, to issuing him

a letter of appointment.

The misunderstanding of the concept of recruitmetite civil service might
be one of the reasons why the recruitment prosasstigiven the attention it
deserves.

3.1.1 The field of recruitment

O. Glenn Stahl, inhis book Public Personnetiministration (1962) talks
about the field of recruitment in the public seadsr'The area open to public
recruiting agencies". An organization desires &ate a market from where
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to recruit staff, takes steps to "sell" itself pwiential employees only when
people are not willing to take up appointment witith

Depending upon people's perception of an orgdéinizor a service, such
organization or service may find it difficult totietct potential employees. In

the U.S.A at one point intime, according @. Glenn Stahl, ".... public
service recruiting was a shadow, Business was d,gmvernment an evil. It

was to business that social prestige attachedadttirere that your people of
ability naturally looked for a career".

Those of you in your 50s now will remember timathe middle 60s to the

middle 70s. government was the first choice of eyplent for your people

of ability. This situation contrasts very ghig to today's scenario where
university graduates with 2nd class andbove degrees do not
gegernment offices for employment. Theifirst choices are the oll
companies, the banks, and other business holisiss leaves government
choosing employees from 3rd class degrdelders and drop ol
ahiversities. It is this type of situatiothat ~makes recruitment
twractadn in personnel management.

So, what are the areas open to public recruitirneigs and what are their
limitations?

(a) The Schools;

Schools are he largest markets from which the public asell as
private agencies Main their work force. You are @enaf the various

Bevels - primary, secondary (mad up of sdaoy grammar and
secondary technical schools) and the tertiaryl lat/&hich we have
universities, polytechnics and colleges of ocadion where primary

and secondary school teachers are prepared.

Availability of potential employees in the schogstem thus depends

on their areas of emphasis. If, for example, thetesy closes down its
colleges of education, as it did its Grade Two lteac training schools

a few years ago, the availability of potential eoygles as teachers is
affected.

(b) Citizenship;
Ordinarily, potential employees in the pablisector service of

country is limited to its citizens. The area opeiptblic agencies for
recruitment is the generality of its citighdip, although limitation
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relating to place of origin and age does itlinthe size of potential
employees.

(c) Place of origin;

It is usual, in order to prevent "monopoly" obbg by only particular

sector of society to require that jobs be spré&addo this requires
representation by all areas concerned and thexedoen if the best

potential employee comes from a given place,tifs not the turn of

the place, or if the place has extals its share, ftf
haitaion a on it. Perhaps you are awareof the  Nigeria
Eleaeretier principle and the quota system. Thishiatwhey refer to. It

may interest you to know that this type of pract&aot peculiar to

Nigeria. Glenn Stahl says that the facattH... the apportionment
provisions of the federal civil service law, (uggs) distribution of
appointments in proportion to state popufdtio is an operation of
restriction on the basis of residence (or plackirti).

(d) Age limits;

Although  the entire citizenry of Nigeriaprovides the mark
fntential employees, not ever y Nigerian is empbbg@n the basis of

age limits. Currently no one below the age of 1§ i@ employed in
government. Also, no one above 50 years may keEngaenure job

in the civil service. Tenure jobis a conceptshall be discussing

later in this course.

The other factors that affect, by limiting the ngtment market, are

preferences given to certain groups in jobs. é(WihS.A. vetrans are

given preference in certain jobs. Also, etme in the past se
barriers existed to preclude females from job® fidmoval of such

barriers has broadened the market.

Exercise 1.1. Give and explain a comprehensifiaitien of recruitment.

List out all the areas of recruitment open to alipudgency and discuss three
of them stating their limitations.

3.2 The Methods of recruitment

The traditional methods of recruitment are adventisnts in newspapers. the
pasting of notices on bulletin boards of publiddings and other centers of
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congregation. and circulating information to indiwals, organizations, and
institutions that might be expected to be in towdth suitable applicants.

On the basis of the importance attached to tisgnnel function, O. Glen
Stahl gives a list of what he terms "more entsipg” recruitment methods
as follows:

Exercise 1.2. Q. Glenn Stahl has given youlist of recruiting methods
above. choose 7 of them and explain what theynraed how you apply
them in Nigerian organizations.

3.3 Recruitment policies
In the words of G. A. Cole,a recruitment policy ".....represe
tii@anization's Code of conduct in this area ofvagti. He then gives an
example of a typical policy statement for recr@tmnas, "in the recruitment
activities" the organization will:

(1) advertise all vacancies

(2) reply to every job applicant with the minimurindelay

(3) aim to inform potential recruits in good fadbout the basic details
and job conditions of every job advertised

(4) aim to process all applications with efficieranyd courtesy

(5) seek candidates on the basis of theialifiqzation for the vacancy
concerned

(6) aim to ensure that every person invited feenview will be given a

fair and thorough hearing.

The organization will not;

(1) discriminate unfairly against potential apphts on grounds of sex,
race, religion or physical disability.
(2) Discriminate unfairly against applicants witlkeraminal record
(3) Knowingly make any false or exaggerated claimnsits recruitment
literature or job advertisements.

Iltem number 2 (immediately above) making refereiagriminal records in
respect of pardoned criminals.

You will notice and likely be amazedat the details the literatt
ggcruitment has gone to extol this function. It baen given such recognition

for reason that organizations realize that firgt staff are a critical asset and

that first rate applicants are difficult to atr&ven in times of high rate of
unemployment.
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4.0 Conclusion

Recruitment is critical and one of the first stepthe personnel management
functions of an organization. Once the need fdf ks been established via

the process of the study of the human resource organization, recruitment

functions come next. However as you ehavseen in this ul
bewaitseent  entails salesmanship of  the rgawization in the jc
rearkétnent  which  entails such salesmanshis an ongoing thing
fifganization.

5.0 Sum mary

Unit 4 has taken you from the definition of recnugnt through the methods
employed in carrying it out to the policies an argation should have in
order to have a good image in the job mark arzkta respected employer.

6.0 Tutor marked assignm ent

(1) Inyour own words, give and then defend thienden of recruitment
(2) Using the recruitment policies givenn this unit, assess the
performance of any organization you know n ahe  basis ¢
frdiies.
7.0 References and other resources

- Cole, G.A (1997) Personnel Managementhedry and Practice,
(ELST) Letts Educational, London

- Omale, 1(1992) "Past practices in Persbhiamagement in the
Nigerian Civil Service: Issues and ProceduradPriofessor Ali D.
Yahaya & Dr Caleb 1. Akinyele (eds) New efds in Personnel
Management

- A Book of Readings, Administrative aft College of Nigeria
(ASCON) Topo, Badagry.

- Stahl, Glenn O (1962) Public Personnel Adsinaition, Harper &
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UNIT 5.

STAFF SELECTION PROCESS
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1.0 Introduction

Selection is a process in the personnel managefe&htvhich not too many
distinguish as a separate function from recruitmaatwe said in unit 4 this
failure to see them as separate function is motledrcontext of personnel
management practice than theory. Having given fieutteaning, methods
and the processes of recruitment in Unit 4, wel sftal same thing in respect
of the selection process here.

2.0 Objective

By the end of this unit you should be able to:

- Identify the selection process in personnel maneant

- define what staff selection is

- explain the difference between selection anduigoent

- identify various forms of examination

- know the situations demanding the use of whigle tyf examination
aspects of selection

3.0 Main Content

3.1 Definition of Selection

Some writers divide this process into two distifuctctions. 1. Omale in his
paper we have referred to earlier discussescruitment examinations
separate thing from selection of the qualifiedl@ppt. This is the method
Glenn Stahl uses - he devotes a whole chapterhisfbook we referred to

above to "Methods of Examination" in theéafng process and one

"Selection: from outside the service" andt yenother to "Selection:
inside the service".
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On the other hand, G.A. Cole takese thprocess of selection
rdeatification of the most suitable applicahhe process of identification
involves examinations and other parameters bisii@d to distinguish one
applicant from the other. On his own part Edwirppb. also in his work we

alluded to earlier in this unit uses the Ameritanminology "Hiring". By this
terminology he means all that is involved getting an applicant selected
from amongst many and this process in his own caitzgfion ends with the
"Iinduction or orientation of the successful apptica

The meaning we shall give to selection here igr&it A. Cole;

That personnel function whose applicantamongst others who functi
includes examinations, eliciting the qualitiegpebple purpose is to identify

the most suitable have made a bid for employmdms ifiterviews and other
parameters used for recruitment.

You should note in the definition above that we laeing careful to maintain
the distinction between recruitment and selectiRecruitment ends with the
applications of those who have made a bid (subthapplications) to work
in the organization (secure employment).

We will next turn our attention tothe nemous ways in which we car
measure the qualities of those who have apptiegbbs in the organization
in order to select from amongst them.

1.1 Exercise: Device your own definitiorof selection and itemize
elements in it which will aid your remembrancetof i

3.2 Examinations and their types
3.2.1 Examinations

In order to make this aspect of the selection met®ve the importance you

ought to accord it, let us give you two assertithrad O. Glenn Stahl made

about it. The first one is that "Thecornerstone of the pub
pevgommehe is the process of selection by meanerapetitive examinations,

a process .... By (which) means favoritism wasd@xcluded and the goal of
securing the best man for every job achievdthe second one is, "other
factors being equal, (examinations) can speltifference between a top-

notch service and a mediocre one. No merit systentiiwy of the name can

afford to take less than a fully professional ajpgtoto examining applicants

for employment. He ends this advocacy for exationa as a process in the
selection of staff by saying, "In today's goverminevith its world-shaking
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3.2.1

responsibilities and its vast range of occupatemd skills, nothing less than
the best examination system ought to be tolerated".

Now that we have made you realize theeed for examinatio
pelegtien process. we turn attention to criterralieir effectiveness.

Criteria f or effectiveness of examinations

O. Glenn Stahl gives three criteria for thieeiveness of (employment)
examinations. The first one is Objectivity. Am@oyment examination is
objective if it succeeds in identifying those dwaeristics of mind and skill
necessary to the given purpose. The orgkc criterion is validity. An
employment examination is valid if it measures whpatrports to measure.

A valid examination would rate prospective empl®ygeexactly the same
relationship to one another as they would stdted atrial on the job. The

third criterion is reliability. By reliabift we mean the consistency with
which the examination serves asa measuringiment. Inthe words of
Stahl, "if a test is reliable, a person takingat two different times should

make substantially the same score each time".

Exercise 2.1 List outthe essentials criteria feffective examinations and
criterate a brief description of each.

3.3 Types of Examinations

3.3.1

Systematic Evaluation of Education and Expérnce

If you have never applied for a job, you will kmt¢hat either you submit an
application written by vyourself, or youfil out an application form
(application blank) and submit to the organizattoncerned. What makes

the organization interested in you to invite youfiather processes in the bid

to employ you would be your education andfexperience. However, in
addition to your education and experience playimigrole, they could be

considered as an examination in themselves. Gletin Suts this point this

way. "..the evalation of education and experience idsoa a kinc

ekamination which can differentiate among candslats to their degree of
fitness for a position or occupation.

A good example of how this works is in the appoietinof academic staff in
universities. An evaluation of their edtion and experience assigns
"weights" to each element of education, e.g.s tliegree could be weighted

5 points if it is at a second class lower level &mbints if second class upper

and 10 points if first class; three ase teaching experience
anotksity could be weighted 3 points and 5 yeapegences, 5 points. Done
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3.3.2

this way, whether or notthe applicants appé&fore the employer for a
further examination, a differentiation can beard at amongst competing
candidates.

Written Tests

O. Glenn Stahl refers to this as "paper-andip&esis” and says they are
included in examinations for which "apties, intelligence, or concre
knowledge are prime determinants”. They are ma=ulish cases where no
experience is required. As a method, they holdtgrgaomise of objectivity

than many others.

Depending upon the use to which it is put, writiests may be divided into

two - the essay and the objective (short answigpe. The essay type, more
susceptible to subjectivity than the other tyge,used where literary skill is

being measured. The short answer type, chmweasier to adminisi
oapetructed and less liable to subjectivity, isdus testing intelligence or

specific knowledge.

3.3.3 Perform ance Tests

As you can see from its name this test is onedéatands amount of the job
demonstration of knowledge and especially, skilisGlenn Stahl speaks of

them thus: "among the tests that may be diassethis group are actual
demonstrations on the job (involving useof tools or equipmen
Wwstatguishes them from other types is atth they employ some Ki
performance other than writing or speaking. Thesthcommon examples are

tests for stenographer, typists, mechanics, drietcs

3.2.4 Reference Checks

Stahl says, that, "candidates may meet all requngsn in terms of education

and experience qualifications. have an excellentemtest record. and still

be unsuitable for employment by reason of charatterperament, quality of
performance. or similar factors which cannot bé/fuleighed in the formal

testing program”. Itis for this purpose thaerehce checks are useful. The

most common method is the making of qoestires to the candidate’
former employers or acquaintances.

If the numbers of those involved is nottomtritis advisable to do the
reference checks before embarking on other valugrocesses. However,
where the number is large. and mainly for managpasitions, such checks
are done as a final or close to the final step.
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3.2.5 Physical Examination

3.2.6

Edwin Flippo says that"The physical examimai® an employment step
found in most Dbusiness (and notes that) can vary from
eergprehensive  examination and matching ah applicant's physical
capabilites to job requirements to aimpe check of genet
phpsiesince and well-being".

The first objective of this examination i® ascertain if the applicant
physically capable, e.g., if joining thefirefighting corps, is I
Bhystcal examination test eyesight and hearing,Téte second objective is

to safeguard the organization against untimelyrdaihat may arise through

deaths of unhealthy new entrants to the organizafibe third objective is to

prevent communicable diseases from entering thantgtion.

This examination is usually the last step in teelection process and the
results of the examination form the firsitems to be submitted
tuecessful candidate as he is being "documentéat"torinduction into the
organization.

Selection

It may seem to you out of place for us to now t#lk selection at this tail end

of a unit whose title is selection. The reasortliis is that all we have done

so far are processes necessary for this last m@st important assignment
which is what all the steps above have worked toeze.

The end result of all the above steps except ®ntkedical examination, is to

arrive at what is known as a list of eligible. Tiis of eligible consists of all
those who have scored the pre-determined passandrkbove. Anyone who

has not scored below the prescribed pass marigiblelfor employment.

Omale discusses this stage says, Because ish an eligible list, anyone
picked out of it for employment is a qua&dicandidate. At this stage of
employment it is advisable that some care be takemsure "spread"” so that

not only one interest is represented. This ictireect usage of an eligible

list.

Exercise 3.1: Give a full list of all the types of exarations you have learnt
in this unit. Explain any 3 of them, and above asgluming they are 8 in
number. | will do a "reference check" on them. l&ll the 8 are of good
standing, | will select the 5 required but | vk advised in this to ensure
some element of spread to ensure representatiarious interest e.g sexes,
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ethnicity, religion. | will send these 5 for medi@xamination and if they all
succeed, | will send them into the organizationdocumentation.

4.0 Conclusion

This unit has introduced you to the first of twarfs in the selection process

You can see from itthe importance and separadesideration of
selection from recruitment. You have also seen imoportant examinations
are and seen also that there are various typesblsior different types of
situations.

5.0 Sum mary

This unit has taken a look at selectioexaminations. It has list
gdisgussed various types of examinations and givein tises.

6.0 Tutor Mark Assignm ent

Question 1: Given a total of 50 prospectiveurnalists to choose five
suitable ones for employment, state step dtgp what you will do from
beginning to the "documentation stage".

7.0 References and other resources
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- Flippo, Edwin B (1984), Personnel Mamagnt (sixth edition),
McGraw-Hill Book company, New York.

- Omale, | "Past Practices in Personnel Managémehe Nigerian
Civil Service: Issues and Procedures" in ProfesdidD. Yahaya and
Dr Caleb Akinyele (eds) 1992 New Trends in PersbNanagement
A Book of Readings, Administrative StaffCollege of Nigeria
(ASCON) Topo Badagry.
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1.0 Introduction

The recruitment and selection processes we corslderthe preceding unit

are recruitment and selection from outside theisermr external recruitment.

Through it, vacant positions in the service dled by bringing in people

from outside the service. Internal recruitmensfplbsition in the service with

those who are already in the servicBhe extent to which tt
regeyitment is done and how, is the concern ofuhis

2.0 Objectives

By the end of this unit you should be able to:

- Define what internal selection is

- Identify the various types of internal selectfmocesses

- Explain how each type of internal selection psscis carried out

3.1 Definition and types

3.1.1 Definition

As you have seen in the preceding univhen a vacancy occurs
arganization, the processes for filing clsu a vacancy from outs|
tirganization starts from the recruitment procedsoAs you have seen, that
recruitment process has to do with an externak(detthe organization) job
market. In contrast, when a vacancy mxcuand it is the desire

the
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organization to fill it from within the organizatipthe external job market is
excluded from the process.

Internal  selection is therefore the proes of filling positions i
arganization by the use of those who are within #organization rather
than bringing in new entrants.

One initial problem which we ought to guard agaisghis. In recruitment

and selection from outside the organization, wenateso much concerned

with the morale of the people in our recruitmeeldfi.e. general public, not

beyond maintenance of good publications. In imdeselection however, if

one amongst many staff onthe same level isarkd, except for on the

basis of very obvious outstanding perfance, the rest may be
twumble and morale may sag.

3.1.2 Types of internal selection

There is one major type of internal selection dnslis promotion. Other

forms of internal selection are re-assignmendsisfers and one that might

not be too wide-spread but very much in practicHigeria is posting.

It is a variant of rassignment but because it is a massigac
institutionalized variant, it will deserve specvariation here. We shall take

you through each at a time and explain how iised

3.2 Promotion

Promotion which is the advancement of a servingleyge from a lower to a

higher position and which usually implies an inse#& compensation, is a

personnel management function that has to be hémdta caution. This is

so because of its linkage to mor ale, motivatioth eareerism. Stahl says of it
"opportunity for advancement and the chance to niad&éest possible use of

one's capacities from one of the wellsprings of &mmotivation”. He further

says that "the proper determination of itpows which can be fille
bglecton of the ablest employees for advaneemethe development ¢
employees to their maximum usefulness, and pineper balance between

inside  and outside recruitment lie athet very heart of go
pdrsunmistehtion”.

Some organizations have a promotion policy whicargaotees advancements

to serving employees from time to time. @shehave a promotion policy
which sees promotion as a general staffing prograja policy for filling

posiions with the ablest available talentroni within or outside tr
organization.
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The problem with the policy of guaranteed periodnpotion foe employees

is thatitis capable of placing an overemphasiseniority. In the words of

O. Glenn Stahl. :Overemphasis on ‘years egperience'... plagues many
agencies in their effort to achieve objetyviin selections for promotion.
Quite often the highly touted '20 years of expereems merely one year of
experience 20times. Many are the clerks irecakive jobs who are still
operating them as clerical posts".

In-bred promotions are not in themselves bad. tWiekes them bad are in

the words of Stahl. the lack of thdollowing essential ingredier
@dequate qualification standards for key positi¢®}; adequate records and
machinery which provide a means for finding thetlmandidates within the
organization; (3) adequate measures of overall ebemge and potentiality;
(4)comprehensive training programmes to pked¢he staff alert to ne
developments and to prepare promising men and wdane advancement;

(5) promotion and transfer across division linesthin the organization and

thus providing as broad a field of selectiond gromotion opportunity as
possible and (6) clear distinction betweelerical jobs, requiring certain
manipulative skills and aptitudes, and @&hili so that the Ilatter ¢
agtomatically filled from the ranks of the formduut are filled by men with
education, the capacity to deal with generalizatias well as with "things'

and the gifts to lead and innovate that ought texpected of all executives.

Organizations that have promotion policiehat over emphasize the
“injection” of new blood through filling vacancies from outside the
organization, run the risk of firstly. being umatttive to new entrants at the

lower levels. What attracts expert juniors to omgations is the knowledge

that higher positions are available to aspteein the organization. Indeed,
without this prospect, the idea of a career is eastent.

The second reason is that, if an over emphagisced on filling vacancies

from outside" the morale of serving officers wid dampened. In the words

of Stahl, "The most important of alhon financial incentives (in
organizations) is the opportunity for growth ahd stimulus to grow".

Exercise 1. List the qualities of an executive aadtrast them with those of
a clerk which make the latter unsuitable as matdor the position of the
former.

3.3 Measures and bases for prom otion

O. Glenn Stahl lists four methods and bases fomptmn as (1) comparative
performance, (2) seniority, (3) examination andt(i@) on the job.
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3.3.1 Comparative performance

If this factor is to be used as a measure or aaspromotion, it would be

necessary to, firstly, have good, up-tedaecords of performance a
gualifications of all employees and secondly, ditieht method for finding

those employees who should be considered for agi&eancy.

For the first requirement, i.e personal achievemetrds of the employee, it

iIs necessary that a comprehensive record abailable of such things a
performance reports. education and trainingedence, interests, hobbies

etc.

The second requirement, the index of qualifieddadates calls for an easy

method of finding all those relevant for a parta&e vacancy. In developing

this list, we are engaging in a process of intereatuitment. You remember
recruitment in an earlier unit? Its purpose wasecure applications from all

those interested in any particular job. In the samy, some organizations

call for applcations from their employees so that lest of those t
bensidered in a promotion process can be compiled.

This first set of measures of promotion relate, you can see, relate to the
need for good recording and record keeping. IndBEect as noted by Omale
(1992) the Nigerian Civil Service is found to laeking. He noted that the
civil service commissions which are the custodi@insmployee performance
evaluation reports and which uses them as a me&surgromotion had no
way of ascertaining that they were being complatedfor countersigned by
the rightful officers. Also on account of poortormge and retrieval methods
many of such reports get lost.

When they get lost, and because reports thfee consecutive years
required for consideration for promotion, theye filledin arrears for the
concerned staff and usually not by the staff undenom he worked, such a

staff probably having been re-assigned. left serer perhaps died.

3.3.2 Seniority

Discussing this factor Glenn Stahl makes very ussfmments. He says that
"....the simplest and most time-honored basis fomption is the length of
service of the employee, (but that) in most casegelrer, seniority is used in
conjunction with other criteria for promotion”. Thesumption for the use of
seniority as a measure for promotion is thatjland efficient service is a
guarantee for handling the functions of a highesiuan.Stahl says that this is
a false assumption because "the character ofwahlein the lower grades
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may neither call into play nor develop the supericapacities required in the

higher™.

The circumstance that seniority can be usefullyght in, is when all things

are equal. If the performance of all officem the same level is adjudged
equal, seniority can then become a degidiactor otherwise, it shou
ordinarily be assigned a small weight.

3.3.3 Examination

Written examinations are useful measures of ptahility depending upon

the type of position and the factor being teésfeesting for knowledge is
comparatively simple and could be conclusive. Haveas noted by Stahl,

"..in the matter of personality traitswhich play a larger role
tegponsibilities of positions increase, therss no immediate prospect
conclusive tests. Here, must be included such dynatraits as leadership,

judgment, initiative, resourcefulness, and cooperaess"”. Thus for lower

level, routine, repetitive jobs, written xaeinations may suffice, but for
supervisory and executive jobs, may not be sufiicie

Exercise: What remedy would you recommend to coelptroblem of poor
storage (retrieval of records in the Nigerian csalvice and what would you
do to curb the incidence of "make-up" performaecaluation reports some
of which can be 3 years in arrears?

What weight is given to seniority in promotion exse in any organization
you know and what effect has it had on organizafigperformance?

3.3.4 Trial on the job

This is about the best measure withhictw to measure suitabil
foomotion. The intelligible which are necessary fblling more responsible
positions can be objectively analyzed ngsi this method. Although

opportunities for its use are limited as many timgshey occur they should
be used. The most conducive time for their usan the normal course of

operations, e.g a subordinate acting for a bosshe goes on leave or on a
fairly long assignment.

3.4 Transfers and re-assignm ents

You will recall that when we discussed promotionwady we said it was an
advancement from a lower to a highegrosition with increase in
compensation. A transfer. according to O. n@l8tahl, ".... Involves the
movement of the employee to another positiomefdame class in another
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organization unit. This is a horizontal vement". It does not involve
change of duties but only a change from the jucissh of one executive to

that of another. Onthe other hand, reassignmsrd change of work, not
involving increased responsibilities, in the sarffece.

There are many reasons that can account for tian$dne, as noted by Stahl,
is "original placement cannot ...wholly assuré tha appointee is fitted to

his job. There always possibilities of round pagsquare holes....".

Another point you should note about trarssfas that whereas some
within the same department (intra-departmentaisfiexrs) others are across
(inter-departmental transfers). Usually the farmare easier to effect, not
involving the authority of the central personngéacy, the latter, is usually

difficult to effect and usually involves the amalo or the action ¢
gentral personnel agency.

A variant of transfers which combines the chamastics of reassignment is
posting. Posting is the reassignment of a givessotet cadre of officers who
are functionaries of a given office, e.g the offafehe Head of Service or the
Establishment Division. from ministry to ministigepartment to department

as the exigencies of office/functions demand. €laass of officers are in a
"pool" and are "rotated" from one ministry alepartment to another as a
regular partof their character toimprove wgioof employee and of the
organization. It has its advantages and disadvastdghe former is that it
heightens morale by not tying one to a particulacation and it engenders
training in varied experiences. The latter is thaain take an employee to an
undesired organization unit or location. If done tieequently it can lead

to an employee not gathering any useful experieith a reasonable use,

its advantages out-weigh its disadvantages.

4.0 Conclusion

In this unit you have been introduced to the cohoépinternal recruitment

with its varied types. You now know thgromotion comes with higher
duties/responsibilities and higher pay. Yalso know that transfers an
reassignments are movements that do not invagjfeeh positions or higher

pay. You have also learnt, bases for promotionveimat importance to place

on each.

5.0 Sum mary
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In this unit you have covered quite a number ofncepts - internal selection,
promotion, transfers, reassignment. You have aso siow some of these
concepts are operated in the context of Nigeria.

6.0 Tutor Marked Assignm ent
(1) Define and distinguish promotion from transfer

(2) List all the measures or bases of promotionlyaxe learnt here and give
reasons for the one you recommend for Nigeria.

7.0 References and other resources
References:

- Omale. | "Past Practices in Personnel Managein the Nigerian
Civil service: Issues and Procedures in Ali D. Yighand Caleb I.
Akinyele (eds) (1992), ASCON, Topo Badagry.

- 0. Glenn Stahl (1992) Public Personnel Admiaisbn, fifth edition)
Harper and Row, Publishers, New York.
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1.0 Introduction

When one enters into an organization or a sereice,does so on the bases
of an occupation. Within the occupation, the emptomoves from step to
another on aladder from the lower rungs tohilgbest. This progression is
what will be discussed in this unit. This is a earédere we shall identify and
discuss the various types.

2.0 Objectives
By the end of this unit, you will be able to:

- ldentify what a career is

- List various types of careers

- Explain what each type of career is

- List factors used to distinguish between otype of career from
another

- choose between careers

3.0 Main contents
3.1 Definition
We shall avail you two definitions of this conceptcareer which O. Glenn

Stahl is "anold" term. Accordingto him ear has been widely used to
denote:

The progression of an individual in a @&ld of work throughout
gtp ployable years of his lif e
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In his own way, Edwin B. Flippo defines career as

A sequence of separate but related workactivities that provides
continuity, order, and meaning in a person's life

Two factors are common tothe two definitiombove. Firstly, longevity.
Both definitions allude to life-long work expenee. Secondly, continuity.
The first definition which is more relevant to pichdervice relates careerism

to a given or chosen field of work. The seconfintteon speaks of separate,
but related work activities. Such phenomena areermommon in the private
sector. Our preferred definition here is the fasé which relates a career to
one field of endeavor.

3.2 Classification of careers

O. Glenn Stahl identifies three methods for tlessification of careers.The
first is the Closed Careers and the Open careers.

3.2.1 Closed career and Open careers

A closed career system is one which utilizes #nvak of low maximum age

limit for entrance and the filling of upper levadgitions almost entirely from

within. to keep other entrants out. A closeceear system does not permit

entry at the middle or upper levels. Such aesyss based on the concept

that substantial opportunity for advancemeran be ensured only if the
hierarchy is refueled in personnel from the basesgrving upper ranks for

the completion of those already in the service.

A Nigerian example that can approximate a edosareer is the military.
Virtually all military positions are entered intbthe very base, in some cases
at the Military School in Zaria at the age 0f-1012 years. Itis from this
tender age that one climbs the rungs to thertost position. Even when

there is entr y at 2nd lieutenant level of theceif corps, it is only at such a
level and no other.

The Open career system on the other hand [ermiitrance at any or all
grade levels (by rank or position) in the servicesome instances and places,

even this entrance is limited by entry quadifions and examinations. In
Nigeria however. such limitations are usually fleditFor example, although

open, the administrative service had prerequisiter entry. However, with

the politisation as well as militarizationf dhe service especially at state
government levels, quite a number of peomeo have had nothing near
administrative qualification or experience are lgioito the very top of the
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3.2.2

3.2.3

ladder. Such were the times when professors mnmanagement disciplines
were taken into the civil service and made Heads service. Of course, the
outcomes were disastrous.

Programme careers and Organization careers

In a large organization with numerousctivities and programmes,
employee maytake ajob that confines hims¢eaion or a programme,
whereas another employee may take a job that pemubility from section

to section. The former is a programme career tlamdatter an organization

career.

In the Nigerian context what ties anemployee down in
pevticailame is also the nature of career or ocoupad which the employee
belongs. Whereas, an agricultural officer for tange has to remain in the
ministry soon finds himself inthe ministry oBmmerce and industry by
process of "posting” or reassignment.

Job-oriented careers and Rank in the man

This classification, also known as the position patsonal rank concepts, is
important but very complex. Under the positt@mmcept,, individual career
progression is a progression from one positionjalbs sequentially’  in an
organization .For example, the career of a stepdgpr fits into this type of
classification. The jobs he does are sequeniced levels as for example,
stenographer Grade | does a given type/levallad;ja senior stenographer
does a given type/higher level job, etc.

On the rank concept, let us give you a fairly lggte from Stahl to explain
it: The rank idea says: "Hire broadly qualifieebple, and work out their
assignments from time to time to suit the needb®enterprise
and the aptitudes of the individuals. Let thgrogress and recognition be
based onthe length and overall quality okirthservice, regardless of the
significance of individual assignments which theyipdically assume.

An example which approximates the rantoncept is the Nigerian
administrative class positions. Employees @ tadministrative service are
hired on the bases of broad qualifwmati and they are giv

aasjgmments. For example, because the rank ig imém, not in the position,

you find an Assistant Director, a Deputy daior,a Director, etc, all at
certain times, doing the work of caketa chair manship of local
governments. During the military era in civil adimsination in Nigeria, it was
commonplace to find a major, a lieutenant coloadull colonel, a brigadier-

general etc. all holding the same position of Milt governorships of states.
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4.0

5.0

6.0

7.0

This is the rank concept of careers.It ensuresgredlexibility and produces

greater adaptability of human resources oamanizational needs. It ma
feature, to again quote Stahl, is that ‘status (pay, prestige, rights, etc.)
resides in the individual regardless of the natdreis assignment”. Whereas

in the position concept, "...status depends upemiork performed rather

than upon the previous service of the individual”.

Conclusion

In this unit, the concept of career, which is pinegression of the individual
employee along a career ladder through his emapleylife span, has to be
employed. The various ways of classifying caredr@sed on two essential
characteristics - one permitting and the othetyicsg mobility, have also
been discussed.

Sum mary

This unit has covered the career concept frorndigin through to forms and
methods of classification of careers.

Tutor Marked Assignm ent

Question 1 State clearly, an acceptable definibioncareer. List the three
methods of career classification and fully explaie of them.

References and other resources

Flippo. Edwin B (1984) Personnel Managemenit{Si Edition) McGraw-
Hill Book company, New York.

-Stahl, Glenn O. (1962) Public Personnddministration, (Fifth
Edition_) Harper & Row Publishers, New York.
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Introduction

Compensation is the payment an employee receieeshe services he/she
renders. In this unit we shall explore how it isedlmined, i.e., the factors that

go into determining salaries and wagedVe shall also look in
m#jences on the level of salaries angages payable by variot
organizations and employer.

2.0 Objectives

3.0

3.1

By the end of this unit you should be able to:

* Define what compensation is

* Explain the effects of economic, social, andeghfactors on salaries
and wages

* Identify reasons why some employers in  oizgions pay higher
wages than others

» Undertake a survey on how to gather facts tadesl in establishing
a pay scale a,

Main contents

Definition

There is no terse definition of this conceptnftsaning is deduced from its

purpose and policy. Edwin Flippo (1984) says thate are three purposes of
employee compensation programmes, namel§) (o attract capable
employees to the organization, (2) tootimate them toward superic
performance, and (3) to retain their services aveattended period of time.
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A.G. Cole (1997) adds a fourth purpose, i.e toatgensation is to reward
employees for effort, loyalty, experience and aghiment. Putting all these
together, we will provide you a definition of conmsation:

The money (salaries and wages) which an em ployeays an em ployee for

the services hethe employee renders and whicis meant to keep him

rendering such services for an extended period oine.

Wages and salaries form the most single gabbn an employer owes to

employees and this wusually is the Isgyjgeitem of an organization

expenditure. Cole notes that "typically, wages saldries and related cost

(pensons etc) make up about 60% of the totalsts of runninga majo

business.

This definition of compensation which talks aboaisies and wages will not
be complete if these two concepts i.e. salariesnagks are not defined and
distinguished one from the other. James H. Donrdelgnd his associates in
their Fundamental of Management, do this by saying:

The most com mon system by which non anagerial employee

aoen pensated is wages, which arebased on time increm ents

them ber of units produced. Non managerial employedsaditionally have
been paid atan hourly or daily rate, although sme are now being paid
biweekly or monthly. Em ployees who are compensatezh a weekly or
longer schedule are paid salaries.

3.2 Factors in determining the general pay level
3.2.1 Economic considerations

Even if you have not done economics before, yowlshaot be discouraged

by the economic concepts and ideas you will see Tike first point to note
here is that there is a vital relationship betwte total amount spent for
wages and the total productivity (i.e. the totabant of goods and services
produced). The second truth is that there is & retationship between the
amount spent on wages and the proportions of itataine going to the other
factors of production. For example, if an organ@ahas a total of NIm (one
million naira), and needs N1/2m to procure raw tamals for making say,
bicycle tyres, and spends N700,000 on wages, wHatticannot procure the
raw materials for the labor force to use.

O. Glenn Stahl, putting all these economic factdogether, concludes that
"As  society is economically organized atpresent, there
practical
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3.2.2

limitation upon the height to which the generaldeof all compensation can

go - a limitation determined first by the totabguctivity of industry, and

second by the irreducible requirements dhe various other factc
production. A wage set with due regard to thesesidemations is regarded as

an economic wage, and private establishments ngawneconomic' wages

are likely to be forced out of business".

Of course government is not bound by the econorf@ictor above. In theor y

what sets a limit to what government can pay igega and salaries is its

income and the extent to which it haso tcompete in the lak
hawketer, despite the fact that government retbound bythe economic
argument, it behoves it to be guidedby such argumen
Goupriawewith industry in the labor market. [hatys far in excess of what
industr y pays, labor will drain into public sergiand productivity of industry

will suffer. If, on the other hand, it pays fdselow economic way, it (the
government) will find it difficult to attract labor

Social and ethical considerations

O. Glenn Stahl says that, "Although froman economic stand po
trmvernment is somewhat freer in settings pay policy than a
nayspetitive private establishments, from the somnal ethical stand points it

is less free to do as it will™.

This is so because the governmentis the badychis saddled with the
responsibility of ensuring that every citizen ajigen country lives a life that
is adjudged "adequate” and to ensure that thisattained means paying a
wage that cannot go below a certain level.

The reason that Stahl advances for the social #mchéconsideration is that

the bargaining power of public employees imited as aresult of (1) the
absence of effective organization among many setizants (2) limitations

upon the right to strike and to engage in politeaivities, and (3) the special
character of much government work. which makedifficult for the civil

servant to leave the service for private employmidatsums up this factor

and its effects thus:- "The weak bargaining pasiin which many public

servants find themselves produces a sitnaticonducive to arbitrary anc
dissemination. The chief restraint against unfasnaust be self imposed, on

the ground that the government should be a modplasyer.

The social and ethical consideration is what gihesto the idea of a living

wage or what inthe Nigeria of recent daysu heard referredtoas the
minimum wage. Stahl says that "most contempordgreaces to a minimum

wage are, in reality references to a minimummbwvage ...(and) thatthe
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3.2.3

government should pay its employees a salary basea what it costs them

to maintain an appropriate  standard dfving". This approach

tlegermination of salary has nothing to do with exoit consideration but
purely an ethical consideration. In the words ofah§ "they are based upon
the contention that ever y citizen of a civilizzmmmunity should be assured
the means to a reasonable sense of living accotditige standard prevailing
in the community™.

Determining the minimum living wage

To determine the minimum living wage requires o steps. Firstly, there is
the need to deter mine the general living stanttalee provided. Secondly,
there is need for a study of the staddiving budgets
bagismirfimg the amount necessary to maintain thadard. Stahl adds yet
another necessary requirement, i.e. that "bothlu#se are intimately related
to the question of whether the minimum is tovme a living wage for a
single man, a single woman, a married man, an gedeamily or some other
unit". He added that "obviously, what might bewvéng wage for a man with
no dependants would not provide a living for a fgrof five".

One way of solving the problem is whatis knagthe family allowance
system, under which a minimum living wage is set fa single person and
increments are added for dependants.

With this done, there still remains the problemshef standard of living to be
accepted as the minimum, below which a citizena€ivilized community
should not be expected to go. Glenn Stahl saysricly& standards have been
recognized - poverty level, minimum subsisten@vel, health and decency
level, comfort level, cultural level, etc". Whichevconcept is used, there will
always be the problem of lack of precision.

What should be guarded against is the fact thadtever concept is adopted.
care should be taken that employees should bewsgés that enable them to
live at least at the health and decency level.

Having determined a given standard as the minimeee@able as a health
and decency level, the next step is the deternondhirough cost-of-living
and theoretical budget studies of the average pagssary to maintain the

as

acceptable standard. Here. two methods arelablai for use. The firstis

through actual investigation of expenditures osample of the individuals or
families in the class chosen as the acceptabldatdnUnder this method the
amount of money spent by a sample of people ligindpe acceptable health
and decency level is studied for a period of sag month. What this figure
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gives will be a good estimate of a salary to bd pmemployees to enable
them live at such an acceptable level.

The second method is through setting up  minimum  quanti
baaypted by including the goods and services cosmmithe living standard

of a broad and representative group, and then tigatisig the current market

prices of such commodities and services. What s thineans is a

compilation of goods and services that are neéuléde at a level of health

and decency for say a month. This compiled. tharket prices are found.

The amount arrived at is equal to the minimum wigé an employee should

be paid to enable him live at that level.

3.3.1 Pay ceilings

Let us start the discussion by contrasting wag#seaiower and higher levels

in both government and private industry in the veoofl O. Glenn Stahl. He

says:- (A) characteristic of the government wagecstre, .... Is the tendency

for public wage levels to be somewhat above tiposeailing outside so far

as the lower brackets are concerned, and lowgsrtdessional and executive
employment. Thus, salaries and wages in public service are confined
within narrower limits than those outside. Thestn serious aspect of this
compression of pay scalesis the lag in execs@aries in government as
compared with those in the industry".

What this means is that, an account of the sagidlethical considerations
discussed above, government is constrained to panienum wage which is

usually higher than what private industry pays, thatter not obligated the

way government is. On the other hand, salarieiseatdp level of the services

are  higher in private industry than inovgrnment. The  econon
fisepissed earlier compels private industry tolpgiier wages at the top or

else it will not be able to attract adequate expertGovernment on the other

hand is not wunder the same compulsiohhose at the higher rur
gbvernment service have some altruistic satisfadhat keeps them on the

job despite correspondingly lower salaries.

Also, whereas government salaries are ggeg by government action
especially. legislative action, salaries in prévatdustry do not experience

such inhibition but rather get propped up by urpower which is virtually

absent in the service of government.

3.3.2 Additional factors in salary determination
The additional factors which might affecsalary determination which we

shall consider here are factors which give redspnsalary differentials. O.
Glenn Stahl mentions two sorts of salary diffeiasaf the first is geographic
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and the second is special. According to Stahl, geadac differential "is that

which is added to or subtracted from the baste wb all employees in all
classes in a given locality for the purpose of ¢&igung real earnings between
employees in various localities". Stahlays further that geographic
differentials in salary "arises only in thosegdictions (i.e governmental
bodies) employing a considerable field rvee and is based ug
tealization that equality of pay is really detéred not by the number of
dollars received but what they will buy in a givenality". Sound as the case

for geographic differentials may appear, theiractical applications is beset

with difficulties. One basic difficulty is &b there is no practical way of
determining the geographical boundaries for padictate areas.

With regard to special differentials, Stahl saya the factors which occasion

them are "the isolated character of a particulapost, unusu
vodvédd in a particular assignment, andspecially undesirable clima
conditions”". He says that "where theseactors are present, it n
besirable, from the standpoint both of faind&quitable treatment to the
employee and of recruitment necessities, to emgpegial differentials”.

However, Stahl also says that special paewdsfitial for hazardous work
alone presents many perceiving problems. Therg@arernmental jobs such

as manufacturing, inspection, testing, labosatohospital, etc which pose
danger to life in one way or the other. Rathéantspecial pay differential,

these factors should be taken into waeto when grading the job.
Alternatively, rather than trying to meet the haizaroblem by extra pay,

many people, according to Stahl, "contend that fubzlaould be controlled

by safety engineering and training, by carefulc@a of employees where

special skills are required to avoid rmha and by careful adjustm
wforking time or conditions, and that more adequdtey compensation and

family benefits as the result of death should looked upon as economic
protection for the individual and his family".

Exercise 1. Define compensation. How would youiggtish between salary
and wages.

1.2 Why can the government not totalldo without the economic
consideration in fixing salaries of its workers?
3.4 The Nigerian situation

When the opportunity come in 1974 for a major wiarke done concerning

salaries and wages, among other things, in thaqséitvice, i.e. the work of

the public service Review Commission, populagferred to as the Udoji
Commission, the salary policy was developedsed upon the following
premises:
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() Public service salaries, if they are to hamg economic base. must be
generally related to salaries for comparable worthe private sector,
which reflect the economics of the market". Youl wdtice that the
economic consideration is here.

(i) In view of the super-abundance of labor thet lower level of skills,
the market price of labor at these levels asctdtein private sector
pay is likely to be below that which the pabservice should be
willing to pay, and below that which will supportiasirable standard
of living for public servants”. You will tice here the abundant
influence of the social and ethical consideratidissussed above.

(i) Similarly, at the highest levels f o management, factors such
contributory  pensions, security of tenurand psychic satisfactior
contribute to salaries in the top managementipasiin the public
sector being lower than those in the privatectase Here you will
notice that the Nigerian situation advances whatwight call more
cogent reasons to explain why salaries in the uppeackets of the
public service are lower than those in the saraeHlat in the private
sector.

(iv) The principle of equal pay for qual work militates against
establishing regional or urban rural differentialeetween employees
in the same grade". Here you will notice that #s@son given against
the adoption of geographic salary differentials ideological rather
than the practical ones given earlier under thpscto

(v) Fringe benefits (see unit9) such as perssand allowances which
are quantifiable should be taken intoccomnt in comparing
compensation between the public and private séectors

These are the salient and most relevgmemises upon whicl
compensation is based in Nigeria. As you can ssgprmernment can

do without both the economic as welds social and ethica
considerations in determining salaries and wagks as it is in other

countries and for the same reasons, salariesfoamne to be higher in

the public sector for the lower rungs thath@ private sector and
higher for the upper echelons of the organizaiathe private sector

than in the public sector.

4.0 Conclusion
This unit has examined the topic - compensationast given its meaning and

factors used in deter mining it. The most impadrfantors being economic
and social and ethical factors. The former n®re relevant in the private
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sector whilst the latter is more relevant in thil sector although neither
sector can do without them both.

5.0 Sum mary

Compensation is one, if not, the mostimpdrtancentives that makes an
employee offer his services to an employer. How determined has been
the main concern of this unit.

6.0 Tutor Marked Assignm ent

Q.1 Use the Nigerian case to discuss tomsiderations to go into t
determination of salaries and wages.
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Introduction

Fringe benefits, also known as supplementar y emsgtion or allowances
are payments made to employees
sees

in addition &risaland wages. Flippo
its benefit as helping to ensure temtien of the employee
organization on a long term basis. Different orgations pay different fringe

benefits. In Nigeria, there is a marked differehetwveen the fringe benefits
paid in the private sector as compared with tlpzse by government - the
private sector pays higher than government does.

2.0 Objectives

By the end of this unit, you should be able to:

- Define fringe benefit

- Identify a number of fringe benefits

Recognize the
programmes

philosophy and
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3.0 Main contents

3.1 Definition and scope

3.1.2

Edwin B. Flippo discussing the nature of ferngenefits says:- "Different
forms of supplementary compensation have a ewyariof titles inindustry.
Some refers to them as -service programs', otlenscterize them as "'non

wage payment' or “employee benefits', still lmmphasize the costs and
label them “hidden payroll'. Typically, they haveeh most often referred to

as fringe benefits. Giving what looks like a detfom, Flippo says:

In the broadest sense, such ‘fringes' canbe construed to include al
expenditures designed to benefit employees over antiove regular base
pay and direct variable compensation related to oytut.

Flippo says that the “benefit” of fringe benefitis to retain the employee in

the organization on a long term basis. He furtlags shat there is little or not

evidence that it serves to motivate leyges to higher productivity
However, fringe benefits also known as "f@& benefits" by Stephen P.
Robbins, now do have motivational value. He talbout flexible benefits

(fringe benefits) thus: "Flexible benefits allomployees to pick and choose

from among a menu of benefit options. The idea @liow each employee to

choose a benefit package that is individually teibto his or her own needs

and situations. It replaces the traditional 'beeefit-plan-fits-all' programs

that have dominated organizations for more thapez0s".

Linking benefits to motivation, Robbins say$Giving all employees the
same benefits assumes that all employees havathe seeds. Of course, we
know that this assumption is false. Thus, flexibbenefits turn the benefits'

expenditure into a motivator.

Consistent with expectancy theory's thesis thgamzational rewards should
be linked to each individual employee's goals,ifikxbenefits individualize
rewards by allowing each employee to choose thepeosation package that
best satisfies his or her current needs".

Scope of fringe benefits

Flippo gives the following as major categoriesraide benefits:
1. Payment for time not worked. Flippo says tliatdmples in this area
would include paid rest periods, paid lunch pasiavash-up time,

clothes-change time, get ready time, vacationsdaps, sick leave,
personal leave, voting time, and injury duty. Thisrseemingly no
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end to the innovative determination of new reasdos not working

for pay. Perhaps the ultimate is a newly atieated ‘'to-hell-with-it'
benefit: a certain number of days provided fdre ¢ccasion when the
employee simply doesn't feel like going to work".

2. Hazard protection. "There are a certainmiber of hazards that
must be commonly faced by all. Income maintenahoeng these
periods is the purpose of fringes design to pradct agains
trezards of illness, injury, debt, unemploymentnmnent disability,
old age and death".

3. Employee services. "All people must have cersarvices available
on a continuing basis, such as housing, food, agdvécreation, and
so on. The trend toward the organization's progdianch routine and
ordinary services in exemplified by such fringeé programs as
cafeterias, paid legal services, career counsetitigcational tuition,
aid in housing, medical services, low-cost loarsg, of organizations
vehicles for personal reasons, day-care centers children, and paid
membership in certain organizations".

4. Legally required payments. An issue which i$aso peculiar to the
U.S.A.
Flippo talks about it thus: "Our society, throuthgovernment, has
cleared that certain minimum levels of companyesxitures will be
made in the area of protecting employees agaiestnédjor hazards of
life. Thus, regardless of company policy, orgations covered by
federal and state laws must pay for unegmpknt compensation,
workers' compensation insurance, old age andvivors' insurance
under social security, and Medicare".

With programmes as comprehensive as the listiogalno wonder

the cost of fringes have become veryargd. Robbins sa
avleeage organization provides fringe benefits wagproximately 40

percent of an employee's aay". Flippo on the other he
Saytotal employee benefits as a percentade payroll have moved
from 18.7 percent in 1951, to 36.6 petc in 1979. Tt
figatemues to move upwards, with a reported 37.tqrerin 1980".

With the innovations coming into it, the cost oh§es will soar much

higher in future. Some of the new fringesr fo-workers are longer
vacations, no employee expense for major medmatrage, cost of

living adjustment of pensions after retirementliearetirement ages,

possible training when severed from therganization, etc. For
executives, fringes such as the following are exgasl: facelifts for
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executive and spouses, adoption fees, shmaking pay, paternity
leave, well pay, weight-loss pay. self defetnaming, chauffeured
limousines, company apartment or hotelonto near the office,
financial counseling, club membership, home entariant expenses,

and no-interest loans etc.

Exercise 1.1 Fringe benefits are cost-intensiveclss.

3.2 Philosophy and principles of employee benefits

As you have already noted, the growth @employee benefits h
bwapant. Flippo gives as a reason for such atjrowthe 1920s, the then
managerial philosophy labeled paternalisithe paternalistic approach
occasioned such services as "company housingangany stores". This
philosophy went into disrepute for two reasonsstyir the employees' desire

for “industrial adulthood" and secondly, the degsion of the 1930s which

served to eliminate many employer-financed services

Since world war 11, Flippo says "we hawemtered the era of 1
pagernalism” The attitudes of workers and thesga&mpublic have changed

toward service progrmmes. This coupled thwi massive government
legislation in favor of services has made thegeis of 1920s “...pale into
insignificance when compared with those of the gmés In face of the social
legislations, many now believe that the privatmfiin the words of Flippo,

"...is morally responsible for thelives adfs employees. It is nolonger a
servie initiated by a fatherly, benevolent mpdoyer, but
negpaisechdytgovernment, competition, or the labaonih

In summary, Flippo said, "the rapid growth of spechgrams can be traced to
sources as

(1) achanged employee attitudes,
(2) labor union demands,
(3) governmental requirements,
(4) competition that forces other eoyelrs to match benefits to attract
and keep labor, and
(5) period wage controls that freeze wagad permit the offering of
services, since they can be bought with cheaprdbllia

How can the manager rationalize the huge expemddnremployee services?
In light of the fact that provision of certain eloyee services are mandated
by government. the company has to betdrem. However, even
ttmempany cannot recover its costs tangibly, does so intangibly through
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3.1.2

various forms, many of which are not subject tolijaation. Among such
values are:

(1) More effective recruitment - you may wishréecall that in unit 2
where we discussed recruitment we didy sthat it was the
salesmanship that organizations do of ma@ves to make thel
attractive to would be employees. Anyrgamization that h
atiractive employee service, makes itselftraaetive to prospective
employees.

(2) Improved morale and loyalty (of its employees
(3) Lower turnover and absenteeism
(4) Good public relations
(5) Reduced threat of further government internaent

(6) Increase in productivity arising fromthe fact of fringe benefits
conversion from mere services into motivatorssoint, made by
Stephen P. Robbins and noted above, may be thegssbpoint in
support of employee benefit programmes.

Principles of employee benef it programmes

About the most important principle of employeesdfgrprogrammes is that

the benefit must make a contribution to theaargation at least equal in
amount to the cost of it. In addition to this plipstates other principles as
follows:

1. The employee benefit should satisfy a real nééth the point made
above by Robbins, that employee servicase now individually
tailored to meet individual employees, thigrinciple is no longer
critical. Otherwise, its import is that before @gramme is embarked
upon, care must be taken to ensure that it andwéhe felt need of
the generality,i~1 employees. Flippo gives an eplarof an athletic
service provided for the employees in an orgdimmaand when the
whistle was blown to "play ball", no one turned.out

2. Benefits should be confined to activities wimich the group is more
efficient than the individual. This principle isldhfor certain services
only, e.g. group insurance cover. which is morest effective than
individual one, otherwise, individualized serviegge more effective.
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3. The Dbenefit programme should be chareed by sufficient
flexibility to enable adaptation to vargi employee needs. Thi
according to Flippo, "suggests that not a#imployees are alike in
terms of age, family status, and financial requieata”. He cites the
case that "whereas the typical benefit offeringiasss that it is for a
male who has a family with a non workingife, the continuing
changes in our society make this concepsolete. Today, fewer
males are the sole support of their famileend more couples are
remaining childless. In 1970, 70 percemf all households we
maintained by married couples; today thegure is just about 60
percent. Rather than one standard bengfiiogram, it has be
suggested that at least five are needed: (1) swmgtkers (2) married
workers with  no children (3) married witiloung dependants (4)
married with dependants in college and (®mpty westers". One
technique, according to Flippo, that can be "liagtil to inject this
needed flexibility is the "cafeteria’ style pragr. Though relatively
few firms have undertaken this new approach. Tlséegy adheres to
the principle of individual differences in thatilows the employee to
choose from a varied offering those benefits thatlae most valuable
to her or him".

4. The cost of the benefit should be calculabié, @rovision should be
made for sound financing. This is particularly imjat in the matter
of employee pensions. With regard to this, Flipdeises that "sound
actuarial estimates must be made, andequate provisions for
financing must be established before concedingdneces over the
collective bargaining table".
Exercise 1.2 Use the philosophy of the employeetiteservice given by
Edwin B. Flippo to defend it.

3.3 Economic protection against hazards

A number of countries have schemes thaffer a measure
postimtion hazards. The U.S.A  has the olge *survivors' insuran
gAgmployment compensation required by the socalrggg Act, Workers'
compensations, etc; in Nigeria, we have the pessamid gratuity scheme. In

addition to these mandatory schemes, some orgemga designed to help
employees when faced with adversity. Some of seblemes are discussed

below.

(a) Guaranteed annual wage

Thisis applicable in private organizations ttlainot offer full and
tenure employments. Most of such organizatioreszeh employment
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schemes characterized by the following: (leytbuarantee only a
certain number of weeks of employment d/an wages, (2) the
restrict the number of employees who awmvered, and (3) the
suspend the operations of the plan  wundeconditions C
eriesgrNcy, such as fire, flood, explosion and estikVhen we speak

of guaranteed annual wage, what we mean is tha¢ spganizations,

despite situations calling for restrictionsn employment,, have
decided to guarantee a pay check for evey monthhaf year. Some

also ensure a'no layoff policy.' The aims of #iris to ensure stable

operations for the organization and steady emplegeeings.

(b) Lif e Insurance

This is about the oldest form of eayelr Sponsore
bangblee The return to the company dhis particular econom
service, in the words of Flippo, "...comes fromeahg the employee

of worry about the security of his or her degemts. Relieve from

worry should enable a person to devote greatéentadn to the job

and the company .

(C) Credit union

A credit union, according to Flippo, s..i an organized group
people who pool their money and agre® make loans
anether". This relieves employees in credit unioinsthe worry over

short term financial insecurity. Loans taken framsts unions are not

only at affordable interest rates, they do notdaltler loans which if

taken by employees can amount to firkncembarrassment
punishable by employers.

3.4 Facilitative employee services

Facilitative services are activities that employe®sst normally take care of
themselves in their daily lives. Organizationspider to relieve employees
of some of the burdens of these "cares" of life #wd free body and mind to
concentrate on work, come in to provide relief vems. Some of these are as
follows:

(a) Recreational programmes
There are two types or levels at whiohganizations do promote

sports. One is that in which a particular orgatirafloats a sporting
club and have a team that can compete in Natiomhlraernational
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sporting events. The use such a sporting activityite publicity and
perhaps nothing else by way of increased produgtivi

The other level of sporting activityis iabnural. Inthis case the
organization establishes sporting facilitiebor its employees to
"enjoy". Such sports are golf, tennis (lawn andgplswimming, etc.

Here again, the sporting activity hard§ontributes directly to
productivity. Perhaps it can be argued that tsparontribute to the
"employee health and for sports lovers, maysbowrale and thus
indirectly contribute to productivity.

(b) Cafeterias

The most important contribution of company tatfi@ is improved
nutrition. Without it, employees are likely to $etfor unsatisfactory

snacks, or onthe other eat very heavy fodsewhere which may
reflect in greater fatigue and reduced pobdity during the late
afternoon. For these and other reasohs,is a wise decisic
foganizations to run cafeteria services for theiployees.

(c) Child care

Flippo says that "Approximately half of alvomen with children
under the age six are in the workforce (and ttoatfamilies with both
parents working, itis estimated that day caqgeeses for children
average 10 percent of gross income...." Forrdason a number of
companies either assist employees by counselitgabkere to find

the services and helping to link up service prossdeith employees

needing such service, or the company runs suct chrke services for

its employees. The relief from worry and the castisg nature of in-

house childcare services serve as motivatelsch can contribute
towards greater productivity on the part of empts/e

(d) Employee purchase

This is a practice under which the company alldveseémployees to

purchase its own goods at a discount or unddrichnthe company

buys the products of another company aalls them to its owi
employees at a reduced rate. The effect it has marale which may

lead to increased productivity.
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(e) Educational tuition

This is a process where the employer assistsitipdogee to acquire
education. Except that, as Flippo states, theréois interest in it by
employees, itis a weapon with a double edge e ethployee gains
additional knowledge and skills that cidnites to personal
development, the organization gains when thesks sité put to work

on the job.

These are some of the more common on@s ones used
traentry. There are more. e.g. vanpooling, and athgsloyee service
programmes, which can be used to increase mordle@rsequently
productivity.

4.0 Conclusion

Unit 9 has examined the topic -fringe benefits. It is al
kRopplemeamsary compensation and recently as flekibtefits. Ordinarily, in

its traditional conceptualization, it was not thbtgf as a motivator, but seen

as flexible benefit. and applied that way, has beza motivator.

We have also discussed the philosophy on whickiisged and principles
guiding its adoption and implementation. We haweng#at fringe benefits
are of two major types - one is that involvingasures taken as economic

protection against hazards, and the other has witidacilitative services to
make living more conducive for working.

5.0 Sum mary

Fringe benefits are a part of general compeosali is part of what new
entrants use in deciding whether to work fone oorganization rather than
another. As such. organizations have to pay sotestain to it.

6.0 Tutor Marked Assignm ent

Q. | List all the principles of employee benefiEplain any two of them
fully using examples in your experience to do so.

7.0 Reference and other resources

References
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- Flippo. Edwin B (1984) Personnel Managat (sixth edition),
McGraw- Hill Book Company, New York.

- Robbins, Stephen P (2001) Organizational BelmgWomth Edition)
Prentica Hall of India. New Delhi.

| like to explain numbers 1 and 4 above. The pesh number says that the
employee benefit to be siituted should serve a real need. This emak
compelling to study the situation existing an organization before th
adaptation of a plan. In this modern situationsnetéhings" exist and can be
copied from one organization to another, carestrba taken to adopt any
existing systems. The new approach to fringe hisnespecially, that along
the thoughts of Stephen P. Robbins, says thaloge services should be
tailor- made to suit individuals. For example, theiill be, little need to
institute an employee service under which a reoequipped with toys for
kids to play with in an organizationf o nursing mothers. The ic
ektablishing thata real need exists befanstituting an employee benefit
service is also in congruence with my experienceoaimunity development
projects for rural dwellers. Usually projectsor f rural dwellers are
conceived and implemented by government officidi® wvariably live and
work in urban areas for rural people. In m@ses such projects are not
appropriate and hardly used by the rural people.

The second principle is that which says that thet obthe benefits should be
calculable and that provision should be made fanddinancing. In Nigeria,

especially at state levels the pension benefitetiled employees are hardly

paid on time, and the cost-of living adjustmenighich are supposed to be

made are hardly made. This problem is aoblpm arising from lack o
calculations ab initio, and making adequate finalngiovision for this vital

employee benefit service.

MODULE TWO

UNIT 10

EMPLOYEE PERFORMANCE APPRAISAL
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1.0 Introduction

According to G. A. Cole, employee performance ajgptas one out of only

3 of the numerous personnel functiondatt evaluates the emplo
axlividuals. Itis as aresult. ,L% ~ importaftecause itis sensitive. In his

words, this is "....a task that is delicate ad aglcomplex". In Nigeria, this

task has been carried out at one time as a ‘temtial annual report” i.e.

done by the manager/supervisor without the knogédear any input by the

employee being appraised; and at anotheme ti as an "open performanc
appraisal" system. Whatever it is or should bé&hésconcern of this unit.

2.0 Objectives
By the end of this unit, you should be able to;

Define the concept of employee appraisal
List the reasons for which appraisals are done
Recognize an appraisal form

Construct a rating scales for employee appraisa
Conduct an appraisal interview

3.0 Main contents

Definition and scope of employee performance apptai
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3.1.1

3.1.2

Definition

In their book. Human Resources Management, TFheand Practice, John
Bratton and Jeffrey Gold (in the glossary of thekjadefine performance
appraisal as an

"Analysis of an employee's capabilities mal potential drawn from
assessment data of past and current work, behavi, and performance.
allowing decision to be m ade in relation to purpse - for example HRD

needs"

The say of HRD (Human Resource Development), anotimgr things, as "A
term used to indicate training and developmetit ....

Scope

Seen in the light of the definition above, perfamoe appraisal has quite a

number of factors inittobe considered.rsty, it is an appraisal of the
employee's capabilities and potential capabilifeswill be seen later, it is

in Part therefore a rating of an employee's tr&econdly, it is an assessment

of data on work done.

Therefore, it is not alone an appraisal of anvidllial's trait, but an objective
measure of work done, using facts and figufeking these two factors
together, performance appraisal can be seen torm®med with assessment
of both behavior and performance.

Thirdly, it has an aim, which is to allow decisitmbe made in relation to
training, development, and as will be seen latemtion, increase in salary
etc.

We have isolated these factors and emphasizedlibeause in the context

of Nigeria, as noted by |.Omale in a chapteof a book - Planning and
Budgeting in Nigeria - Institutional and Policy Reans (1994) these factors

are singled out and weighted in a performance agdrpolicy in the civil

service. He enumerated the factors as follows:

(a) actual performance compared with prescribefbpaance standards,
(b) character traits,
(c) attendance and punctuality at work (d) leskligrperformance.

Exercise 1.1 Define performance appraisahd list all the factors to b
considered in an appraisal.
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3.2 Reasons for performance appraisal

Some of the reasons for employee performance ggpeae contained under
the topic "Scope" above. However, the reasond famei numerous and G. A.
Cole provides a list as follows:

* to identify an individual's current level of jgerformance to identif y
employee strengths and weaknesses

» to enable employees to improve their performance

e to provide a basis for rewarding d&wgpes in relation to
contribution to organization goals

» to motivate individuals

* to identify training and development needs

* to identify potential performance

 to provide information for succession planning

Summing the reasons for appraisal, Cole says "Td likely reason for the
adoption of staff appraisal is to draw attentioptesent performance in the

job in order to (a) reward people fairlyand (b) to identify tho

pedentials for promotion or transfer”.
3.3 Difficulties with appraisals

As we noted earlier performance appraisal is &icate and complex affair.
A. C. Cole cites three difficulties concerning battcuracy and fairness of
appraisals.

They are:

» the construction of the appraisal documents
» the style in which the appraisal is approached
» the culture of the organization

3.3.1 The appraisal document i.e. the form)

As seen above under scope, the target of appraiadie either performance
or behavior of an employee. The instrument ormfor document used for
appraisal usually indicates what it is that is eappraised. A. G. Cole gives
the characteristics of forms which seek infoioratbout the person rather
than about his performance as:

(i) generalized criteria
(ii) generalized ratings of performance
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(i) individual qualities rather than results
(iv) box ticking as method of performance

An appraisal form that seeks informatiombout the employee rather
hARyformance is at fig. 1.1 below

Fig 1.1 Appraisal form emphasizing individual gtiek

Personal attributes 1. Always at the center coviy
leadership 2. capable of leading smallish grougs

3. has no real leadership qualities
nitiative T. Always acts on own Initiative

2. Will act on own initiative irf minor
ways
3. Never acts unless instructed

Judgment 1. AsSSessesS a siuaiion wijtool

discernment
2. Sometimes confused by dtrong
counter-arguments, but generally makes
sound assessment

3. Totally lacks any critical faculty

Decision-making Ability T.Makes soupd decisionstimes
2.Cannot always foresee the outcorpe of
his decisions

3,Decisions are more like guesses

Customer Awareness 1. Aware of needfor qualiimelipess
and price
2. Only partially aware of the impor tgnce
of the customer during the working day
3. Customers’ needs are seen as
secondary to his own

Self-aisciple I. Has well-balanced attdud jowards
work and leisure
2. Concentrates on work he prefers

Appraisal styles

Maier (1958) identified three basic approachesthe appraisal interview.
These were as follows:

(1) TELL AND SELL approach, in which hea manager tells his

subordinate how he is doing, and endeavors to pdeshim to accept
what has been decided for him in terms of improvame

(2) TELL AND LISTEN approach, where themanager tells his
subordinate how heis doing, butthen sitckizand listens to the
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individual's point of view both about theappraisal and about ar
follow- up action required.
(3) PROB LEM-SOLVING approach, in which the mger effectively
puts aside the role of judge in order to join the@dinate in mutual
reflection on progress and mutual discussion alequired action.

Maier has in effect described a continuum of riitaver behavior ranging
from a relatively autocratic style to one that is fully participati
thrtinuum may be described graphically as below:

Interview dominated
By manager

A continuum of appraisal interview styles
(after Maier)
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anager Mahager Mahager Manager
TELLS TELLS& TELLS& SHARES
SELLS LISTENS problearsd
Solution with

subordinate

A. G. Cole notes the following as beinge t difficulties with appraisals
utilizing the above form, i.e individual qualitieppraisal.

The first difficulty with this approach is thabf measurement. How can a
manager fairly assess qualities of leadershigudgment, for example? The

second difficulty is that of relevance How cahto success are diligence

and cost consciousness, for example'? Hard vgorkot synonymous with
effective work; awareness of costs may be disadg@ous if it discourages

initiative or decisiomaking. The third difficulty IS that d
nmmplgeirsy  the form have to rely on subjective impressionssteas
ofincrete evidence. Fortunately, the senioranagement of the compe
concerned found it too difficult to operate suafpemeralized instrument and
eventually substituted a results-oriented system.

On the other hand, all appraisal which ukss attention on performanc
could have a form as the one of fig. 1.2 below.

Fig. 1.2 Results-oriented appraisal form

Company: Office Equipment Sales
Position: Managing Director
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Key Result Areag Targets Set for the Achd Evidence Notes

Period*
Profitability Increase profit sales [Yes Annual
ration by 5% Accounts

Maintain present
Market Share market share at 19%  No0|(13%) ndudtry Price-cutting

&Hts
byAdhieve grgss sales qf Competitors
N150m
Sales Reduce avgrage No Annual
delivery time to four (N 148m | Accounts
weeks
Delivery Ensure staff costs do yes Qustr

not exceed 55% of Accounts
total expenditure

*Financial ydar

Staff Performanc

1%

yeq Annugl Budget

Summary

An appraisal using the above form will find it pits to identify the relevant
aspects of the job and to set measurable targg@inst which to assess the
employee's performances in a fair and cuate manner. What
BeRigised is quality (how much?) quality (howell®), time (by what time?)
and cost (at what cost?)

In concluding this section however, it &dvisable perhaps to adopt 1
Nigerian variant stated under scope above. Therénh factors of behavior

and performance, are being appraised. This is ssacgbecause employee

who deals with customers may have a very high tyualb, accomplished in

ver y good time, but delivers it in a ver y impelinanner. Not only can such a

service or a good be rejected, the organizatiahhthrbors such an impolite

staff may also be rejected. It may therefore basadble to use the two forms
above together for better result.

3.3.2 Rating scales in perf ormance appraisal
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Whichever factor we are measuring - behaviorgmrformance - appraisers
still have to measure individual performance whioéy do by use of one or
more scales. Cole lists and explains them as faellow

1. Linear or Graphic Rating Scales

Initiative A B C D E
| | | |
1 2 3 4 5
5
Initiative | | |
(Low)
(High)

Initiative Excellent.................. Good.............Average................ Poor

2. Behavioral Scales -this is the type showngn1il above
3. Results/Targets Set - this is the examplegnifi2

4. Free Written Reports - in this, thappraiser writes essay type
answers to questions set on the appraisal document.

3.3.3 Appraisal Interviews

This is a face- to-face meeting the employee asdrginager or supervisor.
Its"aim is to discuss the subject of each item the appraisal form. This is
related to the open rather thanthe confideapgkaisal method. It has a
number of objectives. As listed by Cole these are:

(1) to evaluate the subordinate's recent perfoocman

(2) to formulate job improvement plans

(3) to identify problems and/or examine possilgpartunities related to
the job
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(4) to improve communication between superior sunabrdinate

(5) to provide feedback on job performance todhmployee

(6) to provide a rationale for salary reviews

(7) to identify potential performance/pbdgies for promotion or
transfer

(8) to identify training and development needs.

4.0 Conclusion

This unit has dealt with a critical, sensitive gansel function. From it you

have learnt that appraisal rates both behaviompanidrmance. You have also
learnt the role of appraisal interviewand how it helps to
manager/supervisor in close collaboration witheéhwloyee for the good of
the organization.

5.0 Sum mary
In this unit, as much as possible, all that youdneeknow about performance
appraisal have been discussed. It covers definisoope and the format of
appraisal as well as style.

6.0 Tutor Marked Assignm ent
Question. In this unit allusion was made to theexin situation. How does

it differ from the other examples discusdeHow would you reflect
Nigerian variant on a form?

7.0 References and other resources

Bratton, John and Gold, Jeffrey (1999) Human ResoiManagement -
Theory and Practice (Second Edition) Macmillan Pidsd, London

Cole, G.A (1997) Personnel Management

Theory and Practice (Fourth Edition) ELST withttseeducational,
London
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1.0 Introduction

Training is a very impor tant personnel functiowtioich every organization
must pay special attention. The contribution_ ofdividual workers depend
on what knowledge of the work they have and thibsskiey possess to carry
out the work. These contributions will increase/ioye with new knowledge
and skill obtainable in most cases from training.

2.0 Objective

By the end of this unit you should be able to:

* Identify what training is
» Define training ldentify training needs
» Device training plans
» Conduct training needs surveys
3.0 Main contents

3.1 Definition and Scope
3.1.1 Definition
As we embark on the definition of tiamp we want you to refle

wether the twin concept development is or is hetdame as training; and
whether both of them are or are not the same @saéidn. Let us now, give
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3.1.2

the definition of training. We shall leave thatdsvelopment to its own unit
which comes later. G. A. Cole defines training as:

Training [is].... any learning activity which is directed towards
acquisition of specif ic knowledge and #k for the purpose o
ancupation or task. The focus of training is thegb or task.

Scope

By scope here, we mean quantity and quality ofinitng. G.A. Cole gives a
long list of what determines the qugnti and quality of trainir
prganizations. They are:

» Degree of change in the external environmeuhfiological change,
new legislation, etc)
» Degree of internal change (new processes, nelkaisa etc)
* Availability of suitable skills within the existg work force
» Adaptability of existing work force
» The extent to which the organization supgporthe idea of internal
career development
* The commitment of senior management to traids@n essential part
of economic success
The extent to which management sees trainirggrastivating factor
in work
Knowledge and skills of those respblesi for carrying out the
training.

The quantity and quality of training an organizatias depends on its policy

toward training. In some organizations, and thisasmmon in government

agencies in Nigeria, training is adhocunplanned and haphaze
Qieenizations are careful about training and astesyatic about identifying

training needs, then designing training activiti@s a rational manner to meet

the needs, afterwards evaluate the results. Thiswisit ought to be.

The knowledge and skills that are or are not al&lan the public service as

a result of training or lack of it are a functiohtwo phenomena. The first is
pre- entry training and the secondis in-servicaining. We shall start by
discussing pre-entry training.

3.2 Pre-entry training

Pre-entry training is the training an employee Unagergone before he joins a
service or an organization. You may be led intokimg that this being the
case, it should not feature prominently in the al$ston of training that goes
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on in the service or in an organization. Theresanember of reasons why it
should. Firstly, in some countries or orgatiwes, the training that takes
place in institutions from which government or saechanizations get their

staff is influenced by government or such orgations. Let us make this
clearer by an example.

In the early 60s, and Institute of Public Admirasibn was set up in Zaria,

Nigeria. Its aim, among others, was to prepare atnative officers for the
government. Although the training that took plauoeré was "pre- entry” into

service by those who attended it (and by the wayahaovho attended went

into government service) was influencedy bgovernment needs. The
curriculum was drawn up to reflect theneeds of governme
Sexdically, as noted above, the scope of trainiedettin an organization is
determined, among other factors, by availability sfitable skills within the

existing  work  force. Much  of this exmg skil comes fror
presramyry

In order to ensure some appreciable level of pterdmowledge and skills
two schools of thought h have guided in-take public services of countries
and/or organizations. The first school of thoughdssociated with Britain.

3.2.1 The liberal arts school of thought

O. Glenn Stahl states that: "In connection withgheparation of students for

an administrative career, two schools of thouglgtefone follows the lead

of the United Kingdom which has beesuaessful in recruiting fc
administrative duties the pick 14W graduates f@xfiord, Cambridge, the

London School of Economics, and other esthbll universities". This is

done on the assumption that: "..,the best admaim® are those who have

had a general |liberal education, whichmakes for flexibility o«
miagdination and breadth of outlook". In the word$ ord Haldone (quoted

by Stahl, in a learning before the Royal Commissibthe Civil Service, he

said "We still consider it worthwhile for ouadministrators to know their
Aristotle and Plato".

To alarge extent, in the initial years of MNigeria Civil Service, it was
guided by this school of thought, Theequirement for entry in
gdiministrative class of the Nigerian Civil Seevwas mainly a liberal arts
degree of not lower thana second class. Aod many years, this entry
qualification was sufficient (without anyadditional training/to take or
through the career rungs to the topmost positibrat- of a Head of Service.

3.2.2 The Science Oriented School of Thought

88



In this school of thought it is maintained that adistration is not all art but

also science. This being the case, principles easelduced from its practice

which can be taught and learnt. This school beldhat a student with a

liberal arts degree can be given speciatisining in the technicalities of
administration. Such teaching combined witherinship opportunities can
gualify young people for a career in administmatiThis school of thought
argues that it is possible to provide vocatiorahing in administration -

subjects covered in such a training ngpei determined by what an
administrator  actually does. Such courses imglude according to Stahl,
"administrative law, budgetary theory and practprsonnel administration,
purchasing and handling of supplies, office praced, reporting, statistics,

research methods, and the like". The aim of tngimn this way is to produce

a generalist, one who "....should be acquaintel thiése various subjects,

not as a practitioner or a specialist but one slimuld know how to utilize
practitioners and specialists most effectiveBtahl say, in this connection

that "An honest analysis of the work of the adstirator will show that he is

called upon to know more and more but probably nemeugh about any of

the many fields subject to his direction to quaéifyya specialist".

The shortcoming of the training emanating from gukool of thought is that
the generalists it produces, fit only into governtredministr ative work and
not much else i.e. its products have a small j@pdotunities) market within
which to operate.

3.2.3 Professionals with administrative training

What looks like a third school of thougis the availing of graduat
rarious specialties with exposure to the art amehse of leadership. This is

premised on the belief that,in the words $fahl, "The bulk of the non-
clerical public jobs necessarily calls for techhiaaowledge in some field or

the other". What this third school of thought aimt$s to turn the expert in

one field or the other to an administrator idesr to rid him of what Stahl

calls "the provincialism of the expert". By chagtexperts view issues from

a narrowness of their expertise. Given esonmadministrative training, th
narrowness is minimized. This is on the premisg #@ain in the words  of

Stahl, "....cannot escape administrative respditgiat some time in their

careers if they are to rise above mediocrity....."

He adds therefore that, "....chemists, and lawgedsdoctors and statisticians
and similar specialists should be expkcte to have in  the
puofesgéonattain minima of the social sciencesja@sychology, literature,
and English, as a liberal dose of administratiomanagement science".
He ended this by saying that, "Few varwi are without the need fc
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executive capacity and an understanding of howead and to work with
people”.

In Nigeria of recent times, the second and thatibsls of thought discussed

here are now the guide-posts for administeatitraining. A part from the
limited number of people who opt to read pullitninistration as a first

degree course, quite a number now come fromadbialssciences, the arts

and the professions - engineering, law, the adgaiences, etc; to do post-
graduate and higher__ degree courses in admin@tratid management. In

public service, a medical officer with a diplomaaidministration is likely to

function more effectively as a per manent secratatfie ministry of health

than a liberal arts graduates, so is emgineer with a higher deg
management, a more effective chief executive imimestry of works, etc.

Exercise 1.1 State the characteristics of eacheoftiree schools of thought
giving rise to a pre-entry training into public giee discussed in this unit so
far.

3.3 In-service Training

In-service training starts from the applicatiasf the knowledge which an
employee brings into service on the job to whichsha&ssigned. It continues

and includes making older employees more effidie the performance of
their present duties and even to equip them tafguédr advancement in one

or more direction. In the words of Stahl. "Viewtbds broadly, in-service
training is never accomplished, it is always inqass".

Here, we shall avail you of the forms andhoéds of in-service training,
starting from:

(@) Group training. Most of the pre-enttyaining we have discussed
above are done in groups. However withithe organization,
conferences and seminars are held, field tripsiagertaken. These
are all training sessions. One that ist mot usually? thought &
training is a regular staff meetings. If well héed) and not made an
order- giving and orddeking period, it could be very profita
training for both subordinate and supervisor. &hiti induction  courses
where large numbers of people are involved takefthimat.

(b)  One-the-job-instruction. This is the nuooonest form of training
especially for the new entrant. The supervisor sgoend to the work
desk or bench and gives instruction on howptrgicular work is
done.
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( ¢) Manuals and Bulletins - Handbooks, proceduoamuals, or periodic
bulletins, made attractive and readable are a gne#ttod of training
in an organization.
In Nigeria, the work of administration -the handjliaf personnel, of
finances, of stores, of procedures are all taoginly via manuals,
the most important being the Civil Seev  Rules, th
Riegunieiabns, the Stores Regulations and the Seti/ice Handbook.
No administrator, however long he has been in serftas a table that
lacks these documents - they are the administsatorhpanion.

(d) Correspondences Courses - This is simitlawhat you are doing
right now. When the circumstances is such that sormgloyees are
in the field, recourse is taken to the use of respondence courses.
Young administrative officers who were in the Goéd Service of
Britain were taught here in Nigeria by notes tieni and sent from
Britain. This was continued in independent Nigdayecirculars sent
round Divisional Offices (now Local governmentsl headquarters'
staff. Instructions in such circulars were trainingtructions.

(e) Use of Audiovisual Aids - You are also famuili with this in this Open
University programme. O. Glenn Stahl has thi® say about this
method; "Few training devices have quite appeal and force of
graphic or auditor y presentations. They includech media as still
pictures, models, specimens, posters, maps, clibmstrips, slides,
and. most important, motion pictures".

A final note on in-service training is the Nigerianderstanding of it. In

Nigeria, any training undertaken whilst an emploigeia service, whether

done in an institution outside the organization is egarded @&
treggngce Thus when, in the wearly 608 late 70s many Nigeria
administrators were sent oncourse to thed@te Schoolof Public and
Interral Affairs (GSPIA), in Pittsburgh, U.S.A they were (o
inagangce

Exercise 2.1. What is in-service training? List 8yethods of carrying it
out and explain them fully.

4.0 Conclusion

In this unit you have been given what training ngeafou have known the
importance and types of training which takes plaefre an employee joins
a service or an organization. Such training issiwgrce of the reservoir of
knowledge and skills available in an organizateiffore in- service training
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comes in to augment it and lend to greater eficyeand to a preparation for
higher duties.

5.0 Sum mary

This unit has dealt with the meaning of trainidigcussed pre-entry as well
as in- service training. It has also given the sooftraining.

6.0 Tutor Marked Assignm ent

Question 1. Why is it necessary to require thagraployee come into service

of government with some knowledge and skill conrggithe work for which

he is employed; and which of the three schoolstiebught discussed in this

unit  influencing  training, would you reomend for the Nigeric
8anvice and why?

7.0 References and other Resources
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Introduction

You may wish to recall that in unit 11 where yoarld about training, we
said it was the twin brother of management dgwakent. In this unit, we
shall show you what management development ésffam various ways to
bring it about.

2.0 Objectives

By the end of this unit you will be able to:

» Define management development
* Identify management knowledge and skills
* List and explain various methods used in managéohevelopment

3.0 Main contents

3.1 Definition and Scope

3.1.1 Definition

As you must now be very much aware, almost all irgyd concepts in our

field of study have many definitions dependingmpite perspective or focus

of the writer. A.G. Cole gives a nuwnb of  definition
devedgement, himself quoting from other colleagu@@soting Drucker, A.G.

Cole, says;
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..... management development must embrace Il a managers in the
enterprise. It must aim at challenging all to growh and self developm ent.

It must focus on performance rather tha on promise, an
tomorrow's requirem ents rather than those of today

Also, quoting from an Msc policy paper on Managetrigevelopment, Cole
says that Management development is

..... any attempt to improve managerial effectiverss through a planned
and deliberate learning process

Yet another definition, and this time A. G. Colguoting Professor Morris,
says of management development that:

....developm ent is a continuing improvement fo effectiveness within a
particular system, which may be a persog but in the cas
ofanagement development is within the m agem ent function o
arganization.

3.1.2 Scope of Managem ent Development

By Scope here we mean the field of manabedefinition and expertise
needing improvement so that the gap betwepresent performance ¢
expected performance may be bridged by manegendevelopment. The
following is alist of such activities. providéy Cole who adopted the list

from Pedler etal:

1. Command of basic facts
2. Relevant professional knowledge
3. Continuing sensitivity to events
4. Analytical, problem-solving, decision-making dgndgment making
skills
. Social skills and abilities
. Emotional resilience
Pro-activity, i.e. the inclination to responarposefully
8. Creativity
9. Mental agility
10 Balanced learning habits and skills
11 Self- knowledge

~N o Ul

Management development is needed in order keep the mana
fpossession of expertise so that he is not wantirsgills and knowledge in
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any of the above activities. This is howidev the scope of managemel
development needs are.

3.3 Managem ent Development Methods

A. G. Cole has identified three methods of manageme
Bevcelopeent.the first two (@) Management ucation and (k
venange hoekt more like what we have already cdaesed under unit 11, we

shall concentrate effort here on the third, (c) &igntial learning which Cole

talks about as "..learning by doing; n-tbejob  experience usua
gutlklance from superior or colleague”. In expdran learning he identifies

and discusses the following:

3.3.1 Coaching/guided experience

3.3.2

Taking his definition from the word "coach'he defines coaching in th
context as "...intensive training of one or mpeesons by another who uses
instruction, demonstration and practice as bis her prime methods". He
says, "unlike other forms of instruction iehh are often concerned wi
passing on facts or theoretical knowledge. coachsirdpout helping others to

learn how to do things. "....it is centered amdua skilled individual who
passes on his or her skills in a fairly intimaiey to an individual or small
group".

The areas in which managers need to develop skilscompetence are areas
such as communication skills, group leadershspaff appraisal, handling
grievances. planning and budgeting. It is in atgasthis, in which cognitive
knowledge - the learning of theories and fact$ mat do, that, in the words

of Cole, "The presence of a skilled and valuedeagiue to help talk things
through how to handle selected situatiocen avoid embarrassment ar

major errors of judgment..."
Mentoring

The name "Mentor" is that of a trusted fderused byone of the Greek
lllysses to train his son in the artof war &ar& mentor, in Cole's words
"....has come to mean someone mature and expedevho advises (and
gives practical assistance where required) to ageu and less experienced

person”. He then says "Mentoring is a learningti@hship which is broader
than that in coaching. The latter is definitelyllsk or competency focused

whereas the former is concerned with sspey knowledge, insight &
attitudes as well as skills". A mentor is usualbt one's line manager but one
higher and a person who has qualities that he pasge a younger person
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without the stress of accountability or besbordinate relationship being
present.

The following words of Cole capture the lattendapirit of the methods of
coaching and mentoring very succinctly:

Organizations that are using mentoring and coaching approache

their Management development are attempting to gaimdded value from
the Talents, experience and wisdom of their seni@taff by encouraging
them To pass their store of experience to junioralleagues, and to do so
in the Workplace rather than at a business schopstaff college or some
other E xternal provider.

3.3.3 Delegation

Cole defines delegation as "....essentially a powsaring process in which a
manager transfers part of his or her authoritgriother, more junior person".
The aim is to encourage practice by doing. In losds, Cole says "There are
few better ways of assessing someone's suiiyalof a possible task than
giving them a similar tasks and observing hovellwthey perform”. Coles
ends his discuss on delegation by saying that fivdebegation is backed up
by mentor ing and the support of the senior managis likely to prove a
powerful development tool".

3.3.4 Doing the work of a superior officer in his Bsence

For a number of reasons, a superior officer maglisent from office for a

fairly long period of time and his subordinate nteyrequired to perform his
duties. Some of 'suchreasons for absence bmawnnual leave, sickness,
prolonged tour, etc. Such "acting for" duties odfea good opportunity for
management development. In a number of instangesibordinate does the
work that has been "pending” and defying solutioritee desk of his superior
officer during such absences.

3.3.5 Other forms

A. G. Cole cites projects and secondments as tpptes for management
development. Concerning projects he saystaff could be sent
teambers of a special team put up to handle a dp@ojact. Participation on
such projects avails a staff of special knowledug skills not available on a
regular job schedule. The same advantage can heddérom secondments,
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i.e being put a job outside a regular job assigrinf&milar to reassignments

under unit 11, the aim to give more knowledge skilll by making staff do

varied assignments. Concerning secondme@ple concludes by saying
"secondment is a good way of testing an individugdpacity for coping with

a particular role".

4.0 Conclusion
In this unit we have provided you a number @éfinitions of management
development. We have said that a numbef reasons bordering
bapveen knowledge and skills that managers pssseswhat they should
possess make it imperative for underg@kirmanagement development

initiatives. In this unit we availed you of wvawms methods of management
development.

5.0 Sum mary

This unit has covered the definition, scoped methods of management
development.

6.0 Tutor Marked Assignm ent

Q. | Define management development. List the variomethods used for
management development and discuss one of thestail.d

A list of management development
From 3.3.1 to 3.3.4 above

Discuss one in detail. Pick one out of thalistussed above e.g. that of
mentoring.

7.0 References and other resources

- Cole, G. A  (1997) Personnel Management: Theand Practice (Fourth
Edition), ELST, Letts Education, London.
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Introduction

From the time that work ceased to be individual family- based concerns,
i.e. from the days the factory came into existettoe will to work began to
decrease. Motivation theories are efforigedting worker to do equal
work for equal pay and to make workers dawore work for mor
photivation  theory, like personnel managemems well as general
management, has undergone evolution.

In this unit, we shall start from the early theofymotivation, i.e. Frederick
Taylor's Scientific Management Theory.

2.0 Objectives

By the end of the unit, you will be able to:

» State Frederick Taylor's Scientific Managemengdry

e List out the various components of scientific mgament
» Explain each component of scientific managemeaobty

3.0 Main Contents

3.1 Genesis of Scientific Management Theory
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3.1.1 Genesis

Scientific Management is the brain- child of Fredeaylor giving his early

histor y. Henry Albers said: Taylor was born in Ban town, Pennsylvania

in 1856. He attended school in France and Germadyraveled extensively

in Europe. As a result of poor eyesight, thistdfiege scholar was forced to

take up appointment as a laborer rathethan take up studies
Bahege the entrance into which he had pass#d'Wwonors' although he

started as a laborer, Taylor, according to McKinaegt Howard, at different

times, was a Mechanical Engineer, a dpcton specialist, a busine
executive and a consultant.

Scientific  Management meant quite a numbef things. For instanc
McKinney and Howard identify three outstanding ciinttions of Taylor i.e.

(1) he applied the analytical and scfenti approach to improving
production methods;

(2) he popularized the view that managemeantildc be systematically
organized as a body of knowledge that could behiaagd learnt;

(3) he introduced the concept of functional sujzeon.

However, the aspect of Taylor's work that is of coon purpose to us here is
that which relates to motivation. These are thesorvehich McKinney and
Howard classify as

(1) the scientific education and development ofkeos and managers;
(2) the intimate friendly cooperation between ngemaent and workers.

Referring to this motivation aspect of Taylongork, Bratton and Gold say
that "Taylor was appalled by what heregarded as inefficie
padticgs and the tendency of workers not topatfull day's work - what
Taylor called “natural soldering' Bratton and Ghither said that Taylor
"...saw workers who do manual work to be motivdigdanoney, the "greedy
robot, and to be too stupid to develop the "on¢ way' of doing a task."

3.1.2 Nature of workers and how to motivate them th scientific management
way

McKinney and Howard say that "In Taylonsew, humans are ratior
economic  beings; thus, the best way tootivate them is [
gemEmdivds”. Also, they maintain that "In Tayloview, people are malleable

and can be manipulated by pay inceativeand cooperative friendly
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relationships into greater productivity”. Thesews of human beings were
experimented upon and to a great extent, he wasg@roorrect. Before we
report the result of some of his experiments, $eshow you the ways he said
human beings should be handled for greater prodtycti

(h Taylor suggested that each worker should befifically) selected
and trained for the job for which he or she is lsested.

(2) He suggestedthat acareful study shob&l made of the worker's
body movements to discover the one best methopeidorming an
activity in the shortest time possible.

(3) Workers should be paid according to theirvidiial output.

The following two experiments and their resultshow the success of the
motivation aspect in Taylor's scientific managentanbry.

(a) The Bethlehem Experiments. "Pig Iron handling”

Albers reports that at Bethlehem (Pennsylvaniagelstompany, a group of 75
men were involved in loading pig iron. Before theervention of Taylor's
methods, each man loaded about 12 -' /2 long tbnpig iron per day. He
reported that "A fourfold increase in output resdlfrom a scientific study of
pig iron handling, a better selection of workmemd &aining workers in the
improved methods". After a series of experimenégjlor arrived at the fact
that a man should be able to handle 47 -' /2 long per day. In order to do
this much work, Taylor worked into his experimantest period of about
57% of the time. With this done, hesucceeded in getting
susequetdly all men in the gag of workers to haddl-' /2 long tons of pig
iron per day. An economic incentive followed asthea than $1.15 per day,
the average wage rose to $1.85 per day.

(b) Another experiment he performed was in eamtion with shoveling
of coal. Before Taylor's intervention, each workerought his own shovel.
Taylor's experiment brought about the factesupplying shovels and the

matching of men with appropriate shovel size andtle. The end result was
in the words of Albers, "phenomenal'. As rasult of the success of |

Taylor's experiments:

The number of yard laborers were reduced from éetwd00 and 600 to 140.

The average number of tons handled by each matigyeincreased from 16

to 59; handling cost per ton decreasedmfr7.2 to 3.3 cents .. ¢
ancrease in wages from $ 1.15 per day to $ 1.88.

3.2 Planning in Scientific Managements
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Scientific management did separate the plannfonction for that of the
doing function. The former the responsibility chAmagement and the latter

that of the worker. The rationale for this, HeAdpers recounts in Taylor's

words thus:

Al of the planning which under the MW system was dor
iwprkrttean, as a result of his personal experience, ost of necessity under

the new system be done by the management in acdance with the laws

of science; because even if the workmanwas well suited t
tlevelopm ent and use of scientif ic data, it wodlbe physically impossible

for him to work at his m achine and at a desk at the same tim e. It is also

clear that in most cases that one type of man is @eéed to plan ahead and

an entirely different Type to execute the work.

3.2.1 Scientific Management and hum an behaviour

According to Henry Albers, "Taylor's ideas on pemtion were predicated

on the assumption that the primary interest of rgarmeent and the worker is

economic gain in the form of lower labor costs amgher wages”. In Taylor's

view, once the worker became aware of the gréadntages of scientific
management, he would acquire "a friendlynental attitude towar
kimployers and his whole working conditions™.

As much as (gssible Taylor attempted to isolate  workefrom
helieeing that if they come together, they wouldomize and create problem

for management. Scientific management was badely @m the individual

worker who, in Taylor's vievti- was motivated byetlove of money to work.

Thus, to him (Taylor) either unions (collectivargaining) nor negotiation

should be allowed to determine working conditions working hours. These
decisions were the prerogative of management. feagh to lay behind the
dynamics of human behavior in organizations enerawait another set of
experiment which would begin at Hawthorne in 198d which is the issue

to be discussed in unit 13 that follows.

3.2.3 Others in the Scientific Management Movement
Taylor was not alone in development of the scientifanagement theory. He

was the father of it all right but other joinedarhand some carried it on after
him. Prominent amongst these are their contribsteme as follows:
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(a) Henry L. Gantt. He was an associate of Tays.own contribution
in the area of motivation was, in the words of RbBeThierauf et.al.
"he contributed to the scientific approach by cdesng the human
aspect of management's attitude toward l|adoe. creation of the
personnel department was recommended by Ganttiasegnal part
of Taylor's scientific approach”.
(b) The Gilbreths. The contribution of Frank Bllseeth and Lillian E.
Ginreth was in the area of motion and time studikegh they did to
an almost unbelievably high degree of minutenedsralmbility.

(c) Harrington Emerson. He was best known fer Hbetterment work”.
He did not contribute in the areas of motivation.

(d) Morris L. Cooke. He is noted for introducingné and motion studies
into the public sector i.e. municipal governmeng. il reputed to have
instituted  effective  cost-reducing policieamong the various
government agencies. In the area ofotivation or personnel
management in general, he is said to be respensibl introducing
increased job security and workmen's fisne into government
service.

(e) Concluding the contribution of the scientifianagement approach to
motivation, Thierauf et-al, noted:

By the mid twentieth century, Taylor's ‘s¢iBo management revolution’
had been accomplished. Scientific managemerd bhame to include such
diverse activities as industrial psychology, jolaleration, employee training,
personnel administration, and the entire fiedl industrial relations. Work
simplification, by which a job and the required oot are analyzed to make

the job easier to perform, is based in part on omaéind time studies. So are

work study, work improvement, and work samplingl. tAkse activities have
a common goal raising production standards byrayttbsts and effort and
by improving employer employee relations.

4.0 Conclusion

This unit has examined the contents of tmetivation aspect of the fir
mechanistic theory of management - the scientibmagement theory. Most

of what can be considered as motivatiaheories in this approc
are
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training, increased pay for increased output, @me motion studies which
enhance greater productivity and thus greater pay.

5.0 Sum mary
This unit has dealt with the work of FrederiTaylor, exploring only the
aspects of motivation. The detail to which we vddndve done if studying
the whole concept has been skipped.
6.0 Tutor Marked Assignm ent
Q.1 Scientific management has been classifiednaschanistic management
approach, explain how, it can at the same timeolnsidered a motivation
theory.
Q.2 Why is it advantageous to separate "plannirghf'doing”
7.0 References and other resources
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Introduction

In his book - Modern Organizations, Amitai Etzampens discussion on the
human relations movement in an unusual but grapstde. We shall adopt

his style here. I-le started by noting that thenhn relations approach was
borne out of a reaction to the classical, fornpgdraach, amongst which our
mechanistic approach of unit 12 is notableg tien graphically "unsays"
what the former had said thus amongst others: "

(1) the amount of work carried out by worker (and hence
organizational level of efficiency and rationalitg)not determined by
his physical capacity but by his social "capacity":

(2) non-economic rewards play a centrable in determining the
motivation and happiness of the worker" and sorahso forth.

In this unit, you will be shown how these new "&alid emerge and why.

Objectives
By the end of this unit you will be able to:

» Recognize what the human relations movement progeh is
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» Distinguish the human relations approadnom the mechanistic
approach

* List and explain the various experiments thaulgtd out these new
"facts"

3.0 Main Contents

3.1 Elton Mayo and the Hawthorne Experiments.

You will recall that in unit 12 we did refer to Ferick Taylor as the father of
the scientific management approach. Elton Maycersegally accepted as the
father of this approach or this school of thaugimitai Etzioni says "John
Dewey indirectly and Kurt Lewin most directly alsontributed much to its
initiation".

Also you will recall that most of the experimentglte mechanistic approach

of Taylor's scientific management theory kioplace in a steel works
Bethlehem, Pennsylvania. The first of theid®s of the human relations

approach took place at the Western Electric Compatigwthorne Works in
Chicago, lllinois from 1927 to 1932, as a resuliwbich they have come to
be known as the Hawthorne studies. To make it cleayou, we shall take
one experiment after the other, state its hypatheay briefly how it was
conducted and give its finding(s).

3.1.1 The lllumination Studies

The aim of this experiment was to test the efééctincreased (or decreased)
illumination on workers performance. You will edicthat the mechanistic

approach had said thatthe performance of workers depended

ganduciveness of the physical environment irctvithey worked. Indeed,
this was why Taylor went into the details heididiesigning shovels to fit

each "size" of worker.Using the theories ddcientific management.
Hawthorne studies proposed a hypothesis, or magutediction. that better

illumination would result in increased oguctivity -just as a
appropriate shovel was to increase productivitg 8hoveling coal under

unit 12.

The result of this experiment was that, the ingedtirs were amazed to find
that no relationship existed between these vav@bles, illumination and
produdivity. In fact, in one of the studie the results
tiratluctivity continued to increase even when illoation was decreasing.lt
only dropped off after the light became so dimt thworkers could not see

properly.
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3.1.2 The experiment with rest breaks

You may also recall that under scientific managdniBaylor had said that a
worker produced much more when he was given aresk of 57% of the
time. At Hawthorne. 5 workers were taken out ofgreup of workers on the
same job for the purpose of experiment. They watearpa special room with

a special working condition - this condition whattunlike the large work
group, they (these 5) were given rest breaks.rleddrom 5 minutes to 10 to
15 minutes. The result was in the words of Etzitmat "while the rate of
production showed a fairly consistent and gen@@keiase, it was related to
increases in the rest breaks and hencedcowt be attributed to them".
Further, "this fact was surprisingly demonstraiden after the rest breaks
were abolished at the end of the experiments, lamtbhger "fatiguing" work
day was restored, production continued higher hénexperiment (5 worker
group) than the general factory rate". The conolusvas that "there was .....
no evidence in support of the hypothesis thatribesased output rate ...was
due to relief from fatigue".

These findings became the bases for anotler of hypothesis for further
study. The new hypothesis was that "increased gtamuwas the result of

the changed social situation of the workers, ificadion in their level of
psychological satisfaction, and new pattern’s eocial interaction, brought
about by putting them into the experiment nnaand the special attention
involved". This new hypothesis led to the mosbimng of the Hawthorne
studies:

3.1.3 The Bent Wiring Room Experiment

You will recall that under scientific manageménmtit 12) all efforts were

made to keep worker from worker. At the time ofisthexperiment, worker

groups were already in existence and had madieateal the pay system

which management had set up. Etzioni says, "Th&eve were producing

far less than they were physically capable @y tivere following a social

norm enforced by their a@erkers which defined the proper amc
pfoduction, rather than trying to fill thgquota management thought they
could achieve even though this quota allowed warkeearn as much a they
physically could. The phrase “artificial restrictiof output' was coined by
observers of this phenomenon, to contrast it tiéh natural' output that was
physically possible".

The bank wiring experiment consisted of wbtkers who worked for 6
weeks. The condition set to guide their output thas the workers were paid

individual hourly rates based on their individuaéeage output plus a bonus

that was determined by the average groaptput. In line  wit
Taylor's
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theories onincentives, the managerial assompt were that the workers
would work as much as, people since that woulddottire individual worker

more money, and that the group would cooperatepavdlice more to earn

more money. In practice however, the men set a fiormwhat constituted

the day's work and anyone who "broke" the rulas vidiculed for being a
"speed king" or rate buster" if he exceededgitmip norm or labelled as a
"chiseler" if he performed far below expectation.

3.1.4 At the end of the experiments, the followimgthe words of Amitai
Etzioni, are the findings and conclusions of theviteme;

(1) Thelevel of production is set by social neymot by physiological
capacities.

(2) Non-economic rewards and sanctions nisogntly affect the
behaviour of the workers and largely limite#ffect of economic
incentive plans. In the experiments above, two rdeand sanctions
which are symbolic rather than material, wereipaldrly powerful.
Workers who did confirm to the group norms lost éffilection and
respect of their co-workers and friends. It wasund in the wiring
room experiment that all the workers preferredaimecable relations
with their friends to making more money. Althougjimitai Etzioni
reported that a later study by Melville Dalton gdimthe fact that it
is notalways thecase, it did notdebunk tHawthorne findings.
Later studies by Dalton found that "those who weag& busters' were
individuals whose education and social experi¢aaght them how

to get along with less affection and respeat least in the worl

context". Dalton also foundthat Catholics evefewer rate busters
than Protestants. This is based on the belreft Gatholics are
more "sociable" and sensitive to affection and eespf others while

Protestants are believed to be more self-oriented.

Dalton also found that the rate busters "oftenvgup on farms or in
small towns, while the conformers came fromdiges where they
learnt loyalty to their peer groups in street gdngs

One other non-economic factor that influencerttie of production

of the workers was their belief - that if thepnked harder and thus
produced more, their pay rates would be reducetiffaat if they did

not produce a given amount, they would be unfamémagement and

might be fired. Meanwhile, management had not gmgirmum rate

of production it expected from workers, althougtesired increased
production. Thus, in the words of Etziorhey influenced, if not
determined, the level of production in the factory"
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(3) Often, workers do not act or react as irdliails but as members of

groups. A group norm

is set by the oupgr and

dérdated from it and are penalized by their workers

(4) The importance of Leadership for setting antbrcing group norms
and the difference between informal and formal éegklip constitutes
another major modification of scientific managemesised by these
studies. Scientific management placed the onugibihg things done
on the foreman and supervisors. In the wiring r@xmperiment one of
the workers emerged as an informal leader imgtbap. He was the

most  liked. It was he

whose advised wasolicited.

finalysis, he helped the workers to function agroap. This is the
human relation approach. It is in many ways diait&ty opposed to
the scientific management approach.

4.0 Conclusion

This unit has shown that the human relations ambro@ motivation is. It has

cited and explained the experiments that gave @xistence. The tenets on
which the scientific management approach was tugte used as hypotheses

individua

In

for the numerous studies and in the end the fogalirof the human relations
approach say that non-economic factors are monortant in influencing

productivity than the economic ones.

5.0 Sum mary

This unit has explored and explained all thesesa of the human relations
approach including all the experiments performeesiablish it.

6.0 Tutor Marked Assignm ent

Q.1 List all the non-economic factors that influemroductivity. Explain
any one of them supported by an appropriate Hawtherkperiment.

7.0 References and other resources

Etzioni, Amitai (1964) Modern organizationsPrentice - Hall,
Englewood Cliffs, New Jersey.
MODULE THREE
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MOTIVATION: THE BEHAVIORAL SCIENCES MOVEMENT
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7.1 References

1.0 Introduction

Unit 13 dealt with the mechanistic theory of matien. Unit 14, with the
Human relations approach to motivation. This wnibit 15 deals with the
behavioral  science approach to motivationlts major thrust,
saggests, is on the behavior of the individuahmwork place. It is a
natural followup of the human relations approach. I8Vhithe
relations approach shifts attention to the humamehts as a collectivity, the
behavioral approach shifts attention to the indiaid

2.0 Objectives

By the end of this unit, you should be able to:

* Identify the behavioral science approach to naiton

 Identify the contributions of Abraham aslow and Douglas
McGregor to this
approach

* List and explain the various steps in Abraham IMa's hierarchy of
needs

* Distinguish between McGregor's theory X and tleor

3.0 Main Contents
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3.1 The work of Douglas McGregor

To put it in its proper context, the work of Doagl McGregor is classified

under a movement called “industrial husai  and it IS
giendingrietween the human relations movementrad bf the behavioral
scientists. As we shall see later in thisit, so closed was the industria
humanism movement to that of the behaviosalentists' that McGregor's
theory Y was born as a result of the work of thieawsoral scientists.

Robert  J. Thierauf  and his  associategjiving account  of tF
mdvsmmiam movement, regard Douglas McGregas the father of th
movement. They said:

Early in 1960, a movement called ‘industrialhumanism arose ... The
leader of this movement was Douglas McGregoAlthough he diedin
1964 before his work as fully developed, his contsutions - in particular

those set forth in his well-known book, The Humanide of Enterprise -

were instrum ental in furthering the movement.

At the time McGregor postulated his dahe X and theory
nrgsinizations operated under the mechanistic themmained in our unit 12

which as you may recall was propelled by Taylossientific management

theory. McGregor found, in addition to whatvas the main tenet of
mechanistic theory, that it operated witAan underlying assumptions
concerning man. These are the assumptions whiah rggse/to McGregor's

theory X. Let us now show you what theory X is.

3.1.1 The Conventional View - Theory X

The conventional conception of managementask in harnessing human
energy to organizational requirements, McGregos segn be stated broadly

in terms of three propositions which for ease &nence be called theor y X.

Under this,

(1) Management is responsible for organizing feenents of productive
enterprise - money,
materials, equipment. people - in the interestcohemic ends.

(2) With respect to people, this is a process directing their efforts,
motivating them, controlling their actions, modiigitheir behavior to
fit the needs of the organization.

(3) Without this active intervention by managmt, people would be
passive - even resistant - to orgaminat needs. They mus
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therefore, be persuaded, rewarded, punished, diecdtraheir actions
must be directed - this is the task of manageraf getting things
done through other people.

Behind this theory, there are several assum ptis though less explicit,
but widespread, nevertheless.

(1) The average man is by nature indolent - he wasklittle as possible.
(2) He lacks ambition, dislikes responsibility, fers to be led.

(3) He is inherently self-centered, indifferenbiganization needs.

(4) He is by nature resistant to change.

(5) He is gullible, not ver y bright.

Conventional organizational structures and mamegé policies, practices,
and programmes reflect these assumptions.

Using these assumptions as guides managemesd tried two options to
control and direct human behavior - the hard arfidaggproaches. The hard

approach involves coercion and threat udlig distinguished), close
supervision, and tight controls over behavidre modern day Nigeria, such

hard approaches will be exemplified by such acte@sng out late-comers

to office, getting subordinates to obtain permisseery time they go out of

the office and ensuring that they return at avegitime, issuing query for

every slip made, meting out punishments such @tewmwarnings, cut in

salaries. suspensions reductions in rank etevery offence, according to

law. The soft approach is a method involving beegmissive, satisfying

people's demands, achieving harmony. Theft sapproach is typified by
listening to staff and waiving punishmeptrticularly on compassionat
grounds. For example, an employee is absent frasnwiithout leave and the

law says he is to be disciplinedina giveray, butthe boss waives this
punishment because the employee had to take kisvéfie to hospital or the

like.

The soft approach also entails listening to sstigns on work and work
procedures made by subordinates and "giving isuth suggestions if found
workable. In the final analysis the tsofapproach is all that gi\
thpression of weak leadership. Both the hard affidagpproaches have met

with difficulties.

In the hard approach, it has been found thaefbreeds counter-force in

form of restricion of output, antagonism militant unionism  subt
bffective sabotage of management objectives. Thetdq@proach is especially

difficult during times ol' Bill employment.
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The soft approach leads frequently to thledication of management,
indifferent performance. People take advantade itpconstantly expecting
more but giving less and less.

Some try to tread the middle course by preachiegltittrine of “firm and
fair* in an attempt to take advantage of both taedland soft approaches.

3.1.2 Is the Conventional View Correct

It was discovered that social science findingsallenged this whole set of
beliefs about men and human nature and about shkeofananagement.

The social scientist  does not deny thatuman behavior

ordastidation is approximately what management pegset to be. But he is
pretty sure that this behavior is not a consequehogan's inherent nature. It

iIs a consequence rather of the natué industrial organizations,

management philosophy, policy and practice. Theventional approach of

theory X is based on mistaken notions ofhdiv is cause” and “what

effect.”

To explain this, McGregor used the findings of didav on the hierarchy of
needs, which summarized as thus:

(1) Physiological Needs

As is already too well known, these are needsdodfand drink and
even air to breath - which only become motivatrsehavior when
man is deprived of them.

(2) Safety Needs

When the physiological needs are satisfied, thetgafeeds emerge.

to

I

They are needs for protection against dangéhreat, deprivation.

They include need for secured jobs and steady ircom

(3) Social Needs

These are needs for belonging, for assioo, for acceptance b
one's fellows. for giving and receiving fraship and love. They

become important after the first two level needgehaeen fulfilled.

112



(4) Ego Needs

Above the social needs - in that, they do not bexortivators until
lower needs are reasonably satisfied are the needs
gignifigance to management and to man himself. Ereythe egoistic
needs, and they are of two kinds:
(a) Those needs that relate to one's self esteedstier self confidence
for independence, for achievement, for competeiocdnowledge.

(b) Those needs that relate to one's répata- needs for status, for
recognition, for appreciation, for the sdeved respect of one's
fellows.

Unlike lower needs, these are rarely satisfiedh seeks indefinitely

for more satisfaction of these needs once theg bacome important

to him. However, the typical industrialorganization offers few
opportunities for the satisfaction of theseeds to people atlower
level in the hierarchy. The conventional methodsarfyanizing work,
particularly in mass-production industries giJitle heed to these
aspect of human motivation.

(5) Self -fulf illm ent Needs

Finally, a capstone on the hierarchy of man's nes@swhat we may

call the needs for self fulfillment. These ared®for realizing one's
own potentialities, for continued self developmédot being creative

in the broadest sense of this term. Moddifa gives only limited
opportunity for these relatively weak needs taobexpression. The
deprivation most people experience with respecther lower level

needs diverts their energies intothe strugmkatisfy these needs,
and the needs for self-fulfilment remain dormant.

(6) Managem ent and Motivation

McGregor notes that the man whose needs dafety, association,
independence or status are thwarted is sick, ansi¢kness will have
behavioral consequence. We will be migtakef we attribute hi
resultant passivity, his hostility, his refusakitcept responsibility, to

his inherent "human nature". These forms of b&hare systems of

illness - of deprivation of his social and egoistexds.

The man whose lower - level needs are satisfiedchot motivated to

satisf y these needs any longer. Management aftks, "why aren't
people more productive?
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We pay good wages, provide good working conditibiase excellent
fringe benefits and steady employment. Yet peopleat seem to be
willing to put forth more than minimum effort".

The fact that management has provided for thegsiglogical and

safety needs has shifted the motivational emphadgise social and

perhaps to the egoistic needs. Unless there am@pities at work

to satisfy these higher- level needs, people veltbprived; and their

behavior will reflect this deprivation. nder such conditions. i
management continues to focus its attention gsiplogical needs,

its efforts are bound to be ineffective. McGregayssthat people will

make insistent demands for more money undersetheonditions. It
becomes more important than ever to buy thaterial goods and
services which can provide limited satisfactiorihef thwarted needs.
Although money has only limited value in satisfyimany higher-

level needs it can become the focus of attentiansfthe only means
available.

3.1.3 The Carrot-and-Stick Approach

The carrot-and-stick-theory of motivation, McGregays, works reasonably

well under certain circumstances. The meeafor satisfying man's
physiological and (within limits) his safety neems be provided or withheld

by management. Employment itself is suagh means, and so are wag
working conditions, and benefits. By these ans the individual can be
controlled so long as he is struggling for subsiste

But the carrot-and-stick theory does not work bbate man has reached an

adequate level of subsistence andis motivapednarily by higher needs.
Management cannot provide a man with self-respeatjth respect of his
follows, or with the satisfaction of needs faelf fulfillment. It can create
such conditions that he is encouraged and enableeek such satisfaction

for himself, or it can thwart him by failing to @t these conditions.

However, the creation of conditions is not in cohtlt is not a good device

for directing behavior. And so management firdslf in an odd position,

The high standard of living created by our modehhology provides quite
adequately for the satisfaction of' physiotadi and safety needs. But by
making possible the satisfaction of Ile@vdl needs, management ha
deprived itself of the abilty to use amotivators the devices
wdnielentional theory has taught it to rely, i.e redgapromises, incentives, or

threats and other coercive devices.
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The philosophy of management by directiomnd control, regardle
wfether it is hard or soft is inadequate to maévaecause the human needs

on which this approach relies are today unimpomaoiivators of behavior.

Direction and control are essentially useles motivating people whose
important needs are social and or egoistic. Boghhiard and soft approaches

fail today because they are simply irrelevant eghuation.

People deprived of opportunities to satisfy at witik needs which are most
important to them, behave exactly as we miginedict - with indolence,
passivity, resistance to change, lack of respditgjlunreasonably demands

for economic benefits. It would seem that managénseraught in a web of

its own weaving.

3.2 A New Theory of Management - Theory Y

McGregor says that for these (above) d another reasons,
chifeient theory of the task of managing peopbased on more adequate
assumptions about human nature and hunraotivation. The broad
dimensions of such a theory is what McGregor ¢dilyold to call "Theory

Y". They are:

(1) Management is responsible for organizing feenents of productive
enterprise - money, materials, equipment, peopla the interest of
economic ends.

(2) People are not by nature passive or resistamiganizational needs.
They have become so as a result of experienceganaations.

(3) The motivation, the potential for evgloping the capacity for
assuming responsibility, the readiness tbrect behavior toward
organizational goals, are all present in peoplendg@ment does not
put them there. It is a responsibilitypf management to me
ftossible for people to recognize andvetlp these human
characteristics for themselves.

4) The essential task of management ts arrange organizational
conditions and methods of operation so that pecgueachieve their
own goals best by directing their own efforts #&oavorganizational
objectives.

This is a process primarily of creatingpportunities releasing potential
removing obstacles, encouraging growth, viding guidance. It is, as
McGregor noted, what Peter Drucker haslled "Management By
Objectives", in contrast to "Management By Contrdl'tloes not involve the
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abdication of management, the absence leadership. the Ilowering
standards, or the other characteristicsualls associated with the "soft

approach under theory X.
4.0 Conclusion

In this unit, you have been introduced to the warkisvo prominent scholars

- Douglas McGregor and Abraham Maslow. Their riknis in the areas of
motivation known as industrial humanism movemernt l@havioral scientist
approach. Whilst McGregor is well known for hiheory X and theory Y,
Maslow is known for his hierarchy of needs.

The conversion from theory X to theory Y as a resfithe findings of social
science - the human needs arranged in a hierashbws the place of science
in human life and human affairs. This holds brigtdspects for science and
shows how science knowledge can be used to benafikind.

5.0 Sum mary

This unit has dealt with one set out of the twehi@e sets of writers in the
behavioral science approach to motivation theonjt W6 will deal with yet
another in the same behavioral science approach.

6.0 Tutor Marked Assignm ent

Question.1 What is McGregor's theor y X. How dadléave theory X to
theory Y.

7.0 References and other resources

McGregor, Douglas (1960) The Human Side of Emise, Company, New
York. McGraw-Hill Book

Thierauf, Robert J, Klekamp, Robert C, GeggdirDaniel Principles and

Practice, John Wiley & Sons, Santa Barbara.
W. (1977) Management
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Introduction

In unit 15we examined the works of McGnegand Maslow among the

behavioral science contributions to motivation tlyeblere we are going to
examine the contribution of McClelland. In his oease his theory was built
on the concept of achievement. Christened NeeAdbrevement Theory, it
linked motivation to an inborn (a trait) desireaithieve which some people
have and some others do not have. The theor yrdideave those who do
not have in their desperation, it propounds a ogethy which the need for
achievement can be cultivated.

2.0 Objectives

By the end of this unit you should be able to:

* recognize McClelland's Need for "Achievement Tiyeo
e list the factors present in a persowho has a high
for  achievement

* list what a person with a high need for achieveing®es and how to
* identify method for creating a high need for @efeiment in one who
does not have it

3.0 Main Contents
3.1 McClelland's need for achievem ent theory

One thing makes this theory and therefore, thispaguliar. Out of all the
units so far handled, this is the only one withgaidicant amount of research
conducted in a developing area. As a result, asha# see later, there is a lot

of reference made to Nigeria and India, amongrotldeveloping countries.
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Peter Blunt, in his book, Organizational Theord &ehavior, An African

Perspective, put this point thus: "ltash been argued that the the
athievement motivation can be applied withood results to generatil
entrepreneurial activity and economic growth ineleping countries".

What is the need for achievement theoryAs reported by Pe
BloGtelland's theory of motivation is based on thmeggor motives - the need

for achievement and fear of failure, the nfed power, and the need for
affiliation. He said however that "most of McChalld's research and writing

is based upon the first of these, the need forieaement (n-arch)

The main tenet of n-archis that, "it is saidt tiere are two basic types of

people: on the one hand, there areoseth who strive for succe
ahallenged by opportunity and are willing to spaoeeffort in order to attain

a desired goal. On the other hand, there are tlibealo not really care very

much at all whether or not they are successfuht ihto say. some people

have an urge to achieve while others do not. "Sohninas been the work on

this that there exists a test used in asgpsshe achievement of need il
people. One such testis known as the Thematwegmtion Test (TAT).

We shall not be going into what this is. It is sti#fint here for us to note what

years of study have revealed.

Peter Blunt reports that "many years aksearching achievement ¢
motivation have shown that people who have higdds for achievement
display certain common characteristics" which are:

3.1.1 Common Characteristics of high n-arch people

(1) They set themselves goals which are moderdt#lgult to attain and

pose a certain amount of challenge their energy and
resourcefulness. If goals are too easily achietrexy, feel little sense

of accomplishment.

(2) People with high n-arch are attracted by watdasions which allow
them to take personal responsibility for goal actireent. Peter Blunt
says further that "they have high confidence inrthewn abilities to
accomplish moderately complex tasks, and feelttieat chances of
success are greater than most other people's. Thclines them to
avoid committees and other work situationwhere they m:
keqjuired to work towards goals other havd. ssimilarly, they are
averse to gambling situations where theyaira have no persona
control over outcomes"

(3) Concrete feedback on performance is essentigddople with high n-
arch, so that they know how well they areingoWhere concrete
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feedback is not the outcome of an effort, monaysed as a surrogate.
Thus people with high n-arch who go for money das@ symbol of
success notasa motivator, the motivator faogh h-arch people is
goal achievement.

(4) People with high n-arch are more quisitive about their
environments. They search them more thoroughly; ttesel more,
and are generally more open tonew expergencehis behavior
interpreted as demonstrating their desire for opportunities to test
their achievement skills. Peter Blunt, citing adst by Levine reports
that they Igbo of Nigeria are more economicallycassful and hold a

is

disproportionately higher number of senioosipions in public and

private enterprises than do the Haus& Morthern Nigeria.
attributes this to the Igbo showing much more atitie and readiness

to explore new places and methods than hatreer opeople facing
similar problems.

(5) A final characteristic of individualswho have high needs

about how they might achieve this or thaime objective. Peter

He

for
achievement is that they are more inclinedthink spontaneously

Blunt says further that "They spend considee time going over

possible strategies in their minds, and eveardreabout achieving
certain goals".

LeVine, scoring essays on the question "Whatssaessful man? "for n-
arch written by Hausa and Igbo students was alderiee at the fact the Igho
students scored significantly higher on n-arch.

3.1.2 Need for achievem ent theory, and national delopment

McClelland has extended this theory beyonddividuals to nations.
"readers" that school children use have been as$ésis n-arch contents. It

was found that textbooks used by school ohliidn India contain stories
which are fatalistic and score very low on n-arskessment, which accounts

for that country's readers are rated high on n-asslessments.

An interesting account is given of Britain at twifefent times in history by
McClelland. Using school children readers, Britascored high on n-arch
assessment in 1925 and that period coincided wpiriad when its economy

did well. In 1950, it rated verylow on n-arcgoing by school children's
readers. This period also coincided with that ofa loss in
spiérprisé in Britain.
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A pertinent issue to which fits into this sectisn the issue of the type of
fictions that a nation produces and reads; theestdinat the young ones of a

nation are exposed to. We do not have too muchinrdtion on this but we

know vaguely that at a point in the United StateArmaerica, rather than tell

(in writing or orally) folk-love on animals andrts etc, the nation's novelists

went into "science fiction". These are highly imaagive and creative stories

of how things ought to be but are not and possilalgs to bring them about.

There are writings like Alvin  Toffler's Future Shock, ..... 's  TheAge
Biguarius, and so on. There are movies in cartoan fike Star Trek, etc.

We are told that what is today the wonder machinge computer was once
the science fiction of an imaginative and creauvieer. We know that folk-
lore like the "Tortoise and the Hair's" "Agudgds, "How the Fly lost his
Tongue", the "Washerman Donkey", etc will continadave their place in
our "Tales by Moon Light". However, in order to leoj land a Nigerian on
the moon or another celestial body some day, we t@ago into imaginative
and creative writing which by their nature scorghhon n-arch assessments.
This is how to build a nation of "goal getter". Tomow's heroes are made of
heroes about whom they read today, even in fiction.

3.1.3 How to increase n-Ach in people

McClelland has been part of team which designenluase for the purpose of
increasing n-arch in people. The course had thewalg 4 aims:

(1) The courses were designed to teach the patitsghow to think, talk
and act like a person with high n-Ach.

(2) The courses stimulated the participants st higher but carefully
planned and realistic work goals for themselves.

(3) The courses utilized techniques for giving plaeticipants knowledge
about themselves

(4) The courses createda group espirit-derpsc from learning about
each other's hopes and fears, successes ane@dailand from going
through an emotional experience together.

The need for training or for courses likiis is that, as noted frc
treginning of this unit, high n-Ach is there in agmn or it is not there. If

there; the individual thinks and acts in line witthdictates. If not there, the

individual does not think and act in the way ofthigAch man. That there is

a possibility of its being taught and learntréhis the possibility to turn a

low n-Ach individual or a collectivity to a high Aeh man or notion.

4.0 Conclusion
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Unit 16 has treated McClelland's need for ieagment theory. Unlike the
other theories considered so far which are undecdmtrol of the individual
or group, this is not so.

5.0 Sum mary

This unit has handled yet another of the numetbaories of motivation -
McClelland's need for achievement theory. It ieeoty which is built on the
individual human being rather than on a group.

6.0 Tutor Marked Assignm ent

Question.1 List out all the characteristics @thn-Ach people and explain
fully, any two of
Question .2 Since high n-Ach is in-born, how cantraesfer it?

7.0 References and other resources

Blunt, Peter (1985) Organizational TheorydaBehaviors - An African
Perspective. Longman London & New York

McClelland, David C. (1978) "That Urge to Aché in Natemeyer (ed)
Classics of Organizational Behavior, Moore R altbhg Company,
Inc. Oak Park, lllinois.
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1.0 Introduction

The work of Frederick Hertzberg which we shall adas in this unit is yet

another of the works of the behaviorascientists. He is popu
foppounding a two factor theory of motivation he thygiene factors and the
motivator factors. What these concepts mean and tivedheory states using

them is the concern of this unit.

2.0 Objectives
By the end of this unit you should be able to:

« Identify the basis of Hertzberg's theory

* Get introduced to what he calls KITA

* List the hygiene factors in his theory

» List the motivation factors in his theory

» Explain why hygiene factors do not motivate

3.0 Main Contents
3.1 Hertzberg's theory and its scope
As if to say Hertzberg had given too muchd afruitless attention to the

concept of motivation, he wrote a piece titled "Quhere Time: How Do You
Motivate Employees? In an effort to answer awn question, Hertzberg
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gives a number of methods. We shall explore soineghem. Later, he then
goes into his hygiene Vs Motivators idea and thithe aspect of his work
that he is most widely known. However, we shatitraduce you to this as
well as the less known one.

3.1.1 "Motivating with KITA"

Hertzberg starts this section of his workthwthe question "What is i
simplest. Surest, and most direct way of getsimgneone to do something?

He goes through prospective answers and stétes problems which each
prospective answer faces. A first answer mightha¢ you "ask him" to do

the work. He, in turn might respond that he dogswamt to do it. This gets

up a "psychological consultation to determine #meson for his obstinacy,

which is along and complex process. A second atethight be that you

“"tell him". You have a response that indicates Heatloes not understand

you. This calls for some expertise in the commainans field to make him
understand. Finally. Hertzberg says, "Everydi@uce contains the “direct
action' manager who shouts, "kick him!" And thigpe of manager is right.

The surest and least circumlocuted way to gettomgepne to do something

is to kick him in the pants -give him what might be called

Kereberg identifies various forms of KITA, as fols:

(a) Negative Physical KITA

This is a literal application of the term. You waour driver to jump into the

car and go somewhere smartly and he shows someelugtance, and you

slap him. Hertzberg notes that negative physicalXhas three drawbacks,

namely, it is inelegant, it contrastshet image of benevolence the
organizations cherish; since itis a physicadkt it directly stimulates the
automatic nervous system, and this often resultegative feedback - the
employee (your driver) may slap you in return.

(b) Negative Psychological KITA

Rather than wuse physical force, psychsteg have devised effective
weapons. For example, one who is Dbeiffprced® to comply, mz:
begatively psychologically "hurt™ by say, beinghdel what colleagues have,

e.g. a carpet, an air-conditioner, etc, for hiffice. He may be given "bad"

workers e.g.; rude drivers, tardy messengers, {ypists, etc.

Negative psychological KITA has lots of advantadgésstly, because it is not
a physical attack, it does not standhe danger of physic
Semidadyy"'the person administering it stands adodfthe sufferer is made to
look like a complainer about everything and mad®ok paranoid. Thirdly,
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those who practice it live like "saints" who wouldt physically "hurt" a fly
but do more damage to the "ego” of the thaniphyshurt; etc. Hertzberg
concludes discussion of negative KITA by sayirgt th you make someone
do a piece of work by kicking him, you have "moted’ but have "moved"
him into doing something. Negative KITA does le#d to motivation. He
thereafter turned attention to:

(c ) Positive KITA

Hertzberg starts discussion on this by asking thestijon: "If | say to you, 'do

this for me or the company and in returnwill give you a rewar
acentive {for example) more status, a promotionam | motivating you?"

He says the overwhelming answer from managenenylp is "yes, this is
motivation" To Hertzberg, this is not motivatidh you promise to give a

worker some time off from work for agreeing to adorgething this cannot be

motivation because, a motivated officer seeks &hould seek) more time at

work and not less. If you give an employee maqray, does this lead to his

being motivated? The experience of getting a salaeytoday, and asking for

another tomorrow shows that a salary increasetia inwotivator. And so are

the various methods that have been triede.g human relatio
gaisitiyjty training, two way communicatiorjpb participation, employee
counseling, etc. NOT, motivators.

Hertzberg gives a beautiful analogy that derrates why KITA is nota
motivation. He says: "...I can charge a man's battend then recharge it, and
recharge it again. But it is only when he has ows generator that we can
talk about motivation. He then needs no outsidaidation. He wants to do
it".

Exercise 1.1

Compare negative physical KITA to negative psycgmal KITA. Which of
the two in your opinion and in your environmeniriere effective?

3.2 Hygiene Vs Motivators

Hertzberg rephrased what he termed the "perenonedtmpn” of "how do you

motivate employees to "how do you install a gerwerttr an employee? This

comes from the battery charging analogy abokkertzberg undertook his
studies of employees -accountants and engineers in the maim,
fhigsburgh areas in the USA. His study has bepliceged over 16 times in

var ying environments, some in the Communist coesitiT he following are

some of the findings and postulates.
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(a) One of the most important and distinguishindihg of Hertzberg's
was that"....the factors involved in producjolg satisfaction (and
motivation) are separate and distinct from thediscthat lead to job
dissatisfaction". Hertzberg then says that "sireqmsate factors need
to be considered, depending on wheth@b satisfaction or |C
dissatisfaction is being examined, it follows tttese two feelings
are not opposite of each other". According to fime, following are
the opposites one of the other.

Words/phrases opposites
(i) Job satisfaction no job satisfaction
(i) Job dissatisfaction no job dissatisfaction

From this "construct”, it follows that somethingths not satisfying does not

mean it is dissatisfying and vice-versa What theans is that satisfaction

and dissatisfaction are addressing two differereeds of man. One set of
needs stems from "his animal nature - the{idirive to avoid pain from

the environment, plus all the learned drives wiiebome conditioned to the

basic biological needs. For example, hunger, & léslogical drive, makes

it necessar y to earn money, and then money becoasgecific drive". The

other set of needs, Hertzberg saysrelates to that unique hume
characteristic, the ability to achieve any, throaghievement, to experience
psychological growth. The stimuli for these atke job content whilst the
stimuli for the former are found in the job envinoant.

He then sets out the growth or motivator factoed #re also intrinsic to the

job as: "achievement, recognition for iagebment, the work itself,
responsibility, and growth or advancement” twhhis means is that if an
employee sees in his job an opportunity for thedse factors, he will have
satisfaction and the motivation to work.

On the other hand, the dissatisfactiomvoidance, what Hertzbe
bsitisene factors and which are extrinsic to the jonblude: "company policy

and administration. supervision, interper$oneelationships, working
conditions, salary, status and security".

What this means is that however good and howapeealing these factors

are to the employee, they cannot lead to satisiat¢hiat will motivate him to
work. The best they can do is to lead to a sitmatio'no dissatisfaction”.
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Peter Blunt states Hertzberg's theory “"mdissatisfaction”. You will
understand it easier. He says that Hertzberg&syteonsists of two general
propositions as follows:

(1) Individual motivation at work is a function thfe intrinsic characteristics of
the job which include:

(a) Achievement,
(b) Recognition,
(c)  Work itself,
(d) Responsibility
(e) Advancement
() Personal development. These factors are e as motivators”

On the other hand, the second proposition is:

(2) Dissatisfaction at work is a function of a séjob conditions called hygiene

factors. When operating to a sufficiendegree, these factors preve
dissatisfaction, but they cannot act as motivatdueh factors include:

(a) Salary
(b) Job security
(c)  Working conditions
(d) Personal life
(e) Relationship with supervisors
() Relationship with fellow workers and suboralies
(g) Company policies
(h)  Fringe benefits.

Peter Blunt says, inputting the theory down in fistality that, "The theory

assets, then,that no matter how high akevor is paid or how good |
working environment may be, this type of factomaavill not be sufficient

to induce high levels of motivation orsatisfaction. By the sar
tolespective of how interesting or how hallenging a job might
(nwinsically  motivating), there  will be dissatisfaction if pay
eanklitigns are inadequate”. We will addlere that such dissatisfact
notwithstanding, the employee stays motivated artbpms.

Exercise 1.2 List out the motivators and hygierwdis and explain how 3
each of motivators and hygiene factors (in pragticetivate or fail to do so.

4.0 Conclusion

This unit has examined Hertzberg’s of theory otiwation. Here you have
seen his ideas which he calls KITA and how theyctassified and operate.
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Also, deviating from the common use of words, Heetg has differentiated
motivators from non-motivators, under what is gapy referred to as his
two-factor theory.

5.0 Sum mary
Unit 17 has dealt with two sets of thought of Hberg's. The most common
is his two factor theory of motivation. The KITAads are fairly uncommon
but they present some real life problems and pethéir solutions.

6.0 Tutor Marked Assignm ents
Question 1: What is negative physical KITA and wtilf you not use it.

Question 2; State and explain the propositions H#rtzberg's motivation
theory

7.0 References and Other resources

Blunt, Peter (1985) Organizational Theorgnd Behavior: An African
Perspective, Longman Inc. New York.

Hertzberg, Frederick "One More Time: How Do You Mate Employees?"

in Natemeyer, Walter E (1978) Classics of Orgatninal Behavior,
Moor Publishing Company Inc., Oak Park, lllinois.
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1.0 Introduction

Employee relations or industrial relations atlee links that exist between
employers and employees, the latter nats single individuals Lk
aellectivities known as Labor Unions or trade usiofhis unit is concerned

with such unions and examines what they are, hey #ne formed and how

they operate..

2.0 Objectives
By the end of this unit you should be able to:
* Define a trade or a labor union
* Trace the origin and evolution of trade/laborams in Nigeria
» List the functions of trade unions

3.0 Main Contents

3.1 Definition and origin in Nigeria
3.1.1 Definition

Labor unions and trade unions mean the same #mdghe two terms are
used interchangeably. Thus defining this term, Bds:i Flippo says:

"A labor union or trade union is an association & workers form ed to
promote, protect, and improve, through colletive action, the social,
econom ic, and political interests of its members".
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Flippo adds that the "dominant interest with whileé union is concerned is
economic”. And that "in this area desires and detsafor improved wages,
hours, and working conditions are foremost".

E. E. Uvieghara on his own part defines trade uniguoting from the Trade

Union Decree, 1973) as "any combination of wasl@remployers, whether
temporary of permanent, the purpose of whichasregulate the terms and
conditions of employment of workers..." Accoglito him, "the definition

has only two important criteria for detening a trade union -(1)
ttembination must be of workers or employers; ([must have the proper
purpose: that of regulating the terms and conaitiof the employment of
workers".

3.1.2 Origin of Trade Unions in Nigeria

In his book, Trade Union Law in Nigeria, E.E Uviegh says that, "There is
no evidence that trade unionism, as it is knowmayoekisted in any part of
present day Nigeria earlier than 1912 when theeibg Civil Service Union
was formed".

As noted by Yesufu, and quoted by Uvieghara, noometrade associations

predated the Nigerian Civil Service Union,r foexample, organizations of
hunters, blacksmiths, carvers and weavers. Thikee longer list provided

by Elias, who also said that they had "... been@atng together from very

early times in order to regulate admission and kg from their respective
associations and to lay down conditions under wheisons were allowed to

practice these professions, "as well as the Nupe Dblagltss, bras
aivkersmiths, glass-makers, weavers, bead-workérswere not the origins

of the modern day trade unions.

Rather, the origin of the modern day trade unioNigeria was the Southern
Nigerian Civil Service Union, which later becarhe Nigerian Civil Service

Union and which was formed "to promote the welfand interests of native
members of the civil service". In 1931, the Raywaorkers' Union and the
Nigerian  Union of Teachers were formed. hisT was the origin
tradgism in Nigeria. Whereas, talking about thdyelligerian Civil Service

Union, Mr. Wogu Ananaba, quoted by Uvieghara sditie Nigerian Civil

Service Unionwas ‘was hardly atrade uniomn teade unions are known
today; it was more or less a petition-writing pdekard only when a crisis

was developing or an important official was retyior proceeding on transfer

or coming to assume duty", the Nigerian Union oAdreers was the best-run

and well organized. It had the following aims, amathers:
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(hto study, promote and improve cormahs affecting the teaching
profession in Nigeria;

(ii) to submit to government the opinions of teais on matters directly
or indirectly affecting the teaching professiorNigeria.

(i) to cooperate with the Education Departmerd &arious missionary
bodies on matters relating to education.

As can be seen from these aims and what is saiat &fagle unions in the
definition above, modern trade unionism had started

3.2 Types of trade unions

Edwin B. Flippo notes that there are two typesabbk unions, the industrial

and the craftt and that these are enoft referred to as t
bertizental amggpectively. Flippo says that the stdal union "is vertical in

the sense that it includes all workers irparticular company or industry
regardless of occupation”. Giving example @&uch unions he cites tr
"United Automobile Workers andthe United Sté&rkers" - both of the
USA. Nigerian examples will include the UnitedXliee Workers and the

already much talked about, Nigerian Civil Serviagds.

In the words of Flippo, "The horizontal or craftiomis an organization that
cuts across many companies and industries. Itsh@enelong to one craft
or to a closely related group of occupations”. Epke®s of such are the Union
of Typists, and the already mentioned Nigerian drobd Teachers, as well as
Nigerian Union of Journalist.

Talking about types of trade union we would likecap it up with the growth
and existence of central labor organizationsigeNa. By 1942 when the
first central labor organization came into exisetitere were already over 50
(fity) unions. Inan introductory remark tehe growth of a central labor
organization, Uvieghara gives the reason for diasnity and chaos that had
pervaded the trade unions in the countr y. He Saiae histor y of the growth
and development of labor centers in the eNanm trade union movement
shows, more than any thing else, the disunitywdtet chaos which have
plagued the movement soon after what may be redasla healthy start".

He cites as concrete problems of the movemenindi®lity to "fashion for
themselves a working man's creed; (and thatyvag the story of constant
allegations of greed and avarice, dishonesty &odruption, incompetence
and indifference of a leadership clique and o&pathetic and inert rank and

file". These were the problems which led, in 194 Irepresentatives of some
unions - the Railway Workers' Union, the Nigeriaarvie African Workers'

Union and the Public Works Department Worketsnion- (meeting and
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founding) the African Civil Servants Technical Wers' Union” which was

the nucleus of the first central labor amgation in Nigeria. In 1942, i
metamorphosed into the Federated Trades OnioNigferia, the first ever

truly central labor body in Nigeria. The followirygar, it became the Trade

Union Congress (TUC) with the following aims, amatpers;

(i) to unite all trade unions into one organizedyo

(i1) to deal with general labor problems affectiwgrkers in the country
(iii) to protect the legal status of and rightdmide union organizations
(iv) to help with the proper organization of trag@ons. Etc.

The T.U.C bedeviled by political ambitions gotutiged into three different
organizations - the Nigerian National Federation lodbor, the Federation of
Government and Municipal Non-clerical Workers' Uniand the remnants
of the T.U.C.Itis these 3 which, in the words blvieghara, in April, 1950
"...sank their identities" into the then new Nigeliabor Congress (NLC) as
we know it today.

3.3 Public Servants and Unionism

Although as noted above, trade wunion iNigeria started from t
siMiVice, not all civil or public servants are pédted to unionize or take part

in trade union activittes . Writing onthis, and using the th
agoaptigon of the land, Akin Emiola said: n"Ispite of the provisions of
section 37 of the Nigerian Constitution and secfi@rof the Trade Unions

Act, some categories of public officers are, bogr, denied either express
statutory provisions or by necessary implmasi the right tojoina trade
union or participate in trade union activities".

The category of public officers so exclude pass employed in the police.
the prison and armed services; the customs prexesdirvice, employees of
the security section of the Nigerian Security Fnigitand Minting Company.
The same provision is extended to employees of Cdral Bank of Nigeria
as well as to workers of the Nigerian External €elamunications Limited.
Emiola said, concerning this exclusion ligtat "Infact. the staff of an
service - be it of Federal or of state governmemithorized to bear arms are
all prohibited from being members of, or takingtpa, the activities of a
trade union".

Emiola says two more things touching. the prohobitof certain members of
the public service from unionism. Firstly, he sdyishe categories of workers
prohibited in this way are not closedThe minister of Labor
firtpewered to specify by regulations, 'other emsthalylents ..... from time to
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time' whose staff may be brought with In the prmnsprohibiting them from
belonging to, or taking partin, the activitiesf a trade union". Secondly,
according to Emiola, "...the Trade Unions Act apgplio a limited scale and

job categories in the public service. Itdals that ...there are apparently
certain scale or job grades within the enumersgedices to which the Act

does not apply and who are for the same reasaidetthe prohibition”. He

says that. "ltis pertinent, of course, to sat ththe Act still preserves the

right of the affected classes of workers to take jpethe setting up of joint
consultative bodies in the establishments ceored. Such bodies cannot,
however, be brought within the definition of 'teadnion’ and are in no way
substitutes for trade unions".

3.4 Labor negotiations in the public service

Emiola says that strikes or positive industriai@ts are "far-fetched in the
traditional public services". When there has beeed for negotiations, as
there was following the strike by the railway warkén 1945, the method the
government used was negotiation through Whitleyncas.

Explaining what these councils are, Emiola :safiVhitleyism is a legacy
inherited from the British system of industrialatbns”. Discussing Whitley

councils, O. Glenn Stahl said that they are.an elaborate plan of joi
industrial councils, named after J. H. Whitleygith founder, in 1919. These

are councils made up of equal representation ofagement and worker and

providing the machinery through which in the wordd Stahl, "virtually all

phases of public personnel policy are discussddlacontending interest
ameliorate’

Giving an account of how well the Whitley coundiisBritain, Glenn Stahl

states: "In the early years its existence, thedwati{Whitley} Council made

a number of significant achievements, udolg adoption of a pl
feclassifying the whole service, acceptance ofst-abliving bonus system,

the creation of promotion boards in the departsyeartd the facilitation of

transfers".

Much later, Stahl says, emphasis shiftedo the department
(almitdg) which concerned themselves witihhe day-today problems of
administration. In general, Whitleyism was a susaaBritain as concluded
by Stahl thus "Nevertheless, there seems to beseosus among British and
American authorities that Whitleyism has been asss in the British public
service".
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What could be said about Whitleyism in Britain abuabt however be said
about its Nigerian counterpatrt.

Emiola, reviewing  the performance of  theWhitley  Councils il
figernded thus: "However, the system of negotiattages and conditions of

service through the Whitley Councils turned oubéoa lame duck". Quoting

Professor Adeogun, Emiola says "It isleac that collective bargaini
between the government and their employees thrtwgWhitley Councils

has hardly been effective ... It seems very odtl diespite the establishment

of Whitley Councils since 1948 for negotiationsvieetn government and its
employees, practically every major demand by warler wage increase or

review since the second world war haseen settled, not throu
trulective industrial machinery but by special coittees, commissions or
arbitrations". When you hear of such maogssions as the Gorsuch
Commission, the Harragin Commission, thilbanefo Commission, the
Adebo Commission and the most popular, the Udopm@ission, they all

were put in place to settle some idabdssues, especially salary
increases/reviews.

The ineffectiveness of the Whitley Coulsici gave birth not only t
commissions, tribunals and committees bt some active bargaining
mechanisms which are the issues we shall consideeinext unit.

4.0 Conclusion

In this unit you have been introduced toe tdefinition of labor or trac
unions, their origin in Nigeria, the types of deaunions and the machinery
for labor negotiations especially inthe publgector. The effectiveness of

Whitleyism in its country of origin and its irfde€tiveness in Nigeria have
also been examined.

5.0 Sum mary

This unit has dealt with one section of a two gatiject - trade unionism.The
next section deals with collective bargaining.

6.0 Tutor Marked Assignm ent

Q. | Who may not belong to a trade union and wh no

7.0 References and other resources

Emiola, Akin (1985) Public Servant and the Law juénsity of Ife Press
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MODULE FOUR
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COLLECTIVE BARGAINING
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Introduction

You will discover here that the traditional methads doing business with

one's workers in an organization in which managerdeaides on what to do

and merely informs worker is now out-of-dat@riting onthe subject of
collective  bargaining, Edwin B. Flippo tes that "The  Nation
Rehations Act (of the USA) specifies that it iswanfair labor practice for the
employer to refuse to bargain collectively wittosan representatives of a

certified labor organization”. By the same tokeiThe Labor Management
Relations Act specifies that it is an unfair preefor the representatives of a

labor organization to refuse to bargain in goothfaiith the employer™. This

is now the mandatory nature of collective bargayrilmat we examine here.

2.0 Objectives

By the end of this unit you should be able to:

* Define collective bargaining

* Identify the processes of collective bargaining

* Identify and be able to apply the strategy olaaring

» Recognize and be able to apply the various ubaygaining
pressures

3.0 Main Contents

3.1 Definition and Scope
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According to Edwin B. Flippo, collective bargainirgy

A process in which representatives of two gr@s meet and attempt to
negotiate an agreement that specifies the natucé future relationships
between the two.

Flippo emphasizes this definition by sayi that "On subjects whel
bargaining is required by law, the employer adanger free to make and
enforce unilateral decisions. And on matterst @ legally mandated, the
employer is influenced by such risks as strikesydown, and withholding

of cooperative efforts".

3.2 The processes of collective bargaining
3.2.1 The pre- negotiation phase

To a labor organization, full time negotiationts lbusiness. On the contrar y.

in the words of Flippo, "The companywhose major objective
preduction and distribution of an economic good itlaafford to consider

collective bargaining as a fringe duty that mdiitke special attention.

Negotiations between unions and employers end gpniracts and contracts
are valid for certain periods only. Flippo noteattthe signing of a particular
contract signals the beginning of the preparatmrite next. This is the time
to begin to assemble data e.qg. facts and figuresages, hours, pensions,
vacations, etc. for use in the negotiation forrib®t contract.

3.2.2 Negotiating teams

On the side of the employer, it is usual to ha#eaan or a committee. This
broadens the base of participation. s also usual to have
fepaésentative. In order to leave some room fil@eons on point at issue,

the chief executive of the organizations wusually not included in
fiegotiating team.

Onthe side of the union,the team usualtjudes local officials of the
union, some employees of the organizatioand “representatives
theernational union”. Most of the union bargainars full time specialists in

the art of bargaining and negotiating with variousnagements.

3.2.3 Strategies for bargaining
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Flippo opens discussion under this heading by ngathe following remark:

"Because of the considerable importancd the Ilabor agreement,

mssential  for management to plan itsratsgly and tactics careft

ppreparation for the bargaining sessions". Stsategolves mapping out the
plan and deciding onthe policy which will guithe organization in the
bargaining process. The union on its own part dtses the same thing - it
maps out its plans and decides on guiding prinsiple

What follows at a real collective bargaining s@ss is very similar to the
bargaining that a buyer and seller engage our markets.
exanghle market (Lagos), Owode market (Offa), Bossoket (Minna) Kawo
market (Kaduna) and Terminal market (Jos).

Before management enters the conference room fgaiveng its negotiators

must agree on the maximum concessionsat t can & granted
ggicipated demands of the union. Often the unies it demands in advance

of the meeting. The company must know the poinwalwhich it will not go,
preferring to risk a strike instead.

As illustrated in figure 1.1 above, management mot go beyond a 10%

wage offer and union will not accept a less th@n 8vage increase. But as
can be seen, and similar to the bargains you haws been engaged in our
markets, union, ready to settle for 8% wage dase in the final analysis,
starts its bargain by demanding 16%. Managemeits@awn part, willing, in

F

the final analysis to goas far as toaceept0% wage increase for the

workers, starts negotiation by offering only 4%eTusual process of giving
and taking then plays itself out until union Esttfor nothing less than 8%
increase and management offers nothing more th@nsHlary increase.

In collective bargaining, Flippo advises thatasganization's strategic plan
could include the following:

1. Avoid mutual agreement clauses that douprevent management
action. Management should retain the trighto  manage
fitfpject to challenges by the union under the cotitra

2. Keep one's eyes on the entire package. A warkeplure concession
may eventually cost more than a substantial payase.

3. Keep the company personnel infor med of thg@mss of bargaining

sessions. Supervisors must be involved, and unemlmers are also
employees.

137

tt



4. Develop agreements where the union leadersleaysmaintain that
they "won". Union leaders have to run for reductom their record
and management can more frequently afford the appea of having
“lost".

5. Determine the point at which the organizatiowiling for the union
to go on strike. The union is fully awaref the fact that

frequently used in its "threat" form. Managemenist adopt a basic
attitude of not being afraid of a strike.

Exercise

Fully discuss collective bargaining strategy.

3.3 Union Bargaining Pressures

3.3.1

On their own part, labor unions have strategiestaatics which they employ
in extracting greater concessions from manageriéet strategies used by
management as discussed above are also useddmguim addition, there
are certain stronger types of pressures avaitabl@ions. These are strikes,
picketing and boycotts, and they will be discudseelfly here.

Strikes

Flippo defines a strike as

...a commgrtand temporary withholding

employee services from the employer for tperpose of exacting greater

concessions in the employment relationship tharethployer is willing to
grant at the bargaining table". He says furthet tiia possibility of a strike is

the ultimate economic force that the unioman bring to bear
gigployer. Without the possibility of a strike lmetbackground, there can be

no true collective bargaining.

There are various types of strikes. The most ingmitio you here are listed
and explained below' taken from Flippo:

1. Recognition strike - this is a strike to fotbe employer to recognize
and deal with the union.

2. Economic strike - this is the typical s&ibased on a demand for

better wages. hours, and working conditiongnththe employer is
willing to give.
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3. Wildcat strike - these are the quick, suddenwaralithorized types of
work stoppages. Such strikes are not approvedimnueadership
and are contrary to the labor agreement. Theg@retimes viewed
as a form of "fractional bargaining” by a subgrai employees who
have not achieved satisfaction through regulaievgnce processing
or collective bargaining procedures.

4. Sit- down strike - this is when the employeekstbut remain at their
jobs in the organization. Such strikes are illegace they constitute
an invasion of private property. Employeeare free to strike f
certain objectives but they must phy$calwithdraw from the
organization's premises.

3.3.2 Picketing

Picketing is the patrolling of strikersin front of the entrance
arganization's premises in order to emsurtotal work stoppage.
tgraployer accepts the strike and shuts down thentzgtion, such picketing

will be routine and peaceful. However, if the enyglo attempts to use non-
striking workers or any other to keep the orgatmra'going” the picketing

might turn violent as strikers seek to prevent wairkhe factory. Picketing is

legal. Its’ only illegality is when it turns violémnd so steps should be taken

by the employer and the union to prevent this.

3.3.3 Boycotts

Flippo discusses boycotts under the heading secoruaycotts. Perhaps, for
their intentions, thisis about the only way ikes sense to classify them.

According to him "secondary boycott takes plaa#den a union, which is

seeking a concession from employer A, places spres on employer B to
influence employer A to grantthe concessidiils may entail the union
attempting to make employer B and any others whosgany has dealings

with A refusing to deal with employer A untilt grants the demand of its

union. This works this way:- Organization Aroduces fast food which is
purchased and consumed by organizations CB, and D. If the union i
organization A succeeds in getting organization€ Band D to boycott the

food produced by A, A will be forced to shut dowim avoid this, A may be

forced to "give in" to the demands of its union.

3.3.4 The public servant and strikes
Citing certain provisions the Trade Disputes #2876, Akin Emiola states

that "...itis illegal for any public servantto.call out their men on strike.
Alluding to the same phenomenon in the USAippo says "some have
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decried the prohibition of strikes by public emy#es as affecting a type of
second-class citizenship". He gives a rationaléHisrban by saying that
"Others feel that public employment offers unusieddrees of job security,
for which the employees should be willing to giygsome other economic
rights".

As noted earlier, the possibility of a strikehg ultimate economic force that
the employee has in dealing with the employers i perhaps the reason
behind Emiola's apprehension to the effecthat "whether
poeigikms can, in  fact, be enforced irpractice is an
difiteitHe then goes on to cite the breaches gbitnasions by saying: It
is relevant to note that in spite of the purpotted on the right of the worker
to strike or the employer to impose a lockout, hess throughout Nigeria did
engage in a successful nationwide strike in Decermh®é8 in the same way
as the Lagos State Government ordered a lockdetcohers in its teaching

tr
entire

service in 1977 following the teachers harawing of labor".Of cours

strikes in the core public service, i.e the cieihsce, here become so routine
and so rampant that one has to completely agréeBmitiola that "It will be
seen that the provisions of the Act banning waKesm positive industrial
action are honored in the breach than in observance

4.0 Conclusion

This unit has examined the concept of collectiagghining. It has provided
you a definition of it and given you the processksollective bargaining. It

has given the preparation necessary on the pathefmanagement and union
which leads to successful bargaining which isauscored by a process of
giving-and-taking. The pressures available e applied by unions which

give necessar y "bite" to bargaining, particulaslyikes were also examined
in their various formats. With these, you shouldrba position to undertake

collective bargaining on either side - managemetelwor.

5.0 Sum mary
Unit 20 which is a follow-up of unit 19 which disgsed trade unions, has
taken a look at one of the most impdrta functions  of
ooll@csive i.dargaining. It has examined this @ptdrom its pre-negotiation
stage throughout to the final contract stage. Tpplace of the public service
in collective bargaining and strikes have beenxsorgned.

6.0 Tutor Marked Assignm ent

Question. | Explain the following concepts:
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(a) Economic strike
(b) Wildcat strike
(c) Boycott
Question .2

How would you, being part of managemeeant, prepare for collecti
bargaining with a union?

7.0 References and other Resources
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1.0 Introduction

Ethics isinherent in man. This is why/how ig the concern of personnel
management. It belongs to the evolutionary stagje the study of personnel
management we have tagged the behaviouralncgcienovement. Whether

one is courteous at work or not, whether one fendbne's position in trust

for the public or as a personal property, etcissees of ethical dimensions.

This unit deals with what ethics is ande timethods employed to get |
ingrained in public and also private servants.

2.0 Objectives
By the end of this unit, you should be able to:
* Define ethics

» Identify its significance in organizations
* List attitudes which can be termed as good conduc

3.0 Main contents
3.1 Definition and scope

Ethics has been defined in the glossary at theoéttte book by John Bratton
and Jeffrey Gold as:
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The code of moral principles and values that gerns the behaviour of
individual or group with respect to what is right or wrong.

The scope of ethics in organizations covers bothagament and leadership.
Writing on the management aspect under the hedagaging Ethically"
Joseph W. Weiss says: "Business ethics is thendrtliscipline of applying
ethical principles to examine and solve complexah dilemmas. Business
ethics asks, "what is right or wrong? Good or biadfusiness transactions"

Talking of scope of ethics in organizations, Wes®s an interesting set of

statistics of top ethical issues. He says: Hrrgernational survey, of 300
companies worldwide. over 80% of Chief Hxee Officers and senior
managers listed the following as the topnical issues facing businesses:
employee conflicting interests (91%) inapgprate qifts (91%) sexual
harassment (91%), unauthorized payments %)85and affirmative action
issues (84%)" He also cites another sets gurdis in a national survey of
1,400 working women which showed that "....the nicejuently occurring

unethical practices in business include managerg kp employees; expense

account abuses at high levels; nepotism and fasmxitand taking credit for

other's work".

Discussing the "Ethical dimensions of leadershijggiss says that "leading
effectively also means leading ethically and ratlg. He says that "While
businesses expand over geographic andturaul boundaries, questions
concerning the sense of right and wrong ofdées and followers in their
business practices gain in importance".

Ethical decisions are not easy to take as the igmest right or wrong is so
much "person-dependent”. However, Weiss gives ttriggria that define the
limits of ethical reasoning, thus

(1) Ethical reasoning should be logical; assumptisimould be based on
facts, and judgments made explicit.
(2) Facts and evidence should be accurate, rdlevahcomplete. And

(3) Standards used in one's ethical reasoningidt@uconsistent, if not,
those standards should be modified".
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3.1.2 Ethical principles

Weiss gives a list of ethical principles which ntigpe of help to test the right
or wrong of decisions or policies. They are:

1 Ethical relationship. He says under this that fM@authority is based
on individual or cultural self-interestscustoms, or religious
principles”. That, "An act is morally right if #erves the one's (or the
culture's) self-interests, needs or standard&/hilst one who is in
Rome is enjoined to do as the Romans do, one alstohgive regard
to one's national laws and moves. Weissegyivas an example, an
intriguing case. He says: "....at a cultural leasl American manager
working in Mexico ..may be forced to choosetween wining a
contract illegally by not following U.S sidards or winning the
contract by following local practices.

2. Utilitarianism. A morally or ethically sound dsion or policy is the
one that, judged onthe basis of cost-beneafilalysis, the benefits
exceed the cost for the majority of people.

3. Rights. The principle of utilitarianism abowvetwithstanding, moral
and ethical authority is based on the.inalienable rights anc
entittements of individuals or groups guaranteedltin their pursuit
of freedom of speech, choice, happiness, antespkct”.A manager
who overlooks the rights of even onéndividual or grou
jeapardize the implementation of a decision, poticyprocedure.

4. Universalism. Weiss says that "Moral authorstpased on the extent
to which the intention of an act treats all pessas ends (not means)
in themselves and with respect”. This rule ergoimanagers to give

individuals unique treatment if their cases so dairend that they be
not treated as a statistic.

5. Justice. Weiss, on this principle says: "Morgharity is based on the
extent to which opportunity, wealth, and burdenfandy distributed

among all. Here, fairness and equity govern thésaet'.

He then notes that "Justice has three poments: procedural (how rule

procedures, and the means of distributing burdehwaealth are deter mined).
compensatory (how fairly people are competsafor injustices done to
them), and distributive (does the punishment &t ¢hme?)".

Weiss says that leaders can use thgeeciples to understand th
underlying ethics in their policies, procedures dadisions.
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Exercise 1.1 Define ethics. How would yotest a decision for ethical
soundness?

3.2 The Practice of Ethics

In a chapter titled "Code of ethics on Governntvice", the Civil Service
Handbook, an official manner (issued bthe Federal Ministry of
Establishments and Service Matters. a baim of "how-to-do" things
(ethically) is given. We shall give you some ofrthkere.

(1) Discipline

Here it enjoins the civil services in the countybe disciplined, to obey rules

and regulations and ensure that the interesth& service is paramount in
whatever is done. It calls on senior officets prescribe codes of conduct
which they themselves can and should comply witkays that "Those who

wish to lead other people should always remembeat dffective leadership
involves exemplary character, hard work and traresgantegrity.

(2). Good conduct and ideals
Under this heading, the following issues are disedsamong others:

(a) Loyalty - a civil servant is required to setlie government loyally
and give adequate service in return for the salawage paid.

(b) Honesty - civil servants should be honesttheir dealings with the
public and "demand or receive nothing in moneyind Krom anyone
in the performance of their duties".

(c) Courage - the manual says that a csd&rvant should possess the
courage to work hard. Another type of cgerait says, "involves
doing what is morally right even thouglone does stand to Qe
personally from such action”. It says: "You shodddthe right thing
especially if it will enhance the reputationf gour service and the
sate. You should at all times resist temptatiomfwhatever quarters.

Where the prior consent ofa superior authority is necess
beurteous in getting it.

(d) Courtesy - The civil service Hand book regsithe public employee
to be polite and courteous to both those in theiseiand the general
public. It says (to senior officers) that "politestructions are usually
more easily obeyed, (and that) courtesy ithe office and
the
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general public makes it easier to get on with otlpeople, (and that)
A heavy schedule of duties or any other circamst cannot justif y
bad temper by civil servants”.

(e) Cooperation - The civil service omny section of it needs
cooperation of a lots of members to succeed.Nmy member(s)
isolate themselves in the belief that they areggod as the rest put
together, success in jeopardized.

(f) Tact - The manual of the civil service says @aming this that "Tact
means skillfulness in handling a difficultituation without giving
offence to the people involved. This is very neags the service".

(9) Industry - The civil service Handbook saysatithis means "...useful
hard work" because, "some workers work fusipuo get little or
nothing done". To be industrious is to know onel®rk. well and to
stay within bounds and establish schedules ofervib start and to
finish any given assignment.

(h) Avoidance of delay - To avoid delay is to whikrd, to devote time to
(only) official work during work and to take tinwéf to get well, if
sick.

(i) Tidiness - atidy office is impressive to wgs and it also gives an
idea of the state of mind of its user. The Civihdae Handbook also
enjoins civil servants to be properly dressedltdy. It says "ltis a
good ideato dressin abusiness - like mamuras if one were
going to a formal party or a beauty queen pariidimes not cost
much to dress simply with carefully chosen matetias useful to
remember that how people dress tells keen obsenzegreat deal of

the general character and taste of such people".

() Helpfulness - It is enjoined in the Civil Serei Handbook that help be
offered without regard to kinships or friehgss. Also, the senior
civii servants are enjoined to help igun ones, in particular
encouraging them to apply themselves to study raktiam waste time
and resources on playing pools.

(k) Kindness - this, according to the Civil #ee Handbook does not
mean giving to what they are not eadtlto. Rather it involve
"..respecting the privileges and right§ fficers, employees anc
members of the public in respect of the fact thase concerned are
unknown to you. A civil servant ... should ... sermpartially”.
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This manual also says that kindness "involves ltpaihumane approach in
dealing with people indifferently. This appliesstaff as well as members of
the public". Doing this should however be withotgdch of the regulations.

Another set of ethical behaviors has to do witley important and sensitive
issue i.e. attitude to public funds. In this respte civil service Handbook
requires civil servants to be frugal in spendind aonscientious in revenue
collecting.

Other sets of ethical attitudes that a civilvaat should have e.g national
consciousness, good image of the civil serviceelkas social problems and
social justice is emphasized.

Exercise 1.2 What should the attitude of the @eilvant be to such things
as gift-giving and gift-taking; kindness, and cesst?

4.0 Conclusion

In this unit, we have explored the topic of ethiks you might have noted,

this concept is a very personal issudhe question of doing ric
datesting evil and the more basic one of knowingtvis right and which is

wrong of two things in a situation of competitjairgency and especially

scarcity and inaccuracy of information can be \etgiguing. However, we

hope the tips from literature given here as to hmknow what is ethical and

what not, as well as the principles governing ethiere provided some help.

Also the practical "dos" and "don'ts" from theviCBervice Handbook, we

believe have aided a lot.

5.0 Sum mary

This unit has done the following: given the defonitof ethics, state the two
broad types - management and leadership in eihitas given a "test" to be
used in knowing if a decision, a policy, a praoedis a not ethical, it has
given principles of ethics and using the Nigedae, it has examined ethics
in the practical realm.

6.0 Tutor Marked Assignm ent

Question 1. What is ethics? How would you know dezision made by a
Chief Executive of an organization is not ethical?
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1.0 Introduction

Decision-making, as you will see later on, is tegponsibility of the man you

scouted for in unit 2 and gave anppantment thereafter. It
teeponsibility of the man you trained,het executive you apprais
dadeloped. Decision-making, at whatever levelapleyee is found, is one

of his most important functions.

2.0 Objectives
By the end of this unit you should be able to:

* Define decision-making

* Locate where decision-making capacity can bergath
* List steps in the decision-making process

* Recognize how decision-making ability can be ioved

3.0 Main Contents

3.1 Definition and Scope

Decision comes from the action word “deciding”igthHarold F. Smiddy
defines as implying "....freedom to choose fronoagalternatives without
externally imposed coercion, freedom to conceiteraatives from which to
choose". He was quick to circumscribe this defmtwithin the appropriate
boundaries. He said, "Decision are made within daues set up by many
constraints” out of which he enumerated the follayvi
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Prevailing and unalterable features of the soal, political econom ic and
technological environment. The individual's interpetation of the legal,

moral, ethical and religious limits to posible courses of actio
tHality of the  “culture’ that has been inherited” and ‘learnt' by
theividual, at least to the extent that he cannot perceive the
pasgyple course of action are wunavailableto him as a resu
sfibcaisscious interpretation of “custom .

Expatiating on the meaning of the conceft decision, he says decisiol
making is both creative and judicial. By creativerheans ".....imagination in
visualizing alternatives...." This entails'...imagination to consider more
different and better alternatives" (underliningpiace of italics in original

text). The import of thisis that whereas it gossible to be hemmed in by
traditional limits in considering alternatives angshwhich to make a choice,

it is also possible and it is creative to do sexpand the alternatives outside

the traditional limits and thus to encapsilabetter alternatives and make
better decisions.

By judicial is meant that decision making juxtaposealues with facts and
information available as well as the likely impaod consequences of what

each alternative entails.

In the words of Smmidy, "Deciding is thus a mattef value judgment and of
wisdom. The quality of value judgment will be iroged to the extent that

they are influenced by factual rathehant erroneous or inaccurate
information....."

If one accepts that the judgments used in degidie value judgments, and
that in the words of T. Ross Moore, decision mgkin.....depends too much
upon the individual" then ".....effective "decidingrequires a well developed

sense of values" inherent in the individual decisitaker.

One way to develop the sense of values of theviahaal in order to improve

his decision making ability and thus the quality bis decisions is to orient
him toward the objectivities of the organizatiom ¥ehich he works.

Now that we are reasonably settled dhe issue of the definiti
décision/decision making, let us turn attentmthe nature and focus of
decision making in organizations. In the first @lawe partially agree with

one of Smiddy's propositions that "decisionsraaele only by individuals,

not by groups"”. From the way we have talked aldegtsion thus far, for

example, that (among other things) they areradyct of value judgment,
perhaps they cannot be much else than individsglomsibilities. Smiddy is

so emphatic on this point that he says:
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Each decision can be specifically definedas the responsibility c
gpecif ic  Position. The incumbent of this position is  personall
mabividually Responsible and accountable fo the results and the
consequences of The decisions so designated agésponsibilities

Much as one would want to agree with Smiddy, tbibe borne in mind that
these days, lots of decisions are made, and tpemstbilities of committees.
This is most visible in higher educational inditns e.g. universities where
practically every decision is made the responsybdf one committee or the
other.

3.2 Enlarging decision-making capacity

However, where a decision is made the sole redmbtysof an individual

much as it is advisable to tap the kmugke of others (colleagt
anbordinates), it is crucial to bear in midat the final decision is t
responsibility of the one into whose hands it is@sted. A beneficial way to

use the knowledge of subordinates and supervissrsto utilize any of steps

1-5 in the scheme on the figure below:

Executive-centered Subordinate-centered
Decision Decision

(1)
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Leader
Makes
Decision
And
Announces
It

Leader Leader presents Leader

“selles” idea & invites present

decision questions tentative
decisions
subject
to change

Leader Leader defines Leader permits
presents limits, asks subordinates to
problem  group to function within
gets  make limits defined
suggestions decision by superior
makes
decision

Adapted from (Robert Tennenbaum, Irving R. Wechsle, Fred massarik

Leadership and organization McGraw-Hill Book Company 1961.p.69

The operational interpretation of each of the panetfollows;

| . Leader Makes Decision and Announces it

In this case, the leader identified a problem afizes the existence of
a problem, he ponders over possible solutiodschooses one. In

doing this, he does not consult with or make usangfinput from his

subordinates.

2. The Leader "Sells" his Decision

Here, the leader

keeps

problems

and idecisnaking to

himself.

However, rather than announce the decision he laale nfne sells it or
persuades his subordinates to accept it for feersastance.

3. The Leader Presents his ideas, invites questions

Here again, the decision is made, indeed, alreatierby the leader.

He invites questions

subordinates.

onit as

an avenoe ntake

4. The leader presents a tentative decision subjeitt change
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This is a situation where as the one above, th#eleahas thought over

the problem and found the solution. In tfache has earmarked -
solution. The problem and the tentativeoluion are tendered fc
debate but the final decision is the leader's.

5. The leader presets the problem, gets suggesticsd then makes
his decision

This time unlike others above, the leader comdssgroup without a
preconceived answer. He uses his group as a resbase to obtain
answers. At the end however, he alone takes thsidec

6. The leader defines the Ilimits and requestthe groups to take a
decision

This time, the leader passes tothe group ysuelh himself as a
member, the right to make decision. Before doing), the defines the
problem and the boundaries within which the deoisiast be made.

7. The leader permits the group to make decision wiin prescribed
limits

Here the group has almost absolute freedom toifgteartd diagnose
the problems, develop alternative proceslurdor solving it, and
deciding on the alternative to use.

The executive, depending upon the urgency surroigrtie issue and

the knowledge his subordinates are likely toehaw the issue may

use anyof numbers 1-5 above in making si@ti Involving his
subordinates is a morale booster and is highlymegended.

On the issue of the level of organization at whdecision making

takes place, here we wholly agree with both Smiddyg McKinney

and Howard that it takes ©place \virtpallat all levels ¢
fi@anization. Whilst McKinney and Howard say: "Dscn making

falls within the province of all levels omanagement thoughit is
generally assumed to be reserved essentially teidugls fairly high

in the administrative hierarchy. Smiddyrogoses that: "All
individuals rather than only managers, make deassand need to do

so responsibly.

What these authors mean is that there is needcenttalize decision
making in organizations. Smiddy was specific ath&locus (level)
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of each decision. He put it as comprehensively @lhitle difficult to
comprehend) as follows:

The determinant position level for responsibility aad authority to make a
particular decision should be that organizational ével nearest the work

where both needed skills and com petenceon the one hand
tteeded inform atim  embracing under standing of both diret

environm ental probable impacts of the decision -on the other hand can
reasonably be brought to exist; so

that such inform ation and understanding be broughtto bear in choosing
wisely from among possible alternatives, or risksas responsibility and

an
and

need for decision, Smiddy recommends that not only m anager:

@ameralist) but specialists be assigned decision kmag responsibility.

This is an important point in Nigeria of today wéi@ emphasis is shifting
from the generalist to the specialist (the prof@sai) in the administration of
public affairs. In the past the specialist wereoutuinately marginalized even
in the decisions on professional issues. The ghifrofessionalisation should
open avenues for specialists to exert themselvdsaision making.

3.4 Step to Decision Making

Although time and space will not permit a detaidedlysis of this, it behoves
us to at least sketch out here the steps whichteeadund decision making.
The following five steps are as given by an emirmanagement scholar,
Peter Drucker:

|. Defining the problem

2. Analyzing the problem

3. Developing alternative solutions

4. Deciding upon solution

5. Converting the decision into effective action.

It is pertinent to state here that not all decisibave to go through these five
steps in order to be made. Managementcholars  have

divide

dedigign into two broad categories - programimand non - programmed

decisions.

Programmed decisions are those which deal withlgnabd permitting well
defined search and choice procedures to be usédieaethey occur. The

problems giving rise to them are repetitive anda@ations can almost be

prefabricated. Non-programmed decisions dhe other hand involve

problems which "...are often new and highly illidefd making it difficult to
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tell what factors are applicable for obtaining aited solution”. Normally for
such problems, need arises to shift the focus cisae making "upstairs".

Improving Decision Making Ability of E xecutives

Since we have said in clear terms thatecision is a products
julgenent, that it depends too much on the indiviidarad since we know that
individuals are gifted differently, how amc decision making ability |
improved?

Pondering over such issues, T. Ross Moore, gives following response to
his own question - "Can Decision Making be learnt?"

It would be very convenient and comfortable merelyo say that decision
making is something which springs from the intuiton of certain types of
people. This would make our problem quite simple. W could go back to
the old saying that either a m an has it or he doeX.

However, Moore believes that just like enterprersn which was thought
irreplaceable has been replaced quite succes$iyllganagement, decision
making can be learnt.

Time will not allow us to go into details on howsltan be done but a few
tips will be given.

One wayin which it can be learntis pickthg brain of the successful
decision maker to catalogue the process hglizes in so doing. Such e
process can then be studied, adopted and taugiieo, this is not easy as

many as. good decision makers does not know hoywtleee made

Another way of improving decision making abilisymaking more of them.

Ross Moore says the following in this regard: dlvé personally found one

further ver y important thing about thedecision making  proce
mtii?htes that it can be learnt. The more decisiomaake, the better is their

quality".

Another way of improvement in the quality of @ens in organizations
rather than decision making ability of individsiagd to drop those who are
incapable of making decisions from so doing.Ragloore puts this point
thus:

| have also observed that there are those who seembe unable to m ake

decision .....Others are actually afraid to take cance. Still others simple
do not want the responsibility of any form of deision m aking. When |
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run into these situations. I try to peg the man immadiately at the level to

which he has risen. There should be no furtherrpmotion for him. A

man unable to make decision merely adds aformof paralysis in any
organizations.

4.0 Conclusion
This unit has examined the topic - decision-makingt you have given the
meaning and scope of decision- making in orgaronati You have told how
it is not the responsibility of only those on tiporganizational hierarchies.
You have also learnt how decision- making capaxaty be enlarged by the

"tapping” of the knowledge of colleagues andosdimates. You have also
learnt how to increase the ability of decision migkin executives.

5.0 Sum mary
Decision making is a critical function inrganizations. It is a personne
function because it is one of the imparta things the employee d«
organizations andin respect of which he gwen additional training and
which also forms the basis for his performance aigpt.

6.0 Tutor Marked Assignm ent

Define decision-making. How would you wope this process Iran
“executive?
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Introduction

This unit treats a negative aspect of inter-persand inter- group relations in
organizations, i.e. conflict and its managemerdefines what conflict is,

says how dysfunctional it could be artbw it can be manag
eamiibved. A number of management therist see it as g
neoydstellynegative. What bad it constitutes ahdtvgood it could be, will

be examined here.

2.0 Objectives

By the end of this unit you should be able to:

» Define conflict

* List a number of conflict situations

» Manage conflicting situation to prevent gettingrae
» Resolve conflicts

3.0 Main conf licts

3.1 Definition and scope

In a glossary of management terms at the begirofindpis book, G.A Cole
defines conflict thus:
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Conf lict is a condition that arises when two or more individuals
groups perceive their own interests as being chalhged by the other(s),
and when strong feelings can be aroused.

Whilst not giving a definition, Etzioni talks abocnflict thus:

Supervisors, organizational units, or staff divisions  often com
gaoflict with one another either because of the pmciples that divide the

labor among them and prescribe their relations arenot clear, or because

the prescribed rules are being adhered to by someub not by others, or

because differences of interest, view point, gersonalities need to be
reconciled

Flippo defines conflict as:

"....any discontent or dissatisfaction tha affects organizational
perf ormance. As such it can be either stated or woiced, written or oral,
legitim ate or ridiculous. The only major restriction in this definition is

that the discontent m ust affect worker performancé.

Also talking of conflicts, he further says: "Déspthe best of management
practices in acting and communicating, conflictetween employees and the
organization will occur". He further says that "total absence of conflict
would be unbelievable, boring. and a strong indicathat such conflicts are
being suppressed".

3.1.2 The discovery of conflicts of interests

For many reasons, there is now more communicationganizations than
before. The human relations movement as wadl the activities of albor
unions have led to this development. Tloeidér voice of employees ir
business is viewed by some as evidence that ther@mbddisagreement and

trouble has been on the increase. On the otherd, lagrobserved by Flippo,
"it may be that such trouble has always existetinbw it can rise to the top

and be observed'. The following are some ¢tiie ways given by Flippo
through which conflicts are discovered:

(a) Direct observation:

Flippo says that "A good supervisor knows the austiy behavior of
subordinates, and when significant changes inldéavior occur, he
or she is concerned with possible motives. Obsemngaiare also made
on productivity which may show a decline. Alsacls statistics as
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grievance rates, accident rates, requests forsfegmesignations and
disciplinary cases, etc may reveal that an unspokafiict exists. -

(b) Suggestions box

The type of suggestion box referred to have iBatwlippo calls "a
gripe box". He says, concerning it, "The comparat trstablishes an
anonymous gripe system is concerned with the proldf bringing
all conflicts of interest to light. Anonymity mayqwide the courage
to submit a dissatisfaction that will otherwisewgoroiced”.

(c) Open door policy

Flippo accurately describes this policy as .commonly announced

but seldom works". The higher level exe®s usually say the
operate an open-door policy by which they mearmaayould come

in discuss any problems concerning thear the organization.
However, whoever tries to use this policy soorizea that the open

door ends at the secretary's office arfdr most people,
tReeptionist's. If open-door policies work begio window-dressing,

they are capable of detecting and removing griessmeven before

they mature.

(d) Exit interview

This an interview granted by a departing employihe truth can be
told, it is a good source of discovering the caudalissatisfaction in
organizations. However, the departing employee owesobligation
to grant it and because he might be looking uneoottganization for
references for the next job.

Some organizations go around this difficulty byilmg exit interview
guestions three months after the employee's deparjuwhich time
he must have already settled in another job andearow "tell it as
itis".

(e) The Om budsman

The ombudsman in an organization is an additieaal for the chief
executive. Although he is meant to receive andlvesgrievances, the
use he serves in this section of discovery oflmi®is to serve as a
source of data. Complaints taken to him whichrapleyee is not
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able to take to his direct boss serves as a sodidata for types and
prevalence of conflicts in organizations.

(f) Group meetings

Some chief executives or supervisors dwlicit for complaints
publicly at group meetings. At such meetings, iidinals who cannot
complain on their own pick courage and reveal hidcenflicts.

Some executives use this soliciting method dividual interviews
with present employees to discover sources fificdlty. These are
some, but certainly not all methods used in unesgttifficulties or
conflicts in organizations. Our next effort will loa the processing of
grievances.

Exercise 1.1 Define conflict. List 4 ways i you would
use to discover the existence of conflicts in ayaaization.

3.3 Types of Conflicts

Joseph W. Weiss identifies 5 types of conflictsey are: structural,
intrapersonal, interpersonal, inter- group d aninter-organizational.
According to him (a) Structural conflict caurs because of cros:
functional departmental differences over algo time horizons,
rewards, authority, line and staff activitiestgta and resources. The
different parts of organizations, salessearch and development
(R&D) production, finance. legal and personnes, Bave in Weiss's

words, "...different goals, different cultures,fdient approaches and
resources, and conflicts can naturally be expectedrise between

them". He gave examples of how structural corsfloztn arise. In one

example he says:

Production personnel have traditionally clashed wit R&D people

because production is sometimes given newbut untested
production designs by R&D. If The design si faulty, both the

product and sales people later feel the 'heat' fronsustomers. And
Conf lict ensues.

In the second place;
The legal, finance and human resources departraenidassified as
‘staff positions; that is, they are nadirectly related to dire

production operations. Staff positions are llguappointed by the
upper level managers. Staff professionals' resyasbources, status,
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authority, goals, and specialization are usuallyduectly linked to
market performance. Conflict can occur tween staff and line
positions over status and authority differences.

(b) Intra-personal conflict

(c)

According to Weiss, this occurs within an indivad. This type of

conflict is divided into three, namely, intrale conflict, inter-role
conflict and person-role conflict. The first reféosa situation where a

person receives conflicting information nfro others concerning &
particular role. For example, a sale's persorgiven an award for

good performance by his supervisor and shortlislvevited by the

Chief Executive and confronted with a complaintira major client

that his method is aggressive. This creates aicbofl confidence in

the one and same individual.

The second of this type of conflict - inter-releoccurs, according to

Weiss, "....when an individual experiences preseuez several roles

in their job or life. For example, a working motlfeho may also be

single) may experience coofli over the nurturing needs
beildren. At the same time, she musilso meet the sal
staridards of her male counterparts".

The third of this type of conflict - the personeaonflict occurs finds

his  clashing with his  job requirements. Givirgn example of this
type, which is perhaps more common in life, Weagss"....an R&D
professional who is a perfectionist igequired to speed
peyduct design and to over look the zero baséette policy. This

person may experience conflict over beingressured to follow
standards other than his own™.

Interpersonal Conf lict

This type of conflict occurs between two or moréividuals. Weiss

says that"...the nature (of it) inorganiaa can be emotional or
content based and is caused by many factors: paditgodifferences,
values, judgments, perceptions, competenciasd management
styles".One of the causes of this type of confficas noted by Weiss.

a "difficult" person. Quoting Bremson, Weiss idéas seven types of

"difficult” persons. We do not intend to go intetdils by listing and

discussing each type. We shall discuss orwo which are most
common in organizations. Firstly, the Hostilegeggsive. This type
"surprise and attack people at emotionahd substantive levels
When they attack, the attacked is advised to bertags and to "stand
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up" to them. The second type is the "knatw all* type which i
subdivided into "bulldozers" and "balloons". Bullgers are people

who do know a subject competently but use theirgtency to bully

others. The way to handle these is to prepareweliyfor them; to

listen and paraphrase their main points andjusstioning to raise
problems. Balloons on the other hand are peoptedehnot know a

subject well and bluff instead.

They should be confronted, but in private (to hkm save face).
When they state perceptions as facts, they shmutaffered factual
evidence.

(d) Inter-group conflict

This according to Weiss, "occurs as a result ofaglieement over any
number of tongue or substantive issues.o Asic differences in
group structure ... can often be sources of predsefween groups".

(e) Inter-organizational conflict

This occurs between enterprises and edtestakeholders. Large-
scale strikes, e.g the ones known iNigeria here betwes
tesociation of Staff Union of Universities (ASUdhd the university

system, is one such conflicts.

Exercise 1.2 List out the various types of catdliand explain any two of
them.

3.4 Conf lict- Resolution (Managem ent)

Joseph W. Weiss, adapting from K. Thomas's Corflesgolution Approach
gives five styles of conflict management. Thisggroduced for you in table
1.1 below. As can be seen, it suggests what canisbe done given certain
conditions surrounding the conflict.

Table 1.1 Five Styles of Conflict Management

Conflict-Hanadling Appnagie condiions
Style

Competing I. When quick, decisive action ISI{@ag, emergencies)
2  On important issues where unpapattions need
implementing (coattag, enforcing unpopular fules,
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discipline).

3. Onissues vital to company welfareen you know you fre right.

4. Against people who take advantzfggoncompetitive be

Collaborating |[. To find an Iintegrative solutiom&n both sets of concerns arg¢

too important to lwrgromised.
2  When your objective is to learn.

3 To merge insights from people vdifierent perspectivep

havior.

4. To gain commitment by incorporatoancerns into a copsensus.
5. To work through feelings that haverfered with a relatfnship.

Compromising 1. When goals are important, but nafilwihe effort or potentia
Disruption of more assertive modes.

2. When opponents with equal powercammitted to mutually

Exclusive goals.
3 To achieve tempor ary settlemémtsomplex issues.
4 To arrive at expedient solutionsler time pressure.

5.  As a backup when collaboratiom@mpetition is unsucgessful.

Avoiding 1. When an Issue IS trivial, or more IoI[|nt ISSUes are pressing.

When potential disruption outweidihs benefits of resof
To let people cool down and regserspective.

When others can resolve the canttiore effectively.
When issues seem tangential or symagtic of other issl

NouhwN

When you perceive no chance oggatig your concerng.

ution.

When gathering information supeeseithmediate decisjon.

es.

Accommodating

1. When you find you are wrong - low a better position to be

heard, to learn, and to show your reasonableness.
2. When issues are more importauathers than to your|
satisfy others and maintain cooperation.
3 To build social credits for latesues.
4  To minimize loss when you are outrthad and losing.
5  When harmony and stability are ey important.

self - to

6. To allow employees to develop rteng from mistakeg.

SOURCE: K. W. Thomas, "Toward Multi-Dimensional Yat Iin Teaching:
The Example of Conflict Behaviors,” Acadengf Management Review

2(1977) 484-490.

4.0 Conclusion

This unit has given you a number of definitioms conflict; it has given you
ways of detecting the existence of a conflict,xhaous types of conflict and

a scheme for the management of conflicts. Itestlly stating what mi
first seem to be a contradiction, i.e that confischot necessarily bad.
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Some of the ways of discovering conflict are clir@servation, suggestions

box, opendoor policy, etc. some of the types ofonficts are structur
conflict, intrapersonal conflict, interpersdn conflict, interorganisational
conflict, etc. Lastly, some of the syl used in managingconflict

awiding, collaborating, compromising, competintg, e

5.0 Sum mary

This unit has taken a fairly comprehensivdook at conflict an
ovnfbgement. It has offered you defingionand methods/procedures
recognizing conflicts and managing them.

6.0 Tutor Marked Assignm ents

Question .1 Explain two ways of discoveringonflict; two types of
conflicts and two ways of managing conflicts

7.0 References and other resources

Cole, G.A (1997) Personnel Management, Theamd/ Practice, (Fourth
Edition) ELST with Letts Educational

Etzioni, Amitai (1964) Modern Organizations, PreatHall, Inc. Englewood
Cliffs, New Jersey

Flippo. Edwin B (1984) Personnel Management (Bkdition MCGraw-I-
lill Book Company, New York.

Weiss, Joseph W (1996) Organizational Behaviod @nange- Managing
Diversity, Cross-Cultural Dynamics, and Ethicg/est Publishing
Company, Minneapolis/St Paul.

MODULE SIX

UNIT 23

LEADE RSHIP: STUDY AND THEORIES
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7.1 References

1.0 Introduction

Leadership is one of the most critical aspeofsorganizations. Leonard D.

White underscores its importance in 1950 wenwrote; and quoted by
McKinney and Howard, thus:- "The life and spirit @n organization do not

spring from its structure. Quality depends on tlogivations that energizes

staff. They derive in large measure from the characof the leadership." A

one time vibrant and very successful omEion under one leader ¢
become very dull and fail woefully under anothiris is the concept we

shall examine in this unit.

2.0 Objectives
By the end of this unit, you should be able to:

* Define leadership
« Identify and explain a number of theories of lexasthip

3.1 Definition

Talking about leadership, McKinney and Howard digl ehat captures the
essence of leadership beautifully and comprehelysias:

The person who can mesh divergent and conflictinfprces, recognize and
create opportunities, use the influence and onal basis of his or hel
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position, and employ the minimal amount of resouwes, and employ the
minimal amount of resources to maximallyachieve publicly desirec

Since we shall be giving another dimension & ttefinition of leadership
later in unit 22, we shall stop at this for now.

3.2 Study of the concept of L eadership

Despite the obvious importance of leadershipctirecept has been difficult
to understand and the skill even harder to devéMipen the average person
thinks of leadership the most common associasarsually to charisma - a
Greek word meaning divine right. In this view,deaship is regarded as a
gift of influence over the behavior of othersn® of us have this gift and
others simply do not.

Generally, the discussion and practice oleadership has involv

tapects:

(1) attributes related to or emanating directbnirthe leader,

(2) conditions created from interpersonal and griofiuence, and

(3) conditions determined largely by eommental and situational
factors.

3.2.1 The Leader's attributes (Trait theory)

Leadership was traditionally presented in ternisthe traits that the leader
possessed and how they influenced the achieverakatganizational goals.

For centuries, writers examined the lineage oftgpeasonalities in search of

the qualities that all successful leaders possaassmmmon. A number of

factors turned m for example, that leaders were gaher taller
thbowers; that they had greater retention abilitgn the average person; that
saints lived longer than the average peasduning the Middle Ages. In
var ying degrees this approach was carried owvgo the writings of public
administration. Leonard D. White in the 1950s spokkeaders' command of
symbols, skills in inventing policies and plansy@ge in deciding, and what

he called the Leaders' "touch - and allusive gualitiative in nature”.

Leadership in this mode involves:

(1) Single-mindedness - (which) is sufficient stestain striving for the
fulfillment of' a goal.
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(2) Basic intelligence - not necessarily esoteintellectual gifts but a
demonstrated ability to think. One of the objeesiv of early public
administration courses was to teach tludent to "think

administratively".
(3) Physical energy. No one without an abundananefgy can ever be
a leader.

(4) Personality balance. Without sacrificing tegrity of purpose, the
leader must relate personal needs to the orgamivaioal.

(5) Self- confidence. Without loosing sensitivitydaempathy for others,
the leader must present an image of assurdmeeapacity to deal
fairly with others, self control and decisiveness.

(6) Character and integrity. Leadership is alssociated with striving
for higher purpose er the public interest. - "Asit what your country
can do for you. but what you can do for your coyhtr

The theory of leadership that stresses opeats characteristics has largely
fallen into disuse. "Fifty years of study,” omoments Eugene E. Jennings,
"have failed to produce one personality trait set of qualities that can be

used to discriminate leaders from nonleaders" Nuiess, the traitist theory

remains important. The absence of supporting resdes not deterred the
continual use of traits in the selectionof leaders. The  mc
pramipkenis elections, which often are "referendomgersonality traits".

In the administration of organizations, the uspafsonality traits vary with
the level of leadership as shown in the diagranmhbe

Leadership in Public Management

LEADERSHIP TRAITS

Technical Human Relations Conceptual
Supervisors skills Facility Capacity
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LEADERSHIP TRAITS

Executive MLM;s Supervision

MLM = Middle Level Managers

The Group Basis of Leadership

While the traitists tended to look atthe organization, in
MoKisnepfand Howard, "as consisting of leaders withpeople, the human

relations theorists emphasized people almost witleaders". This alternate

look at leadership took cognizance ohe t worker's feelings, beliefs
perception, and ideas.

The major assumption at the outset was t thgreater leadership cot
Becomplished through fulfilling certain sociolodiceeds of operators. ldeas
of efficiency, deeply embedded in the trait apphpavere balanced with a

new emphasis on organizational stability d athe building of a sen
obmmunity at the work place. In the middle 1950sug theorists generally
identified five key differences between the grong &ait approaches as is
shown in the table below:

LEADERSHIP IN PUB LIC MANAGEMENT
TRAIT VS. GROUP LEADERSHIP APPROACH
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Trait Approach
(1) decision-making centralized in an adstrator
(2) interactions reflect a person’'s positionhia hierarchy
(3) authority is the basis of integratieece in the organization
(4) communication channeled through formal orgaimin structure
(5) control of operation for the sake of perfonoa
Group Approach
(1) wide participation in decision-making
(2) face-to-face group interactions
(3) mutual confidence is the primary integratiorthe organization
(4) inter-group and inter-group communication

(5) growth for members of the organizationdsagnized as a priority
objective

As the group approach to leadershipcobe acceptable in the
teader's role become primarily one ofelgng the group to clari
apbieve it's goals. One important consequenchisf tchange was s shiftin
emphasis or even displacement of organisiationsgoal the group’s(cp a

tribal clique in an organisiation/instution the db@comes to secure jobs for

the clique rather than achieve origo@dls). Another was an almost
unnoticed shift of leadership from executive tonangerial and supervisory

levels. The group approach also did the following:

(a) produced a functional leadership that variéti group needs;

(b) recognized the latent power-over time — ofugraorms to transform
externally (from  legislature from a he level in th
bregarahy) introduced rules:

(c) transformed the leader into coordinator -tlpdeading and partly led.
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The situational approach to leadership

Following the traitist and human relations groupthie situational theory this

approach maintains that the situation dictateqjtralities of leadership and

that ear for a different leadership amfy. Rather than adjust
tirganization to fit the leader, here the leadadisisted to the organizational
requirements. Among the situational variables ifiedtare:

(1) expectations of following,

(2) technology associated with the task to béopered,
(3) pressures of schedules and the delivery enwient,
(4) required degrees of interpersonal contact,

(5) various stages of the organization's devetrgm

Gordon Lippitt and Warren Schmidt havelentified six stages of
organizational development that call for differ&mds of leadership:

(1) creation of a new organization
(2) survival of a continuing system
(3) attainment of stability
(4) gaining reputation and prestige
(5) achieving uniqueness and adaptability and
(6) contributing to society.

It is obvious that each condition calls for diffeteualities. The leader, in the
situational approach, Is at best a coordinator of internal
presmuges. It is  believed that the Lippittd &chmidt approach applies to
executives dealing with the overall configuratain the organization rather

than with its administrative dimensions. Againglik the other theories, the

data of situational theories are more a priorigntempirical.

4.0 Conclusion
In this unit, we have dealt with leadership in toatext of its traditional
meaning and we have examined its study. The thoet common theories in
which its studyis carried out have been evgd i.e, the trait, group and
situational approaches to the study.
This unit has also shown you what leadership skdls need for what type of
operation in an organization. These are the isdisesissed and presented in
the schemes on page 5.

5.0 Sum mary
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This unit covers the definition and theories otdeship as it is traditionally
conceived. The next unit takes a view of leader#tp is subordinate based.

6.0 Tutor Marked Assignm ent
Question .1Argue for and against the trait thedryeadership.

7.0 References and other resources

McKinney, Jorem B, and Howard, Lawrence C. (197@)lle Administration
balancing power and accountability, Moore Puintig Company,
Inc. Oak Park, Illinois.

MODULE SIX
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LEADERSHIP: FROM THE PERSPECTIVE OF THE SUBORDINATE

Table of Contents
1.0 Introduction
2.0  Objectives
3.0 = Main Contents
3.1  Definition
3.2  Forces in the subordinate
3.3  Range of leadership behavior
3.4 Key questions
4.0 Conclusion
5.0 Summary
6.0 = Tutor Marked Assignments
7.0 References and other resources

1.0 Introduction
The preceding unit, i.e unit 21 examined thencept of leadership from
somewhat |. traditional viewpoint. In this updu will be introduced to a

fairly different definition and conceptualizatioh deadership. Here you will
see how leadership is "led" by subordinates, sajo

2.0 Objectives
By the end of this unit you should be able to;
* Re- define leadership
* Recognize various ranges of leadership behavior
» Choose from the various styles of leadership tisice you will need
for which situation.

3.0 Main contents

3.1 Definition
Offering what they term as a basic definition afdership. Tennenbaum and

his  associates in their book titled deship and Organizatic
bfitership as:
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"Interpersonal influence, exercised in situation am directed, through the
com munication process, toward the attainnmt of a specific gos
goals”

They further said that;

Leadership always involves attempts on the part ofa leader (influencer)
to affect (influence) the behavior of a follower fifluencee) or followers in
situation

This definition has the virtue of generality. Itoes not limit the leadership

to formally appointed functionaries or tdndividuals whose influence
“potential rests ,upon the voluntary consent oéthRather, it is applicable

to all interpersonal relationships in which ughce attempts are involved.
Relationships as apparently diverse as the supardiniate, the line-staff, the
consultant-client, the teacher-student, the hustvafe, or the parent-child

are all seen as involving leadership.

One way of characterizing this definition of leaslep is to say that it treats
leadership as a process or function rather thama&xclusive attribute of a
prescribed role. The subordinate often influertbessuperior, or members,
the chairman, and of course the wife, the husblanany given relationship,
the roles of the influencer and the influence oftkift from one person to the
other.

In the public service the Executive cadre as aglits technical counterpart is
a vital bridge between the top and the bottom efsirvice. As a result of
this, functionaries in the Executive cadre are Isothordinates and superiors

at the same time. To the top echelothe Executive cadre is
glthprdinate group, whilst to the clerical/secraelaand messengerial cadres,

the Executive cadre is a vital super-ordinate group

As subordinates you will be doing great servicgdor organization if you
are aware of the fact that you are one of thre forces that affect the way
a manager may decide to manage. The other fondesh{ do not concern us
directly today), are forces inthe manager hifresedl forces in the situation
of management. Let us therefore focus attention on:

3.2 Forces in the Subordinate

Before deciding how to lead a certain group, theagar will also want to

consider a number of forces affecting higbasdinates’ behavior. He will
want to remember that each employee, like himeeihfluenced by many
personality variables. In addition, each subordirets a set of expectations
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about how the boss should act in relatitmn him (he phrase “"expect
behavior" is one we hear more and more ofteretdags at discussions of
leadership and teaching). The better the managederstands these factors,

the more accurately he can determine what kindebalior on his part will

enable his subordinates to act most effectively.

Generally speaking, the manager can permit histslitates greater freedom
if the following essential conditions exist:

1. If the subordinates have relatively high ndedsndependence. (As
we all know, people differ greatly in the amouhtimection that they
desire).

2.1f the subordinates have a readineBs assume responsibility for
decision making. (Some see additional respongitabkt a tribute to
their ability; others see it as "passing the buck")

3.1f they have a relatively high ta@ece for ambiguity. (Some
employees prefer to have clear-cut directives emjito them; others
prefer a wider area of freedom).

4. If they are interested in the problem and fkat it is important.
5. If they understand and identify with the godishe organization.

6. If they have the necessary knowledge and expazito deal with the
problem.

7. If they have learnt to expect to share in deaisnaking. (Persons
who have come to expect strong leadership amndthen suddenly
confronted with the request to share more fullgeégision making are
often upset by this new experience. On the othand, persons who
have enjoyed a considerable amount of freedonmtéise boss who
begins to make all the decisions himself).

The restrictive effect of many of the ordes will of course, |
grediigd by the general feeling of confidence whscibordinates have in the
boss. Where they have learnt to respect and tmnsthe is free to vary his

behavior. He will feel certain that he will not perceived as an authoritarian

boss on those occasions when he makes decisidnssglf. Similarly, he

will not be seen as using staff mesi to avoid his decisic
raakogsibility. In a climate of mutual confidencelaespect, people tend to

feel less threatened by deviations from normaltpracwhich in turn makes

possible a higher degree of flexibility in the whaoklationship.
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3.3 Range of Leadership Behavior

As a leaders the Executive cadre functionary leas laware of the existence
of several ways in which to lead, depending upg® of organization and
situation. The figure below presents the continuum or gen o
[@stdinddip behaviors available to a manager. Bgoiehdf action is related to
the degree of authority used by the boss and tarieunt of freedom,

Boss

Subordinate

centered centered
leadership leadership

Use of authority
By the manager
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Leader Leader | eader presents Leader Leader Leader defines  Leader permits

Makes “selles”  idea & invites present presents limits, asks subo_rdina@es_ to
Decision decision questions tentative problem group to f_un_ctlon \_Nlthln
And decisions gets make limits defined
Announces subject suggestions decision by superior
It to change makes

decision

Available to his subordinates in reaching decisidiee actions seen on the
extreme left characterize the manager whuoaintains a high
obntrol, while those seen on the extreme rightattarize the manager who
release a high degree of control. Neither extremabsolute; authority and
freedom are never without their limitations.

Now let us look more closely at each of the betvavpoint occurring along
this continuum:

The Manager Makes the Decision and Announces It

deg!

In this case the boss identifies a probleconsiders alternative solutions,

chooses on of them. and then reports this idecie his subordinates for
implementation. He may or may not give consideratidwhat he believes
his subordinates will think or feel about his demns in any case, he provides

no opportunity for them to participateirectly in the decisiomaking

process. Coercion may or may not be used or implied
The Manager "Sells" His Decision

Here the manager, as before, takes responsitmlitiéntifying the problem

and arriving at a decision. However, rather thiamply announcing it, he
takes the additional step of persuading his subatds to accept it. In doing
so, he recognizes the possibility of some resigt@ameong those who will be
faced with the decision, and he seeks to redusead¢listance by indicating,
for example, what the employees have to gain framécision.

The Manager Presents His ldeas, Invites Questions

Here the boss who has arrived at a decision andsebks acceptance of his

ideas provides an opportunity for his subordinédeget a fuller explanation
of his thinking and his intentions. Aftepresenting the ideas, he
guestions so that his associates can bettererstathd what he is trying to
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accomplish. This give and take also enables theagerand the subordinates
to explore more fully the implications of the decis

The Manager Presents a Tentative Decision Subjeah Change

This kind of behavior permits the subordinatesxeresome influence on the
decision. The initiative for identifying and diagging the problem remains

with the boss. Before meeting with his sth#f, has thought the problem
through and arrived at a decision - but only aatve one. Before finalizing

it, he presents his proposed solution for thetrea of those who will be
affected by it. He says in effect, "I'd like to heavhat you have to say about

this plan that | have developed. I'll appreciatary frank reactions, but will
reserve for myself the final decision”.

The Manager Presents the Problem, Gets Suggestioamsd Then Makes
His Decision

Up to this point the boss has come before theugwath a solution of his

own. Not so in this case. The subordinates novirgetirst chance to suggest
solutions. The manager's initial role involvegentifying the problem. He
might, for example, say something of this sort. "&ve faced with number of
complaints from newspapers and the general pohlicur service policy.
What is wrong here? What ideas do you have fomig to grips with this
problem?

The function of the group becomes one of increpie manager's repertory
of possible solutions to the problem. Tiparpose is to capitalize on the
knowledge and experience of those who are offitlireg line". From the

expanded list of alternatives developed by the manaand his subordinates,
the manager then selects the solution that heds@ar most promising.

The Manager Defines the Limits and Requestshé Group to Make a
Decision

At this point the manager passes to the groups(plysincluding himself as a
member) the right to make decisions. Before dsmghowever, he defines
the problem to be solved and the boundaries wikliich the decision must
be made.

As example might be the handling of a parking peobht a plant. The boss

decides that this is something that &holbe worked on by il
poaiNed, so he calls them together andoints up the exister
pfoblgra. Then he tells them:
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There is the open field just north of the main plahich has been designated
for additional employee parking. We can build uggleund or surface multi-
level facilities as long as the cost does not ea&4€0,000.00. Within these
limits we are free to work out whatever solutionkes sense to us. After we
decide on a specific plan. the company will spérmdavailable money in
whatever way we indicate.

The Manager Permits the Group to Make Decisionwithin prescribed
limits

This represents an extreme degree of oumgr freedom onl
eocasiotesity in formal organizations, as,or f instance, in mal
greepciHere the team of managers of engineergtakds the identification

and diagnosis of the problem, of develops wdteéve procedures for

solving it, and decides on one or more theserateve solutions. The only

limits directly imposed on the group by the orgatian are those specified

by the superior of the team's boss. If the bgssticipates in the decision-
making process, he attempts to do so with no maiteoaty than any other

member of the group. He  commits himself iadvance to assist in
implementing whatever decision the group makes.

3.4 Key Questions

As the continuum in the figure above demonstratese are a number of
alternative ways in which a manager catatee himself to the group ¢
individuals he is supervising. At the extreme tdfthe range, the emphasis is

on the manager - on what he is interested in, h@veals about them. As we

move toward the subordinate centered end of ¢atinuum. however, the

focus is increasingly on the subordinates - on iy are interested in. how
they look at things, how they feel about them.

When business leadership is regarded inthey, & number of questions
arise. Let us take four of special importance:

(1) Can a boss ever relinquish his oasppility by delegating it to
someone else’?
Our view is that the manager must expect to lie fesponsible by
his superior for the quality of the d®ns made, even thou
operationally these decisions may have been madegooup basis.
He should, therefore, be readyto accept wileatenskis involved
whenever he delegates decision-making powehistosubordinates.
Delegationis nota wayof "passing the Buélso, it should be
emphasized that the amount of freedonne t boss (gives
his
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subordinates cannot be greater than the freedochwig himself has
been given by his own superior.

(2.) Should the manager participate with hisubordinates once he has
delegated responsibility to them? The manageruldrmarefully think
over this question and decide on hisle roprior to involving
gubordinate group. He should ask if higresence will inhibit c
facilitate the problem-solving process. There maygbme instances
when he should leave the group to let it solvepitoblem for itself.
Typically, however, the boss has useful ideas to contrit
ahduld function as an additional member of tteag. In the latter
instance. itis important that he indicate,,.detw the group that he
sees himself in a member role rather than in ancaity role.

(3.) How important is it for the group to recognizkat kind of leadership
behavior the boss is using? It makes a greatode#ference.Many
relationship problems between boss and subdsdinaccur because
the boss fails to make clear how he plans to usaluthority. If, for
example, he actually intends to make a certainsg@thimself, but
the subordinate group gets the impression thaakealblegated this
authority, considerable confusion and resentmentileely to follow.
Problems may also occur when the boss uses a ‘@latind facade to
conceal the fact that he has already made a deacigiich he hopes
the group will accept as its own. The attempt t@Renthem think it
was their idea in the first place" is a risky oWée believe that it is
highly important for the manager to be honest dadran describing
what authority he is keeping and whatole he is askir
highordinates to assume in solving a particularlprob

4.Can vyou tell how "democratic® a ngera is by the number ¢
decision; his subordinates make? The sheer nunflgErceions is not
an accurate index of the amount of freedom thabarslinate group
enjoys. More important is the significance of teeisions which the
boss entrusts to his subordinates. Obviouslgexision on how to
arrange desks is of an entirely diffeére order  from
gembiony the introduction of new eleatio data processing
equipment. Even though the widest possibllimits are give
gealing with the first issue, the group will semeeparticular degree
of responsibility. For a boss to permit the grémiplecide equipment
policy, even within  rather narrow limits, would reflect
dezpir of confidence in them on his part.

4.0 Conclusion
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This unit has shown you another dimension |leadership this show
ability to influence. Seen this way, the chief axécee is not always leading

but sometimes is "led' even by his messenger vediit has also given you a
range of leadership behavios or styles, to ohdwsn, as is contained on a

the

sevenscale continuum.

5.0 Sum mary
This unit discusses only two issues - firstlylikenthe traditional approach,
leadership here is fluid. Secondly, depending uperaudience, one style or
behavior rather than another is appropriate.

6.0 Tutor Marked Assignm ent

Question. | Goose three problem situations and iflentia
leadership behavior

7.0 References and other Resources

Tennenbaum, Robert, Wechsler, Irving R., Massé&iikd (1961) Leadership
and Organization, McGraw-Hill Book Company, New ¥or
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1.0 Introduction

This course started at wunit 1 with methodof getting people outsi
arganization interested enough in it tapply to join it, through ¢
fhecesses you have seen involving examomsinterviews (for entry)
compensation, fringe benefits, appraisal of pertoroe, training, motivation

etc; up until this point. Unit 22 deals with dislaiary action. As will be seen,

this is an action taken to convert some malfumstio the system and taken

to ensure that employees are on courggomoting the interest
fifganization as well as their.

2.0 Objectives

By the end of this unit you should be able to:

» Define disciplinary action

* Identify various types of methods/processes eygal in disciplinary
action

* Recognize different forms of indisciplindeading to disciplinary
action

* Relate an offence to any appropriate discipliretyon

3.0 Main Contents
3.1 Definition and Scope

3.1.1 Definition
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Edwin B. Flippo defines disciplinary action thus:

".....disciplinary action is confined to theapplication of penalties that
lead to an inhibition of undesired behavior.

G. A. C ole on the other hand defines discipliraction or procedure as:

A set of rules or guidelines for dealing with insinces of bad behavior or
rule  breaking am ongst em ployees; the mst common sanction
w@nings, suspensions and dism issals.

On types of disciplinary actions, Flippo lists flelowing:

(1) Oral reprimand
(2) Written reprimand
(3) Loss of privileges
(4) Fines

(5) Lay off

(6) Demotion

(7) Discharge

3.12. Scope and types of offences

The scope of disciplinary action is deterad by the scope of offenc
subject to discipline. The rules governing the Kgeivil service known as

the Public Service Rules, categorizes ermfés into 4 and defir
eatgdgory as follows:

(1) General Inefficiency - this ‘"consists of a series of omissioos
incompetences the cumulative effect of which shthas the officer
iIs not capable of discharging efficiently thdidsi of the office he
holds".

(2) Misconduct - this is "......defined as a spedct of wrong-doing or
improper behavior which can be investigated andgutt It includes:

() Willful actor omission or general miswtuct to the scandal of the
public or to the prejudice of discipline and propadministration of
the Government e.g. dishonesty, drunkenndalse claims against
Government, foul language, insubordination, negloge falsification
or suppression of records, failure to keep  m@s0sleeping on duty,
loitering, unruly behavior, dereliction of dutycet

(i) engaging in trade or business without autiypr

(i) improper dressing to office or while perfoing official duties;
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(iv) hawking merchandise or engaging in anyothform of trading on
office  premises during office hours.

(3) Serious Misconduct (gross misconduct) - ihis specific act of very
serious wrongdoing and improper behavior whichlmamvestigated
and proved. It includes:

(i)  Willful act or omission or general miscondwe the scandal of the
public.

(i) Conviction on a criminal charge (other thamanor traffic or sanitary
offence or the like)

(iii) absence from duty without leave

(iv) disobedience of lawful orders, such as rafus proceed on transfer
or to accept posting, etc.

(v) negligence;

(vi) suppression of records;

(vii) false claims against Government (ix) engagim political activities;

(x) unauthorized disclosure of official informatietc; (xi) corruption;

(xil) embezzlement;

(xiii) fighting while on duty

(xiv) membership of secret societies;

(xv) violation of section 14(3) of the 19T@&nstitution of the Federal
Republic of Nigeria;

(xvi) contravention of any provision of het Public Service Rules
Financial Regulations;

(xvi) dishonesty

(xviii) drunkenness;

(xix) insubordination;

(xx) Falsification of records; (xxi) failure to &p records; (xxii) foul
language;

(4) Conduct prejudicial to the security of theats - the public service
Rules say that where an officer has committed @onduct involving

the security of the state or prejudicial to ig tfficer shall be subject
to the normal disciplinary procedure but that thaeishment shall be

aggravated.

Exercise 1.1
Distinguish between misconduct and serious misccindu

3.2 Forms of disciplinary action
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As we have already listed above, oral reprinais the wildest and most
common of the disciplinary types available. It issed when the offence is

light and is a first offence. Some e.g. A. G. Cedgs after an oral reprimand

has been used, the fact that is oral nottatiting, this action should be
recorded i.e. it should be indicated in the empésy record that on such a

date, he/she was orally warned.

Following the oral warning, in order of gravity,tlse written warning. In

business as opposed to government org@ons, what follows writte
warning could be loss of privileges.Flippguts this form of disciplin
gction  thus: "For such offences as it@mss or leaving wo
pathoigision, fines or loss of various privileges barused. The fines usually

have some relationship to the work time actualst.ldhe loss of privileges

include such items as good job assignments, raggbéliect machine or other
equipment, and freedom of movement about the wadeybr company".

Layoffs, which are known in public service as sugpens, in the words of
Flippo "....can vary in severity from one to seVelays' loss of work without

pay"”.

Demotion is a reduction in rank and usually accanigd by reduction in

pay. In the words of O. Glenn StahlThe employee who suffe
demotion is subject to a continuing penalty, sinisemonthly earnings are
permanently less than before the action was tdkeaddition, the stigma is

greater, and the new duties to which he is assigmedbe less agreeable".

Discharge in the words of Flippo "....idshe most severe penalty that
business organization can give and constitutesisimighl capital punishment'.

In the Nigerian public service, theree artwo variants of dischar
teymination of appointment and dismissal.

In Nigeria, dismissal is removal or discharge freanvice which involves not
only loss of income and status but also, and intes of Stahl, "loss of
pension privileges (and) with continuing disalikb far as re-entrance into
the service is concerned” In Nigeria not only daesmissed officer lose his
ability to re-enter the organization or servicariravhich he is dismissed, but
from any government or other service.

The form of removal or discharge from servicachidoes not involve loss
of pension and rentry rights is known in Nigeria aserninatior
appointment.

Exercise 1.2 Distinguish  between recorded | onmarning and written
warning. termination of appointment and dismissal.
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3.4 Guides to Disciplinary Action

Edwin B. Flippo gives the following list as beingnang the most commonly
cited concepts:

(a) Disciplinary action should be taken in privalee reasoning behind
this is that disciplining is an act of conditiogibehavior, and not to
punish. The harm done to pride and dynily open disciplinary
action has the opptsi effect of conditioning of behavior.lt
lsowever worth noting that disciplinar y actioncals meant to deter
would-be offenders .

(b) An application of penalty should always camih it a constructive
element. The way to do this is to tell the induadlinvolved in clear
and precise language the reasons for the punishamere told how
to avoid such penalties in future.

(c) Disciplinary action should be applied by thexmediate supervisor.
This is very often violated especially in organiaat with a central
personnel unit. In the university for examples ean of a faculty
should be the one to apply penalty to all employe®ker him. What
happens however is that the Registry which ig céntral personnel
office or unit, is charged with such a respongipbilThis delays the
process and leads to inappropriate punishmenhéotfence.,

(d) Promptness is important in the taking of cigliBnary action. Flippo
cautions that "The desire for promptness shouldesat to quick but

unfair punishments. Yet on the other hand, if pomentis delayed
too long, the relationship between the penaltythedffensive act
becomes hazy. The penalty not only tends to Iggeasitive effect on
behavior but also seems to stimulate greater nemsitthan if it were
applied earlier".

(e) Consistency in the administration of cghBnary action is highly
essential. This means, among other things, thapeaple who
have committed the same offence should be giveal ggunishment
assuming that neither has more offences in thetpastthe other. .

(H Animmediate supervisor should never be gisced in the presence
of his own subordinates. Concerning this, Hippsays: "the
concept of privacy would forbid the disciphgi of anyone in the
presence of others. It is doubly important in theecof managers,
who must preserve a position of status and poweaddition to the
formal authority granted by the organization. Timpaortance of this

185



guide should be obvious but the author has olksgemore than one
occasion when it was violated. The grapevine walbotive enough
when managers are discipline, without their statiag completely
destroyed by public action”.

(g) After the disciplinary action has heetaken, the manager shoul
attempt to assume a normal attitude towd#nd employee. Flippo
notes that this is an important but difficult idgito follow. After a
punishment, it is advisable to assume that thelertiis closed. Steps
should be taken to effect healing angehavior correction. Tt
supervisor should not go about seeming to waitHfemext offense.

4.0 Conclusion

This unit has examined the concept disciplinar y action - one o0
tlegative aspects in personnel management. fBweard that disciplinary
action gives is penalty/punishment. Itis aotpalatable reward but it is a
necessary part of organization life. Known to kiéebj the most un-offensive

way it can be givenwill aid its acceptanemd lead faster to its aim of
behavior reformation.

5.0 Sum mary

Unit 22 has explored the concept of disciplinariaac It is availed you of a
number of definitions of the concept, givemybe scope of the concept
judged by the scope of the offenses which leatidciplinary action. We

have also seen various forms of disciplinary atias well as explained the
important guidelines in the process of adminisggdisciplinary actions.

6.0 Tutor Marked Assignm ent

Question. | Select any three of the gsiddo disciplinary action and
explain them using your experience in a work siturato enrich your answer.

7.0 References and other resources

G. A. Cole (1997) Personnel Management - Theory Practice (Fourth
Edition), EL ST vv-ith Letts Educational, London.
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Federal Republic of Nigeria (2000) PubliService Rules, Federal
Government Press, Apapa Lagos.

Flippo, Edwin B (1984) Personnel Management (Skdiition) McGraw-Hill
Book Company, New York

Stahl, Glenn O (1962) Public Personnel Admintgirg Harper and Row,
Publishers, New York.
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1.0 Introduction
This unit deals with concepts which areirtually at opposite ends
pendulum. Tenure has to do with security of emplegnwhilst turnover has
to do with departure from employment. This urgsys what each concept
means and how, being at opposite ends, they artimelass treated together.
2.0 Objectives
By the end of this unit you should be able to:
* Define tenure and turnover
* ldentify various types of tenure

» List various reasons and types of turnover
* Recognize the methods of controlling turnover

3.0 Main Contents
3.1 Definition and scope

3.1.1 Tenure
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3.1.2

Writing under the caption of "Tenure and Turnov@t"Glenn Stahl, speaks

of tenure as relating to "The desire to becuse to be protected, to find
equanimity, to fulfill one's desires...."

Tenure we shall define here as:

The job characteristic that spells out the condiions and length of time
that an employee holds it, all else being equal

The scope of tenure is decided by the numberypss of appointment that

are available in a particular servicen the Nigerian Civil  Servi
forample, there are a number of typed appointments each w
itenditions and length of service or tenure. Thusler types of appointment,

the Public Service Rules gives the following:

(@) Trainee or pupil - "when a candidatfor employment requires
additional professional experience before he carearded as fully
gualified for appointment to a specific post, heyrbha appointed as a
trainee or pupil for a normal service of two fgem the post”. In this
respect, the tenure of the employee is two yeatdl@employee is
bound by a condition of additional professionalldication. If this
condition is not fulfilled, there will be a turmer (a departure from
service) at the end of the second year.

(b) Probation - Except where transfers are inedhall new entrants to
the service are on probation for thestfitwo years. Within this
period, their performances are under observationagpraisal reports
are being submitted on them. If theperformances are judg
unsatisfactory, there would be a discharge (turnoatethe end of the
second year. In some cases, officers on probat®nreguired to pass
certain prescribed examinations; failure to paskich may lead to
employee turnover.

(c) Contract appointment - this is an appointment fa given and stated
period of time. It does not attract pension. Exéejstextended,
contract appointments ends on the period statéteiappointment.

(d) Pensionable appointments - these dte full-term appointments
which employees have, which enable them to rurreecaystem. In
Nigeria it is entered to at an age not less thapeHss and barring any
causes for early turnover, it is for a period of less than 35 years.

Turnover

Edwin B. Flippo defines turnover "in the broad s&nass
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Turnover ref ers to the movement into and out of arorganization by the
workforce.

From this definition of turnover, you can now sesviand why turnover and

tenure have to be taken together. Whereas the 'menein” to a service is

the beginning of tenure, and the "movemerout® defines turnove
tleinition puts the two concepts together. Theeptlreason for taking them
together is found in a correlation establishedveen them by Stephen P.

Robbins in his book - Organizational behavior. ldwer, before we go into

that correlation, let us take note of his ownwi&bn of turnover which he

says is:

Turnover is the voluntary and involuntary permanent withdrawal from
an organization.

Robbins establishes a relationship betweégnure and turnover in |
following words:"Tenure has consistently been fotmtie negatively related

to turnover and has been suggested as one sinile best predictors of
turnover". Even if we do not go into depth to firehsons, we can see this
relationship from the types of appointments disedssbove. For example the
appointment as a trainee or pupil has it tenuggee at 2 years, so also has

that of appointment on probation and many con@ppbintments.

3.1.3 The significance of turnover
Flippo says that turnover is anindex dhbgity of the workforce in an
organization and that an excessive movement isesirable and expensive.
When an employee leaves an organization, Flipge sthe following costs
are incurred:

(1) Hiring costs, involving time and ilges for recruitment,
interviewing, and examining and replacement.

(2) Training costs, involving the time ofthe supervisor, personnel
department, and trainee.

(3) The pay of a learner is in excess of what exlpced
(4) Accident rate of new employees are always highe

(5) Loss of production in the intervabetween separation of the
employee and the replacement by the new.
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(6) Production equipment is not being fullytilized during the hiring
interval and the training period.

(7) Scrap and waste rates climb when new emplogeemvolved

(8) Overtime pay may result from an excessive numbéseparations,
causing trouble in meeting contract delivery dates.

Writing onthe same issue as above, Roblsays "A high turnover rat
results in increased recruiting, selection anding costs....A conservative
estimate would be about $15,000 per employee. &h tate of turnover can
also disrupt the efficient running of an organiaatwhen knowledgeable and
experienced personnel leave and replacements radstibd and prepared to
assume positions of responsibility". One positigmicance though is that
stated by Robbins thus: "All organizations, of aajrthave some turnover. In
fact, if the "right" people are leaving the orgaation - the marginal and sub
marginal employees - turnover can be positivendy create the opportunity
to replace an underperforming individual with someavho has higher skills
or motivation, open up increased opportunitiegpfmmotions, and add new
and fresh ideas to the organization”. One othegnifstance added by Flippo
is that of lower salary bill as older, high-geity persons are replaced by
lower- paid entrants.

Another significance of turnover rates is #meount of it that exists in an
organization and its causes. Turnover rate is uoredsn a number of ways

but the most used method is the comparison betteeimovements out" as

a percentage of the "movements in" within a gigeriod - say a month or a

year. With this rate known, sub rates can alsortwavk for each department

or unit or for each cause of departure, e.g. aedrding to O. Glenn Stahl,

"death rate, retirement rate, voluntary duitt rate, lay-off, and removal
rates, and so forth".

Finally, turnover rate is significant as a gaug@h&says in this regard that:

In general, the separation rate supplies a gauge of th
gdarectveness of the service as a wkol in  comparison  witt
etheploym ent opportunities. It is also an id in analyzing

beétereacesmrious units within a given service and Ibeeen various grades

and classes of em ployees. Furthermore, it throwght on the relations
between em ployees of differing seniority, eff icrey, and so forth.

The turnover rate, according to Stahkhould provide a guide
thiowing:
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(1) Trouble areas in the organization
(2) The relation of the various types of separat@mn

(a) Types of employment
(b) Salary classes

(c) Length of service

(d) Performance

(3) Compatibility of employment conditions in theveral establishments
or in the headquarters as compared with the fieldices.

(4) Detects in the whole employment procebsit particularly in the
policies affecting recruitment, selection, placeirard compensation.

Exercise 1.1

Go through the significance of turnover given abbydrobbins. Note that
he says among others, "if the ‘right' people aagitey the organization...."
When does he mean by the "right" people?

3.2 The Control of turnover

O. Glenn Stahl states that "the problemaf controlling turnover me
Hevided into two parts: first, determining the saa of the various types of
separation; second, adjusting and developing péingonnel program in the

light of these causes".

Regarding the first problem, one of the methodsl&iermining the causes of
turnover is the exit interview. This isthe process of interviewi

amployee to find out his reason for leaving thgaaization. In addition to
serving this purpose, Glenn Stahl says, the etarwew is also "...a means

for smoothing out misunderstanding and preverdavgdable separations”.
In specifics, the functions of an exit intervieve dne following:

(1.) To learn all pertinent facts about each empdognd his reasons for
seeking employment elsewhere.

(2). To give information, whenever advisable, regay opportunities in
the organization and how the employee may bestddkantage of
them.

(3) To serve the employee, taking intoonsideration his own best

interests and the interests of the orgawmzatand consequently to
create good- will toward the organization. It t® be noted however
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that the first objective is not usuallyachievable as departing
employees hardly disclose the true reasons for dution.

The point we are making here is that if the redsondeparture is known,
steps can be , taken to prevent it, For examplearnfemployee is quitting for
lack of progress, he can be informed that ihithe pipe line an' d that a
month hence, he is due to be promoted a zonaltdireof a new zone to be
created.

Also, if the reason for departure is kmoweven if it is too late
domething about the departing employee, that reesoioe worked on so

that it ceases to be areason for the deparfuretber employees in future.
This is the point made as part of the second proltlelow.

O. Glenn Stahl says:

The second phase in the process of aofling turnover consists
making adjustments in employment conditions and @licies which have
been suggested by the analysis of the reasons farrtover.

Such adjustments will vary as the number reasons for departures from
organizations vary. In general howevertah§ says that employment
dissatisfaction may be explained by either

(1) failure to fit the man to theobj which implies unsatisfacto
recruitment, selection, and placement procedures or

(2) undesirable employment conditions". Whichevierthe cause should
be traced and properly taken care of in ordermrévent excessive

turnover with its attendant high costs to the oizgtion.
4.0 Conclusion
Tenure and turnover are critical aspects of @ersl management. Tenure
relates to the conditions of employment in an pizgtion. Such conditions
make it conducive or unconducive for employeesoliducive, they promote
long tenure and reduce turnover rate, if unconduthiey heighten the rate of
turnover and increase cost of running the orgaioizat

Turnover has numerous causes. If the causes avenkitive organization can
take steps to nip them in the bud and ro prevecgssive turnover.

5.0 Sum mary
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This unit has explored the various aspects of e2aad turnover. It has
given the definitions of the concepts andtetls and explained the various

types of employment, the various reasons for tuenawnd given methods for
the control of turnover.

6.0 Tutor Marked Assignm ents

Question.1 Tenure relates to entry intavise, turnover is all about
leaving service. Why/how should they be treateetiogr in one unit?

7.0 References and other resources

Federal Republic of Nigeria, (2000) PabliServices Rules, Federal
Government Press, Apapa, Lagos

Flippo, Edwin B (1984) Personnel Managemenit{Si Edition) McGraw-
Hill Book Company, New York

Robbins, Stephen P (2001) OrganizationBehavior, (Ninth Edition),
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Stahl, Glenn O (1962) Public Personnel Adstration (Fifth Edition),
Harped Row, Publishers, New York.
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1.0 Introduction

We have, in the preceding unit, examined the @®oé "movement in" and
"movement out" of service. This unit examineghat to some, if not most
people, is a terminal "movement out" of servicelstlone leaves, because
the final "movement out" is really, death. Retiremis a terminal movement
out because itis age-related, and as we shedl ® this unit, age may be
related to other factors such as ability, sicknesgiction in capacity etc.

2.0 Objectives
By the end of this unit, you should be able to:
* Define retirement
» Distinguish retirement from other "movements aftservice
» Explain causes that lead to retirement

* Identify types of retirement
* Identify programs instituted to benefit thoseetirement

3.0 Main Contents

3.1 Definition and Scope

G.A. Cole gives a very short but complete def inadn of retirement thus:
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Retirement refers to the time when an employee aehes the end of his
working life.

The most important factor in retirement and @adacthat sets it apart from
other movements out of organizations is the "tifiagtor. So time dependent
it is that Edwin B. Flippo opens discussion onyitdealing in chronologies
and life expectancies. He says for example:

Around the beginning of this century, the averag life expectancy of a
Citizen of the United States was 49 years. By 19&his had risen to 70.3
years for males and 77.9 years for females. On thasis of these figures,

it is apparent that large numbers of employees wilive beyond the usual
working age, thereby requiring an event known as rérement.

Not only is retirement agelated or dependent, governments and r
organizations have predetermined the span of &imgtife for employees.
According to G. A. Cole, this span covers the tamm@an enters work until

the age of 65 years, and for a woman until theead0 years. He refers to

this as "statutory retirement age", i.e., mtandated bylaw that men and
women attaining these ages must retire.

3.1.1 Types of retirement
There are two main types of retirement - mandaaog voluntary retirement.
Discussing these types of retirement, Flippo says:

"One of the key issues in modern times idether the decision to retire
should be made by the organization or left to tinpleyee concerned".

He thereafter cited the results of a survey shaived that out of 460,000

workers retired, 30% said a compulsory retiremegetlzad been established

in their organizations. He also noted that thetrmosmmon age set was 65, "a
practice that dates from the 1880s when the Gef@amcellor Otto Von

Bismarck initiated a social security eyst and arbitrarily picked tr
particular age".

3.1.2 Mandatory retirement (age)

As can be seen here, the mandatory age of 65 y@rh seems to have a
wide- spread acceptance was arbitrarily pickediadera where Flippo says
"Of course in those days few workers lived longuagtoto hit the retirement
age". Therefore, in light of the life expectancyneddern times, amendments
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have been made to this age stating movemenigusilippo states: "The
1978 amendment to this act raised the limit ty&érs. Thus, it is currently
illegal to require an employee to retire solely foeasons of chronological age
prior to reaching 70 years".

Flippo say that "Many organizational nmg@&s have maintained that
compulsory retirement at a fixed age for all isdfemal. The following are
the reasons given:

(1) it is simple to administer with no implicatiotesprove that the older
employee no longer meets job requirements.
(2) openings are created to which younger emplogaersdvance.
(3) human resource planning is facilitated wheiregtent schedules are
known.
(4) graceful exists are provided for eoyeles who are no longer
gualified in as much as the firm will wait out theal few years of
declining productivity.
it stimulates employees to make plans for retir@nmeadvance of a
known date.

Arguments against a fixed and compulsory retirenagetare also plausible

and rife. The main one is that it deprives indidbu of a right to choose and

fails to realize that individuals vary in talentdso, in terms of productivity,

energy and creativity, people age at differents.aippo notes that "forced
retirements would result in insignificant lossés real talents; consider the
contributions after age 65 of such persoms Winston Churchill, Awverill
Hairman, Margaret Mead, and Arthur Fielder".

Perhaps the answer to the question of retiretrehto age, is to treat each
case on its own merit. Flippo says in this respieat "some people should be
retired at the age of 60 while others can stdke a valuable contribution
beyond the age of 70". This seems to be the limelwthe President and the
Federal Executive Council of Nigeria took recentiyh respect to academic
staff were required to mandatorily retire at agelfut the new thinking is
that each university is to decide when acadenués the rank of Associate
Professor and above are to retire. The yardstickefrement in case is now
to be productivity rather than chronology.

A final advantage of workers continuing on the pEyond 65 years, as noted
by Flippo, is that, "it will lessen the strain oaro (America) social security
system. Twenty years ago, the ratio of employeakiwg to those collecting
benefits was 56 to 1. It is currently down to 3"to
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In Nigeria where the retirement age is low for ilcservants (it is 60 years),
the pension wage bill has become disturbingly higte knowledge, skills

and talents outside the service are likely to hEegor to and more numerous
than what is in the service. And rather than do fbee civil service what is
being done for academics, some governmentsNigeria are thinking of
further lowering the retirement age to 55. The iogilon of a low retirement
age is thatrather than retire at an advancedrdg idleness, despondency
and usually early death, today's retired peoplta’sscis a vibrant, healthy and
agile group that go in for other jobs and are waltjucollecting double salary
i.e. a pension, now made as handsome as a whahy,sahd another salary
in a new work place.

Before we leave the issue of mandatory versusuntar y retirement, let us
note one more variant. This is the one, which fiieNigerian case combines
the voluntary and the mandatory systems. In Nigami@mployee under the
pensionable service has an option to retire vahilgtat any age from 45
years to 65. At 60 years of age or 35 years ofisefvowever, he has to retire
mandatory.

Exercise 1.2 Argue for and against a low retirenagyet.
3.2 Pensions and gratuities

We shall consider two issues here. Firstlyhe contributory versus nol
contributory pension schemes and secondly, the issuqualifying year for
pensions and gratuities.

3.2.1 Contributory Versus Non-contributory Pensions

In some organizations employees are madeoritribute to their pension
scheme. However even where they are not ostensiatie to contribute, it is

not unconceivable that they do contribute. Stays saoncerning this, thus:

"Even under the so-called noncontributory systeatiepugh the employing

agency presumably bears the entire burden, it magit be borne by the

employees through lower salaries".

The contributory pension scheme, Stahl saysthe®llowing advantages:-
itis easier to establish because the burdediisded, it checks extravagant
demands on the part of the employees since ieé& cthat a part of the cost
would be borne by themselves. The employee acegpiat responsibility to
fund a scheme which plans for the depletion a$ faculty in the interest of
the organization as well as himself. In oigations where there exists a
qualifying period for the enjoyment of a pensioroatributory scheme gives
the employee his own portion of the contributioer®¥ he has not attained
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the qualifying year. What this entails is that thex no period of departure of
the employee which sends him out empty handed.

3.2.2 Qualifying period for pensions

Some organizations stipulate the number of yeaenaployee is expected to

have served before he is entitted to pension or gratuity. This
omsmon under the noncontributory schemé Nigeria at one tin
amployee did not qualify for pension until he hadved for 15 years and did

not qualify for gratuity untli he had reed for 10 years. Recen
thelifying period for pensions and gratuities védnaeen reduced to 10 and 5

years respectively. The implications of thisti@acis that it now facilitates
earlier departure from service. On the contrartiéf service or any particular
organization desires to keep is employees longeits employment, it could

do so by increasing the qualifying period for pens and gratuities for its

staff.

4.0 Conclusion

This unit has examined retirements and what folltvesn, i.e. pensions and

gratuities. Retirements are meant to be periads rest because they come

after full expenditure of anemployee's féesl and strength on the job.
However, depending upon the policy in a@gen in an organization
service employees may find themselves in retirerenwith their faculties

and strength intact because the retirement is @ioth side.

Pensions and gratuities are scheme which peovior the finances for the
upkeep of retired staff through out theest of their lives aft
edending pon the nature of the scheme and tipelicy governing
heneficiary could be made to contribute tes Ipensionor not; a pension
policy may push an employee out early in his difel career or may retain

him in employment longer.

5.0 Sum mary

This unit has covered the topic of retirementliitgramifications and has
also covered the topic of pensions and gratuities.

6.0 Tutor Marked Assignm ent

Question. | Define retirement. Discuss the provisimade to ensue that it
is pleasurable.
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