
HUMAN RESOURCE MANAGEMENT 
 

 

 

 

HUMAN RESOURCE STRATEGY AND MEASURES:  

 

 

Our Imperatives: 

 

 Measure what matters:  focus on and communicate what we consider important 

 

o Determine the business impact of human resource initiatives/investments 

o Ensure that needed organizational capabilities are being developed 

o Improve our internal human resource operations – and processes across the 

organization 

 

 As HR leaders, use human resource strategy and measures more effectively 

 

o Align priorities with business priorities/ integrate HR and business strategy – ―a line 

of sight from HR actions to business outcomes‖ 

o Obtain and sustain management support/resources for HR initiatives, including ones 

that are proactive (creating new value for the business strategy) 

o Monitor performance of HR activities and processes as a basis for continuous 

improvement 
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A Timely Opportunity: 

 

 New ideas and approaches are flying about 

 

o New research and new approaches from academicians and consulting firms 

o Corporate Leadership Council:  HR Measurement Laboratory 

o Balanced Scorecard Collaborative:  Human Resource Action Working Groups 

o Conference Board Working Group: Human Capital Reporting and Measures 

 

 Senior executives and HR leaders are open to a redefinition of HR based on its impact 

 

o While repositioning of HR was previously based on re-engineering, it is now based 

on business impact and the value added by services provided 

o A strong business case can be made based on the connection between HR operations, 

organizational capabilities, and business performance 

 

Objectives of this Council Meeting 

 

 Conduct a reality check on HR strategy and measures:  what‘s relevant? What works? 

 

o Build a common understanding of the new ideas and approaches 

o Share and compare company experiences in HR strategy and measurement 

o Stimulate ideas for members to apply and for further research 
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HUMAN RESOURCE STRATEGY AND MEASURES:  A REALITY CHECK 

 

 

Business Impact  

Measures 

 Capabilities Impact  

Measures 

 HR Operational Impact 

Measures 

 

 

1. 

Focusing on business 

achievements influenced 

by people-related 

initiatives 

 

  

2. 

Focusing on 

organizational 

capabilities important  

for strategy execution 

  

4. 

Focusing on 

outcomes/results of 

human resource 

management activities  

 

 

   

3. 

Focusing on capabilities 

research  has shown 

drive business 

performance 

 

 

  

5. 

Evaluating cost and 

quality of 

activities/services 

performed by the human 

resource function  

     

 

 

Using a balanced 

scorecard to drive 

people-related priorities 

 

 

 

  

6. 

Using a balanced 

scorecard to focus on 

development of  key 

capabilities 

  

 

Using a balanced 

scorecard to focus on the 

performance of HR 

operations 

 

 

Business Impact Measures 

 

1.  Focusing on business achievements influenced by people-related initiatives 

 

Measures focus on business achievements relevant to human resource initiatives/strategy.  A 

business-driven HR strategy defines people-related issues, initiatives, and measures from a 

business perspective through an analysis of forces driving the business, key business issues, 

business strategies and initiatives 

 

Tools/Approaches 
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 Strategic analysis 

 

o Assess strategic outcomes/changes (strengths/weaknesses, critical issues resolved, 

strategic initiatives executed, strategic objectives achieved) –  more specific and 

tangible focus than simply financial or market-based measures 

 

Core Business 

Strategies 

 

o Business restructuring and cost 

improvement  

 

o Market growth and development 

 

o Product and service innovation 

 

o Mergers, acquisitions, and alliances 

 

Integrative Strategies 

 

 

o Globalization 

 

o e-business 

 

 

 

 Business-Driven Approach to HR Measures 

 

o Assess whether important people-related issues (problems, gaps, opportunities) 

relating to strategy have indeed been resolved (and how did this contribute to 

strategic outcomes/changes) 

 

o Assess whether human resource initiatives were effectively implemented and, in turn, 

the impact on issues and strategic outcomes 

 

Business-driven approach 

 

Business Issues/ 

Business Strategies 

 

 

Were the strategies 

executed effectively? 

Did the business issues 

go away? 

 

People-Related Issues/ 

Strategies 

 

 

Were the strategies 

executed effectively? 

Did the people-related 

issues go away? 

Actions/Initiatives 

 

 

Were the actions 

implemented 

effectively? 

 

Results  Were the desired 
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outcomes achieved? 

 

 

 

 

 

 Value chain analysis (strategic paths or maps) 
 

o Identify the relationship among business variables and assess the role/ impact of 

HR variables in business value chains (how the business creates value) 

o Different organizations have different business models, reflecting choices 

regarding the resources they apply and paths they choose to achieve objectives 

o Value chains are conceptual diagrams – which need to be updated and adapted to 

remain relevant as planning and communication tools. 

o A strategy map is a popular tool today (and a first step for developing a balanced 

scorecard) 

 

 Stakeholder perceptions of impact 

 

o Assess the business impact of HR initiatives through perceptions of managers, 

employees, customers, or other stakeholders (e.g. success of merger, accelerated 

product launch, SAP implementation) 

o Customer survey responses – satisfaction, loyalty, retention, referral, etc. (but 

internal customers don‘t count except as part of the value chain) 

 

 Goodwill/Intangible asset impact 

 

o Assessment of changes in intangible assets or market value attributable to the 

human resource contribution to shareholder value  

o Research by  Baruch Lev has  shown that intangible assets (e.g., goodwill) can be 

attributed to strategy implementation and management systems (in large part 

human resource practices) 

o Jeanne M. DiFrancesco has developed a protocol for estimating investment in 

human capital (expenses and other allocations) relative to technology or physical 

capital investments and then estimating the return on that investment in terms of 

the proportional share of intangible asset value.  The model is used then to project 

value creation by specific investments.   (www.proorbis.com) 

 

Lessons Learned 

 

 Strategies and their people implications are most meaningful at the business unit level 
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o Corporate strategies are directional and aspirational; so HR strategies are also 

(e.g., strategies based on corporate values) 

o Business and local unit strategies are focused on specific outcomes and initiatives, 

and so HR strategies may be also 

 

 Simple prescriptions for strategic fit conceal the subtleties that are important 

 

o Either business or HR strategies must be difficult to imitate 

o An approach to fit each type of strategy – operational excellence, product 

leadership, customer intimacy (e.g., Treacy & Wiersema, Discipline of Market 

Leaders - Perseus, 1997)  

 

 The specific connections between practices and business outcomes are important, but are 

elusive because of the multiple variables and changing relationships among them. 

 

Discussion Questions/Issues 

 

 Based on our business strategy, what are our people-related issues and priorities?  How 

are we interpreting business strategies (challenges, initiatives)?  How are we 

aligning/integrating HR and business priorities? 

 

 How effectively do we build a strong business case for people-related business 

initiatives?  How are we engaging line management to build the business case and 

accountability? 

 

 Are our human resource strategies proactive -- do they stretch business thinking and 

identify opportunities for impact through people? Yet are the strategies also practical and 

actionable?   

 

 

Capabilities Impact Measures 

 

2.  Focusing on organizational capabilities 

 

Measures focus on assessment or improvement of organizational capabilities considered 

important to strategy execution.  The capabilities and initiatives that address them reflect 

management views of opportunities or gaps  

 

Tools/Approaches 

 

 Company priorities/initiatives:  attention focused on a set of factors that management 

believes will achieve a desired outcome 
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o Employer of choice (or employee commitment, employee engagement) -- a set of 

factors that are determined to attract, retain, develop, and motivate talent 

o Strategic agility and change -- a set of factors that are determined to enhance 

adaptability, speed, teamwork, innovation, etc. 

o Knowledge sharing and innovation – a set of factors that will enhance rapid 

knowledge transfer, collaboration and sharing across boundaries, and nurturing of 

new ideas/innovations 

o Globalization – a set of factors that will enhance the organization‘s penetration of 

markets globally and achieve benefits of branding, economic scale, etc. 

 

 Enhancing human resource / people management systems – focusing on priorities for 

improving processes based on management guidance, internal HR function planning, 

audits, or benchmarking  

 

o A high-performance work system is part of an organization‘s overall strategy 

implementation system. 

o Key elements are talent management, goal alignment/commitment, performance 

management, rewards, learning, and leadership. 

 

 

 Critical success factors:  GAO, OPM, and OMB have developed human capital models 

to guide Federal agencies in implementing strategic human capital management in 

support of their mission and objectives.  Factors and standards are defined for leadership; 

strategic human capital planning; acquiring, developing and retaining talent; and results-

oriented organizational cultures. 

 

Lessons Learned 

 

 Capabilities may be considered broadly as all of the things that enable the organization to 

perform effectively 

 

o Or it may be viewed narrowly as the competencies or capacity of employees to 

create value 

o As part of capabilities (or in addition) are motivation/attitudes, 

opportunity/access. 

o The notion of employee engagement  

 

 Capabilities may be compound (clusters or bundles) rather than single factors 

 

o Rewards at work may include an array of levers (versus incentive compensation) 

 

Discussion Questions/Issues 
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 How do we address organizational capabilities (how do we define them, how do we use 

them to shape priorities and measures?) 

 

 How do we measure the impact of initiatives/investments on capabilities/organizational 

effectiveness  

 

 How are measures of HR process/system results being linked to business performance 

(e.g., retention, performance, learning and development)? 

 

Capabilities Impact Measures, continued 

 

3.  Focusing on initiatives that research has shown drive business performance 

 

Measures focus on the critical factors that are believed to drive business performance.  Research 

typically identifies practices that contribute most to business performance (e.g., EPS, total 

shareholder value, EVA, RONA, customer retention).    

 

Tools/Approaches 

 

 Watson Wyatt research:  Human capital as a lead indicator of shareholder value (Human 

Capital Index) 

o Based on studies in 750 companies, relationships were found between certain 

human resource practices and shareholder value measures. 

o Expected change in market value associated with a one standard deviation 

improvement in the HCI dimension 

 

Practice Impact on Market 

Value 

Total rewards and accountability 16.8% 

Collegial, flexible workplace  9.0% 

Recruiting and retention excellence 7.9% 

Communications integrity 7.1% 

Focused HR service technologies  6.5% 

 

o Specific practices are identified in each practice dimension (see Exhibit) 

o Source:  Bruce Pfau and Ira T. Kay, The Human Capital Edge (McGraw-Hill, 

2002) 

 

 

 

 Mark Huselid and Brian Becker research:  a series of studies have shown correlations 

between human resource practices and measures of business performance. 

 

o Four national surveys with nearly 3,000 firms 
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o Measures include cash flow per employee, sales per employee, employee turnover 

o Thirty measures of human resource (capital) practices, evolved through research 

o Results suggest that progressive HRM practices, including selectivity in staffing, 

training, and incentive compensation, are positively related to organizational 

performance. 

o The impact is greater among companies that are moving beyond a solid base of 

practices (reaching for competitive edge) 

o Source:  Mark Huselid, Brian Becker, and Dave Ulrich, The HR Scorecard 

(HBSP, 2001) 

 

 Hewitt Associates:  Hewitt conducts a analysis of employee engagement factors relative 

to financial  or other business results within a company (e.g., examining measures of 

engagement or tenure with loan and deposit revenues among bank branches).  The basic 

Hewitt engagement model includes: 

 

o Culture and purpose, sense of purpose, organizational values and behaviors 

o Total compensation: pay/financial recognition, and benefits 

o Work activities: impact, challenge/interest, status/pride 

o Relationships: coworkers, managers, customers 

o Leadership: credibility, trust 

o Quality of life: physical environment, time/work/life 

o Opportunity: growth/development, advancement, interaction 

 

 

 

 

 

 

 

 

 Jim Collins: examined eleven companies that attained extraordinary results and sustained 

them for fifteen years.  They identified certain capabilities that differentiate the top 

performing organizations (concepts more than specific HR practices: 

 

o Leadership with personal humility and professional will 

o First who, then what – the right people 

o Confronting brutal facts and having the faith you can and will prevail  

o Strategy reflects what you are passionate about, what you can be the best at, and 

your economic engine 

o A culture of discipline (not hierarchy) 

o Applicatoin of carefully selected technologies 

o Execution that builds momentum, like a flywheel 

o Source:  Good to Great (Jim Collins, Harper, 2001) 
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 Charles A. O’Reilly and Jeffrey Pfeffer: examined eight successful companies that 

achieved extraordinary business results with ―ordinary people.‖  The levers identified 

were: 

 

o Values, culture, and strategic alignment 

o Hiring for fit 

o Investing in people 

o Widespread information sharing 

o Team-based systems 

o Rewards and recognition 

o Source:  Hidden Value (Harvard Business School Press, 2000) 

 

 Other  Research initiatives:  Towers Perrin, PwC, Accenture, Ernst & Young, 

CapGemini Ernst & Young, BCG, McKinsey (War for Talent), John Boudreau (Cornell), 

etc. 

 

 

 

 

Lessons Learned 

 

 Any capabilities framework (strategic alignment or fit model) is useful as a context 

for analysis, planning, and discussion. 

 

o Such models date back to McKinsey‘s 7-S model and others (Lawler, Nadler) 

o A framework allows for evaluation of capabilities relative to strategy 

requirements and identification of strengths and opportunities (weak links) 

o Models are useful in relation to value chain/strategy map analysis 

 

 Research is useful because findings from statistical analysis are compelling to many 

executives 

 

o Most research takes leaps from practices (or combinations of practices) with 

financial outcomes.  While interesting, this fails to define the causal linkages in 

the value chain. 

o Models associating practices with business outcomes are now common, and may 

therefore become more of diagnostic than persuasive value 

o Analysis within an organization is more compelling because it is anchored in 

relevant data, issues, and problems. 

 

Discussion Questions/Issues 

 

 Are we familiar with these models?  Do we use them? 
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 What has been our experience in utilizing research-based capabilities in HR strategy and 

measurement?  What is the best way to leverage this research? 

 

 What‘s coming next?  Is this a solid foundation for advancing strategic management of 

people or is it today‘s popular science? 
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HR Operational Impact Measures 

 

4.  Focusing on outcomes/results of human resource management activities 

 

Measures focus on specific outcomes of activities across the organization (e.g., recruitment, 

retention, movement, employee attitudes, development of talent, performance improvement, 

diversity). 

Emphasis is on workforce measures which are the joint concern of managers and HR leaders. 

 

Tools/Approaches 

 

 Effectiveness – measures of results achieved in building, retaining, and motivating a 

workforce to support business needs 

 

o Measures reflect speed, quality, etc. relative to objectives, standards, or 

benchmarks  

o Outcomes are often considered in terms of a framework similar to the Kirkpatrick 

levels of training impact (reactions, knowledge gained, application on the job, 

etc.) 

o Increasingly, the focus is on outcomes that contribute to resolving issues 

identified/ broader HR strategic initiatives 

 

 Cost/effectiveness  – cost-benefit or cost-quality ratios indicating the realized value 

relative to the cost incurred  

 

o Ratios help evaluate alternative practices/solutions (e.g., recruitment, training, 

staffing options). 

o Return on Investment (ROI) measures subtract the cost from the total value 

realized and then express the ratio of net gain to cost as a percentage (Jack J. 

Phillips et al, The Human Resources Scorecard (Butterworth-Heineman, 2001);  

Jack Fitz-enz, The ROI of Human Capital (AMACOM, 2000); 

o Marginal utility analysis projects total costs of an HR practice and the streams of 

revenue that can be attributed to the practice (John Boudreau, various 

publications) 

 Six Sigma measures – Used in companies such as GE or Motorola that apply this quality 

process across the business.  ―Six-up measures‖ include quality, cycle time, cost/quality, 

cost, innovation, and satisfaction 

 

 ROK (return on knowledge) indicates the increased value of the output produced by 

participants since receiving certain knowledge through training – whether selling, 

marketing, producing, or servicing. 

 

o This shifts the focus away from training costs or isolating the value added to 

business results  
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o Source: Thomas Housel and Arthur H. Bell, Measuring and Managing 

Knowledge, McGraw-Hill, 2001 

 

 HR Dashboard:  Some companies (e.g., Prudential, Intel, IBM, Sun) provide an on-line 

summary of selected human resource management measures for line managers, senior 

executives, and HR managers 

o Topics customized (e.g., headcount, turnover, attitudes/climate, performance, pay, 

etc.) 

o Helps clarify/shape user expectations regarding measures 

o Typically draws data from a central system which in turn Integrates data from 

different systems 

o Provides reports on key factors and querying capability 

 

 Survey responses from 278 companies found the following metrics: 

 

HR Operational Measure % of Companies 

Using this Measure 

Cost 64.1% 

Satisfaction 60.6 

Volume  58.0 

Effectiveness 54.0 

ROI/Impact 14.6 

 

  Source:  Exploring the Measurement Challenge (Corporate Executive Board, 

2001), p. 47 

Lessons Learned 

 

 This is a major step forward from traditional functional (activity and cost) measures.  It 

makes the vital step toward enabling managers to manage their workforce as a capital 

asset. 

 

 Results measures are still elusive, because they are often interrelated (with each other and 

other measures/causes) 

 

 Measures need to be relevant to business performance and useful to line managers – 

relevant to decisions they must make 

 

 Measures are more relevant, current, accurate, and accessible when technology enabled 

(e.g., dashboard) 

 

Discussion Questions/Issues 
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 Are we using the right performance indicators (relevant to user, data-based, decision-

oriented, etc.)?  What measures make the most sense?  

 

 How are these measures used – what impact do they have? 

 

 How are companies developing data-based reporting systems to help managers make 

better workforce-related decisions?  

 

 What is our ideal future state regarding providing managers with useful HR/workforce 

metrics? 
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HR Operational Impact Measures  

 

5.  Evaluating cost and quality of activities/services performed by the human resource 

function (and vendor management) 

 

Measures focus on the internal efficiency of human resource services.  Metrics are evaluated 

relative to improvements, standards, or benchmarks.  Such measures are increasingly important 

for shared services or outsoucing.  Effectiveness and cost-effectiveness measures (previous 

section) are also applicable as HR function measures. 

 

Tools/Approaches 

 

 Customer/user satisfaction – perceptions of services provided relative to defined criteria 

(quality, cost, timeliness/speed of response, professionalism, etc.) 

 

o Monitored by service area (e.g., recruiting, training) or as an integrated 

survey/assessment 

o Sometimes part of a periodic audit (interviews, survey, etc.) 

o Internal customers may not necessarily indicate how well business needs are 

served 

 

 Efficiency -- there are hundreds of cost-based and ratio-based measures applicable to 

human resource activities. 

 

o The HR function needs to determine which measures are most useful as a basis 

for planning and implementing meaningful improvements 

o HR function measures may suboptimize results – costs may be low for HR, but 

may result in higher costs or inadequate value for the organization 

 

 

 

 Overall costs of the human resource function – FTEs/total employees, total 

cost/company employee, share of administrative expenses, budget changes, etc. 

 

o Generally not all that helpful unless there is some meaningful target, standard, or 

benchmark 

 

Lessons Learned 

 

 These measures help ensure that HR (as a ―business‖ or service provider) is performing 

up to expectations (both delivery and costs) of its users/customers.   

 

 As such, it is an internal operations management/control tool – not an external persuasion 

or influence tool (except for some critical line executives and CFOs). 
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 Such measures are assumed as part of running a services operation, and should be applied 

within HR or to external vendors/partners. 

 

Discussion Questions/Issues 

 

 How do we measure internal HR operations?  Why did we select these measures (how 

have they evolved?) 

 

 What measures have proved most useful?  To whom and for what purpose? 

 

 How do we differentiate these from other measures so as to avoid painting all measures 

as internal ―HR function measures‖? 

 

 Are we spending more or less time on such measures (are we making these a matter of 

routine?) 
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6.  Using a Balanced Scorecard 

 

A measurement system for the HR organization aligned with a balanced scorecard for the 

business.  Measures are selected that are most meaningful to an organization based on strategic 

priorities.   

 

Tools/Approaches 

 

 The scorecard approach is simple and compelling 

 

o A strategy map defines the value chain that explains the ―theory of the firm‖.   

o The scorecard concept incorporates ―balanced performance measures‖  for 

financial, customer, internal business processes, and learning/growth areas  

o A scorecard is defined for the overall organization and for successive business 

units and functions 

o The HR scorecard is typically derived from the Learning/Growth segment of the 

business scorecard and provides a template for assessing HR performance and 

setting future priorities. 

 

 Five issues/themes are used as a prescriptive framework to guide thinking -- identified 

from scorecard examples and by the first BSC HR action working group) 

 

o Strategic skills/competences – the availability of skills, talent, and know-how to 

perform activities required by the strategy (80% of all HR scorecards include this) 

o Leadership – the availability of qualified leaders at all levels to mobilize the 

organization toward its strategies (90%) 

o Culture and strategic awareness – awareness and internalization of the shared 

vision, strategy, and cultural goals needed to execute the strategy (90%) 

o Strategic alignment – alignment of goals and incentives with the strategy at all 

organizational levels (70%) 

o Strategic integration and learning – sharing of knowledge and staff assets with 

strategic potential (60%) 

 

 HR programs/functions, high performance practices, and measures are defined for 

each category, rounding out the process as a human capital development program (in 

common parlance, a human resource strategy) 

 

o Strategic objectives 

o Measures 

o Targets 

o Actions/initiatives 
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 Sources: Brian E. Becker, Mark A. Huselid, and Dave Ulrich, The HR Scorecard 

(Harvard Business School Press, 2001); James Creelman, Creating the HR Scorecard 

(Business Intelligence, 2001 -- www.business-intelligence.co.uk) 

 

Lessons Learned 

 

 Too often, the approach focuses narrowly on human resource measures  

 

o If it is limited to the learning and growth sector of the balanced scorecard, it 

bypasses analysis of HR implications of other business scorecard areas 

o It may leap too quickly to a set of capabilities, relying on a template to guide 

choices 

o It may leap too quickly to tactical actions and measures relating to their 

implementation 

o The challenge is to adopt a rigorous process that reflects the breadth of analysis 

and accountability that fits the enterprise 

 

 The approach to key capabilities risks being generic, not company unique 

 

o The emphasis is on defining, tracking, and evaluating the support provided by 

human capital for strategy implementation, not innovation 

o The categories used are not that much different from those in any capabilities 

approach 

o The challenge is to examine issues from the business perspective (not HR 

perspective) and to tailor the approach to the enterprise 

 

 The approach may view the scorecard as the responsibility of the HR 

function/organization 

 

o It becomes an internal scorecard for the human resource organization, not a 

scorecard for managing human capital across the organization 

o It may regard the overall HR function as a business (which it is not) – through a 

strategy map 

o It assigns accountability to the function (not shared, collaborative) 

o Many measures tend to be performance measures for HR operations and are cost 

measures,  

o The challenge is to provide measures that address strategic 

business/organizational issues, process improvement issues, and internal HR 

organizational issues 

 

Discussion Questions/Issues 

 

 What has been the experience of companies adopting the Balanced Scorecard approach to 

strategy and measures? 
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 What approaches have worked best?  How have you adapted the BSC, Hewitt, or other 

approaches?   

 

 How closely is the HR scorecard integrated with the business scorecard (and not 

relegated to the support area?).  What steps are necessary to achieve this integration? 

 

 What have been the benefits of the approach?  What are the anticipated benefits? 

 

 Will we be likely to be using this approach five years from now?  What will change and 

why?  Is this a fad?  What will survive? 

 

 

 

 

 

 

 

 

 

 

 

 

 

CHAPTER 2 

CULTURAL FOUNDATIONS OF 

INTERNATIONAL HUMAN RESOURCE MANAGEMENT 

 

LECTURE NOTES 

 

This chapter examines the role of culture in managing people across borders. It identifies the 

several important dimensions for gaining insights and understanding about the cultures of 

employees that staff organizations domestically and abroad. It also addresses the different views 

about how global and regional economic integration have affected and will affect the different 

dimensions of culture. 

 

LEARNING OBJECTIVES 
 

• Understand the concept of culture, the numerous ways to define culture and the how 

culture influences global workforce management. 

• Explain the four dimensions of Hofstede‘s Cultural Model and their implications for 

managing a global workforce. 

• Explain the 7 dimensions of Trompenaars and Hampden-Turner‘s Cultural Model and 

how it varies from Hofstede‘s Cultural Model. 
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• Explain the different views about how global and regional economic integration have 

affected and will affect the different dimensions of culture, including convergence, 

divergence and crossvergence. 

• Know how to plan for cultural challenges in various business contexts, such as, 

international mergers and acquisitions. 

 

I. INTRODUCTION 
 

Culture is central to the study and preparation for effectively managing a global workforce. 

Culture is often a source of conflict than of synergy. National and organizational culture can 

have a pervasive, powerful influence in organizations, and in various aspects of global workforce 

management. Without proper knowledge of different cultures, a merged company will not be 

able to achieve the expected synergy. 

 

II. UNDERSTANDING CULTURE 

 

Culture is defined as the socially transmitted behavior patterns, norms, beliefs and values of a 

given community. Culture affects and governs all facets of life by influencing values, attitudes 

and behaviors of a society. 

 

A. Scope 

 

It should be noted that culture is not just a national phenomenon. Culture can also extend to 

―communities‖ of age groups (e.g., retired persons), disabled persons (e.g., the legally blind), 

individuals holding similar religious beliefs, and work professions. The concept of culture can 

also extend to individual organizations, as communities, that through common experience over 

time develop their own distinct set of values, norms, priorities, and beliefs, e.g., ―the way we do 

things in our organization.‖ 

 

B. Cultural Variations 

 

We must remember that within cultures there can be considerable variation, and we must not 

expect every individual to behave in a manner consistent with general cultural characteristics in 

every situation. Also, even though a general cultural characteristic may be accurate for 

individuals in most situations, they are also able to adapt their behaviors to the needs of a 

particular situation. Although there is value in learning about general cultural characteristics and 

tendencies to help guide our sense making of otherwise puzzling or even offensive behaviors we 

encounter, we also must be careful not to form rigid perceptions and fall into the mistake of 

simply relying on stereotypes. 

 

1. Necessary Individual Assessment 

 

Although general cultural patterns may be useful especially in first learning and gaining insights 

about a given culture, these patterns must be continually challenged and refined. Ultimately, to 
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be effective in managing human resources at home and abroad, we must get to know, manage, 

and assess employees on an individual level. 

 

III. MAJOR MODELS OF CULTURE 

 

In this book culture is defined as a system of values and norms that are shared among a group of 

people and that, taken together, constitute a design for living. While values are abstract ideas and 

convictions about what people believe, norms are prescribed behaviors that are acceptable in a 

specific society. Both values and norms are influenced by many factors such as religion, 

language, social structures, education, etc. The following section will introduce two commonly 

used models of culture with their managerial implications. 

 

A. Hofstede’s Cultural Dimensions and Managerial Implications 

 

Geert Hofstede defined national culture as the set of collective beliefs and values that distinguish 

people of one nationality from those of another. In his original comprehensive study that he 

conducted while working at IBM as a psychologist and involving over 100,000 individuals from 

50 countries and three regions, Hofstede identified four important dimensions in national culture. 

 

1. Uncertainty Avoidance 

 

This Hofstede dimension refers to the extent to which people feel comfortable when they are 

exposed to an ambiguous or uncertain situation. People in a low uncertainty avoidance society 

are more willing to take risks and appreciate flexibility and informality in the workplace. In 

contrast, people in a high uncertainty avoidance society tend to be risk-averse, and favor rigid 

and formal decision-making processes in the workplace. 

 

Implications. The perceived difference in tolerating uncertain situations has several important 

implications at both macro and micro levels. 

• Innovation. First, at the macro level, the acceptance of uncertainty is essential for 

innovation because it requires a tolerance for risk and change. 

• Flexibility. Second, at the micro or organizational level, in high uncertainty avoidance 

societies, numerous formal internal rules and regulations exist to control the work process 

of employees. In low uncertainty avoidance societies, managers are allowed to exercise 

more latitude and discretion in their decision-making rather than relying on rigid internal 

rules and regulations. 

 

2. Power Distance 

 

Power distance refers to what extent people have an equal distribution of power. In a large power 

distance culture, power is concentrated at the top in the hands of relatively few people while 

people at the bottom are subject to decisions and instructions given by superiors. Conversely, in 

a small power distance culture power is rather equally distributed among the members of the 

society. 
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(a) High Power Distance. Managers in high power distance societies tend to believe in giving 

subordinates detailed instructions with little room for interpretation. Subordinates are supposed 

to respect the authority and superiority of upper management. Thus, the ―mechanistic 

characteristics‖ of high power distance cultures, such as inequality among the members in the 

society, lack of free communication across different levels of the hierarchy, and centralized 

control can all stifle employee creativity and new ideas. 

 

(b) Low Power Distance. In contrast, ―organic characteristics,‖ such as lack of hierarchical 

authority and less centralization, tend to promote employee interaction, lateral communication, 

and less emphasis on the rules. Non-directive, hands-off monitoring systems have often been 

implemented to allow the creativity and exploration necessary for successful innovation. 

 

3. Individualism vs. Collectivism 

 

(a) Individualism. Individualism means that people seek and protect their own interests over the 

common goal of the society and their role in the society. In an individualistic culture, people are 

comfortable with having the authority to make a decision based on what the individual thinks is 

best. In individualistic societies, employees are provided with a great deal of personal freedom 

and autonomy. 

 

(b) Collectivism. In a collectivistic culture, people tend to belong to groups or collectives and 

look after each other in exchange for loyalty. 

 Discouraging Innovation. Collective cultures do not usually allow the freedom and 

independence necessary for organizational members to think creatively and, thereby, fail 

to cultivate an environment that fosters an innovative spirit. 

• Another element in a collective culture that discourages innovation is the 

reluctance to accept variety and diversity in society. 

• The overwhelming and unconscious pressure for conformity and uniformity in 

collective cultures does not cultivate an environment for diversity, and provides 

less room for people to deviate from established norms, thus impeding the 

innovation process. 

 

4. Masculinity vs. Feminity 

 

(a) Masculinity. Hofstede believes that the masculine dimension is very closely related to the 

concept of achievement motivation. A masculine culture is basically a performance driven 

society where rewards and recognition for performance are the primary motivational factors for 

achievement. 

 This type of culture tends to give the utmost respect and admiration to the successful 

achiever, who fulfills his ambition and demonstrates assertiveness and willingness to take risks 

in order to achieve goals. Top management positions are usually filled with men who tend to 

display characteristics of dominance and assertiveness—which tend to be discouraged among 

women by societal gender norms. 
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(b) Feminity. On the other hand, in feminine cultures people tend to emphasize the quality of the 

―whole‖ life rather than money, success, and social status, which are easier to quantify. They are 

willing to reach out to the underprivileged and share their wealth with them. Overall, 

organizations with a feminine culture are not as competitive as those with a masculine culture, 

since the former places higher priority on concern for others and little distinction is made 

between men and women in the same position. 

 

5. Confucianism Dynamism 

 

Using a different survey instrument called the Chinese Value Survey (CVS), Hofstede and Bond 

identified a new cultural dimension, ―long-term versus short-term orientation,‖ that strongly 

reflects Confucianism, a cultural backbone of East Asian countries. Hofstede emphasized that 

this particular cultural dimension was missing in his original study and only relevant to countries 

in East Asia. Confucian dynamism may reflect a society‘s search for virtue rather than truth, 

truth being driven by religious ethics in Western countries. 

 

(a) Long-term Orientation. Long-term orientation captures the following elements: adaptation of 

tradition to the modern context, high savings ratio driven by thrift, patience and perseverance 

towards slow results, and concern with respecting the demand of virtue. 

 

(b) Short-term Orientation. On the other hand, a short-term orientation contains the following 

aspects: respect for traditions, lower savings rate, quick results orientation, and concern with 

possessing the truth. 

 

6. Criticisms 

 

Hofstede‘s research has received several criticisms. 

 

(a) Cultural Influence. First, the research may have been culturally bound since his research 

team, composed of Europeans and Americans, may have unintentionally influenced the analysis 

of the answers by their Western perspective. 

 

(b) Multiple Cultures. Second, as mentioned already regarding regional and local subcultures, 

many countries have more than one culture. For example, the US has multiple regional and local 

subcultures, as the country consists of various ethnic groups and regional traditions, which a 

strong emphasis on local autonomy and individual states rights. Therefore, it may be 

presumptuous to generalize a certain country‘s culture. 

 

(c) Cultural Changes. Most importantly, his findings may have lost explanatory power over the 

years since culture is not static and changes over time, albeit slowly. 

 

B. Trompenaars and Hampden-Turner’s Seven Cultural Dimensions 
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Adopting Parsons‘s five relational orientations as their starting point, Trompenaars and 

Hampden-Turner identified seven important cultural dimensions. They mainly viewed culture as 

the way in which a group of people solves problems and reconciles dilemmas. 

 

1. Universalism vs. Particularism 

 

(a) Universalism. Universalism is a belief that there exists only one single management principle 

that should be applied to all situations. 

 People from universalistic cultures tend to believe that their way of doing business or 

managing people is the universal one and best way, and should be adopted by all other countries. 

Those from universalistic cultures also tend to believe in absolute justice and truth, and extend 

great resources to their protection. 

 People from universalistic cultures flourished in earlier years when global product 

standardization and mass-production was in vogue, but faced great challenges and immediate 

need to adapt when world consumers began to demand customization to individual needs and 

tastes. 

 

(b) Particularism. Conversely, particularistic cultures highlight the peculiarity and distinctiveness 

of a country‘s culture that is different from those of other countries. Both at a country and 

individual level, the emphasis is upon building long-term relationships and being sensitive and 

responsive to the unique circumstances surrounding that relationship. 

 

2. Diffuse vs. Specific 

 

This cultural dimension concerns perceptions regarding private versus public space and how 

each is handled. In specific cultures, people clearly separate public space from private space. 

 

(a) Diffuse. In diffuse cultures, the distinction between private and public space is rather unclear 

and blurry. Everything is related and business is just another form of social interaction. Business 

relationships are expected to be enduring and spill over into personal relationships and vice 

versa. 

 Furthermore, for diffuse cultures the size of public space is almost equal to that of private 

space. Therefore, in diffuse cultures, people tend to reserve even their public space (e.g., 

professional work situations) for those with whom they are familiar, since accepting the entry of 

unknown people could also mean the uncomfortable opening of their private space. 

 

(b) Specific. Specific cultures tend to compartmentalize public and private life into separate 

roles, where one role does not influence another. 

 

3. Achievement vs. Ascription Cultures 

 

(a) Achievement. Achievement cultures value personal competency and an outcome resulting 

from individual hard work. What matters most in an achievement culture is an objective track 

record of individual accomplishment. 
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(b) Ascription. In contrast, an ascription culture means that people are conferred a certain status 

based on specific characteristics such as title or position, age, and profession. People in an 

ascription culture value personal connections and family background more than the individual‘s 

qualifications. They expect those in authority to act in accordance with their roles ascribed to 

them by fate or a divine power; actual performance and results are less important. Appearance 

accorded by title and status is more important than substance driven by individual qualification. 

 

(c) High Context vs. Low Context. This concept corresponds to high context versus low context 

cultures as defined by Hall, particularly regarding interpersonal communications 

 Low Context. In low-context countries, communication relies more heavily on the literal 

meaning of words used—as with the achievement orientation, words are judged by their 

own merit. Meanings of written and spoken communication are more direct and explicit. 

 High Context. In high-context cultures, much more of the context surrounding or related 

to the written or spoken communication is involved in conveying the message, including 

timing and physical surroundings. 

 

4. Individualism vs. Collectivism 

 

As Hofstede identified this term, individualism refers to the culture that emphasizes the interests 

of self or of his/her own immediate family. In contrast, communitarianism, a synonym for 

collectivism as used by Hofstede, emphasizes group (e.g., team of employees) interests before 

individual interests, and seeking group consensus in decision making. 

 

5. Emotional vs. Neutral 

 

People in affective cultures are not hesitant to reveal their innermost feelings while people in 

neutral cultures tend to control their emotions very carefully and maintain their composure. 

People in neutral cultures may consider the behaviors of people from emotional cultures 

immature while people from emotional cultures may view the stoic behaviors of people from 

neutral cultures as insincere and deceiving. This perception may cause problems during cross-

cultural negotiations between managers from emotional and neutral cultures. 

 

6. Time Orientation 

 

People across cultures may deal with the concept of time in a different manner. Time orientation 

contains two different connotations. 

 

(a) Time Use. First, the time dimension is related to how people actually use time. A 

monochronic or sequential approach to time means that people use time in a linear way. Time is 

perceived as being a tangible asset almost like money. In contrast, a polychronic or a 

synchronous approach to time suggests that people use time in a circular way. People in 

polychronic cultures such as French and Italian tend to have a more flexible view about time and 

can handle multiple agenda at a time. Furthermore, they consider that maintaining human 
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relations is more important than keeping schedules. Accordingly, they do not clearly separate 

their work from pleasure and do not mind mixing both. 

 

(b) Orientation. Another time-related difference concerns people‘s orientation to past, present, 

and future. This orientation points to whether or not people are likely to see the future as an 

extension of the past. 

 

7. Orientation to Nature 

 

This cultural dimension concerns how people in a society orient themselves to nature. First, 

people can think that human beings are supposed to dominate nature. Second, some people 

believe that they need to live in harmony with nature. A third and final orientation toward nature 

is a sense of subjugation to nature. 

 

VI. CULTURAL CONVERGENCE vs. DIVERGENCE 

 

One of the main characteristics of culture is that it is not static but in continual evolution. 

Accordingly, there are different views about how global and regional economic integration have 

affected and will most likely continue to affect the different dimensions of culture that we have 

examined. 

 

A. Global Cultural Convergence 

 

Globalization refers to an increasing integration of market as well as production processes across 

borders. Rapid innovation of technology and decreased trade and investment barriers have made 

it possible for firms to launch and market their products simultaneously to many different 

countries. 

 

B. Localization and Cultural Divergence 

 

Cultural convergence implies that as nations become industrialized, there is a significant change 

in values toward behaviors that embrace free-market capitalism. This supposition suggests that 

through the imperatives of industrialization and economic development, the value systems of 

managers become increasingly similar. 

• There is growing evidence of a convergence effect in international business and 

management practices, especially with regard to strategic planning. 

• Such a view manifests a universalism orientation that calls for a unified single approach 

to different country circumstances. 

 

C. Glocalization and Cultural Cross-Convergence 

 

1. Glocalization 
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Convergence and divergence perspectives may represent polar extremes. As most firms are 

struggling to find the optimal trade-off between globalization and localization, i.e., 

―glocalization,‖ perhaps the reality is closer to a more balanced or middle-ground view called 

―crossvergence,‖ or intermixing of cultural systems between different countries. 

 

2. Cultural Cross-Convergence 

 

Crossvergence means that different management approaches are expected to converge in the 

middle. Globalization of the world economy made it possible for countries to learn from each 

other, and studying and benchmarking business approaches that work in other countries are 

effective ways of getting new ideas in the area of management and organization. There is an 

increasing interest in combining indigenous and Western cultures in the practice and 

development of management and organization internationally. This trend is particularly true of 

the transitional economies of the former Soviet bloc, China, and other developing countries. 

 

V. FINAL CAVEATS ON CULTURAL AND GLOBAL WORKFORCE MANAGEMENT 

 

Whatever position one may take among the various cultural orientations previously discussed, it 

is hard to deny the fact that cultural differences still exist across borders. It is probably true that 

we often tend to overemphasize cultural differences, suggesting a distinctive approach to 

conducting businesses in each country. As many consultants and even academics commonly 

suggest a ready-made formula such as a ―dos and don‘ts‖ list for correctly handling cultural 

differences, people are easily trapped in a pitfall hyper-sensitivity, in which they tend to overrate 

or exaggerate the influences of cultural differences. 

 

A. Look for Mundane Explanations 

 

More often than not, we tend to search for an easy answer based on nationality whenever 

different behaviors are shown among people from different cultural backgrounds. However, as 

mentioned earlier, stereotypes regarding national culture may not always be accurate and should 

be exercised with great caution. Therefore, it is imperative that when you sense a cultural 

distinction, look first for a mundane, ordinary explanation before attributing the cause to deep 

cultural differences. 

 

B. Individual Variance 

 

Individuals also differ in the internalizations of what their national culture means and do not 

always act in accordance with generalizations regarding their national culture. Although people 

from different cultures probably tend to demonstrate similar actions and behaviors under specific 

circumstances, it would be naive to assume that all people from a certain culture will follow the 

same pattern of behaviors. 

 

C. Appreciate Commonalities 
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The level of a country‘s industrial development, its cultural values, and the level and nature of its 

cultural interactions may all play a part in the nature of its human resources management 

practices and their appropriateness to the economic and cultural context within which they 

operate. While we should be sensitive to cultural differences, we should appreciate the 

commonalities of our human family and be careful not to overestimate the impact of cultural 

differences. One must be aware of the possibility of cultural differences and what they might be, 

but one must also use this awareness cautiously and not over-generalize and lose sight of the 

individual, which should be the primary focus for making accurate and fair human resource 

decisions. 

 

NOTES FOR OPENING SCENARIO AND CASES 

 

OPENING SCENARIO: INTERNATIONAL MERGER MISERY AT 

DAIMLERCHRYSLER 

 

1. Consider Hofstede‘s quote mentioned earlier: ―Culture is more often a source of conflict 

than of synergy. Cultural differences are a nuisance at best and often a disaster.‖ How 

was this quote applicable to the opening scenario concerning the Daimler-Benz merger 

with Chrysler? 

 

This case illustrates how significant differences in both national culture and organizational 

culture can lead to conflict and greatly add to the difficult challenges involved in merging two 

organizations. The two organizational cultures had their own histories and accustomed rules and 

expectations about acceptable behavior. In addition, there were deep-seated national culture 

differences that greatly affected the way executives and employees thought and viewed the 

world. This cross-cultural difficulty is behind the more recent decision by Daimler-Benz to sell 

Chrysler. 

 

2. From your reading of this chapter, what are the major fundamental differences between 

German and U.S. cultures, and how were these differences manifested in the respective 

companies‘ practices and behaviors? 

 

One major difference is the German culturally based general preference for control to avoid 

uncertainty, whereas the U.S. employees allowed much greater levels of work flexibility, 

decentralization, and delegation. In addition, the Americans possessed a greater sense of 

individuality, which is noted in the American leaders‘ preference for greater work autonomy as 

well as more individually distinguished and much higher levels of compensation relative to 

lower-level employees than was noted with the German executives. 

 

3. What lessons can you take from this opening scenario for your planning of future 

international mergers and acquisitions? 

 

This case points to the importance of taking into consideration possible cultural differences and 

their consequences in planning for a merger or some other kind of cross-border alliance. In 
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particular, the additional time and expense for overcoming cross-cultural challenges should be 

considered in obtaining a more accurate cost-benefit analysis prior to choosing the alliance 

strategy. And when a merger is deemed justified, more effective measures for cross-cultural 

training and ongoing management should be carefully planned. 

 

CASE 2.1: CROSS-CULTURAL ASSESSMENT OVER A CUP OF COFFEE 

 

1. Why do you think people tend to exaggerate cultural differences? 

 

People generally have a need to understand and master the world around them. In situations 

involving international business, which typically are already filled with uncomfortable 

uncertainty, people are quick to grab a broad explanation that they can generalize and use in the 

future to build a better sense of coping with uncertainty. Broad general cultural trends are 

stereotypes that provide an initial level of understanding yet tend to oversimplify and exaggerate 

cultural differences. 

 

2. What are the most effective ways to deal with either real or imaginary cultural 

differences? 

 

Important ways to deal with perceived cultural differences (real or imaginary) include not trying 

to find fault with another country‘s cultural practices while asserting the superiority of one‘s 

own, and to simply accept that the country‘s culture has worked well for a lot of people and isn‘t 

necessary bad. In addition, it is very important to hold back final judgments about individuals in 

a foreign culture, and observe their behavior to determine how much it conforms to the general 

cultural patterns or stereotypes that you have formed. Often just a little additional experience will 

prove initial impressions and cultural generalizations completely unfounded. Such additional 

experience and observations you have with an open mind will likely result in revised and refined 

understanding of cultural differences, as well as a greater appreciation for people as individuals 

who show a broad range of human differences within a particular culture. 

 

3. Do you have any similar experiences that indicate we should be very cautious in 

interpreting and generalizing cross-cultural differences? 

 

Note: In responding to this question you can facilitate class discussion based on students‘ 

experiences abroad in forming initial stereotypes, and then revising them based on subsequent 

observations and meaningful cross-cultural interactions. In many cases students remark that 

eventually culturally differences seem to disappear as they learn to appreciate and accept one 

another as unique human beings with much more interests and characteristics in common than 

are different. 

 

 

 

CASE 2.2: CULTURE CONFLICT SOUTH OF THE BORDER, DOWN MEXICO WAY 
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1. What particular dimension or dimensions of culture seem to be most central to the 

problems that Jim is experiencing? 

 

A major cultural dimension that is related to Jim‘s problems is power distance, where Jim is used 

to a much smaller power distance culture with associated behaviors than prevails in Mexico. 

Another important dimension is high versus low context, where Jim seems oblivious to the 

importance of reading the broader context or situation of his work and relationships. 

 

2. What are possible causes of Jim‘s ineffectiveness in leading his sales team? What are 

sources of Jim‘s deteriorating relationship with his boss, Carlos? 

 

A primary cause of Jim‘s ineffectiveness is his reliance on his past strengths and style to carry 

him to success in a new culture, where those strengths and style will not be successful unless 

adapted appropriately. His sales team is used to high power distance, where Jim is their boss and 

should make the important decisions. His relationship with Carlos likely suffers due to Jim‘s 

failure in private and public to show what Carlo‘s would perceive as respect for his higher 

position as Jim‘s boss. He also fails to read the various situations of his work to determine when 

the most appropriate time is to give particular public communications. 

 

3. In a coaching meeting with Jim, what insights would you share with him about cross-

cultural differences that might be at the root of his problems? How should Jim behave 

differently to help improve his present difficulties at work? 

 

Jim should be coached on the need to develop a greater sensitivity to what is going on around 

him—to become more high-context in style—to be sure his communications are tactful and 

appropriate. In public meetings where Carlos is in charge, Jim should consider deferring to 

Carlos due to his higher position, and then giving suggestions to Carlos in private. To obtain 

input from his sales team, Jim should look for more culturally acceptable and indirect ways for 

them to come up with ideas for improvements that don‘t conflict with their need to show respect 

for his higher position. 

 

SAMPLE TEST QUESTIONS 

 

Note: Corresponding page numbers from the text follow the answers. 

 

MULTIPLE CHOICE QUESTIONS 

 

1. What are the two major components of culture? 

 a. Food and Pop Music 

 b. Consciousness and Subconsciousness 

 c. Behavioral and Cognitive 

 d. Societal and Political 

Answer: C, 38. 
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2. In addition to understanding national and local cultures, what must managers of MNCs 

understand and be able to manipulate in order to best serve their company? 

 a. Organizational Culture 

 b. Community Culture 

 c. Workforce Self-Identity Awareness 

 d. Regional Culture 

Answer: A, 38. 

 

3. Which of the following cultural factors is the most difficult to learn? 

 a. Dress 

 b. Food 

 c. Norms 

 d. Values 

Answer: D, 39. 

 

4. Which of Hofstede‘s cultural dimensions was added last to his system? 

 a. Individualism vs. Collectivism 

 b. Confucian Dynamism 

 c. Power Distance 

 d. Uncertainty Avoidance 

Answer: B, 39. 

 

5. Erik is a manager for a German manufacturing firm that specializes in automotive racing parts. 

His team has been recently asked to work with some Italian engineers on a joint venture. 

Initially, Erik experienced problems with his Italian counterparts. He could not understand their 

high-risk approach to engineering and did not like their informal procedures. Erik and his team 

are mostly risk-averse and operate on a very detailed oriented manner. Which of the following 

cultural dimensions best describes Erik and his team? 

 a. Individualistic 

 b. Power Equal 

 c. High Uncertainty Avoidance 

 d. Masculine 

Answer: C, 40. 

 

6. Chan and his management team in Shanghai, China often take calculated risks. They enjoy 

working a lot on intuition. They take chances with new projects, and Chan likes to employ a top-

down approach which favors looking at the big picture verse the small details. Every evening, 

Chan and his team have dinner and drinks together at a local restaurant in order to foster better 

team relations. Unlike some Chinese managers, Chan insists that his employees call him by his 

first name and encourages them to see him about both work and personal issues. He is more like 

a friend/mentor to his employees than a direct boss. Which of the following cultural dimensions 

best describes Chan and his management style? 

 a. Collectivist and Feminine 

 b. Low Uncertainty Avoidance and Power Equal 
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 c. Masculine and Power Distant 

 d. High Uncertainty Avoidance and Power Distant 

Answer: B, 40. 

 

7. Lower-level employees in host countries often feel uncomfortable with expatriate managers 

from the United States who attempt to establish more participative and egalitarian management 

practices. This is an example of which of the following cultural dimensions at work? 

 a. Collectivism 

 b. Power Distance 

 c. Masculinity 

 d. Uncertainty Avoidance 

Answer: B, 41. 

 

8. Cultures where employees value the group more than the individual and where relationships 

and networks are more important than achievements can be characterized by which of the 

following cultural dimensions? 

 a. Collectivism and Ascription 

 b. Collectivism and Femininity 

 c. Universalism and Specific 

 d. Affective and Mono-chronic 

Answer: A, 42, 47. 

 

9. Bjorn is a banker in Finland. He lives with his wife, Christa, and their two children. Although 

Bjorn is extremely busy with his work and very well received and respected in the Finish 

business community and is a major player in banking industry in Finland, he still spends a lot of 

his time caring for the children, while Christa also works as a business professional in a separate 

field. Bjorn often cooks, cleans the house, and does other domestic duties while Christa attends 

international conferences. This couple‘s culture can be described as which of the following 

dimensions? 

 a. Individualistic 

 b. Achievement-based 

 c. Feminine 

 d. Neutral Culture 

Answer: C, 42. 

 

10. A culture‘s concern about public verse private spaces and how each space is handled has to 

do with which of the following cultural dimensions? 

 a. Achievement vs. Ascription 

 b. Universalism vs. Particularism 

 c. Affective vs. Neutral Culture 

 d. Specific vs. Diffuse Culture 

Answer: D, 47. 
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11. This kind of culture values competition, achievement, and very specific gender roles, while 

always celebrating the glory of the winner, and never empathizing with the disappointment of the 

loser. 

 a. Feminine 

 b. Masculine 

 c. Collectivist 

 d. Power Distant 

Answer: B, 42. 

 

12. Susan was recently fired from IBM on a foreign assignment to India from Headquarters 

because as soon as she arrived in Deli, she began to instruct, very pedantically, her local workers 

on how IBM does business in the United States, and that the way IBM conducts business in the 

United States is the only favorable and correct way of conducting business. She believed this 

strongly and communicated it forcefully to her local workers. There was a backlash, the bottom 

line fell dramatically, and corporate decided to have her replaced. What cultural dimension best 

describes Susan‘s world outlook? 

 a. Universalism 

 b. Achievement 

 c. Ascription 

 d. Collectivist 

Answer: A, 46. 

 

13. Jose is a real estate developer in Argentina. His usual day consists of working in the morning, 

heading out to meet clients for lunch and to show properties. Then he goes home and naps in the 

late afternoon before going back to the office to finish up before supper. When John, an 

American developer, came to Argentina to meet with Jose, he was upset when Jose was always 

15 to 20 minutes late for all appointments, and that sometimes during their meetings, Jose would 

be talking on the phone or dealing with other people at the same time. After John expressed his 

reservations about Jose‘s punctuality, Jose was taken aback because he simply did not 

understand John‘s obsession with timeliness. In this example, which cultural dimension is most 

relevant and which dimension does Jose represent? 

 a. Time Orientation, Poly-chronic time 

 b. Time Orientation, Mono-chronic time 

 c. Collectivism, Poly-chronic time 

 d. Collectivism, Mono-chronic time 

Answer: A, 49. 

 

14. Globalization of markets causes which of the following to occur? 

 a. Capitalism 

 b. Cultural Convergence 

 c. Anarchy 

 d. Freedom of Information 

Answer: B, 51 
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15. The theories that human should dominate his/her natural surroundings or that human should 

live in harmony with his/her natural surroundings are best described in which cultural 

dimension? 

 a. Affective vs. Neutral 

 b. Power Distance 

 c. Uncertainty Avoidance 

 d. Orientation to Nature 

Answer: D, 50. 

 

16. Bill is a manager in a U.S. based firm. He thrives on his ability to achieve better performance 

standards than his fellow managers, and encourages his employees to work alone on nascent 

projects. He also likes to make decisions by himself, and often ignores other‘s comments at 

meetings. Bill is ________? 

 a. Collectivist 

 b. Individualistic and Achievement Based 

 c. Individualistic and Ascription Based 

 d. Power Distant and Achievement Based 

Answer: B, 47. 

 

17. Globalization leads to convergence which leads to which of the following strategic 

implications? 

 a. Cultural Divergence 

 b. Product Differentiation 

 c. Global Integration 

 d. National Differences 

Answer: C, 51. 

 

18. Glocalization is the premise for which of the following? 

 a. Cultural Convergence 

 b. Crossvergence 

 c. Divergence 

 d. Integration 

Answer: B, 52. 

 

19. A culture‘s long-term vs. short-term orientation and their values based on the Chinese Value 

Survey is characteristic of which cultural dimension? 

 a. Affective vs. Neutral 

 b. Individualism vs. Collectivism 

 c. Time Orientation 

 d. Confucian Dynamism 

Answer: D, 43. 

 

20. Highly emotional cultures are what kind of cultures? 

 a. Affective 
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 b. Collectivist 

 c. Power Equal 

 d. Poly-chronic 

Answer: A, 48. 

 

21. People in ________ culture tend not to have a clear-cut distinction between private and 

public space. 

 A. Specific 

 B. Individualistic 

 C. Affective 

 D. Diffuse 

Answer: A, 47. 

 

22. ________ addresses different roles expected of superiors versus subordinates. 

 a. Uncertainty Avoidance 

 B. Power Distance 

 C. Masculinity 

 D. Collectivism 

Answer: B, 41. 
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Ques.1  Define HRM. Now HRM functions are changing business environment? 

 

Ans.  Human Resources Management is defined as policies and practices    

  Involved in carrying out the ―people‖ or human resource aspects of  a 

management position, including recruiting, screening, training, rewarding and appraising. These 

include : 

 

- Conducting job analyses (determining the nature of each employee‘s job). 

- Planning labour needs and recruiting job candidates  

- Recruitment 

- Selecting job candidates 

- Orienting and training new employees 

- Managing wages and salaries (compensating employees) 

- Providing incentives and benefits 

- Appraising performance 

- Communicating (interviewing, counseling, disciplining) 

- Training and developing managers 

- Building employee commitment 

 

The scope of HRM has changed over the last few years. However, this  

Change has been relatively slow in comparison to the changes in their area of business, 

Management and administration. Some HRM Sub-functions seems to be breaking away from 

HRM, other seems to be new sub-areas while still others seem to be changing only in terms of 

their relative emphasis and degree of importance. Many of these changes depend on the size of 

the organization in which the HRM functions occurs, the managerial philosophies, the growing 

importance of the functions, the changing organizational demands, employee needs and societal 

concerns. Managerial and organizational development, Manpower planning, organizational are 

incoming areas, i.e they are now going to receive substantially more attention, they did not have 

any prominence in the past. Training and managerial development and personal research have 

become increasingly important today, while the importance of appraisal, wage and salary 

administration, has somewhat declined in terms of relative emphasis. Employee benefits and 

services and worker‘s health and safety have always been important personal concerns. Labour 

relations, public relations and plant security are ‗outgoing‘ HRM sub areas which have been 

taken away from HRM department. 

 

     Today, it‘s the firm‘s workforce, its knowledge, 

commitment, skills and training that provides the competitive advantages for world class 

companies. And its HR‘s job to build that competitive advantages. That means an upgrading of 

HR‘s traditional role. Earlier, personal people first took over hiring and firing from supervisors, 

ran the payroll department and administrated benefits plans. The job consisted largely of 

ensuring that  procedures  were followed. The new technology in the areas like testing and 

interviewing began to emerge the personal department began to play an expanded role in 

employee selection, training and promotion. Today, HR‘s role is shifting from protector and 
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screener to strategic partner and change agent. The metamorphosis of ―personal‖ to ―Human 

Resource‖ reflects that. In today‘s flattened downsized and highly performing organizations, 

trained and committed employees-not machine are firms. 

 

Ques.2  What is Human Resources Planning? How can NRP be integrated with  

  Corporate objectives? 

 

Ans.  ―Manpower‖ or ―human resources‖ may be thought as the total knowledge ,skills, 

creative abilities, talents and aptitudes of an organization‘s work force, as well as the values, 

attitudes and benefits of an individual involved. ―Manpower Planning‖ and ―human resources‖ 

planning are synonymous. Human resources or manpower planning is ―the process by which a 

management determines how an organization should move form its current manpower position to 

its desired manpower position. Through planning a management strives to have the right number 

and right kinds of people at the right places, at the right time to do things which results in both 

the organizations and the individual receiving the maximum long range benefits. 

 

Human Resources Planning consists of series of activities 

 

a) Forecasting future manpower requirements, either in terms of mathematical projections 

of trends in the economic environment and development in industry or in terms of 

judgmental estimates based on future plans of a company. 

b) Making an inventory of present manpower resources and assessing the extend to which 

these resources are employed optimally. 

c) Anticipating manpower problems by projecting present resources into the future and 

comparing them with the forecast of requirement to determine their adequacy, both 

quantitatively and qualitatively. 

d) Planning the necessary Programmer of requirement selection, training, development, 

utilization, transfer, promotion, motivation and compensation to ensure that future 

manpower requirement are properly met.  

 

The ultimate mission of human resources planning is to relate  

Future human resources to future enterprise needs so as to maximize the future return on 

investment in human resources. In effect the main purpose is one of matching or fitting employee 

abilities to enterprise requirements with an emphasis on future instead of present arrangement . 

In order to integrate human resources planning with corporate objectives, the management must 

estimate the structure of the organization at a given point  of time. For this estimate, the number 

and type of employees needed have to be determined. Many environmental factors effect this 

determination. They include business forecasts, Expansion and growth, design and structural 

changes, management philosophy, government policy, product and human skill mix and 

competition. Forecast provides the basic premises on which the manpower planning is built. 

Forecast is necessary for various reasons such as: 
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a) The eventualities and contingencies of general economic business cycles (such as 

inflation, wages, prices, costs and raw material supplies) have an influence on the short 

range and long range plans of all organizations. 

b) An expansion following enlargement an growth in business involves the use of additional 

machinery and personal and a reallocation of facilities, all of which call for advance 

planning of human resources. 

c) Changes in management philosophies and leadership style. 

d) The use of mechanical technology necessitate changes in the skills of workers as well as 

a change in the number of employees needed. 

e) Very often changes in the quantity or quality of products or services require a change in 

the organization structure. Plans have to be made for this purpose as well. 

 

After estimating what the future organization structure should be  

the next step is to draw up the requirement of human resources, both for the existing departments 

and for new vacancies. For this purpose, a forecast of labour force is needed and requisitions 

should be obtained from different departments i.e. forecast has to be made in returns of 

functional category; the members needed; and the levels at which they are required. Vacancies 

occurring in any department heads to the personal department, stating clearly the number of 

vacancies to be filled, job or category wise types of personal needed their technical qualification 

(i.e. whether for replacement or addition); a statement of duties; types of jobs, pay scales age and 

previous experience should also be made. Requisition should be based on accurate job 

specifications by first line supervisors. They should as far as possible be clear cur about the exact 

demands of a job.  

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Unit – II 
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Ques.3 What is job analysis ? How to job analysis is important in creating  

 talented human resources? Also comment on techniques of job  

 analysis. 

 

Ans. Job analysis is the procedure for determining the duties and skill  

Requirements of a job and the kind of person who should be hired for It. 

 

  The Human Resources specialists normally collects one or more of the 

following types of information via the job analysis. 

 

- Work Activities :- HR specialists collects information about the job‘s actual work 

activities, such as cleaning, selling, teaching or painting. This list may also include 

how, why and when the worker performs each activity. 

 

- Human Behavior :- The specialist may also collect information about human behavior 

like sensing, deciding, communicating and writing. Included here would be 

information regarding job demands such as lifting weights or walking long distances. 

 

- Machines, Tools, Equipment and Work aids :- This category includes information 

regarding tool used, material processed knowledge dealt with or applied and services 

rendered. 

 

- Performance standards :- The employer may also want information about the job‘s 

performance standards (in terms of quantity and quality levels for each duty). 

Management will use these standards to appraise employees. 

 

- Job Context :- Included here is information about such matters as physical working 

conditions, work schedule and the organizational and social context –for instance, the 

numbers of people with whom the employee should normally interact. Information 

regarding incentives might also be included here. 

 

- Human Requirements : - This includes information regarding the job‘s human 

requirements, such as job related knowledge or skills (education, training, work 

experience) and required personal attributes (aptitudes, physical characteristics, 

personality, interests). 

 

  Job analysis plays an important role in creating talented human resources. 

It is helpful in organizational planning for it defines labour needs in concrete    

Terms and coordinate the activities of the work force and clearly divides duties and 

responsibilities. Job analysis also provides information which enables the management  

To change jobs in order to permit their being manner by personal with specific characteristics 

and qualification. This takes two forms  
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(a) Industrial engineering activity which is concerned with operational analysis, 

motions study and aims at improving efficiency, reducing unit cost and establishing the 

production standard which 

The employees are expected to meet. 

 

(b) Human engineering activity : which takes into consideration human 

 capabilities, both physical and psychological and prepares the ground for complex operations  of 

industrial administration, increased efficiency and better productivity. 

 

     Job always provides the necessary information to 

the management of training and development programmes. It helps it to determine the content 

and subject matter of in training courses. 

 

Techniques of job analysis :- The determination of job tasks, the concomitant skills and abilities 

necessary for successful performance and the responsibilities inherent in the job can be obtained 

to such techniques as : 

 

I. Personal observation 

II. Sending out questionnaires 

III. Maintenance of hog records and 

IV. Concluding personal interviews. 

 

 

 

1.     Personal Observation :- The material and equipment used the working conditions and 

probable hazards and an understanding of what the work involves are the facts which should be 

known by an analyst. Direct observation is especially useful in jobs that consists primarly of 

observable physical ability, like the jobs of draftsman, mechanic, spinner or weaver. 

 

2.     Sending out questionnaires  :- This method is usually employed by engineering consultants. 

Properly drafted questionnaires are sent out to job-holders for completion and are returned to 

supervisors. The idea in issuing questionnaire is  to elicit the necessary information from job 

holders so that any error may first be discussed with the employee and after due corrections may 

be submitted to the job analyst. 

 

3.     Maintenance of log records :- The employee maintains a daily diary record of duties he 

performs, making the time at which each task is started and finished. This can produce a very 

complete picture of the job, especially when supplement with subsequent interviews with the 

worker and the supervisor. 

 

4. Personal Interviews :- Managers use three types of interviews to collect job analysis 

data-individual interviews with each employee, group interviews with groups of 

employees who have same job and supervisor interviews with one or more supervisors 

who know the job. Interview is relatively simple and quick way to collect information, 
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including information that might never appear on a written form. A skilled interviewer 

can unearth important activities that occur only occasionally or informal contacts that 

wouldn‘t be obvious from the organizational chart. 

 

Ques.4  Distinguish between training and development. Explain various  

 techniques of development of managers. 

 

Ans. Training is a process of learning a sequence of programmed behavior. It is 

application of knowledge. It gives people an awareness of the rules and procedures to guide their 

behavior. It attempts to improve their performance on the current job or prepare them for an 

intended job. 

   

  Development is a related process. It covers not only those activities, which 

improve job performance, but also those which bring about growth of the personality; help 

individuals in the progress towards maturity and actualization of their potential capacities so that 

they become not only good employees but better men and woman. In organizational terms, it is 

intended to equip persons to earn promotion and hold greater responsibility. Training a person 

for higher and bigger job is development. And this may well include not only imparting specific 

skills and knowledge but also inculating certain personality and mental attitudes. 

 

  Training is short term process utilizing a systematic and organised 

procedure by which non managerial personal learn technical knowledge and skills for a definate 

purpose. Development is a long term educational process utilizing a systematic and organised 

procedure by which managerial personnel learn conceptual and theoretical knowledge for 

general purpose. 

 

  Management development is any attempt to improve managerial 

performance by imparting knowledge, changing attitude or increasing skills. The general 

management development consists of (1) assessing the company‘s strategic needs (for instance, 

to full future executive openings or to boost competitiveness). 

 

(2) Developing managers for future responsibilities. 

 

There is more emphasis on choosing management development methods that are more 

organizationally relevant and effective that they have been in the past. Various techniques of 

management development include :- 

 

(a) Management on-the-job training. 

(b) Off the job training. 

 

Managerial on-the-job training methods include job-rotation, coaching/understudy approach and 

action learning. 
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Job rotation means moving management trainees from department to department to broaden their 

understanding of all parts of the business and to test their babilities. A manager may spend 

several months in each department. The person may just be an observer in each department but 

more commonly gets fully involved in its operations. 

 

Coaching/understudy approach :  Here the person works directly with the senior manager or with 

the person he or she is to replace; the latter is responsible for the executive of certain 

responsibilities , giving the trainee a chance to learn the job. 

 

Action learning programmers give managers and others released time to work full time on 

projects, analysis and solving problems in departments other than their own. Trainees meet 

periodically in four or five person project groups to discuss their findings. Several trainees may 

work together as a project group or compare notes and discuss each other‘s projects. 

 

 

Off the job training and development techniques 

 

The off the job development techniques for managers include case study method; management 

games; role playing etc. 

 

Case study method :- Case study method presents a trainee with a written description of an 

organizational problem. The person then analyzes the case, diagnoses the problem and presents 

his or her findings and solutions in discussion with other trainees. 

 

Management Games :- With management games trainees are divided in to five or six persons 

group, each of which competes with the others in a stimulated marketplace. Management games 

can be good development tools. People learn best by getting involved, and the games can be 

useful for gaining such involvement. They help trainee develop their problem solving skills, as 

well as to focus attention on planning rather than just putting out fires. The groups also usually 

elect their own officers and organize themselves; they can thus develop leadership skills and 

faster cooperation and team work. 

 

Roll Playing :- The aim of role playing is to create a realistic situation and then have the trainees 

assume the role of specific persons in that situation. When combined with the general instruction 

and other roles for the exercise, role playing can trigger spirited discussions among the role 

player trainees. The aim is to develop trainee‘s skills in areas like leadership and delegation. 
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Unit-III 

  

Ques.5 What are the compensation components ? Explain various factors  

 Affecting, determining and establishing pay rates. 

 

Ans. Compensation may be defined as money received in the performance  

 of work, plus the many kinds of benefits and services than organizations 

provide their employees. Money is included under direct compensations (popularly known as 

wages i.e. gross pay): while benefits come under indirect compensation and may consist of life, 

accident and health insurance and employer‘s contribution to retirement, pay for vacation or 

illness and employer‘s required payments for employees welfare as social security. 

 

Factor affective pay rates include :-  

 

a) The organization‘s ability to pay 

b) Supply and demand of labour 

c) The prevailing market rates 

d) The cost of living  

e) Living wage 

f) Productivity 

g) Trade union Bargaining power 

h) Job requirements 

i) Management attitudes 

 

  Higher wages are given by those organization which can afford them. 

Companies that have good sales and therefore, high profits tend to pay higher wages than those 

which are running at loss or earning low profits because of high cost of production or low sales. 

 

  The labour market condition or supply and element forces operate at the 

national, regional and  local levels and determine wage structure and level. If the demand for 

certain skills is high and the supply is low, the result is a rise in the price to be paid for these 

skills. 

 

 Most of the companies adopt prevailing market safe or going wage safe 

criterion for compensating its employees. This is done for several reasons. First, competition 

demands that competitors adhere to same relative wage rate. Second, various government laws 

and judicial decisions make the adoption of uniform wage rates an attractive proposition. Third, 

trade unions encourage this practice so that their members can have equal pay for equal work. 

Fourth, functionally related firms in the same industry require essentially the same quality of 

employees, with the same skills and experience. This results in a considerably uniformity in 

wages and salary rates, finally if the same or about the same general rates of wages are not paid 
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to the employees as are paid by the organizational competitors, it will not be able to attract and 

maintain a sufficient quantity and quality of manpower. 

The cost of living pay criterion is usually regarded as an automatic minimum equity pay 

criterion. This criterion calls for pay adjustments based on increases or decreases in an 

acceptable cost living index. 

 

 The living wage criterion means that wages paid should be adequate to enable 

an employee to maintain himself and his family at a reasonable level of existence. 

 

 Trade unions do effect rate of wages. Generally, the stronger and more 

powerful the trade union; the higher the wages. A trade unions bargaining power is often 

measured in terms of its membership, its financial strength and the nature of its leadership. 

 Generally, the more difficult a job, the higher are the wages. Measures of job 

difficulty are frequently used when the relative value of one job to another in an organization is 

to be as curtained. Job are graded according to the relative skill, effort, responsibility and job 

conditions required. 

 

Managerial attitudes have decisive influence on the wage structure and wage level since 

judgment is exercised in many areas of wage and salary administration  including whether the 

firm should pay below average or above average rates, what job factors should be used to reflect 

job worth, the weight to be given below the structure and level of wages are bound to be affected 

accordingly. These matters require the approval of top executives. 

 

Various factors for establishing pay rates include :-  

 

1. These should be definate plan to ensure that differences in pay for jobs are based upon 

variations in job requirements. Such as skill, effort, responsibility or job or working 

conditions and mental and physical requirements. 

 

2.    The general level of wages and salaries should be reasonably in line with that  

       prevailing in labour market. 

 

3.  The plan should carefully distinguish between jobs and employee. A job carries a     

A ceratin wage rate and a person is assigned to fill it at that rate. Exceptions sometimes 

occur in very high level jobs in which the job holder may make the job large or small, 

depending upon his ability and contributions. 

 

4. Equal pay for equal work i.e. if two jobs have equal difficulty requirements, the  

Pay should be the same, regardless of who bills them. 

 

5. An equitable practice should be adopted for the recognisation of individual  

differences in ability and contribution. For some units this may take the form  

of rate ranges, with in grade increases; in others this may take form of wage incentive 

plan; in still others, it may take form of closely integrated sequences 
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of job promotion. 

 

6. There should be a clearly established procedures for hearing and adjusting with the 

regular grievance procedure if it exits.  

 

7.    The employees should be informed about the procedures used to establish wage  

              rates. Every employee should be informed of his position and of the wage and  

              salary structure. Secrecy in wage matters should not be used as a cover up for 

              haphazard and unreasonable wage programme. 

 

1.  The wage should be sufficient to ensure for the worker and his family reasonable 

 Standard of living. Workers should receive a guaranteed minimum wage to         protect 

them against conditions beyond their contract. 

 

2. The wage and salary structure should be flexible so that changing conditions can  

Be easily met. 

 

3. The wage and salary payments must fulfill a wide variety of human needs,  

Including the need for self actualization. It has been recognized that money is the only 

form of incentive which is wholly negotiable, appealing to widest range of seekers. 

Monetary payments of ten out as motivators and satisfiers interdependently of other job 

factors. 
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Ques.6 What is performance appraisal ? List out the methods of performance 

Appraisal. Explain in detail 360 degree performance appraisal method. 

 

Ans. Performance appraisal means evaluating an employee‘s current or past 

Performance relative to the person‘s performance standards. Appraisal involves :  

(i) Setting work standards  (ii)  Assessing the employee‘s actual performance relative to 

these standards  (iii)  Providing feedback to the employees with the aim of motivating 

that person to eliminate deficiencies or to continue to perform above par.  

 

   Managers usually conduct the appraisal using a predetermined and 

formal method. Various methods of appraisal include:- 

 

a) Graphic rating scale method. 

b) Alternate ranking method 

c) Paired comparison method 

d) Forced distribution method 

e) Critical incident method 

f) Narrative forms 

g) Behaviorally anchored rating scales 

h) Management by objectives (MBO) 

i) 360 degree feedback. 

 

Graphic rating scale method :- The graphic rating scale method is the simplest and most popular 

technique for appraising performance. A graphic rating scale lists traits (such as quality and 

reliability) and a range of performance values (from unsatisfactory to outstanding) for each trait. 

Subordinates are rated by circling of checking the score that best describes his or her 

performance for each trait. Then the total of assigned values is calculated. 

 

Alternate ranking method :- This method involves ranking employees from best to worst on a 

particular trait, choosing highest, then lowest until all are ranked. Since it is easier to distinguish 

between the worst and best employees an alternate ranking is quite popular. First, list all 

subordinates to be rated. Then indicate the employee who is the highest on the characteristic 

being measured and also the one who is lowest. The process continues till all the employees are 

ranked on similar fashion. 

 

Paired comparison method :- paired comparison method helps make the ranting method more 

precise. For every trait (quality of work, quality etc), Pairs are made and every subordinate is 

compared with every other subordinate. 
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Forced distribution method :- Forced distribution method is similar to grading on a curve. With 

this method , manager place predetermined percentage of rates in to performance categories. For 

example, you may decide to distribute employees as follows: 

 

  15% high performance 

  20% high average performance 

  30% average performance 

  20% low average performance 

  15% low performance 

 

            Forced distribution means tow things for employee: Not everyone can get an A; and ones 

performance is always rated relative to ones peers. One practical, if low-tech, way to do this is to 

write each employee‘s name on a separate index card. Then for each trait (quality of work, 

creativity etc.) managers place the employee‘s card in the appropriate performance category. 

 

Critical Incident Method :- Critical incident method involves keeping a record of uncommonly 

good or undesirable examples of an employee‘s work related behavior and reviewing it with the 

employee at predetermined times. 

 

Narrative Forms :- The final written appraisal is often in narrative form. A person‘s supervisor is 

asked (i) to rate the employees performance for each performance factor or skill (ii) to write 

down examples and (iii) an important plan . This aids the employee to understand where his or 

her performance was good or bad and how to improve that performance. 

 

Behaviorally Anchored Rating Scales is an appraisal method that aims at combining the benefits 

of narrative critical incidents and quantified ratings by anchoring a quantified scale with specific 

narrative examples of good and poor performance. 

 

 Developing a BARS typically requires five steps 

 

1. Generate Critical Incidents Ask persons  
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1. Finding and keeping Productive Employees 

-A skilled, committed and caring staff is crucial for every productive human service 

organization; in addition to hiring and developing the tight people, effective managers 

ensure that the organizational structure fosters productivity and that job tasks are 

reasonable and challenging. Manager‘s goal should be to keep the best qualified staff, 

even during periods of contraction; attracting and retaining good employees require 

constant attention to the work atmosphere. 

-Finding the right people for the job and areas; question that focus on job performance 

include: 

Background and relevancy; qualifications; expectations; work pressure; 

accomplishments; analysis and decision making; supervision; cooperation and 

independence 

A.  Developing staff: 

-good staff development must be built on both a job-needs analysis and a person-needs 

analysis; tasks, information, and skills necessary to do the job can be determined by 

comparing actual employee performance with predetermined performance standards. 

Staff performing below proficiency level are candidates for staff development; staff 

should be encouraged to take responsibility for performing the job properly. In 

considering how staff development can be used to enhance productivity, keep several 

points in mind: 

-training should fit within the overall strategy of the organization 

-because what staff learn in training sessions can sometimes elicit negative reactions from 

colleagues and supervisors take certain steps to ensure a receptive climate 

-the best training most likely occurs on the job 

-in addition to OJT, training that is anchored in reality provides good opportunities for 

growth, i.e., special assignments, job rotating, cross=training 

-a useful off the job technique is the case method of training which raws upon actual 

problems and situations experienced by staff 

All training should contain opportunities for feedback, using multiple criteria that include the 

trainees‘ reaction to the sessions and materials, as well as responses from supervisors on how 

well the staff are applying training to their jobs. 

B. Structuring the Organization to be Productive 

-Quality of staff work and interactions can be influenced by the organization‘s structure; 

structure helps determine who works with whom and on what tasks. The following 

questions on structure pertain to increasing staff productivity: 

1. How can structure relate to function? Purpose of structure is to allow the organization 

to divide its work into various units and then provide ways to integrate this work. No one 

structural format is appropriate for all organizations because structure should fit unique 

needs and should emerge from the organizations goals and objectives. Form should 

always follow function: example, if the organization provides services over a large 
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geographical area, it would likely decentralize its delivery of services; if agency services 

needed to be coordinated with other programs, then staff teams could  be established. 

-structure can also be affected by the composition of the staff; structure may emerge from 

specific strengths or weaknesses that the staff possess. Example: a manager with strong 

interpersonal skills may be weak in  handling administrative details. Elaborate structures 

are sometimes build based on special qualities of staff, and when certain staff leave, 

restructuring may be necessary.  

2. What is the best way to structure staffing patterns? Jobs can be organized by 

specialization, service programs, or site. 

3. What structural formats can be used to coordinate the work of the organization? 

Usually one structure is predominant, but it is possible that several coexist; a structure 

suitable at one time may need to be altered to meet a special situation at another time. 

Effective managers continually assess their organization‘s structural emphasis to 

maximize the use of scarce resources and staff productivity.  

-the Bureaucratic or hierarchical format is used in large human service organizations – 

staff have specialized jobs, are accountable to a higher authority, and are promoted based 

on competence. Despite negative connotations of the term bureaucracy, this form persists 

because it helps coordinate the work of many people. 

-the market format allows staff to move in and out of assignments based on changing 

needs; high turnover is normal; staff are attracted to either compensation or the 

assignment; considerable negotiating and bargaining occur between the organization and 

the employees. Example: staff brought on the fulfill the requirements of a two-year 

proposal, with no commitment for permanent employment 

-a matrix or team-based format: operates temporarily within an organization that is 

divided into functional areas (accounting, counseling, day care); structuring an 

organization along departmental units usually works well, but could invite isolated 

thinking. The matrix approach is designed to offset a silo mentality. In a matrix format, 

staff continue to report to their unit supervisors,  but also have he flexibility to operate in 

a time-limited, cross-functional teams to deal with specific tasks or functions. Example: 

staff from mental health counseling unit, day care unit, and the accounting department 

work together as a team to determine how the services can be more accessible. The 

advantage is that the approach fosters communication and stimulates staff to focus on 

problems from different perspectives.  
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-organizational structure may need to be modifies with changing circumstances; during 

time of fiscal contractions or innovation, the market approach may be suitable; if 

implementation of routine is needed, the bureaucratic approach may be best. On the other 

hand,, certain structures can interfere with an organization‘s goals. Example: a task force 

designed under the matrix plan for a particular purpose, may seek to exist beyond its 

original intent; what was once an asset becomes an impediment to the usual flow of work 

and should be abandoned. Managers should periodically revisit the issue of structure to 

determine its overall effectiveness. 

Questions for Discussion: 

1. Under what circumstances would you reorganize your services by function, geography, 

service or matrix? 

2. What does you agency do about job training? Is it effective in your opinion? 

3. How is your organizations structured? What is the underlying premise behind the 

structure? 

11. Managing Employment Challenges 

No matter how well managed, every human service organization inevitably faces employee 

challenges. If they are handled well, managers can concentrate on achieving the agency‘s 

mission; if not, they can take mush time and energy away from the central focus. Some 

employees perform poorly because management has not clarified organizational policies or 

because supervisors have not spelled out work priorities and expectations. Others may require 

more structured work environments or may be mismatched with the job. Problems are generally 

correctable in supervisory discussions; policies can be enunciated, work priorities delineated, 

expectations clarified, office procedures tightened, assignments structured, and reassignments 

made. Following corrective action, unproductive staff can presumably improve job performance. 

By discussion the problem directly with the employee, you can determine whether extenuating 

circumstances should be addressed. Example, you may discover an employee is frequently late 

because he needs to take his child to day care in the morning; you could consider altering the 

rules about lateness so he can make up the time by working an extra half hour during lunch.  

The following identifies common people problems and ways to deal with them: 

Dealing with problem people: 

-The dead ender: staff at the top of their job classification with no place to advance can feel 

stymied and may need special motivation. Consider the following: seek their advice and 

suggestions on how they can continue as high performers give them additional decision making 

responsibilities; assign trainees to them; provide them with out of the ordinary assignments. 

-the passed over employee: being denied a promotion can be discouraging and frustrating and 

may result in staff disengaging form their work; talk privately to explain why another person was 

selected; emphasis should  be on what makes the other person more qualified, not what makes 

the individual less qualified. 
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-the technophobe: if possible select peers, rather than junior staff to teach new technologies; 

convey clear expectations about what needs to be learned to fulfill the job responsibilities; 

emphasize a culture of learning. 

-mismatched employee: employees may have been hired into jobs that subsequently prove to be 

a poor fit for them; possibility of reassignment 

the work climate spoiler: negative mood affects the rest of the staff; those who constantly gossip, 

spread malicious rumors, or seek gratification by pitting one employee against another; managers 

need to convey the gravity of your concern and desire for a more constructive attitude; work 

spoilers cannot be tolerated 

-the work laggard: and the poorly trained employee 

All of these types of employees have two things in common: they are not performing up to 

standards of the organization and they could potentially be fired. Some managers take the 

position that the excessive concentration of time to turn around an unproductive employee 

presents a serious drain of time and energy and creates resentment among productive staff; need 

to discern whether straightening out an unproductive employee is worth the effort; can be very 

rewarding, however when things do turn around. 

Questions for Discussion: 

1. Jane S. is a three-year loyal and competent staff member who has just returned from a 12-

week family leave to care for her hospitalized child, who is not in day care. As a single 

mother, she indicates that she is exhausted and that she cannot continue to carry the full 

responsibilities of the job. As supervisor of the unit, you have the responsibility to assign 

large caseloads to your staff. How would you handle the situation with her? 

2. Carl M a 55 year old employee has worked for your agency for the past 10 years. Within 

the past 10 months his work performance has begun to deteriorate; he is coming in late 

almost every day, he is consistently behind in his reports, and a few clients have called 

you to say he seems disinterested in their problems. As his supervisor, how would you 

handle the situation? 

 

111. Appraising and Compensating Performance 

 Effective managers in human service organizations, like their counterparts in profit-

making enterprises, use performance appraisals as a means of accomplishing several 

objectives.  Appraisals are an important means of connecting staff performance to the 

organization‘s mission, goals, and objectives; helpful in focusing on areas requiring staff 

improvement and training; contribute to decisions requiring disciplinary action; provide 

feedback on performance that could result in salary increases or promotions. Before 

appraisals can have a profound effect, managers must periodically review the appraisal 

content and process to determine its usefulness and relevance to both staff and the 

organization. 

1. Appraisal methods 
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Because there is no universal appraisal format, each organization must develop a 

customized method to meet its special needs and circumstances. In revising or 

establishing a particular performance system, it is useful to consider the following 

questions: 

 -Does it reflect the organization‘s values and goals? 

 -Does it apply qualitative or quantitative standards or both? 

 -Is it used primarily for analyzing performance or for other purposes such as 

salary  

 determination, promotions, reassignments, disciplinary actions or layoffs? 

 -Are the performance standards acceptable to directors, supervisors, and staff? 

 -Is it likely to motivate appropriate behavior? 

Human service organizations face continuous problem of whether to focus on behaviors 

(activities) or outcomes (results). Frequently, organizations devise methods to evaluate 

and review behavior and results. They typically use one or more of the following 

appraisal methods: 

Graphic rating scales; critical incidents; behaviorally anchored rating scales; and 

management by objectives 

Graphic Rating Scales: this method is used more frequently in evaluating performance 

than others; organizations select key characteristics, e.g., initiative, creativity, job 

knowledge, dependability, cooperation, reliability, perseverance, and adaptability – that 

are identified as being most relevant to accomplishing the overall mission and goals of 

the agency. 

 -ratings can be discreet, such as outstanding, good, acceptable, or unacceptable; or 

they can be scaled along a continuum from 1 (poor) to 10 (outstanding);often scores are 

given without precise definitions so that evaluators are able to rate based on their owm 

subjective interpretations; other times, organizations define characteristics; advantage of 

graphic rating scales is their convenience and simplicity; if numerical values are given, 

they can be easily scored and are subject to statistical computations; each employee can 

be scored against others and against past evaluations. Disadvantages include selecting 

inappropriate characteristics, incorrectly scaling them, and giving the impression of 

precision when in reality, the numbers reflect subjective impressions. 

Behaviorally Anchored Rating Scales (BARS) 

BARS is similar to the graphic rating scale, except BARS is quite specific in defining 

behaviors. Each point along an evaluation continuum is defined in behavioral terms. For 

example, if one of the behaviors is ―relationship to clients‖ then the rating of ―excellent‖ 

is defined as ―always responding appropriately and being helpful to clients.‖ The rating 

of ―poor‖ is defined as ―acting with hostility and rejection toward clients.‖The 

organization determines how it defines excellent, competent and poor, for each of the 

qualities being evaluated. Each organization selects those qualities it considers crucial. 

Example: 

Outstanding: Has exceptionally thorough knowledge about all facets of the job; greatly 

exceeds job  standards; Good: Has above average of most aspects of the job; requires 

only limited supervision on complex tasks; exceeds job standards; Average: knows the 

necessary elements of the job to meet job requirements; requires periodic supervision; 
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meets job standards; Poor: knowledge of job is limited; needs additional training or 

experience in several phases; makes frequent mistakes and requires close supervision; 

below job standards 

The advantage of BARS is that it reduces bias among evaluators because the ratings are 

standardized by the organization; Evaluators are still influenced by their subjective 

impressions, but subjectivity is reduced by having specific behavioral definitions; 

organizations must devote considerable time and effort to developing a customized scale. 

Critical Incidents 

Critical incidents are descriptions by supervisors or other qualified observers of staff 

behaviors that are especially effective or ineffective; after various accounts are recorded 

and studied, a group rates them on a scale in relations to contributions to the organization. 

In reality, few human service organizations go to the trouble of identifying a large 

number of incidents to form a scale; supervisors may use this approach to record 

incidents of behavior that reflect a pattern. Example: an evaluator might note that a staff 

member met 12 times with various units to develop a workable referral system, or the 

evaluator might note that uncooperative was reflected in the way the employee failed to 

respond to several staff‘s requests for information. The greatest value of this method is 

that it highlights outstanding or poor performance and can be used to supplement other 

scales. 

Management by Objectives (MBO) 

Recall we discussed formulation of objectives to hold organizations accountable for 

results; same approach usually referred to as management by objectives MBO, can be 

used to guide staff performance and accountability. Individual performance objectives 

and standards should be mutually developed by staff and their supervisors so that both are 

clear on how the objectives meet the mission and goals. Advantage of MBO is its 

flexibility and adaptability in responding to different agency situations over time. 

Before evaluating employees, organization should define those key results it wants to 

accomplish for the coming year; typically individual objectives are linked to selected key 

results; attached to key results would be specific performance objectives that staff are 

expected to accomplish annually to achieve results. Example: connected with key result 

―increasing referrals to substance abuse treatment‖ would be the following staff 

objectives: Make and average of 20 referrals per month; Ensure that clients connect with 

a referral organizations 60% of the time; Key result :preparing reports for public officials; 

complete reports on clients within an average of 5 working days; complete all 

administrative requirements within the schedule specified. 

Some organizations make distinctions between routine, exceptional, and innovative 

objectives; routine objectives usually remain the same from year to year; while 

innovative objectives are set for new and time-limited projects. 

To be useful, objectives should emerge from an interactive process with managers, 

supervisors, and staff collectively decide on them; following guideline can geld develop 

performance objectives:  

 -use an achievement oriented action verb (implement, complete, carry out) 

 -specify target date or time period for each objective 

 -state objectives that are realistically attainable, yet challenge staff 
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-include a process that allows supervisors and their staffs to mutually agree on 

objectives 

-set objectives that are consistent with resources available 

-Be sure that your objectives are what you want to accomplish , strategic planning 

 An organization may want to combine other measures with MBO because of inherent 

measurement problems; may be value in combining a rating system that emphasizes staff 

qualities such as interpersonal relationships and knowledge with an MBO appraisal system that 

emphasizes achievement of results; thus providing an appraisal of both staff qualities and 

accomplishments 

Use of Narrative 

It is generally a good idea to encourage supervisors to obtain a more rounded assessment, and to 

engage in discussions about staff performance; questions might help facilitate a dialogue: 

 What has the employee done to improve performance since last evaluation? 

 What performance areas should receive special attention in the coming year? 

 What can the employee do to strengthen job performance? 

 What are the employee‘s highest priorities in the coming year? 

 What career goals does the employee have? 

 What additional training does the employee need to accomplish goals? 

 What does the employee think the organization should do to improve? 

By discussing these broader issues, staff have the opportunity to think about and to articulate 

how they can enhance their own professional growth and contribute to the organization‘s 

productivity. 

2. Conducting an Appraisal Conference 

Prior to the conference, the staff member should be given a copy of the appraisal form 

that will be used to evaluate performance; effective managers carefully prepare for the 

appraisal conference; must gather relevant information about performance and compare it 

with objectives that have been established. Following guidelines: 

-Connect the employee‘s work to unit objectives and organizational values: staff 

should understand how their efforts fit within the organization‘s mission and 

goals;  

-Conduct appraisals throughout the year 

-Determine desired outcomes in advance: prepare for the interview by thinking 

through what they wish to accomplish; what information do they want to convey? 

What objectives for the coming year? What skills do you want developed? What 

steps are you prepared to make if staff does not agree with changes in 

performance? How is the employee likely to react and how might you respond? 

Always go into an appraisal session with an agenda and be clear on what you 

wish to achieve. 

-Foster mutual problem solving: staff should be encouraged to take an active role 

in the discussion; atmosphere one of mutual problem solving; before jumping to 

conclusions about a problem, ask open-ended questions to get more information; 

identify together what next steps might be. 
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In performance reviews, encourage employees to do most of the talking; by 

asking open-ended questions can encourage the employee to fully engage in 

thinking through the issues: examples: 

 How would you describe your progress this year? 

 Why do you think the problem is occurring? 

 What areas do you think y need to strengthen? 

 What concerns do you have about accomplishing your goals and 

objectives? 

By the end of the session, supervisor and staff should develop and action plan, 

with clear objectives, specific target dates, and plans for following up; by 

emphasizing shared problem solving, you help staff maintain their sense of 

dignity and respect, thus, reducing their defensiveness and making them more 

responsive to your suggestions for growth and improvement. Be aware of pitfalls 

that may creep into the appraisal process: 

1. Tendency to focus on most recent performance rather than on behavior during 

the entire rating period 

2. The ―halo effect‖ based on  one characteristic or performance rather than a 

complete view of the employee 

3. The ―average tendency‖ results in supervisors assessing everyone toward the 

average as a way of avoiding exceptional rating they may have to defend 

4. The ―forced choice tendency‖ occurs when supervisors feel they must balance 

those staff given positive ratings with an equal number of staff with negative 

ratings, whether they deserve them or not. 

5. The ―inflation tendency‖ occurs when supervisors give all their staff 

indiscriminately high ratings 

-Provide meaningful feedback: discussions about the employees personality 

characteristics negatively impact performance are usually not helpful because they are 

full of value judgments, make employees feel defensive, and rarely result in personality 

change. Emphasis should be on behavior that affects the employee‘s behavior in the job. 

-best feedback is clear and descriptive; not vague and judgmental; back up statements 

with concrete examples that illustrate thematic concerns; ―does not take sufficient 

initiative‖ too vague; ―needed constant supervision during X project‖ 

-Put major points of appraisal in writing: 

-Mutually determine staff priorities 

-Be positive and constructive rather than negative and punitive 

The appraisal conference should provide a positive opportunity to assess past 

performance and future directions; effective managers use the conference to provide a 

forward thrust, a sense that progress has or can be made, an affirmation that employees 
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have been contributing, and will continue to contribute positively o the goals of the 

organization; reinforcing good performance helps sustain improvement. 

  

Questions for Discussion: 

1. What kind of appraisal method would work best for your organization (graphic rating 

scale; behaviorally anchored rating scale, critical incident report, or management by 

objectives0? 

2. What methods would work best for an appraisal conference in your organization? 

3. How would you conduct an appraisal interview of a staff member who has been with the 

agency for two years and who does a generally good job, but who rarely completes 

reports on time? 
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