
LEARNING OUTCOMES

The objectives of this chapter are to: 
understand role of strategic resourcing as a tool for bridging the strategy-policy divide 
consider the extent to which recruitment and selection, performance management and reward 
practices influence performance outcomes within organisations 
highlight the importance of deve lop ing synergies across resourcing systems 
discuss the extent to which fair and consistent assessmen t of employees susta ins em ployee 
motivation and capability 
examine some of the challenges surrounding the practical implementation of resourcing systems 
locate strategic approaches to resourcing within the organisational context, taking account of 
the interpersonal skills of front-line managers and the values and expectations of individual 
employees. 

Employee resourcing has long been seen as the 'nuts and bolts' of HRM practice, 
however with the increasing integration of HRM into orga nisational strategy, 
both policy and practice need to become more proactive in order to enhance the 
organisation's ability to fulfil its mission and strategic agenda. 1t is the 
organisation's employees who translate strategy into practice through both their 
own actions and the impact of their actions on others. Therefore issues of who 
to employ and how to engage them in the o rga nisation's core project are central 
to the achievement of strategy. Ulrich ( 199 suggests that employee attachment 
to the company is high where there is a shared mindset between employees and 
management which results in shared decision -making processes used to reach 
organisational goals. This implies a mutuall y reinforcing relationship between 
organisation and employee, mediated by human resource practices, which 
influence the shared mindset by shaping the behaviour of the employee and 
thereby contributing to customer satisfaction and organisational effectiveness. 



Strategic Human Resource Management 

This is the core agenda for strategic resourcing: how to attract, engage, motivate 
and reward a workforce so as to maximise the likelihood of achieving overall 
strategic objectives through developing and reinforcing the shared mindset. 
However we also need to consider how we define, measure and evaluate 
behaviou r and performance in order to know whether HRM strategy is achieving 
its objectives. The rationale behind performance-driven evalua tion is to improve 
the behaviour of a workforce through systematic and continuous measurement. 
As such, the way the workforce is motivated to achieve the goals of the 
organisation takes ce ntre stage. 

This chapter will begin by marking out the relationships between the core 
resourcing activities of recruitment, selection, performance measurement, and 
management and reward. Within this the nature of the employee-employer 
relationship, and particularly fairness within that relationship, is explored. 
Performance-driven evaluation requires effective measurement of performance, 
but defining performance and developing a p p r o p r i a t e  measures can be difficult. 
Where unfairness is perceived, either in assessment process or outcome, the 
employment relationship will suffer damage. Therefore we discuss measurement 
within resourcing practice. Finally we will discuss these core activities from a 
strategic perspective. 

Effective employee resourcing strategies allow organisations, and the individuals 
and groups within them, to achieve mutual ly beneficial objectives. Approaches to 
strategy were discussed in Chapter 1, contrasting universalistic, contingency and 
configurational types. In this chapter we do not intend to revisit these 
contrasting approaches, as rhcir imp!ica rions v.ri/! innuence mor·e the content of 
resourcing strategy than the development and implementation of it. All these 
approaches share two common themes: 

the need for consistency <lCross resourcing practice 
the significance of the devolution of H RM activity to line management. 

Regarding the first point, the suite of resourcing practices needs to be, from a 
stra tegic perspective, interlinked and mutually reinforcing. Thus, recruitment 
and selection practices need to emphasise those core attributes and values that 
define the business and its purpose. The assessment techniques that are used in 
selection reflect these attributes, in terms of both what is assessed and how it is 
done. Induction further reinforces those values that are central to shaping 
performance management efforts within the business. Similarly, reward strategies 
support the application <1nd demonstr<1tion of those attributes and communicate 
consistent messages about what the organisation values. Changes to core values 
om be commtmic<Hed and reinforced through these same resourcing activities. 

However it is not sufficient simply to develop strategy and policy and hope this 
will result in strategic integration. Regarding the second point therefore, the 
ongoing enactment of such policies and practices through line management will 
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be the test by which their success will be evaluated. Such devolution of 
responsibility requires continuous reinforcement and systems that support, 
rather than undermine, policy. Enabling line management to recognise and take 
responsibility for HR activity represents one of the shifts in the role of th e HR 
specialist, leading such developments and influencing organisationa l practice as a 
whole, as discussed in Chapter 3. 

R E FL c T V y : -
-

.. 

' 

Jn 

t - ..... 

EMPLOYEE RESOURCING AND EVALUATION 

The act of drawing up and implementing HR pol icy does not guarantee that 
desired outcomes- improvements in organisational effect iveness- wi ll be 
achieved. Identifying whether a policy is effecti vely achieving its objectives 
requires some form of eva luation. So, how do we assess whether employee 
resourcing activities have contributed to overall improvements in organisational 
performance, and within that how do we eva luate employee effectiveness? 

Evaluation of the impact of people management practice on organisational 
performance has a history dating back to classical Tayloristic perspectives on 
performance measurement to achieve control and cost minimisation. More 
recently however, HRM techniques associated with new wave managerialism 
have had a strong emphasis on the motivation of individuals through people-
cen tred skills, not just through performance indicators and target setting. For 
example Wood ( 1999) argues that 'progressive' HRM practices aim to improve 
the motivation of staff, rather than simply control their behaviour. From this 
perspective, systematic performance appraisals, development and training, 
involvement in decision -making processes and teamworking are seen as pos iti ve 
and motivating, and an increasing body of evidence demonstrates that 
progressive HRM practices are positively associated with organisational 
performance by improving the performance of employees (eg, Arthur 1994; 



Becker and Huselid 1998; Hoque 1999; Shi pton et al 2006) . From a professional 
perspective, the more we can demonstrate the contribu tion of effective HR 
practice to the achievement of overall objectives, the more central HRM activit)' 
will become to organisational effectiveness as a whole. 

The contrast between Taylorist control-oriented management and 'progressive' 
HR practice is a common theme in the current HRM and performance debate. 
However, the perspectives are not mutually exclusive in terms of concept, design 
and task. Organisations require a balance between control and motivation . 

. REFLEC·T.JVE. A.CTIVJTY .. . . . . . .. 
. 

Identify the similarities and differences between Taylorist and progressive HRM policy. 

PERFORMANCE . · 

Employee resourcing strategies and policies impact on organisational 
effectiveness through their effect on individual and group performance. 
According to C : ~ m p b e l l  er al ( 1993) , performa nce is 'something tha t people 
actually do and can be observed ... . lit i s not the consequence or result of 
action, it is the action itself' (pp40-4l ). Traditionally performance has been 
interpreted as measurable outputs, the achievement of which is dependent on 
t·he skil l and effort which rhc individual brings to the job. However within a 
knowledge and/or service economy, effect ive performance relies at least as much 
on how a task is carried out, or contextual performance, as on the ability to 
perform that task (task performance), particularly in distinguishing the excellent 
from th e merely good . This cha ll enges traditi onal notions of rcsourcing which 
focus on understanding the job and therefore specif)'ing the skills requ ired to 
perform it. Where roles are ill defined or changing, specialist skills and 
knowledge need to be balanced by the personal attributes of the job holder: style 
becomes as important as substnnce. 

Therefore being able to identify what 'a job' entails- what skills are needed, 
how best they should be deployed and what successful performance would look 
like- is less open to scrutiny or definition. Where performance is dependent on 
the applicationor knowledge, rat her than simply irs possession, identifying 
'thinking skills' and the range of softer skills or competencies required to apply 
that understanding presents a challenge. For example, the ability to interact 
effect ively within multidisciplinary teams, to communicate, solve problems or to 
relate to others, or to persist in the face of adversity may relate more significantly 
to effective performance than simple expertise. This challenge of what 
performance is and how to measure it is further exacerbated when thinking 
abou t .fi1111re pe rformance, either fo r recruitment and selection purposes or for 
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developmental purposes or merely in a rapidly changing environment. It is 
against rhis background that the interest in competency frameworks has 
developed. 

COMPETENCIES: A r:>IFFERENT APPROACH 

Competencies are frequently conceptualised as <1 'behavioural' model, focusing 
on knowledge and skills as well as the approach taken to the task. Boyatzis ( 1982) 
defines a competency as an 'underlying characteristic of a manager causally 
related to the superior performance of the job' (p26). Extending this definition, 
Boyatzis categorises managerial competencies into five clusters; goal and action 
management, leadershi p, HRM, focus on others and directing subordinates. 
Collectively these five clusters identify the knowledge, skills, performance abilities 
and motives for mnnagcrs to perform a job effectively and efficiently. 

Competencies arc integral to the b e h a v i o u r < ~  I repertoire of an individual as 
mediators that aid or hinder their performnnce at work. Woodruffe ( 1992, p 17) 
maintains: 'A competency is the set of behaviour patterns that the incumbent 
needs to bring to a position in order to perform its tasks and funaions with 
competence.' This definition of a competency is aligned to HRM strategy in the 
sense it excludes the work performance aspects, such as technical knowledge, 
abilities and skills. From this perspective a competenc)' is the behaviour that 
allows a ski ll to occur- the competency is the means to the end rather than the 
end in itself. Wynne and Stringer (1997) maintain that· such a perspective 
embodies the US approach to competencies, where inputs are valued just as 
much as outputs. In contrast they suggest that the UK tends to approach 
competencies from an output perspective- the display of competence- warning 
such an approach fails to sec competencies in action terms, by which altitudes 
and behaviours have a significant effect on job performance. 

Competencies arc subject to the effects of the enviro nment in which the 
individual works (Sch rod er 1997). As such, effectiveness is also situational, 
since the int ernal and ex ternal environment work contex t contributes to 
performance. Making a disti nction between results and behaviour in terms of 
competencies helps explain the effects of the environment upon individual 
effectiveness, where sometimes nn individual may display many of the 
necessary competencies to be potentially effective in a job but circumstances 
will still inhibit achievement. 

Aguinis (2007) distinguishes between threshold competencies; which everyone 
needs to display to do a job to a minimum standard, and differentiating 
competencies; those which allow us to distinguish between poor, average and 
good perforrna nee. These levels of competency can be measured against 
performance indica tors which model desirable behaviours and attitudes from 
current and poten tial employees. 

While competencies provide a more flexible and potentially integrative approach 
to the id<.!ntification and measurement of effective performance at work, 
competency frameworks are not a perfect tool that will both identify 
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performance standards and enable the effective measurement of performance 
against those standards. Designing performance measures requires that we 
understand the performance of th e individual, work-groups and departments, 
and how these parts in tegrate into the outcomes of the organisation as a whole 
(Ciegg and Bailey 2007); the whole is greater than the sum of the parts. 
Providing the criteria or performance indicntors to evaluate performance has 
proven a difficult task for organisations and the use of such indicators has come 
in for strong criticism. This has been directed particularly at in stances where the 
method of performance evaluation has resulted in a shift of resources to those 
aspects of performance that are evaluated and measured, to the detriment of 
wider organisational objectives and customer needs. Examples of such 
counterproductive shi fts range from the evaluation of teacher performance in 
schools based on pupil test results to the 'success at any cost' culture within 
Enron which ulti mately le<Jd to its downfall. This conflict has been neatly 
captured by Redman (2006) who identifies that the meaningful is not always 
measurable and the measurable is not always meaningful. 

EXCHANGE IN EMPLOYMENT . : 

Of course this performance-driven agenda can only operate successfully with the 
consent of ; - ~ 1 1  concerned, and specifically those who ; - ~ r e  most clearly subject to it: 
the wo rk force. The issue of participation and involvement in policy and strategy 
development and implementation is discussed further elsewhere in this volume 
(notably in Chapter 5); however here we wish to emphasise the extent to which 
the employment relationship is an active sense-making relationship between the 
principa l parties (Weick I 995). Em ployees arc not merely passive recipients of 
management stra tegy; workfnrce perceptions and interests act ively influence the 
in terprctation of management net ion and shnpe behaviour in light of that 
perception. The context for H RM is continuously changing; internationalisation 
of labour, in..:reases in education, changing demography, reassessment of 
persona l priorit ics and higher expectations of a well -in formed and media-sawy 
generation <lll shift the <lgenchl for the employee <111d ultimately <1 ffect the b<1lnnce 
of power in the employment rebtionship. Focusing only on personal qualit ies or 
perform<llKe ns defined c111d desired by the employer fails to recognise the 
employees' power in and contribution to actively constructing the employment 
relationship. The exd1a nge perspective, ou tlined by Herr·iot in 1984, offers a 
proccssual view of resourci ng whi le accommodating the changing employment 
landscape of the twenty-first century. Current and prospective employees arc 
actors in an ongoing negotiated relationship with employers. Each side seeks 
actively to match their needs and expectations, their values and goals, with those 
of the other party (Ostroff and l~oth;Htsen 1996; Newell 2005). 

For the organisation, the challenge becomes to develop a cu lture suitable to the 
context in which it operates, allowing it to flourish and delight its customers. For 
employees, finding an organisation whose goals align with their own personal 
vision, and which allows them to make best use of the skills and abil ities they can 
ol'fcr forms the basis of a productive and lasting relationship. This exchange 
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perspective, focusing on the alignment of individual and corporate objectives, 
rebalances the power dynamic between employer and employed. The 
development of such a relationship is a delicate process and is susceptible to 
interruption from a range of sources. This may be ill-thought-ou t or inconsistent 
policies, or the (often unknowing) distortion of policies by those empowered to 
implemen t them. One of the most insidious routes through which honest 
exchange can be undermined is where processes or systems are perceived to be 
unfair- and in relation to systems of measurement, such a perception is sadly 
common. 

lt has already been stated that while performance evaluation is central to 
strategic resourcing, identifyi ng and assessing performance is becoming 
increasing!)' complex. Where assessment is seen as either inacc urate or un fair, the 
relationship between the employer and employee will be damaged. Fairness or 
justice therefore is n topic of considerable significance in relation to all aspects of 
organisational decision -making. 

Justice in decision-making needs to be considered from two separate 
standpoints. First there is the issue of the fairness of outcomes of organisational 
decisions, or distributive justice. This follows from equity theory (Adams 1965)-
'do I get what l deserve?'- clnd is represented in the interpretation of <lny 
evaluation of employees, whether it is in relation to their being offered n job, 
receiving :1 bad performance eva luation, or n1eeting or exceed ing their 
expectat io ns regarding reward allocation. Judgments regard ing distributive 
justice derive from a compa rison of the individmd's perceived outcomes against 
inputs with what other 'similar' individuals receive in light of their inpu ts. Wl1ere 
there is a discrepan cy, a sense that one's rewards arc less (or more) favourable 
given the effort expended than those of the comparator, inequity is experienced. 
This is uncomfortable, and steps may be taken to reduce it, including reducing 
one's own efforts, choosing a different (more favourable) comparator or, at the 
extreme, quitting. 

However even if the outcome is perceived robe just, the process through which 
that outcome is achieved may itself be felt either to be unfair or not to have 
been appropriately fo ll owed. Th is sense of procedural justice stems from more 
abstract conceptions of consistency in behaviour, freedom from bias and the 
use of accurate in formation in the process of decision-making (Leventhal 
1980), and therefore relates to the nature of the 'rules' determining outcomes 
rather than the outcome attained. (For a recenr meta-analysis see Colquitt et al 
2001.) Where either the rules or rheir application are not felt to be fair, again a 
sense of dissatisfaction can ensue. Here the key feature is consistency in the 
enactment of HR strategy, fo r wh ich line management increasingly hold key 
responsibility. 

The role of the line manage r has become increasingly central in employee 
resourcing, providing leadership and direction, enabling accurate and effective 
measurement of perfo rmance through appraisal and evaluation, and enhancing 
motivation through reward and recognition. Currie and Proctor (200 I) and 
Whittaker and Marchington (2003) amongst others have identified this trend, 
although the enthusiasm for such activity among line managers, along with the 



skills base to ca rry out these roles effectively, appears to be limited (Renwick 
2006). Leadership development for this group can provide the appropriCJte sense 
of direction and focus that is necessary for staff to achieve successful task 
accomplishmen t, and will better enable them to make a strategic contribution to 
organisational effectiveness (Yukl 2005). Effective communication skills and 
well-developed interpersonal skills are most likely to sustain employee 
engagement and achieve the necessary task outcomes, particularly in relation to 
performance evalua tion. Line managers equ ipped with coach ing and mentoring 
abilities (Green and james 2003) will be better able to mot ivate employees to 
exercise their own cre<ltive and innovative capabilities. In conjunction with 
support from higher management, line management can crucially influence the 
development and maintenance of a culture of innovation and creativity (West et 
1.11 2004). 

In su mmary, an integrated and coherent vision of where the organisation is 
heading is the starting point fo r developing effective strategic resourcing. From 
this, policies and procedures which demonstrate and support that vision can be 
developed, su pported and rei nforced. In order for those procedures to be 
accepted, they need to be seen to be fair. This is best achieved through openness 
and participation in the design of the processes, and a willingness to change 
them where they are felt to be unfair. lt is also crucial that line management, who 
after all will be responsible for carrying out the strategy, must be aware of the 
underlying goals and objectives, and act accordingly. 

p REFLECTIVE Acrr~irv " · · .'· · · '. · ·' 
; ' 

What are your el(pectations for employment? What type of employment would motivate you to 
work hardest? Which of these expectations are non·negotiabte, and which might be traded? 

i t was identified earlier that strat egic reso urcing should be seen as an integrated 
whole with common features and issues driving and challenging it. An integrated 
resourcing strategy would incorporate consideration of long-term resourcing 
objectives, from work design through recru itment, deployment, assessment and 
reward, whether that be the pursuit of quality, cost leadership, or innovation. 
However for the purposes of this chapter the field will be broken down into 
recruitment and selection, appraisal and reward . The sa me themes of exchange, 
1:-tirness, integration and line management implementation apply equally to all 
aspects of resourcing, as should be apparent in what follows. 
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RECRUITMENT 

The starting point of discussions of resourcing typically cen tres on identifying 
and filling gaps in the organisation. While recruitmen t and selection may be an 
option, it is not necessarily the only, or indeed the first choice available. Within 
an overall strategy, reconfiguring existing resources may be preferable, perhaps as 
a route to reinforcing the current organisa tional objectives or signalling changes 
to the employmen t relationship in line with changing objectives. For example, 
internal promotions may offer routes to accommodate emergent skill or 
knowledge gaps while reinforcing the bond between employer and valued 
employee. Alternatively, work redesign may be facilitated: introducing 
teamworking or cross-functional groups, enabl ing location-free working, and 
outsourcing or offshoring activities may all provide strategic <1dvantage. While 
the pace of change both to the external and internal organisational environment 
may result in a less mechanistic approach to human resou rce planning than has 
previously been the case, a st rategic approach requires that consideration is given 
to where we are going and the choices \•VC can make to enable us to st rive towards 
those goals. These choices reflect the organisation's agenda and communicate to 
the workforce those values that the organisation holds dear. 

When reconfigurati on options have either been acted upon or rejected, 
recruitment and selection options come in to play. The recruitment process 
represents the opening exchanges in the development of the relationsh ip between 
employee and employer. Given the nature of the work environment and the 
measurement issues it raises, it is inappropriate to consider recruitment as a 
simply psychometric activity th rough which the employer picks from a pool of 
hopeful prospective employees those who best fit a job description. In a high-
skill, technologically advanced, environm en tally awa re eco nomy both the 
employer and the employee make choices in the course of a two-way dialogue. 
However, the discussion of the process that follows begins from the 
organisation's viewpoint. 

Recruitment needs to be located within the broad organisational context which 
in fo rms the strategic choices to be made. As with all strategic decisions, the 
purticular priorities and objectives which dominate any recruitment strategy are 
a matter of choice ra ther than predetermination, but the starting point is 
knowing what is required from the recruitment process. In line with the earlier 
discussion of organisational justice, we can think in terms of both outcomes and 
process. So we consider not only the attributes of the potential recruits, but also 
the requirements of the processes used to identify those candida tes, for example 
the cost and duration of the process, quality of candidates, or selection ratio 
requ ired. Knowing what is needed enables the development of a strategy to 
achieve those objectives. 

We might also wish to consider a range of what 13reaugh and Starke (2000) 
describe as 'post-hi re outcomes' (p409). Would we be willing to recruit someone 
who is 'trainable' into a particular role or do we want someone who will 'hit the 
ground running'' Would li kel y tenure be considered more important than 
finding someone who may be brilliant but unpredictable? Typically, recruiters 

• 



constrain themselves to thin king about the number of and quality of applicants 
they receive or the number of acceptances- proximal outcomes of the 
recruitment process (Williams er al 1993). While these criteria are important, 
they are restrictive in the longer term. If there is no clear view of what is 
required, it is difficult to develop a sound strategy to achieve the undefined goals 
(Rynes and Barber 1990) and whatever strategy emerges may be at best hit and 
miss, and at worst positively destructive. 

Barber ( 1998) identifies three phases to recru itment: generating applicants, 
maintaining their applican t sta tus and influencing job choice decisions. Each of 
these phases has an impact on the range of applicants available to the 
organisation and should be considered within an exchange perspective. 

GENERATING APPLICANTS 

Employers continually report difficulties in recruitment. Over four-fifths of 
organisations responding to a recent CJPD survey reported recruitment 
difficulties, most frequently a lack of necessary specialist skills. The 2006 Leitch 
report, Prosperity inn global economy, is merely the latest report which confirms 
that the UK skill base is not world class and that this poses a long-term threat to 
prosperity. Accessing rare sk ills becomes an increasingly significant challenge to 
recruiters, while retaining them within an increasingly flexible employment 
market poses further challenges to motivation and reward strategies. Generating 
a sufficient and appropriate pool of applicants requires that we consider who our 
likely npplicants are, how to attract their <lttention, and how to comnwnicate 
with them in a credible and understandable way. 

While one response to the scarcity of suitable candidates may be to 'grow your 
own' (as discussed in Chapter 6), providing an env ironment which is attractive 
and which appropri:1tcly rewards the valued bel1avlo urs, sk•'J)s or com pe"tenc.Ies 
also facilitates effective resourcing in the medium term. Contemporary working 
patterns suggest a shift in employment away from long-term loyalty (by either 
party) and towards individual investment in personal career, profession and 
development. In this respect, we may consider the range of inducements we can 
offer to potential recruits. VVhile offering 'golden hello's' or enhanced packages to 
new hires nwy give rise to resentment elsewhere in the organisation, across-the-
board provision of benefits and flexible work arrangements for example could 
improve both <ll traction and retentio n n11es. 

Personal approaches to recruitment arc increasing in popularity, as illustrated by 
org<lnisations SlKh :~s McDonald's or Enterprise Rent a Car who offer rewards to 
stall who recruit a friend. Such <lpproaches are suggested to lead to greater 
understanding of the job (I.engel and Daft 1988) and are seen to h<we credibility 
by the potential recruit (Fisher et al 1979). 

Another significant development in recent recruitmen t practice has been the rise 
of the Internet. This has added fu rther dimensions to search, poten tially crea ting 
a global pool of applicants. The strengths of corporate web-based advertising 
include its flexibility in being .lble to provide a consistent and accurate corporate 
image. ensuring that prospective candid:-ttes know what to expect and like what 
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they see. According to the CIPD's (2006) Recruitment retention and n~rnover 

survey, three-quarters of the 804 UK organisations surveyed use their corporate 
websites to attract applicants (up from 67 per cent in 2005), and almost two-
thirds of organisations use e-recruitment. Recent reports observe the 
development of second-generation web content (Web 2.0) in recruitment 
marketing. Blogs and social netwo rking sites have been used by organisations 
such as the Royal Navy and West Yorkshire Poli ce (ClPD 2007) to contact 
technologically literate candidates. Against this democratisation of recruitment 
channels, traditional recruitment consultants continue to flourish only if they 
maintain a suitable presence in cyberspace. 
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Beyond this we need to consider what we communicate to our potential 
applicants: how do we represent the organisation, and through what med ia? The 
way in which the organ isation exp resses its offer and requirements to potential 
recruits infl uences their pe rceptions of the employer. This may reinforce existi ng 
expectations or challenge the accepted public image. In many cases, the initial 
communication to the applicant pool may be the first encounter of those 
prospective employees with the organisation. As such, it is important that this 
communication be ' right '. There is an understandable desire to portray an 
employer in the best possible light; first impressions can be both lasting and 
deceiving. This is the opport unity fo r the organisation to begin to develop an 
honest relationship with the prospect ive employee. Suggesting that development 
opportunities are a matter of course when in fact they may be extremely rare, or 
implying that flexible working arrangements are normal when there are 
operational requirements that make such arrangements the exception may in the 
short term increase the app licant pool. However in the longer term this can only 
lead to unfulfilled expectations and a sense of injustice when cand idates 
reasonably expect to receive what they feel they have been promised. 

While organisations may now be less able or willing to provide long-term 
commitment to employees, as evidenced by the increasing levels of outsourcing 
and fixed-term contracting, employees themselves may also be moving away 
from such long-term commitments. Valuable employees who no longer see 
security and long-term attachments as either attractive or avai lable may instead 
seck to ob tain sa tisfact ion and ful fi lment through short-term associations and 
challenges which, once fulfilled, drive them to seek new cha llenges and 

• 
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opportunities to exercise their creativity. For the organisation therefore, building-
in opportunity for innovation or living with an expectation of regula r change 
beco mes necessary. Intangible reward becomes more centn1l to the employee's 
personal and professional development. 

MAINTAINING APPLICANT STATUS 

The treatment of appli cants during the recru itmen t process (fo r example a well 
o rganised and professional site visit) will affect whether they decide to stay in the 
process. Gilliland ( 1994) supports this view, identifying how situational 
c:hnracteristics and procedural rules (including hum;ln resource policy and 
sell:ction technologies) affect the perceived justice of the recruitment and 
selection process. Cand idates form <ln overall eva lua tion of the fairness of the 
process tha t is based on the exten t to which techniques are felt to be job related, 
the priorities given to certain issues and consistency in process. If candidates find 
a job attractive and believe they arc likely to receive a job offer they are more 
li kely to remain withi n the process. Gilliland and David (200 I) identified that 
interpersonal sensi tivi ty- the extent to which selectors are perceived as warm 
and empat hic- was procedurnlly highly influential in candidates' decisions to 
stay in a process. However, ~,·here the process violates perceptions of fairness, 
through inconsistency or ' inappropriate' prioritising of seemingly irrelevant 
katun:s, candidates will be less likely to maintain their applicant status (Ryan 
and Ployhart 2000) . 

A recent example of a poorly designed and implemented system can be seen in 
the introduction and subsequent suspension (in 2007) of the Medical Training 
Applic;llion Service (MTA$). This online system of applying for train ing posts 
wi thin the NHS suffered from a lack of posts actually listed, a lack of securit)' 
regarding the personal d<lta entered, repea ted technical fa ilures and poorly 
designed forms. VVhile form design may have been based on sound research, rhe 
process failures and overall lack of professionalism discredited the system as Cl 

whole and ultimately resulted in its overhaul. 

Main taining applicant status at <11l costs is not the main object ive of a 
rccru itmcnt process. Her riot ( 1989) emphasises that the breakdown of the 
negotiation process between the parties is a positive event if the parties realise 
their views and needs are incongruent. it is in no one's interest for a candidate to 
end up in the wrong job. While on linc recruitment opens up opportunities to ;I 

wider pl)OI of applican ts, it also may increase the pool of unsui table candida tes. 
Along with the growth of online recruitment, we see a growth in :wtomated 
screening techniques which filter applications for key 'essential' or 'disqu;llif)'ing' 
at\ ributes, and telephone screening similarly serves to further reduce a 
poten tially limi tl ess pool to a more manageable size. 

One additional concern that has received much attention in rela tion ro online 
:1pplication is that of fraud or misuse. There is little to guarantee that the 
individual who filled in the online application form, or completed the online 
test, is actually the individual who is seeking the job. In some circumstances this 
111:1)' be co nsidered to be a risk worth taking; nfter all the ca ndidate is ultimately 
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seen, at which point there is no room for impersonation. However the presence 
of 'professional' test takers may result in rhe exclusion of candidates who won Id 
have been good for the firm, but who behaved honestly in the recruitment 
process. 

11 should of course be noted that such problems do not exist solely in the 
domain of e-recruitment. Candidates have been dissembling in applications and 
interviews for as long as they have been conducted! Similarly, organisations and 
recruiters have been overselling themselves for as long as there has been 
competition for scarce resources. Here the specialist expertise of HR is essential. 
It can serve an empowering and developmental role which supports the exchange 
of accurate and reliable information between all relevant parties. Returning to 
the exchange agenda identified earlier, we arrive at the position that it is nor only 
incumbent on the organisation to present an honest face to the candidnte; we 
also need to be convinced that the candidate reciprocates. 

IN FL UENCING JOB CHOICE 

Particular recruitment actions. such as the timeliness of a job offer, may 
influence whether the candidate chooses to accept the job. A candidate's 
acceptance of an offer is influenced by his or her preference for selection 
methods, although issues of job availability and att ractiveness and organisation<JI 
image clearly also play a significan t part. (A 'good place to work' migh t ove rride 
a 'dumb selection process'.) Early job offers seem to be advantageous to the 
recruiter onl)' where they are seen as desirable ~mployers (Thurow 1976), 
al though delaying communications throughout the process increases uncertainty 
and Rynes et al ( 1991) suggest that it may be taken as a sign that the organisation 
does not have much interest in the candidate. 

Potential recruits clearly are active participants in the process and indeed take the 
majority of recruitment decisions. The decision to respond to an advertised 
vacancy, the amount of effort to put into that response, the extent to wh ich they 
behave 'appropriately' during the recruitment dialogue arc all actions on the part 
of the candidates which shape the development of the interaction and the co urse 
of the ongoing relt11 ions hip. 

SELECTION STRATEGIES 

The discussion so far has emphasised the issue of matching the candidate and 
the organisation beyond the traditional approach of skills and abilities in relation 
to a particular job description. However the bulk of research into selection 
techniques focuses on both large organisations and statistica l estimates of 
technical effectiveness. There is a wealth of evidence available regarding the 
reliabil ity and va lidi ty (respectively, whether the procedure yields consistent 
results, and whether it measures what it is supposed to measure) of many 
selection techniques, driven in recent years by developments in meta-analysis 
whereby the results of a number of different studies can be combined to produce 
more accurate validity estimates for the procedures under study (Hunter and 
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Schmidt I 990). Rev iews such as those by Robertson and Smith (200 l ) , Hough 
and Oswald (2000) and Salgado (I 999) tend to support the effectiveness of 
general reasoning ability as a good predictor of job performance across most 
jobs. More recently, personality characteristics have become the focus of 
investigation. Murphy and Bartram (2002) support the view that three of the 'big 
five' personality factors (Digman 1990) -specifically agreeableness, 
conscientiousness and openness to experience (Ones et al 1993)- are generally 
predictive of performance. 

\!Vhile the majority of research in this area has been carried out in large 
organisations, Bartram et al ( 1995) studied what recruiters in smaller businesses 
assessed to be the most important personal characteristics in a candidate. The 
character istics iden ti fied were honesty, integri ty, conscientiousness, interest in 
the job and the ' righr general personality', to which Scholarios and Lockyer 
( 1999) added general ability. All of these were felt to be more important than 
qualificiltions, experience or training and were perceived to be difficult to d1<1nge 
and po tentially high risk if the wrong cho ice were made. From this perspective, 
the act of selection becomes less one of pure assessment and more one of 
evaluation and negotintion. Nonetheless, there is still benefit to be derived from 
accurate nnd appropriate assessment of rhose characteristics, skills and abilities 
which are assessable, and this has been the founda tion of most research into 
select ion procedures. 

However a simple assessment of personality does not directly translate into work 
behaviour. Jt is behaviour, nor personality, that causes outcomes. Therefore, 
emphasis on trait measures without consideration of relevant criterion 
behaviours (ie, competencies) o r outcomes (performance judged against goa ls 
and objectives) is limited. Bartram (2004) suggests that a combination of the 
.Personality facto rs noted above, a measure of general reasoning ability and an 
assessment of the motivational factors of need for achievement and· need for 
control or power together account fur most of the variability in criterion 
workplacc behaviour or competencies, and their validity increases where the job 
is more complex. 

This however is reverting to a traditional psychometric perspective on selection 
whereby fit is derived from a matching of the candidate's traits to those required 
for the job, rather than a dialogue between the organisation and the individual 
regarding their needs, values and goals. Newell (2005) exp resses rhis very clearly 
when she talks abou t selection decisions emerging 'from complex processes of 
interaction between the candidate and the organisation .... !They arej outcomes 
of human interpretations, contlicts, confusions, guesses and rationalisation 
r:1thcr than clear pictures unambiguo usly traced out on a co rporate engi neer's 
drawing board' (p 146). 

The selection procedure itsc!f influences decision-making. Anderson (2001, p90) 
describes select ion techniques not as neutral predictors but as 'interventive 
<1 ffectors of applican t expcc tat ion, attitudes and on the job behav iours'. Selec tion 
techniques have unavoidable socialisation impacts, in that information conveyed 
at selection is likely to be interpreted by applicants as unconditionill and 
contradually binding whether or not this was the selector's intention. Candidates 
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are actively predisposed to inferring (a nd extrapola ting or embell ishing) 
multiple, varied and enduring expectations of the future work relat ionship from 
the early enco unters, both in recruitment and selection. These form the 
fundamental condit ions of the subsequent psychological contract and frame 
potential for perceptions of violation of tha t cont ract when reality does not live 
up to expectations. Ea rly fairness episodes will have greatest influence on general 
fairness judgement, raising questions about the symbolic sign ificance of phasing 
and sequencing of assessments. 

As with recruitment, we arrive at a position of needing a balance between valid 
and reliable assessment of relevant characteristics and abilities, linked to 
probable work performance, and retaining an honest and reasonable dialogue 
with the ca ndidate. Th rough thi s both parties can derive sufficient in formation 
to allow them to make appropriate choices about potential job offe rs. Both 
method and process need consideration. 

SELECTION OPTIONS 

The choice of techniques used in selection will be influenced by a variety of 
factors . These include: 
• Recruiter resources: these include the time ava ilable in wh ich an appo int ment 

needs to be made, the technical skill of the select·ion team and the financial 
resources ava ilable to support an elaborated or simplifi ed approach to 
selection . 

e Selection perspective: how does the organisation balance a predominant ly 
psychometric approach, whereby the selection process measures the 
candidate to see if they will fit in, wirh an exchange perspective, whereby the 
selection process is seen as a socially constructed dialogue between the 
organisation and the candidate? 

• The criterion measures used: is 'successful performance' ar selection based on 
performance in selection, subsequent performance in the job (individual, 
team or organ isational competence), subseq uent perfo rmance on the job 
(achievement, results), or so me other aspect of contextual performance 
(absentee ism, allach men t, citizenship)? 

Inevitably the outcome in terms of selection process design will be a compromise 
between these different facto rs. From a strategic perspective, the issue needs to be 
one of consistency with overall resourcing strategy. Simply adopting techniques 
that identify person-team fit (West and Alien 1997) and then assessing and 
rewarding individual achievement on the job clea rly fa ils to achieve in tegra tion 
at an operational or strategic level. 

Different selection met hods can be identified to accom modate differenl" 
approaches to selection strategy. In terviewing, sti ll th e most co mmon method 
used, has tended to receive a consistently bad press over many years. More 
recently however, drawing on a series of meta-analyses Schmidt and Hunter 
( 1998) reached the conclusion that employment interviews are in fact one of the 

• 
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best predictors of job performance and training proficiency, and that validity 
generalises across jobs, criteria, and organ isations. When we place them in an 
exchange approach to selection they potentially provide an extremely valuable 
condui t for passing information to the ca ndidate. Psychometric testing, as 
mentioned earlier can be highly reliable and poten tially valid for many roles, but 
may only be vnlid for a restricted rnnge of criterion measures and the overall 
utility of such tests may be undermined by the adverse reaction of the 
candidates. Interviews, CVs and work samples are most positively perceived by 
applicants, although a realistic job preview can help to shnpe initia l expectations. 

In su mmary, therefore, recruitment and selection is the initi al process through 
which the relationship between the employer and employee is developed. The 
r~pproach taken and techn iques used will influence both the perception of the 
organisation and the process, and the out·comes of that process. While 
assessment is an important feature of recruitment and selection, it is only part of 
the overall sense-making process and tends to underplay the impo rtance of the 
role or the candidate. In times of high competition for exceptional candidates, 
organisa ti ons which best understand the candidates' perspective and 
accommodate that in their procedures nnd prnctices are likely to prove most 
effective rccru i ters. 

·' If! '. RE'FtECT.I'xtE. ACTIY,'I\ Y' :. ' ; ·:-. · .. · ~~·.~ .' .. · .··>:< 
. .. ' ~- ·. ' ' . . . ' . ~ 

Think of the last s.election process you were involved wi~h. either as a candidate or a selector. 
Consider the material you were giyen/gave out reg!lrding t.he job and the organisation. Was it 
~~~.'~.Qr.1~1:1l~ ar;~.d. a<:.c.IJ.tat~~ Qi.d i.t C.Qnc.eall,ess attractive features or overplay some options? How 
did you present yourself? How did you feel about the selection techniques used? What aspects 
of the process as a whole most influenced your decision-making regarding the appointment? 

Once appointees are embedded with in the organ isation, the effectiveness of 
recruitment and selection systems is evaluated in relation to the achievement of 
post-hire ou tcomes and the demonstration of competency discussed earlier in 
this chapter. Performance-driven evaluation was iden tified earlier in this chapter 
as cl systematic attempt to improve performance and is defined here as 'n set of 
administrarivc instruments' that nre used 'to transform the behaviour of persons 
through an org<lnisational emphasis on systematic appraisal of pcrformnnce' 
(Ciegg and Bailey 2007, p1235) . Clearly this is not the on ly influence on 
individu.ll and team performance, and other intluences arc reviewed elsewhere in 
th is text, but it is the focus here. However, knowing about staff performance 
provides only a limited view of the underlying health of the organisation. In the 
context of exchange in employment, it is also important for the organisation to 
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appreciate how its employees feel about it, and to enable them to contribute their 
views and opinions regarding the overall strategic direction of the business. Staff 
surveys can be used as a tool for exploring these attitudes and facilitating such 
contributions, thus closing the loop regarding evaluation. 

This section therefore begins by reviewing I he debates that characterise 
performance appraisal and performance evalui:ltion methodology from a HRM 
perspective, and relates them to practice. It is followed by a conceptual and 
practical discussion of the use of staff surveys as a tool to enable better 
understanding of the organisation and performance as a whole. 

PERFORMANCE APPRAISAL : THE CONCEPT 

Concep tually, performance appraisal is situated in organisational behaviours 
concerned with motivation and goal setting (Ciegg and Bailey 2007). As a 
measurement tool, it evaluates performance to date against criteria identified as 
relevant to the achievement of corporate objectives. As a motivational tool it 
serves to identify and encourage future performance, establishing goals which 
challenge and engage the employee with the organisation's core project while also 
allowing the identification of relevant rewards for goal achievement As a 
developmental tool it seeks to identify weaknesses or build upon the strengths of 
an individual, or as a disciplinary tool it may regulate behaviour. 

More prosaically, performance appraisal has been described as a managerial 
witch-hunt, a gri pe and groan session, and more of an organisational curse than 
a panacea. W. Edwards Deming identified it as 'the nurnber one American 
management problem'. On a more positive note, research in private sector 
organisations has identified appraisals as a key factor in predict ing a positive 
association between HR practices and organisational performance (Becker and 
Hueslid 1998: Husclid 1995; Parrerson et al 1997). Its uptake in the UK public 
sector has been rather variable. Performance appraisal for teachers suggested in 
1991 was interpreted as paradoxical in that it conta ined both an clement of 
disciplinary control and also the opportunity for professional development, 
further confounded by a link to reward. More positively, West et al (2002) 
demonstrated that soph isticated appraisal systems in the National Health Service 
can be a significant factor in reducing hospital mortality rates, and therefore 
positively affect crucial performance outcomes. 

The breadth of purpose and range of opinion surrounding appraisal are 
probably not unrelated. The underlying purpose of appraisal and performance 
measu rem ent is influential in the further development of the 
employer-employee relationship. Where th e purpose is unclear, or where it is fe lt 
that the expressed purpose of a system is not the true purpose (for example, a 
system is described as developmental but is actually used in a disciplinary 
fashion), suspicion and lack of trust is likely to ensue. The explicit inclusion of 
contradictory aims clearly undermines the effectiveness of any purpose. Similarly 
to the discussion of recruitment and select ion above, the alignment of purpose, 
system and communication becomes key. 
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PERFORMANCE APPRAISAL 

The core compo nents of the appra isa l process typically include providing 
feedback on past performance and clarifying work objectives for current and 
future performance. The overall purpose is to enable employees simultaneously 
to improve their individual performance and to contribute towards 
organisational goa ls. This takes the form of ongoing in teractio n between line 
manager and employee, usually bolstered by regular formal discussions between 
the parties. Given the exchange approach considered earlier, this interaction is 
likely ro in fluence sign ifica ntl y the nature of that interpersona l exchange in the 
long term. It is not simply an act of measurement, but is part of the overall 
relationship building. As such, the competence of both parties in the 
performance of appraisal is crucial. This is particu larly the case where 
performance criteria or objectives have not been achieved. In such a context, the 
line manager must be skilled in communicating the nature of the shortcoming 
and the actions required to put it right in a way that does not destroy the 
underlying relationshi p. Here the HR role needs to be suppor tive of the apprniser 
in terms of understanding the purposes and processes involved in appraisal and 
developing the relevant skills and attributes to carry it out effectively. 

Of course, ongoing interaction between manager <lnd subordinate, and withi n 
teams, should result in there being little chance of nasty surprises hclppening in 
the course of a formal appraisal interview. It is understandable that in the 
interest of morale wi thin a team negative feedback may be avoided by those 
responsible for giving it, or may go unheard or unheeded by those on the 
receiving end, in the hope that things will work out for the best. Where there has 
been no indication that performa nce is unsatisfactory up to the formal 
discussion, a failure in management has occurred. 

C LA R IFYING OBJECTI V E S 

The starting point for effective performance is awareness of the core objectives of 
the role and the responsibilities that the post-holder accrues as they relate to 
organisa tional stra tegy. Communica ting this information will typically involve 
the line manager and new recruit agreeing these core objectives as well as their 
responsibility in achieving them. This, as with the relationship building process 
begun in recruit ment, is a negoti:1red process. Where roles are complex and 
characterised by high workloads, objective setting is very important. It can 
enable staff to prioritise tasks effectively and to handle interruptions in an 
effec tive way thnt discriminates between tasks that do and do not merit 
<lt·tcntio n. 

However there remains a caution as noted in the earlier section that excessive 
attention on measured outcomes may distort' ove rall perfo rmance. On the one 
hand, results nrc not always apparent and are rarely achieved by any individua ls 
on their own, so individual performance is dependent on the actions and 
cooperation of others. This, coupled with the dirficulties of measuring 
performance in complex wo rk must not be allowed to lead to the use of 
measurement only of easily measurable outcomes at the expense of performance 
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that is meaningful. An alternative approach, relying more on competencies that 
an ind ividual brings to a role rather than outco mes, is no panacea either. 
Behaviours do not guarantee results, although we need to consider whether 
results obtained through 'bad' behaviour are worth having. Identifying both 
meaningful and measurable behaviour is the aspiration and leads us to consider 
how the measurement may be achieved. 

THE APPRAISAL PROCESS 

In general, performance appraisal is a process designed firstly to measure how 
staff members have performed against core work objectives and to identify what 
has worked well nnd what has not worked so well in relation to thei r role and 
responsibiliti es. This enables managers to identify what has been achieved as well 
providing the opportunity for staff to clarify any ambiguities about their job. As 
mentioned earli er, these types of issues should be clarified on an ongoing basis 
and effective team-based working provides the means to do this. Secondly, 
appraisals provide the opportunity to identify ways to help achieve the core 
objectives, and progress in terms of job development. When managed effectively, 
such developmental appraisal can motivate staff. 

The practical ities of how the line manager supports each member of staff can be 
established, as well as an acknowledgement of organisa tional support for and 
appreciation of the staff member's efforts and contribution. Appraisals can also 
necessitate use of non-threatening feedback. However feedback on perforrnance 
should be given to staff on a day-to-day basis since timely, accurate, supponive 
feedback (both positi ve and negative) is helpful to clay-to-day performance. 
Effective feedback explains why specific behaviours are effective, giving specific 
examples which can be discussed and explored by both parties. It provides 
alternative courses of action, focusing on behaviours that can be changed rather 
than attributes that are inflexible, and thereby maintains the esteem of those 
involved. Wherever possible, the supervisor should concentrate on giving positive 
feedback dur ing day-to-day work rather than focusing only on gaps between 
expected and actual performance. 

• 



Appraisal techn iques provide the opportuni ty for understanding work force 
performance and competencies, thereby contributing to the development of 
strategic HR policy. Maintaining an exchange focus we can also explore the use 
of staff surveys and interviews as a way of ga uging the cl imate withi n the 
o rgnni sation - how the employees feel about it. Surveys of bu si ness and 
orga nisations offer a range of opport·unit ies fo r strategic development but also 
face distinct challenges (Dillman 2006). A Cabinet Office whi te paper in 1999 
expressed the opinion that involvement of front-line staff through instruments 
such as staff surveys may con tribute to the success of an organisa ti on, provided 
th<l t such approaches promote srnff empowerment and implement 
im provements, and are no t used to victimise members of the workforce. In a 
similar vein, rhe Commission for Health Im provement (2004) emphasises the 
value of people as an essential organisational resource, since it is the experience 
of indi viduals in the workforce that di rectly affects their performance at work 
<lll d in turn contr ibutes to o rga nis<ltio nal effectiveness. Staff surveys assist in 
identi fy ing th11t expe rience by means of performance measures that moni to r 
organisational activity. 

Staff surveys, ranging from a smnll-scale questionnaire ad mi nistered to a team 
through to'' full survey census of an o rganisa tion, typie<llly seek both to measure 
perfo rmance and to evaluate the activities and processes thnt precede 
performance outcomes. Such information can be used either to examine the 
organisation at a local level or as a benchmark to compare against other 
pertinent organisa tions. Examples of the NI IS National Staff Survey, covering the 
approx imntely 1.3 mi llion workforce of the NHS in England, ca n be found on 
the wcbsi re www. n h~staffs lt rvcys.com. 
Underst<lnding these processes c.m allow organisations to work with their 
employees to better achieve their objectives, but understand ing those dimensions 
of behaviour and atti tud e thn t 111<1Y influence organisa tiona l effec tiveness for any 
pa rt icula r orga nisa tion is a necessa ry first step. Rigour in survey design mea ns 
developing questions that arc importan t to the effectiveness of the orga nisa tion 
as well as the well -being and satisfaction of the workforce. Dill man's (1978) ·to tal 
Design Method maps out the overall procedures in the development, design, 
sa mpling, im plementation and analysis of su rveys. More recently the 'Tailored 
Method' has bee n articulated, describing a mixed-mode <1pproach whereby some 
respondents arc surveyed by interview and other responden ts complete 
questionnaires ( Dillmnn 2006). 

West (2004, p23) ak·rts us to the types of questions which line m<1nagers may use 
to ga t her feedback from te<lm members in order to imp rove competencies. Items 
such as the fo llow ing can all provide useful feedback on the effectiveness o r 
otherwise of team processes, m:ln<lgement and behaviours. 
• l am clear about my individual role and personal goals. 
• l understand how my role and goals relate to the tea m vision . 
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• Differences of opinion are respected within the team. 

• 1eam meeti ngs take place regular!>'· 
• The team uses constructive feedback to regulnte its performance. 
• Communicntion within the team is generally clear, direct and respectful. 
• 1 feel safe and supported in the team environment. 

DIFFICULTIES WITH STAFF SURVEYS 

West et al (2002) advocate the staff survey methodology on the basis of evidence 
indicati ng that employees are more likely to provide more information in a 
survey than they would in an interview. Nonetheless Couper (2000) warns thnt if 
the topic of a survey is particularly sensitive some employees might be 
discou raged from completing company-related elements, particularly if 
administered 'on si te'. Response rates may also be affected by complex or high ly 
politicised power relations within organisations. While behaving in a 
scrupulously ethical manner regarding confidentia lity and anonymity of data 
may go some way to overcome reasonable staff concerns, in a fundamentally 
low-trust environment such assurances may be disbelieved, despite the 
requirements of the 1998 Data Protection Act. 

In responsE' to such co ncern Klages and Loffler (200 1) advise paying close 
attenrion to matters of sensitivity when devising staff surveys, in addition to 
creating an atmosphere of trust when ad ministering such tools. Merhods which 
may aid this process include: 
e raising awareness of the survey 
• providing visible and clear leadership in conducting the survey 
• soliciting the support of middle management 
• communicating the impartial nature of the survey and making known any 

actions taken arisi ng from suggestions made in the survey 
e gaining active support 
• gua ranteeing cred ible anonymity. 

Further concerns regarding surveys include the purposes for which the 
information obtained may be used and who will have access to il. To this end for 
large surveys or contentious topics, it may be beneficial to contract the work to 
independent external service providers. This distancing from the organisation 
may both enhance the survey's cred ibili ty and reinforce its confidentiality. 

The act of carryi ng out the survey may in itself affect the organisation. Asking 
for views on a sensitive issue regarding, for example, managemen t behaviour is 
likely to raise expectations that something will be done about it. Alerting staff to 
the idea of work overload as a possible area of concern may cause employees to 
reflect on their work in a way that they had not previously considered and 
thereby generate negative feelings. Therefore, while surveys offer significan t 
potential benefits for organisations, they should not be taken on lightly or merely 
to 'test the water: Asking people their views implies that those views will be taken 

• 



seriously and appropriate action will be taken, or at least tha t suitable 
justification for inaction will be provided. Without such action arising out of 
surveys, employees soon develop 'survey fatigue' and a valuable opportunity for 
effective organisational development is lost. 

This section has explored a number of routes through which reso urcing- rcla ted 
information of value to the organisation in strategy development can be 
gathered. While some of the activities described here may have the effect of 
motivating employees to grea ter levels of performance, reward and recognition 
in thei r broadest sense are the tools through which organisations most directly 
seek to impact on employees' willingness to perform. 

I , REWARD , , " ·. .· 

Reward serves a r;mge of purposes for both organisation and employee. For the 
org~nisa tion the cen tral purposes are mobi lising and motiva ti ng a workforce: 
that is, attracti ng and retaining staff, and encou raging them to put forth 
optimum effort in order to achieve the aims of rhe organisation. For the 
employees, as well as establishing a certain level of purchasing power, it serves as 
a mcnns of recogn ition for their efforts and a demonstration of their relative 
value, both within the organisa tion and in the wider labour market. 

In a wider context there an: other stakeholders in the reward-efforr bargain. The 
two most significant of these are government, which plays a relatively limited 
role in regulating wnges but has n more signi fi cant role as the pu blic sector 
employer, and trade unions, for whom the reward package may be not only a 
cause or concern in itself but also a bargaining chip in relation to other aspects 
of the employment rchnionship. 

While financial issues tend to dominate much of the thinking around reward 
packages, in a strategic context reward also serves a symbolic purpose, 
demonstrating both internally and to rhe wider community what is valued and 
thereby reinfo rcing policy, st rategy and ult imntely behavio ur. Reward strategy is, 
according to Armslrong and Stephens (2005, p25), 'rhe declaration of intent 
which expresses what the orgnnisation wnnts to do in the longer term to develop 
and implement reward policies, practices and processes that will further the 
achievement of its business goals and meet the needs of stakeholde rs'. This is a 
much broader <lgenda that goes beyond sim ple pay rates or incentive schemes. It 
is a statement or intent, aligned to the goals of the business. Reward management 
therefore puts into operation those strategies and policies through which people 
arc fairly, equ itably and consisten tly rewarded (Armstrong 2003), reflecting both 
the rok's and the ind ivid ual or team's value to the organisation, not just the 
value they create for the organisation, and should be geared to performance 
improvement and development. 

IZewa rd systt'ms are multifaceted, compr ising both financial and non-financial 
elements. The financinl element, or remuneration package, includes bnse and 
variable pay components, as well ''s addition;tl benefits and opportunities such as 
share owne rship. Non-financial rewards include recognition, opportu nities to 
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develop new skills or career directions, and a range of intrinsic and almost 
enti rely intangib le issues such as job satisfact ion, intrinsic motivation and 
attachment to or engagemen t with the organisation. Here we take this broader 
view of 'total reward' rather than the narrower one based solely around 
remuneration. John Bratton (2007, p360) captures this perspective, stating: 
'Reward refers to all the monetary, non-monetary and psychological payments 
that an organisation provides for its employees in exchange fo r the work they 
perform.' 

While the elements of the reward system are not part icularly contentious, it is 
perhaps less clear what exactl)' it is that we are rewarding. Clearly the base pay 
component of reward relates to the job. This irreducible minimum accrues on 
the basis (we would hope) of the role and responsi bilities inherent in th e job, the 
level of which is determined by recogni tion of both in ternal equi ty and extern al 
relativiries. These are determined in the main by job evaluation programmes and 
market rates respectively, although the relative emphasis on one or the other can 
be a matter of choice. Indeed this balancing act between internal job worth and 
external market rate can give rise to significant tension. A highly sought-after 
skill may require a pay level which breaks existing internal relativities and runs 
against existing job evaluations. An alternative may be to provide more am·active 
non-financial rewards, for example career paths, security, or other opportun ities 
to earn, learn or develop. Benefits are increasingly becoming harmonised across a 
workforce. Recent changes have enshrined in law the provision of paid leave to 
all employees. Simila rly em ployees have rights to parental leave, although 
com panies may chose to exceed the sta tutory minimum requiremen ts to 
demonstrate their social responsibility. Childcare facilities or vouchers, private 
health insurance, pension schemes and so forth also can be included as 
additional remuneration benefits, available typically on the basis of the job held, 
rather than rhe person who holds it. 

On top of this is an element of reward accruing to the person who holds the job, 
which typica lly will also be fixed . This would derive from people's skills or 
com petenc ies, their seniority or ten ure and their qua lificat ions. Typica ll y this is 
operationa lised by the position on the salary sca le on which each individ ual is 
located, accord ing to what they bring to the role, or how ha rd they can ncgori::lle. 

Variable or contingen t components of reward typically focus on outcomes or 
behaviours, achievement against targets and the extent to which the individual 
demonstrates appropriate behaviours and attitudes in pursuit of those targets. 
These performance-linked rewards may also be awarded at individual, 
team/work-group or organisational levels. Thus while an individual may receive 
a (non-consolidated) bonus for a particular achievement at work, the work-
group may be awarded an additional day's leave for consistently achieving above 
its targets, and all employees may share in a profit-related payment calculated on 
an annual basis. There is a further aspect of perforn1ance that may also be 
rewarded; those aspects or behaviour at work whi ch, while never specified in any 
job description, are essential to the overall smooth runn ing of the organisation. 
These are variously referred to as organisational citizenship behaviours, 
contextual performance or extra-role performance. 

• 
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Such contingent reward allows the organisation to establish clear relationships 
between performance and competence or skiJJ, recognising achievement and 
reinforcing individ ua l or team effort. These reward options may serve to 
concentrate effort in priority areas, demonstrating the extent to which the 
organisati on values certain skills or skill development. They can reinforce a 
performance-related culture and seck to increase employee commitmen t through 
benefiting from organisational success. 

Reward strategy has undergone some fairly dramatic changes in recent )'Cars. 
These include a shift towards greater emphasis on flexibility and performance, a 
broadening of pay bands and a closer alignment to business strategy. Th is 'new 
pay' agenda (Schuster and Zingheim 1992) assumes that the closer linkage 
between reward and performance in line with business need wiJJ result in 
improved performance in the interests of the organisation, as people strive to 
maximise rewards linked directly to the achievement of organisational objectives. 
Unfortunately, this view makes a rather simplistic assumption about why people 
work. Such a reward maximisation agenda does not truly reflect human 
motivation at work. Pfeffer ( 1998) highlights that people work not only for 
money but also for me:-~ning and fun. Exclusive emphasis on payment for 
performance generates a transactional relationship between the parties, in 
essence bribing employees fo r their continued co-operation and ul timately 
undermining attempt to develop or reinforce mutually beneficial exchange. 

If we accept the broader definition of reward as includ ing less tangible aspects, 
this rational economic assumption becomes less troublesome. Where reward 
takes the form of either a social good or some other desired outcome, then the 
opportun ity to go the extrJ mile may be grasped more willingly than were a 
monetary value placed on each additional task completed or minute of overtime 
worked. 

~ . REFLECTIVE ACTIVITY '. ,·, . . . 
... ~ I' -' 

Identify for an orgqnisation with which you are familiar the range of rewards available. You may 
want to d.ivide these into financial and non-financial, or tangible and intangible, or fixed and 
continge"nt. 

Who has control over the distribution of those rewards? 

Is there an underpinning strategy driving the allocation of reward? 

The determination of reward is a thorny subject for most organisations to 
address and returns us to measurement issues and exchange in employment once 
again. lt has long been recognised that iris poor practice to li nk developmental 
<lppraisal and reward determination within a single process, as that will distort 
either the open discussion of development needs or accurate asscssmenL of 
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performance, or both. However there is often the temptation on efficiency 
()rounds to do just that. Within a performance-based management system, there 
0 
needs to be some assessment of criterion performance indicators if we are to link 
performance and reward. However thi s aga in returns us to issues of both 
distributive and procedural justice, and indeed concern for equal pay legisl<ltion. 
One of the most often repeated claims v.•ith regard to pay systems is that they 
must be transparent, consistent and fair. 

These discussions lead us to the inevit able conclusion that while reward system 
design clearly has the potential to operate strategically, the route through which 
the strategy is implemented as a system, and subsequently the application of th<~t 
system, presents challenges throughout an organisation. The use of reward 
str<~tegics as an HRM tool is a relatively recent development and entails a process 
which rarely wins any popularity contest's. Quesrions of fai rness and equity, as 
raised earlier, tend to be magnified and pursued to their extremes within any 
discussions of reward. 

(ONCLUSIO_N ·.' . . . , . . ' 

The application of strategy through resourcing practice is potentially highly 
influential in ensuring strategy is achieved. Starting with a clear vision of 
resou rcing strategy, integration between different resourcing domains 
(recru itment, appraisal, reward ere) will serve to reinforce that vision through 
consistent and mutually supportive activities. 

lt is unlikely that any single set of resourcing activities will result in success in all 
organisations. While there are best practi ce prescriptions <~nd preferred 
configurations of activity, the core skill of HR strategists may be to interpret 
these for their own context. 

Line managers are becoming a key player in the achievement of strategic 
objectives, and HR will also need to play a significant role in supporring those 
enactors of rhe overall strategy. While there is some evidence of such devolution 
of HR responsibility today, there is still a long way to go before HR strategy is 
fully enacted through capable and willing line managers. 

Measurement is central to much resourcing activity, either the measurement of 
performance in appraisal, of individua l allributes in selection or of 
organisational performance through surveys. In all cases, understanding clearly 
which key features need to be measured and how to go about this are challenges 
to contemporary HRM. 

Finally, resourcing strategy does not emerge and become enacted fully formed. 
Activities, pronouncements, policy decisions and actions are all interpreted 
within the organisation, and a failure to recognise alternative mindsets and 
respect other interpretations will almost inevitably undermine the best of 
intentions. Unfairness is not necessary to undermine trust in an organisation; 
the mere perception of unfairness is sufficient. 

• 
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• Strategic resourcing-provides a 
bridg_e between organisational 

stratE:gy. and .. enacted poli.cy. 

• Effective resourcing strategies can 
enable organisations and 
employees to achieve mutuaJiy 
beneficial outcomes. 

• Resourcing practices need to be 
mutually re inforcing and 

consistent. 

• Line managers are central to the 
operation of resourcing strategy. 

• Both employers and employees are 
active .agents in developing and 
'interpr.eting the employment 
re latio(lship. Each plays an active 

part in its construction and 
development. 

· • Evaluation of the effectiveness of 
resourcing strategies relies on 

consistent and acceptable 
measureme.rit. 

e Competencies and performance 

both imply behaviours rather than 

simply outcomes or results. 

• Perceptions of fairness and justice 

in resourcing strategy and 
implementation are crucial in 
developing trust in organisations. 

• Recruitment and selection 
activities and communications 

shape the early relationship 
between the employer and the 
employee. 

• Both candidates and employers 
make recruitment and selection 

decisions. 

• Performance appraisal may fulfil 
many useful purposes. but not all 

at once. 

• The complexity of contemporary 
employment may make measuring 
performance difficult. However, 

choosing inappropriate but easily 
measurable indicators can distort 

behaviour. 

• Staff surveys provide an 
opportunity to gain clearer 

understanding of organisational 
climate and can contribute to 
improving organisational 

effectiveness. 

• Rewards systems need be fair, 
equitable and consistent; 

transparent and participative 
design may enhance these 
outcomes. 

• Resourcing strategies can 
symbolise corporate values and 

seek to encourage particular 
behaviours, attitudes and 
motivations. 



You have been asked by an 
organisation to set out its policy 
on recruitment. lt is very focused 
on ensuring that the policy is 
perceived to be fair. What are the 
main points that you would 
emphasise in drawing up its 
policy? 

Employees in an organisation 
have become very suspicious of 
the appraisal system that is used, 
particularly following a recent 
redundancy exercise where 
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employees were selected for 
redundancy on the basis of a 
selection matrix that seemed to 
resemble the appraisal system. 
Outline a presentation that you 
would give the line management 
explaining how trust in the 
appraisal system should and 
could be restored. 

3- How can reward be used to 
address the recruitment 
difficulties of scarce skills without 
demotivating existing employees? 
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ALLPORT CH I L DR EN 'S 

Allport Children 's Hospita l (ACH) is 
a highly successfu l but small 
stand-alone unit within the Allport 
Foundation Hospitals Trust (AFHD. lt 
operates from its own si te five miles 
from the main ci ty hospital. The 
future of ACH is uncertain. There is 
a strong chance that in three years 
time it will be merged with the 
children's acute ward in the city 
hospita L The AFHT be l i eve~ that 
bringing all children's services onto 
one site would reduce overheads 
and enable more effective use of 
flexible staffing. Given recent 
overspends on the AfHT overall 
budget such economies are highly 
favoured. However, the success of 
the unit has enabled i ts manage-
ment to defend it so far against 
merger plans. it has recently won a 
national award as the most 
welco ming uni t of i ts type, and has 
a national reputation of excellence 
in service provision. Recent changes 
in patient referral policy and choice 
have resulted in huge increases in 
the number of pil rents seeking to 
have their child ren admitted to ACH 
for elective care. As a result, AFHT is 
reluctant to press ahead with a 
move that would be financially 
sound but hugely damaging to its 
public and professional image. 
Since initial discussions of the 
move became public, both local and 
national pressure groups have been 
campaigning strongly and noisily for 
the retention of the separate 
children 's hospital. Even though no 
decision is imminent, i t is inevitable 
that there wil l be appeals whatever 
the decision. Meanwhile funding 
remains difficult and the 
uncertainty over the unit ' s fu ture 
cas ts a cloud over day-to-day 
operations. As a result, staffing ACH 

H OSPI TA L 

is increasingly challenging and 
mora le is fall ing. 

ACH has a high labour turnover. it is 
a pressured and emotional 
environmen t and many staff find 
dea ling wi th sick chi ldren is too 
hard for them for any length of 
time. The lack of clarity over the 
hospita l's future is lowering morale 
and wi thin the local labour market 
this is well known, making it an 
unattractive place to consider 
working. As a result there are a 
sign ifican t number of permanently 
un fi lled vacancies and an increasing 
use of agency staff across all areas 
of the hospital's provision. 

The hospi tal lost its consultant 
paediatrician and its senior nurse 
manager within the space of six 
weeks. Neither of these 
res ignations was foreseen and both 
occurred for reasons unrelated to 
the hospital and its difficulties. In 
general, staff were very sorry to see 
them leave and each has left a large 
hole behind. 

ACH general management needs to 
decide on a way forward and make 
a decision about whether and how 
to replace these two significant 
roles. Without appropriate leader-
ship on both the medical and the 
nursing side, it is anticipated that 
morale will fall further, and this wi ll 
give AFHT the ideal excuse to go 
ahead with the merger. On the 
positive side, the performance 
figures for ACH are spectacular and 
i t is widely respected as provid ing 
an excellent service to both patients 
and their families. 

How can strategic HRM resourcing 
assis t in th is period of uncertainty 
and change? 
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ALLPOR T C HILDREN ' S HOSP ITAL ( CONTINU ED ) 

~ Think about how managers and 
staff can be supported to be 
competent in decision-making 
and maintaining momentum and 
effort in the face of change. 

• Think about why managers 
should engage with and empower 
people instead of controlling 
them. 

• Think about whether or not it is 
common for staff to feel stressed 
during times of uncertainty and 
change and HRM strategies. 

What style of leadership is needed for 
the new posts? 

• Think about which styles of 
leadership lead to lower staff 
turnover, higher productivity and 
higher employee satisfaction. 

• Think about the leadership posts 
in relationship to the 
organisat ional outcomes. 

Think a bout what steps you would 
take to fill the available roles. 

How can staff be motivated and 
morale improved? 

• Think about what types of reward 
and recognition you would used 
to improve the morale of the 
workforce. 

• Think about how staff can be 
engagedinthechange 
process. 

• Think about the role of line 
managers in motivating thei r 
teams. 

How would you assess the mood of 
the work force? 

• Think about what types of 
performance measurement you 
would use to assess the mood of 
the workforcc. 

• Think about how you would 
make good use of the appraisal 
system. 

• Think about how you would 
benchmark the changes year on. 
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