Chapter 4 - Case study:
Happy Sky Company : Aligning human resource functions with strategic objectives
Textbook page 92

Answers to case study questions in textbook, page 93

1.
Identify the causes that led to high absenteeism and turnover at Happy Sky.


Answer:

For an organisation to be successful, its members must have a thorough understanding of how people interact within its structure. The cornerstone of organisational success is individual efficiency and effectiveness, which lead to group efficiency and effectiveness and ultimately to organisational success, something that has become problematic at Happy Sky. For an individual to be optimally utilised, there must be a congruence or fit between the individual and the three work environments within which he/she finds himself/herself. These environments can be identified as the job content environment, the job context environment and the external environment. Since the individual is thus the foundation on which groups are built, it is important to look briefly at the environments in which individuals function within an organisation.

The job content environment

This environment (also known as the “psychological work environment”), refers to the psychological satisfaction experienced by the employee when performing his/her job. This environment has an important influence on individual performance, which ultimately determines the organisation’s success - something which appears to be problematic at Happy Sky at the moment. In a psychological context, this environment is related to a person’s cognitive, affective and conative functions. The cognitive function refers to the amount of inspiration the job provides the incumbent, while the affective function, relates to the emotional feeling the employee has towards his/her specific job. The conative function refers to factors such as individual endurance, perseverance and motivation. It is therefore evident that the job content environment refers to an employee’s intrapersonal job satisfaction, namely the internal work motivation an employee receives by performing the daily functions and duties of work - something that is problematic at Happy Sky in view of the high turnover and absenteeism. According to research, the following elements can be identified in an employee’s job content environment: 

· the nature of the job

· job guidelines and goals

· status and recognition

· development

· Nature of the job

The nature of the job refers to the extent to which the job allows an individual the opportunity to realise his/her full potential. It is essential that the job itself should provide sufficient opportunity for the incumbent to be creative and use his/her initiative - what Happy Sky needs. High levels of autonomy and independent decision making are vital if the organisation is to ensure a motivated workforce.

· Job guidelines and goals

Job guidelines and goals essentially play the role of linking job goals to overall organisational goals - something that is lacking in the present company. Human resource managers need to ensure that employees know what their job entails, that they have the correct tools at their disposal to fulfil the requirements of the position and that they are aware of the purpose and ultimate objective of the position. They also need to be aware of how their functions or jobs interrelate with other jobs in order to ultimately satisfy organisational goals. Standards of performance and acceptable behaviour need to be formalised so that employees know what they are accountable for, what their performance standards are - something that is also lacking at Happy Sky - and to enable them to access the achievement of their own personal goals.

· Status and recognition

The status an employee enjoys in an organisation is directly linked to the content of a specific job he/she performs. The job that an individual performs allows him/her a certain amount of status both inside and outside the organisation. According to Maslow’s hierarchy of needs, status enhances an individual’s self-esteem. Recognition may be in the form of respect that an employee enjoys among his/her colleagues and the status or recognition the company attributes to his/her good performance. It is essential for an employee to be proud of his/her job, the status he/she receives in the organisation and the external environment. These factors contribute to the way an employee feels about his/her job, which will ultimately influence his/her job satisfaction. It appears that status and recognition simply does not exist at Happy Sky.

· Development

The development of individuals is essential if the organisation is to ensure adequate skills and knowledge for the future. Development is vital if an employee is to develop as an individual in a specific job or jobs in the organisation. Through development and training, employees are able to achieve personal growth and ultimately self-actualisation, which has a positive effect on motivation. A problem identified in the present case is the fact that some managers use mentors, while others do no training at all. Individuals need to achieve personal goals which are often realised through training and development.

Job context environment

This environment, also known as the “social and physical environment”, refers to the job satisfaction experienced by an employee because of his/her affiliation to and membership of the organisation. An employee experiences satisfaction in the context of the formal enterprise as well as through his/her affiliation with different informal groups in the organisation. The following are important elements in this environment:

· leadership style

· structures and personnel policy

· interpersonal relations

· group relations

· working conditions

· Leadership style

Herzberg’s motivation hygiene theory indicates that leadership is largely a “dissatisfier”. This implies that if an employee experiences quality leadership and is properly supervised - which is not very clear in the present case - this will not only decrease his/her level of dissatisfaction, but will also motivate him/her to a small extent only. Reducing the level of employee dissatisfaction in the workplace may lead to a reduction in conflict, better interpersonal relations and to a more satisfied productive workforce - the existing problem. There is a definitive positive relationship between leadership style and employee outputs. Leadership and supervision do have a definitive impact on the motivation of employees.

· Structures and personnel policy

Organisational policy that is incongruent with individuals’ ideas and aspirations can lead to extreme dissatisfaction in the workplace. Leaders in any group or organisation adopt various management styles (as in the present case) which in turn play a vital role in how the organisation is structured. A dynamic innovative leader will ensure a more participative and creative structure in order to gain greater employee involvement, creativity and coordinated behaviours. In order to establish standards of performance and a code of conduct management would need to establish various human resource management systems such as a compensation system, performance appraisal system and various other systems. To ensure that these systems run smoothly, the necessary personnel policies must be formulated. These human resource systems have a direct influence on how employees perform - we have seen the problems that arise without these at Happy Sky.

· Interpersonal relations

Interpersonal relations refer more specifically to social conditions in the workplace, and include the employee’s relationship with subordinates, supervisors and peers within the organisation. High-quality relationships in the organisation enhance and stimulate formal and informal communication, more effective leadership, increased cooperation and a sense of working together. Conflict is inevitable in any group, and may be a constructive or destructive force in group dynamics. Individuals are continuously attempting to satisfy their own personal needs through the group. Good relationships between various members of the group minimise conflict by creating a good understanding between employees, resulting in groups working together harmoniously and striving towards the achievement of organisational and personal goals. Although this aspect was not very clear in the case study, there do seem to have been some underlying problems regarding interpersonal relationships, especially when we see the numerous problems developing in Happy Sky.

· Group relations

Individuals are unable to strive towards achieving organisational goals in isolation, but need to interact in a work group in order to achieve organisational objectives. Individuals would simultaneously need to satisfy their own personal needs in the organisation - something that appears not to have happened at Happy Sky. Group, individual and organisational needs, need to be congruent, so that none of the parties suffers because their needs are not being satisfied. Effective group relations increase group cohesiveness, which results in more harmonious co-operation in order to achieve the goals of the organisation.

· Working conditions

Working conditions correspond largely with an individual’s lower-order needs, the interaction of the employee with the physical work environment. Various sub-elements of working conditions can be distinguished, the first of which is physical working conditions. These include lighting, ventilation, noise, air pollution, availability of protective clothing and other facilities. A second is that of psychological working conditions. This refers to the psychological effects that work pressure has on specific individuals and groups. Psychological working conditions also include factors such as the psychological expectations of individuals in the workplace. The third and final subdivision element of working conditions is that of the physical layout of the workplace. Workers need to be able to find their tools and materials quickly and effectively. The physical layout therefore needs to be well organised and convenient for the employee and the organisation. The physical layout of the workplace can greatly enhance employee productivity and through better interaction with work aids may lead to increased job satisfaction and productivity. Although not indicated as a problem at Happy Sky, it could also have contributed to its existing problems.

The external environment

The last environment, namely the external environment, refers primarily to areas outside the organisation that affect employees via the organisation as well as areas within the organisation that affect individual employees. Changes, especially in the economic, technological, political and institutional environments, have an impact on the management of an organisation as well as the utilisation of employees. Technological development and changes can have an impact on the individual performing a specific job resulting in him/her being either positive or negative. Furthermore, an employee may be unhappy in his/her work environment - as appears in the present case - but he/she may be forced to stay with a company because of labour market conditions. This, as indicated in the present case, was not the position, and employees moved on to other companies.

It is clear that the environments in an organisation play an important role in the extent to which an individual is motivated to perform effectively. It is the aim of the organisation - as in the present case - to maximise individual and group performance by creating individual motivation which in turn leads to increased individual performance.

2.
Suggest specific HRM practices that could facilitate the company's strategic objectives of growth and innovation.


Answer:

As indicated in the literature, HRM functions and activities (practices) are increasingly being linked to the organisation’s strategy. Organisations are recognising that different employee characteristics are needed with different strategies – this is the case with Happy Sky as indicated in the case study. As a result, companies are using their HRM practices in different ways, depending upon the types of general characteristics they require employees to have. This suggests that HRM activities have major alternatives (choices) and that some may be more appropriate than others for a given strategy. In the case of a growth and innovation strategy, the following combination of HRM practices is suggested:

Growth strategy

Employee characteristics required

Employees need to have high organisational identification, be flexible to change, have a high task orientation and work in close cooperation with others.

HRM practice choices

(1)
Planning - broad, informal, integrative

(2)
Staffing - broad, open, implicit


(3)
Appraising - employee participation; combination of individual and group criteria and short- and long-term focus

(4)
Compensation - employee participation, short- and long-term rewards; internal and external equity

(5)
Training - broad application; productivity and quality emphasis, some participation

Innovation strategy

Employee characteristics required

To varying degrees, employees need to be innovative, cooperative, longer-term oriented, risk taking and willing to assume responsibility. It is critical that key employees remain with the organisation.

HRM practice choices

(1)
Planning - formal, tight, implicit, broad, integrative, high participation

(2)
Staffing - broad paths, multiple ladders, open, implicit criteria

(3)
Appraising - loosely integrated, results, longer term, high participation

(4)
Compensation - external equity, flexible, high participation

(5)
Training - broad application, informal and high participation

3.
Happy Sky employs 10 sales associates to sell its soft ware products. List and describe various criteria that could be used to evaluate the performance of sales associates.


Answer:

The following are a number of criteria (traits, abilities and characteristics) that are important for the performance of the sales associates.

(1)
Alertness - the ability to grasp instructions, to meet changing conditions, and to solve novel or problem situations

(2)
Creativity - the talent for having new ideas, for finding new and better ways of doing things, and for being imaginative

(3)
Personal appearance - the personal impression an individual makes on others 

(4)
Job knowledge - the information on work duties which an individual should have for satisfactory job performance

(5)
Quantity of work - the amount of work an individual does in a work day

(6)
Stability - the ability to withstand pressure and remain calm in crisis situations

Another criterion that can also be used is the setting of performance standards. A good performance standard describes what an employee should have produced or accomplished on completion of a specific activity. It focuses on the results or the degree of accomplishment by the worker. The standard should answer questions such as: what, how much and by when. For example, a performance standard for a sales representative might be to obtain R50 000 worth of new business by the end of the quarter. This standard informs the sales representative what (new business), how much (R50 000) and by when (end of the quarter).

Thus to summarise: employee evaluations can be based on their traits, behaviours or the results or outcomes they achieve. Traits-based measures focus on the general abilities and characteristics of the employee, for example, loyalty and industriousness. Unfortunately these measures ignore what the employee actually does. Behaviour-based measures focus on what an employee does by examining specific behaviours, for example an employee’s ability to get along with others. Unfortunately, it is possible for employees to engage in appropriate behaviours, but not to achieve results for the organisation. The third basis for performance feedback is to assess the outcomes or results, for example, focused on a specific accomplishment or direct outcome. Although the actual results obtained may be a more significant measure, there may also be some limitations to this, for example, it may be difficult to obtain, results are sometimes beyond an individual’s control and they focus on the ends or outcomes, while ignoring the means by which the results were obtained.

The end!! 
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