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MANAGING PEOPLE
AND CHANGE
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AND CHANGE

UNIT 4

Changing from unsustainable to sustainable
You might recall Kermit the frog from the children’s program 
Sesame Street singing ‘It’s not easy being green’. For many 
large-scale organisations it’s not easy being green either. 
Aiming for sustainability where the organisation better 
utilises its resources and minimises waste is an ongoing 
change management issue. Current thinking suggests that 
the sustainability charge has to be led 
by the managing director and senior 
executive team and there has to be a 
clear vision on sustainability. Human 
resources (HR) needs to provide work-
shops to educate and get ideas from 
employees about how to best achieve 
sustainability in their organisation. 
Guest speakers also have a role to play 
in educating staff.

Monitoring the success of sustain-
ability measures is crucial. Many large 
organisations are reporting success 
in terms of sustainability. National 
Australia Bank (NAB) and Macquarie 
Bank became carbon neutral in 2010. 
International property company Lend 

Lease has built sustainability into each of its division’s 
performance indicators (PIs). Sustainability performance is 
also built into the performance review process with staff 
reviewed against their sustainability PIs as well as the sus-
tainability of their day-to-day work practices.

area oF STUdy oUTCome

1 The human resource 
management function

Analyse and evaluate practices and processes related to human resource 
management.

2 The management of 
change

Analyse and evaluate the management of change in a large-scale organisation, 
and evaluate the impact of change on the internal environment of a large-
scale organisation.
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146  UNIT 4 •  Managing people and change

Chapter 4

The human resource 
management function —
factors involved
Why IT IS ImporTaNT
For human resource managers, employees are more than just a face in the crowd. Human 
resource managers consider employees to be an asset, the effective management of whom 
can deliver a competitive advantage to an organisation. Human resource management is the 
function of an organisation that is responsible for managing the relationship between the 
employer and employees.
 A key component of this function is ensuring that the expectations of employees are met 
and making sure that they are motivated so that performance is maximised. In this chapter 
you will be studying how human resource management supports the objectives of large-scale 
organisations and the role of a human resource manager.

WhaT yoU WIll learN

Key KNoWledge
Use each of the points below from the Business Management study design as a heading in your summary notes.

Relationship of human resource
function to business objectives

and business strategy

Employee expectations, including conditions
of employment, occupational health and
safety (OH&S), job security and work–life

balance

Ethical and socially responsible human
resource management

FACTORS INVOLVED IN
MANAGING HUMAN

RESOURCES

Key principles of Maslow’s, Herzberg’s
and Locke’s theories of motivation

Key SKIllS
These are the skills you need to demonstrate. Can you demonstrate these skills?
•	 accurately use relevant management terms
•	 research related aspects of human resource management using print and online sources
•	 analyse business literature, information and data
•	 evaluate key aspects of human resource management theory
•	 apply human resource management knowledge and concepts to practical and/or simulated situations
•	 evaluate different practices and processes for managing human resources.
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❛  .  .  .  our people are the 
heart and soul of our 
business.❜

FedEx caresFedEx caresFedEx caresFedEx caresFedEx caresFedEx cares

FedEx Express is a well-known transportation company, delivering 
packages all over the world. FedEx Express employs more than 
300 000 people — that is a lot of employees to keep satisfi ed. 
Nevertheless, FedEx has gained a reputation as a great place to work.

According to Kim Garner, FedEx Express Australasia’s managing 
director, employees are encouraged to excel and contribute to 
the company. FedEx has a strong people culture; this means that 
employees are valued and management works towards creating a 
supportive workplace culture that develops talent.

 ‘At FedEx, our people are the heart and soul of our business. 
This is why our founding People-Service-Profi t (PSP) philosophy 
is based on the premise that if we take care of our people, they 
will take care of our customers, and that will take care of our 
profi t’, says Garner. ‘Our focus has been on our people since we 
began our operations and our ongoing commitment to building a 
positive working environment at FedEx through a combination of 
leadership development and training programs which make our employees feel 
valued and engaged.’

FedEx has frequently been recognised for its people-fi rst culture including 
an Australian HR Award for employer of choice. The company values its diverse 
workforce and is a supporter of gender equality, mature workers and advancement 
of women in the workplace.

FedEx delivers packages to 97 per cent 
of the world within 24 to 48 hours.
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Key CoNCepT Effective management of people (human resource 
management) is likely to result in an organisation achieving success and 
fulfilling its objectives.

human resource management
Iluka Resources Limited is a great place to work. Staff at the Australian mining 
company (that explores and processes titanium-based products and zircon) are 
treated fairly and honestly. Positive work relationships between management and 
staff are considered vital to the company’s success. Iluka provides a fi tness-for-work 
program for employees, supports employee work-from-home arrangements, and 
grants access to personal leave for both male and female staff.

People in an organisation are often referred to as human resources. Human 
resources should not be seen as just another resource, but as a valuable asset. 
It is the employees who direct and combine other resources to produce goods 
and services. A human resource manager coordinates all the activities involved, 
from acquiring to terminating employees of an organisation. Human resource 
management is the effective management of the relationship between the employer 
and employees.

Human resource management begins with the establishment phase — getting 
people to work for the organisation. Once the right people have been selected, they 
have to be inducted, trained and developed. This is called the maintenance stage. 
Finally, there are times when employees will separate from the organisation, either 
voluntarily or involuntarily. This is known as termination. The entire process is 
referred to as the employment cycle and will be examined in detail in chapter 5.

relationship to organisational 
objectives and strategy
Organisations such as Iluka are successful in achieving their objectives by balancing 
the need for profi tability (and satisfying shareholders) with a regard for the well-
being of employees. Human resource management’s focus on positive work and 
employment relationships should lead to a motivated staff, increased productivity 
and, consequently, the achievement of organisational objectives.

A large-scale organisation will usually establish a human resources function or 
department (sometimes simply referred to as HR) to be responsible for all aspects 
of staffi ng (see the organisational structure diagram on page 149). The human 
resources manager will be involved in determining organisational objectives, along 
with the other senior managers. The human resources manager will also need to 
ensure that the strategies used by the HR department align with the objectives and 
strategies of the entire organisation.

The HR department will work closely with the other departments in the 
organisation. The HR department may, for example, work closely with the oper-
ations management department to recruit and select new staff. Human resources 
strategies can be used to achieve organisational objectives by supporting strat-
egies in other areas of the organisation (see the table on page 149 for more 
examples of how HR strategies can be used to help the organisation achieve its 
objectives). 

Ultimately, it is the employees’ job to achieve the objectives of the organisation. 
Because the HR department is responsible for managing employees, there is a very 
direct relationship between HR and organisational objectives and strategies.

Iluka prides itself with looking after 
the 900 people employed across 
its operations; this is what human 
resource management is all about.

A human resource manager 
coordinates all the activities involved 
in acquiring, developing, maintaining 
and terminating employees from an 
organisation’s human resources.

Human resource management, in 
its simplest terms, is defi ned as the 
effective management of the formal 
relationship between the employer and 
employees.

elesson:
Human resource manager 
— Cancer Council
Watch this video featuring 
the Cancer Council and 
complete the attached 
worksheet.

Searchlight ID: ELES-1051

eBookpluseBookplus

4.1 Relationship of human resources to business
objectives and strategy
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Training and
development
team leader

Personnel
team leader

Occupational
health and safety

team leader

Employee relations
team leader

Training and
development team

Personnel
team

Occupational
health and safety

team

Employee
relations team

Marketing
manager

Finance
manager

Production
manager

Human resource
manager

CEO

One example of how the human 
resource management function 
fi ts into the organisational 
structure

Role of human resource 
management
A human resource manager, for example, plans by estab-
lishing HR objectives and a process for how those goals will be 
achieved. They organise by ensuring that the right employees 
are matched with the right tasks, and by offering training and 
support programs for staff. Human resource managers lead by 
motivating and inspiring staff to achieve organisational objec-
tives. Financial rewards, recognition and promotion are some 
of the strategies that can be used to motivate staff. Finally, 
the human resource manager will also control by establishing 
measures to monitor employee performance.

Meet Kellie ReevesMeet Kellie ReevesMeet Kellie ReevesMeet Kellie ReevesMeet Kellie ReevesMeet Kellie Reeves

Kellie Reeves: Director of People and Culture
Company: Dimension Data

Kellie is responsible for further developing the Dimension 
Data organisation as an employer of choice, a high-
performance culture, and enabling the organisation to 
attract, develop and retain the right people. Her portfolio 
entails the provision of strategic advice to the management 
team on HR best practice, employee relations and change 
management, remuneration and performance-management 
programs, learning and development programs, talent 
management programs, and recruitment programs to create 
a culture of learning and career progression. 

Source: Dimension Data, www.dimensiondata.com.

TeST your understanding
1 What are human resources?
2 Defi ne what you understand by ‘human resource 

management’.
3 Why are human resources the most important 

resource used by organisations?
4 What is the relationship between HR and 

organisational objectives?
5 Outline the role of a HR manager.

apply your understanding
6 An accident in the workplace has closed a factory for 

two days. How do you think a human resource manager 
could attempt to avoid a similar situation in the future?

 A company has an objective of ‘increasing exports to 
Asian markets’. What HR policies and practices would 
need to be put in place to achieve that objective?

8 Read Kellie Reeves’ profi le and list three HR strategies 
that help to achieve the objectives of Dimension Data.

Company 
objectives HR objectives HR strategies

Most reliable 
supplier

Increase worker 
productivity

Thorough selection 
process

Increase in sales Develop sales skills Ongoing training

Increase in 
profi ts

Improve product 
knowledge

Regular performance 
appraisal

Provide safe 
workplace

Reduce number of 
accidents

Establishment of 
work teams

Introduction of 
fl exible work practices
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Key CoNCepT Employees working in large-scale organisations have 
expectations. Employee expectations are what employees expect their 
employer to do or provide during their employment.

People who work for LSOs have rights and responsibilities under their employ-
ment contracts, as well as expectations about their employment conditions. These 
expectations vary among individuals, but the majority of employees and employers 
would have expectations similar to those in the diagram below.

Constructive
feedback

A sense of
satisfaction

Provide excellent
customer service

Work
cooperatively

in teams

Correct
payment

A secure but flexible
work arrangement

Act honestly and
fairly

Complete projects
on time

A workplace free of
abuse, harassment
and discrimination

Follow
reasonable
requests

Be punctual

Be committed
to their job

Honest and fair
treatment

A clean and safe
working environment

Opportunities for
training, development

and promotion

WHAT EMPLOYEES EXPECT
FROM ORGANISATIONS

WHAT ORGANISATIONS EXPECT
FROM EMPLOYEES

employer of choice
An organisation that meets all of their employees’ expectations is referred to as an 
employer of choice. This means that the organisation attracts, motivates and holds 
on to highly talented workers. These employees choose to work for the organisation 
rather than another, because of the conditions, rewards and opportunities it offers. 
It is important for an organisation to have a reputation as a good place to work. It is 
equally important for the organisation to be aware of their employees’ expectations 
and continue to meet those expectations in order to maintain their reputation.

In aligning workplace practices with employees’ needs, an employer of choice will 
provide excellent and fl exible conditions of employment, open communication and a 
safe environment, as well as offer job security, value diversity and promote work–life 
balance. The benefi ts to the organisation of being an employer of choice obviously 
include its reputation in the community, lower staff turnover and the subsequent reduc-
tion in costs associated with hiring and training new staff members. Employees will be 
highly engaged because they want to work for the organisation; as their expectations are 
met, they are likely to be even more motivated and productivity will increase.

Changing employee expectations
The workforce today is well educated, and employees increasingly want challenging 
work, greater responsibility and autonomy. They are more aware of occupational health 
and safety issues and the effects of stress, often due to long working hours. There are 
more women in the workforce, so many employees are seeking increased equity in 
employment opportunities, and trying to fi nd a balance between work and family.

An employer of choice attracts, 
motivates and holds on to highly 
talented workers.

dId yoU KNoW?
‘A business has to be involving; it has 
to be fun; and it has to exercise your 
creative instincts.’
Richard Branson

dId yoU KNoW?

4.2 Expectations of people working for
large-scale organisations
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Industrial democracy
Employees are also demanding the right to be more involved in the decision-
making process; they want to make decisions for themselves. This process of 
industrial democracy or empowerment breaks down the traditional ‘boss–worker’ 
relationship, placing new demands on human resource managers and resulting in 
the formation of autonomous work teams. It acknowledges that employees can take 
responsibility for their own actions and can initiate tasks without being ordered to.

Workplace diversity
Employees increasingly expect that they will work in a diverse workplace. 
Australia’s population is becoming more diverse, and this is refl ected in the range 
of staff working in large organisations. Workplace diversity refers to the differences 
between employees in an organisation. Diversity encompasses race, gender, ethnic 
group, age, disability, sexual orientation, the terms of employment, personality, 
education and many other characteristics.

Successful organisations understand the need to manage 
diversity in the workplace and realise that embracing it can 
deliver many benefi ts. Employees in a diverse workplace have a 
wide range of skills, talents, ideas and experience that allows the 
organisation to develop better products and improve customer 
service, because there is a better understanding of the demo-
graphics of the marketplace. It employs Indigenous Australians, 
women, people of multicultural backgrounds, people with ter-
tiary or other specialist qualifi cations, young and older people, 
and people of different sexual orientations. It is hoped that 
employees with these diverse backgrounds will be able to better 
meet the needs of the public they serve.

Given we now operate in a global market, promoting work-
place diversity has never been more important because an organ-
isation can relate to a diverse range of customers, both in Australia 
and globally. An organisation that is serious about diversity will 
improve communication and involve employees in decision 
making and problem solving, leading to greater creativity and inno-
vation. Successful diversity management leads to improvements in 
employee satisfaction, along with productivity and retention.

TeST your understanding
1 What are employee expectations?
2 Explain what is meant by ‘employer of choice’.
3 Why is employee empowerment important in the 

workplace today?
4 Outline the benefi ts of managing a diverse 

workplace.
5 What employee expectation is not being met in the 

following situations?
A Cassy arrived at work to fi nd the air conditioner 

out of order again. Her boss said he had more 
important things to do than worry about 
organising its repair.

B John’s boss does not enter into discussion about 
anything. His motto is ‘Just do it — my way!’

C Ho Chi was told that he did a bad job, but does 
not know why.

D Amara asked if she could do more interesting 
work that used her skills, but her employer said 
that he does not think that females are suited to 
‘that type of work’.

apply your understanding
6 Suggest why it is important that employers meet 

employee expectations.
7 Use the Australia Post weblink in your eBookPLUS to 

read about how Australia Post manages its workforce 
and diversity.What characteristics of diversity does 
Australia Post focus on? What strategies or programs 
does it use to deal with diversity?

eBookpluseBookplus

Industrial democracy or 
empowerment is the move towards 
increasing the infl uence of employees 
in decisions affecting their organisation 
and their jobs.

In recent years, the Australian Defence Force (ADF) has 
been under pressure from the government to recruit more 
women and address barriers to women being promoted 
to senior roles.

Diversity refers to the differences 
between employees in an organisation, 
encompassing characteristics such 
as race, gender, ethnic group, age, 
disability, sexual orientation, the 
terms of employment, personality and 
education.
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Key CoNCepT Employers must provide employees with basic working 
conditions. Many employers, however, provide more than just the basic 
working conditions. Providing more flexibility in the workplace can lead to 
employees achieving a better work−life balance and greater productivity 
at work.

Conditions of employment
‘Conditions of employment’ refer to what an employer has agreed to give the 
employee in return for the employee’s work. Basic conditions of employment 
include:
• the number of hours an employee is expected to work
• annual leave entitlements and other entitlements, such as sick leave and long-

service leave
• public holidays the employee may be entitled to
• other entitlements such as redundancy pay.

Some employers go beyond the basic conditions of employment in order to 
satisfy their employees’ needs. The Transport Accident Commission (TAC), for 
example, provides up to 14 weeks paid maternity leave, up to 10 days paid pater-
nity or partner leave, leave for reasons such as blood donation, emergency relief 
activities and sporting events. The organisation also allows for fl exible working 
conditions, such as part-time employment, fl exible working hours (also known as 
fl exitime) and work-from-home arrangements.

Flexible working conditions
Flexible working conditions are patterns of work that allow organisations to work 
more effi ciently or allow employees to balance work and family responsibilities. 
Flexible working conditions may take the form of:
• variable working days/weeks, with the core hours specifi ed as required, but 

with fl exible start and fi nish times
• an extension of ordinary hours to weekend work and public holidays
• the lengthening of shifts to 10 hours
• fl exitime, which allows employees to nominate starting and fi nishing times to 

suit their needs
• maxifl ex, which allows employees to build up suffi cient hours or overtime to 

take more time off
• job sharing, which allows two employees to share the hours required for one job
• work-from-home arrangements.

achieving work−life balance
Many organisations actively seek to improve their employees’ work−life balance. 
Work−life balance means achieving the right combination of time devoted to work 
and time devoted to personal or family life. Flexible working conditions help many 
employees achieve a better work−life balance. 

Organisations must fi rst determine whether employees’ work−life balance is a 
key need within the organisation. Low prod uctivity levels and high absenteeism 
rates might be symptoms of an organisation that needs to look after this area of 
employee expectations. Along with fl exible work conditions, many organisations 

Flexible working conditions are 
conditions that allow employees to 
balance work and family responsibilities 
more effectively.

Work−life balance is about achieving 
the right amount of time for work and 
for personal or family life. 

4.3 Employee expectations — conditions of 
employment and better work−life balance

As an unusual extension of 
fl exible work arrangements, some 
organisations provide leave for 
employees to look after their sick 
pets or settle in new pets. Other 
companies, including Nestle and Mars, 
allow staff to bring pets, such as cats 
and dogs, to work. This can enable 
people to work longer hours because 
there is no need to rush home to 
tend to their animals. Also, research 
shows that having pets at work lifts 
the mood of the workplace: it reduces 
stress, increases productivity and 
improves staff engagement.
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are offering their employees the opportunity to participate in time management 
courses, as well as general health and wellbeing programs to improve work–life 
balance.

Increased employee
productivity

Enhanced corporate
image

The maintenance and
enhancement of

workplace skill levels

Compliance with industrial
and antidiscrimination

legislation

Improvements in attendance
rates and reduced sick

leave costs

Reductions in recruitment
and training costs, because
staff retention is increased

BENEFITS TO AN ORGANISATION
THAT ACHIEVES A BETTER WORK–LIFE

BALANCE FOR EMPLOYEES

A motivated workplace
with enthusiastic

employees

Reduced stress

All employees in Australia are entitled 
to unpaid parental leave when a 
new child is born or adopted. Extra 
entitlements can also be received, such 
as paid parental leave from either the 
Australian Government or an employer. 
The Australian Government Paid 
Parental Leave scheme provides eligible 
employees, who are the primary carer 
of a newborn or recently adopted child, 
18 weeks’ leave paid at the national 
minimum wage. This provides work–
life balance and supports employees 
returning to their jobs after starting 
a family. It also makes good economic 
sense because it is expensive for 
organisations to recruit and train new 
people. Some sources have estimated 
that the cost of replacing a manager 
can be the equivalent to a year’s salary 
or more. 

TeST your understanding
1 Give an example of what you would consider to be 

a basic condition of employment and an example of 
a condition that an organisation is not obligated to 
give to its employees, but may do so.

2 Explain why offering fl exible working conditions 
may help:
(a) the employee
(b) the employer.

3 Write a defi nition of work−life balance.

apply your understanding
4 If you have a casual job, write a list of your basic 

working conditions and also list any benefi ts you are 
given by your employer that go beyond the basic 
working conditions expected.

5 Use the Australian Work and Life Index weblink 
in your eBookPLUS to read a report on the reality 
of achieving work–life balance. List some of the key 
fi ndings of the report. According to the report, what 
should be done to improve work–life balance?

eBookpluseBookplus

dId yoU KNoW?
Stress-related conditions cost 
Australian companies more than 
$200 million each year in workers 
compensation claims.

dId yoU KNoW?

elesson:
Conditions of 
employment — paid 
maternity leave
Watch this video featuring 
the national scheme for 
paid maternity leave and 
complete the attached 
worksheet.

Searchlight ID: ELES-1052

eBookpluseBookplus

U
N

C
O

R
R

E
C

TE
D

 P
A

G
E

 P
R

O
O

FS



154  UNIT 4 •  Managing people and change

c04TheHumanResourceManagementFunction—FactorsInvolved 154 13 September 2014 1:58 PM

Key CoNCepT Employees expect to work in a safe and healthy environment. 
This expectation is supported by government policy and laws. Human resource 
managers must adopt appropriate occupational health and safety policies and 
procedures to protect their staff.

occupational health and safety 
in the workplace
Occupational health and safety (OHS) is the area of responsibility that employers 
have to ensure that the workplace is safe for workers, and that all possible steps 
are taken to guarantee that they are free from harm. Major causes of injury in the 
workplace are mechanical failure; being hit by objects; being exposed to harmful 
chemicals; falling, tripping or slipping; and heat, radiation and electricity.

Some organisations, such as Blackmores, 
encourage staff to regularly exercise. A 
2009 study found that 77 per cent of the 
time we spend at work involves sitting.

Employees not only expect that their physical environment is safe; they also 
expect they will be given appropriate training to ensure that they know how to 
work safely. If OHS issues arise, employees would expect that management com-
municates clearly and immediately to minimise any danger. Many LSOs take OHS 
extremely seriously and companies such as Wesfarmers link executive remuner-
ation (pay) to safety performance.

Moral, economic and legal reasons for 
ensuring occupational health and safety
Businesses feel a moral obligation to provide a safe work environment for their 
workers in order to keep them free from harm. The fi nancial cost associated with 
injury in the workplace is also a compelling reason to improve OHS. According 
to Safe Work Australia work-related injury and illness were estimated to cost 
$60.6 billion in the 2008/09 fi nancial year, representing 4.8 per cent of GDP for the 
same period. The economic benefi ts of ensuring good OHS in the workplace include 
reduced costs associated with workplace accidents, and increased productivity due to 
fewer workplace accidents and less interruption to work. Having adequate OHS pro-
cedures in place also reduces the chances of costly legal action by employees, and the 
associated damage to the organisation’s reputation as the result of a public court case.

Many LSOs, including Woolworths, have a ‘zero harm’ policy when it comes to 
injury to employees. The following case study provides you with some insight into 
how Woolworths handles employee safety.

Occupational health and safety 
refers to the responsibility the employer 
has to ensure the workplace is safe for 
employees and that steps are taken to 
minimise harm.

4.4 Employee expectations — occupational health
and safety
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Putting safety first at WoolworthsPutting safety first at WoolworthsPutting safety first at WoolworthsPutting safety first at WoolworthsPutting safety first at WoolworthsPutting safety first at Woolworths

Our aspiration is ‘Destination ZERO’ – which means zero harm to our 
people, our environment and to the communities we serve. We are working 
towards this by focusing on employee engagement and leadership right 
across our business and continue to make great progress.

Our approach
The safety and health of Woolworths’ employees and customers are an 
essential part in providing the best retail experience. We continue to look 
for opportunities to improve our processes and to develop a culture that 
provides an environment that is both safe to work and shop.

Our performance
In 2013, we achieved a reduced Lost Time Injury Frequency Rate (LTIFR) of 
10.26, 10.9 per cent lower than 2012. In addition, we experienced a 28.2 per cent 
reduction in New Claim Frequency Rate (NCFR) and a 15.3 per cent reduction in the 
number of our customers injured in our stores compared to 2012.

Sources: Extracts ‘A safe place to shop and work’, http://www.woolworthslimited.com.au; 
‘Building the best retail team’, Woolworths Limited’s Corporate Responsibility 

Report 2013, p. 49.

Work (occupational) health and 
safety legislation
The Work Health and Safety Act 2011 (Cwlth) commenced on 1 January 2012. 
The Act provides a nationally consistent framework to ensure the health and safety 
of workers. Some of the main objectives of the Work Health and Safety Act include:
• protecting workers or other persons against harm to their health, safety and 

welfare arising from work
• ensuring that there is fair and effective representation, consultation and issue 

resolution when it comes to work health and safety
• encouraging unions and employer organisations to promote improvements in 

work health and safety practices, and helping those conducting businesses to 
achieve a healthier and safer work environment

• promoting the provision of advice, information, education and training in 
relation to work health and safety

• setting up a framework to ensure continuous improvement to achieve higher 
standards of work health and safety.
Each state is expected to pass its own laws that are consistent with the Common-

wealth Act. In Victoria, workplaces need to comply with Victoria’s OHS laws, 
including the Occupational Health and Safety Act 2004. This Act sets out the key 
principles, duties and rights of employers, employees, other persons at work and 
members of the public in relation to OHS.

TeST your understanding
1 What do the letters OHS stand for?
2 Explain what employees expect of large-scale 

organisations when it comes to OHS.
3 Provide three reasons why organisations should 

adopt safe work practices.
4 Summarise the key principles of the Work Health 

and Safety Act 2011 (Cwlth).

apply your understanding
5 Identify the likely occupational health and safety 

risks faced by people in two of the following jobs: 
teacher, ship refueller, scientist, process worker in a 
textiles factory, hairdresser, miner, bank offi cer, police 
offi cer, truck driver and airline pilot.

6 Arrange to interview a member of your school’s OHS 
committee. Inquire into:
(a) the committee’s role
(b) how ‘accidents’ and ‘near misses’ are recorded
(c) what authority the committee has in terms of 

making recommendations.

dId yoU KNoW?
In 2008, Foster’s Group was � ned 
$1.1 million by the Victorian County 
Court for failing to provide a safe 
workplace for Cuu Huynh, a father of 
three, who was killed in an accident 
at its Abbotsford factory. The judge 
said that Foster’s had been aware 
of dangers with the operation of its 
machines, but the workplace culture 
encouraged operators not to stop 
equipment when they were clearing 
jams because down-time would be 
queried by a supervisor.

dId yoU KNoW?
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Key CoNCepT A concern for employees is the threat that they may lose
their job. Job security is a factor that can impact on the way employees feel 
about their workplace.

At the end of 2013, Holden announced that it would cease producing vehicles in Australia, 
closing its manufacturing operations in 2017. Approximately 2900 workers’ jobs were 
affected by the decision. Holden worker Craig Oxenham, who worked in the tyre and rim 
section for 26 years, said, ‘A lot of people have high mortgages. It’s going to be a stressful 
four years for them’.

Job security refers to whether an employee believes they are likely to lose their 
job either through being made redundant or being dismissed. In the past 20 years, 
employees have faced continuing employment cutbacks, automation, down-
sizing, increased competition from imports and non-unionised domestic com-
panies. Job security can no longer be taken for granted. It is a signifi cant issue 
for many Australian workers as a consequence of diffi cult economic conditions. 
During downturns in the economy, many industries begin laying off workers. Some 
commentators argue that job insecurity is now the common experience of many 
employees.

This change in employment conditions has implications for human resource 
managers. Employees need to feel some stability in the employment relationship. 
While lifetime employment guarantees are not necessary, there should be enough 
job security to develop a relationship in which employees believe their efforts will 
be rewarded. This fosters a supportive workplace culture in which employees are 
prepared to contribute over and above their minimum effort. Job insecurity, on the 
other hand, fosters a more formal employment relationship with minimal feelings 
of trust and loyalty. It is not surprising that the threat of being ‘laid off’ is one of 
the greatest setbacks to employee loyalty, even among those whose jobs are not 
at immediate risk. Perceived job insecurity is receiving increasing recognition as 
an important determinant of employee work outcomes. Not only can uncertainty 
about job security affect the motivation of staff and, therefore, staff productivity, it 
can also have a negative impact on the health of workers due to the many effects 
of stress.

Job security is the belief that the 
employee will not lose their job.

dId yoU KNoW?
Research shows that many workers 
are worried about job security. 
Employees are said to worry about 
job loss and its consequences.

dId yoU KNoW?

4.5 Employee expectations — job security
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Job insecurity can cause stress for many 
employees. Psychological stress can lead 
to physical symptoms such as headaches, 
stomach upsets, skin rashes, back pain 
and even hair loss. If stress continues, it 
can contribute to heart disease and high 
blood pressure.

The following case study discusses the decision to cut jobs at Qantas in 2014.

Change at QantasChange at QantasChange at QantasChange at QantasChange at QantasChange at Qantas

After reporting a $235 million half-year loss at the start of 2014, Qantas announced 
it would cut 5000 jobs over the following three years. As part of its transformation 
program the airline’s chief executive offi cer, Alan Joyce, said that Qantas would 
restructure and cut costs in an attempt to return to profi tability. Staff would lose jobs 
through the reduction of management roles, the reduction of operational positions 
caused by changes to fl eet plans and routes, the restructure of maintenance 
operations and catering facilities, and the closure of the Avalon maintenance base. 
‘Our long-term goal remains the transformation of the Qantas Group for profi table, 
sustainable growth’, Mr Joyce said.

Unions and employees were understandably upset by the announcement. ‘We need 
better management decisions, we need better regulatory structures from government 
and we also need a strategy presented to us by the board and the CEO that the staff 
can unite behind and feel positive about so that … instead of the announcements 
always being about cuts, the announcements can start being about growth’, Nathan 
Safe, president of the Australian and International Pilots Association said.

TeST your understanding
1 Defi ne ‘job security’.
2 Discuss three reasons why the feeling of job security 

among employees may have declined in the last 
couple of decades.

3 What is the impact of cutting staff numbers on:
(a) the employer?
(b) the employee?

apply your understanding
4 Read ‘Change at Qantas’ and answer the following 

questions:
(a) How many staff members are expected to leave 

Qantas in these job cuts?
(b) Explain the reasons why Qantas decided to 

cut jobs.
(c) Why do you think the staff who have lost their 

jobs feel upset or angry?
5 How might a person’s self-esteem be affected if they 

are made redundant?
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Key CoNCepT The force that drives a person to exert individual effort over a 
sustainable period of time is called motivation. Psychologist Abraham Maslow 
believed that our needs are the forces that motivate individuals.

Motivating employees is one of the most important management functions, because 
high levels of motivation result in increasing rates of productivity. Motivation is 
what drives a person to apply individual effort over a sustainable period of time.

To put it in another way, motivation is what drives a person to behave in a cer-
tain way, or to achieve a certain goal; for example, what motivated you to:
• return to year 11 after completing year 10?
• complete the latest Business Management homework exercises?
• look for a part-time job?

In a work setting, motivation makes people want to work, but what is it that moti-
vates people? For many years, managers have relied on the use of either rewards or 
punishments to motivate employees. An analogy is often used to try to explain what 
motivates people: what is most likely to motivate a donkey to move forward (that is, 
change its behaviour)? Either a carrot can be dangled in front of the donkey (a reward) 
or the donkey can be hit with a stick (a punishment). Either method may motivate the 
donkey. In the work environment, ‘rewards’ refer to increased pay and improved con-
ditions, ‘punishment’ refers to fear of a reprimand, demotion or dismissal.

However, research over the past 70 years has revealed that motivation is much 
more complicated than just these two variables. Different theories have been for-
mulated that conclude that individual employees respond differently to various 
motivational techniques.

< Replace cartoon with new fi gure 4.6.1 >

maslow’s theory of motivation
Abraham Maslow (1908–70), a psychologist, believed that all people have needs 
to be satisfi ed, and that they will work towards satisfying those needs. A need is 
what a person requires. He assumed these needs could be arranged according to 
their importance in a series of steps known as Maslow’s hierarchy of needs (see the 
fi gure opposite).

Maslow proposed that people work to satisfy their physiological needs fi rst, such as 
food and water. The wage that an organisation pays to an employee helps satisfy these 
needs. People then attempt to satisfy their safety needs, such as shelter and clothing. 
Organisations help to satisfy this need by providing safe working conditions and job 
security. Once these fi rst two needs have been satisfi ed, employees seek to satisfy their 

Motivation refers to the individual, 
internal process that directs, energises 
and sustains a person’s behaviour.

Motivation — carrot or stick approach

A need is a personal requirement.

Hierarchy of needs is Maslow’s 
sequence of human needs in the order 
of their importance.

4.6 An introduction to motivation and Maslow’s
motivational theory
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social needs. People need to be loved and love someone in return, to be a friend and 
have friends, for example. Work provides an opportunity for people to meet and form 
working relations that provide a sense of belonging. Esteem needs are satisfi ed when 
an employee’s work is appreciated and he or she is given recognition, promotion or 
added status in the organisation. Finally, self-actualisation needs refer to an employee’s 
desire to reach his or her full potential. To satisfy these needs, organisations must pro-
vide a workplace that encourages personal growth and development, interesting and 
creative jobs, and opportunities for advancement.

Maslow’s theory was important because it suggested that organisations have 
to create workplaces that attempt to satisfy all the needs of an employee. Organ-
isations that attempt to motivate workers through pay rises or job security would 
only be satisfying lower order needs. Employees would not be fully motivated; they 
would become despondent, waiting for the day to fi nish, hating their jobs and only 
doing them for the money. Occasionally, these employees become so dissatisfi ed 
and unmotivated that they become troublemakers.

Self-actualisation
needs — fulfilment,
personal growth
and development

• Creative,
 interesting jobs
• Opportunities
 for advancement

Esteem needs —
respect and sense
of accomplishment

• Responsibility
• Promotion
• Recognition

Social needs —
love, affection,
sense of belonging

• Teamwork
• Involvement in
 decision making
• Supportive
 management

Safety and security 
needs — physical 
and emotional

• Safe working
 conditions
• Job security

Physiological
needs — food,
shelter, clothing

• Satisfactory pay
 for survival

Hierarchy of needs

Workplace practices
to satisfy these needs

Maslow’s hierarchy of needs

TeST your understanding
1 Which of the following is correct? Motivation is:

A the drive that makes a person do something well 
once

B the drive that makes someone exert effort over a 
sustainable period of time

C the wish to succeed
D what makes us go to work each day.

2 When talking about motivation, the carrot or stick 
approach is sometimes mentioned. Explain why 
giving someone a reward or a punishment might 
motivate them to act.

3 Arrange these needs in order according to Maslow’s 
theory:
A esteem needs
B physiological needs
C safety needs
D self-actualisation needs
E social needs.

4 Why is Maslow’s theory important?

apply your understanding
5 Explain how managers could use Maslow’s theory to 

motivate staff.
6 How could an organisation help a person meet their 

self-actualisation needs?

dId yoU KNoW?
Naomi Fraser, a well-respected 
management consultant, has 
concluded that ‘What motivates 
people is similar to how Winston 
Churchill viewed Russia .  .  . an 
enigma, inside a puzzle wrapped up 
in a mystery’.

dId yoU KNoW?

According to Maslow’s theory, an 
organisation might provide a creative 
or interesting work environment 
for employees to satisfy their higher 
order needs, in addition to satisfying 
all of the needs on the lower levels 
of the hierarchy.
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Key CoNCepT Herzberg and Locke developed motivational theories designed 
to improve the performance of workers in organisations. Herzberg maintained 
that there are environmental factors such as the physical conditions of work 
that can affect job satisfaction, but that these environmental factors alone 
will not motivate employees. Locke’s theory involves the establishment of clear 
goals for staff that provide a sense of direction and motivation.

herzberg’s two-factor
(motivation–hygiene) theory
In the late 1950s, Frederick Herzberg interviewed approximately 200 engineers 
and accountants, and asked them what made them feel good about their work. 
He then asked them what factors had made them feel that way. This research led 
Herzberg to expand on Maslow’s theory by identifying two levels of needs: hygiene 
factors and motivation factors. This idea he referred to as the motivation–hygiene 
theory (see the following fi gure).

Motivation factors

Achievement

Recognition

Personal development

Stimulating work

Responsibility

 Advancement

Hygiene factors

Supervision

Poor working conditions

Lack of job security

Low pay

Organisational policies
and procedures

Satisfaction No satisfactionDissatisfaction No dissatisfaction

SATISFIERS

(Intrinsic needs)

DISSATISFIERS

(Extrinsic needs)

The factors responsible for satisfaction and dissatisfaction. These factors do not overlap. 

Hygiene factors refer to the environment in which people work and include 
physical conditions, pay, job security, interpersonal relations and job status. These 
factors will provide either dissatisfaction or no dissatisfaction, but will not motivate 
an employee. A second set of factors is needed for this.

Motivation factors relate to a person’s type of work and include a sense of 
achievement, recognition, challenging work, responsibility and opportunities for 
advancement. In this sense, the job itself motivates, provided an employee’s work 
environment (hygiene factors) is acceptable.

Herzberg argued that managers should make the hygiene factors as good as 
possible to allow employees to perform their jobs comfortably and to reduce the 

Motivation–hygiene theory is the 
idea that satisfaction and dissatisfaction 
are caused by separate sets of factors.

According to Herzberg’s theory, it 
is motivational factors, including 
opportunities for advancement 
and responsibility, that create job 
satisfaction and motivate employees.

4.7 Motivational theories: Herzberg and Locke
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level of dissatisfaction. However, these factors would motivate employees only in 
the short term. For long-term motivation, Herzberg recommended that the motiva-
tional factors must be present.

locke’s goal-setting theory
Dr Edwin Locke did research on goal setting and motivation during the 1960s. He 
concluded that employees were motivated by clear goals and appropriate feedback 
regarding their achievement. Locke maintained that working towards a goal pro-
vided the motivation to reach that goal and this, therefore, improved performance. 
He found that specifi c and diffi cult goals led to better performance than vague 
goals or goals that were too easy to achieve. 

That is, Locke found that in order to motivate, goals must be clear and specifi c 
and provide a challenge for employees. The employee must also be committed to 
meet the challenge, and it helps if each employee receives constant feedback that 
provides clarifi cation and adjustment of the goals and recognition for the efforts 
being made. The goal or task should not become so overwhelming that a person 
loses motivation.

Locke’s theory is not new to us today because this approach to motivation has 
been used by individuals and organisations over the last 40 to 50 years. Goal set-
ting is something that is accepted as necessary for our success. By following the 
goal-setting theory, we develop a sense of purpose, our motivation improves and 
performance improves as a result.

GOAL

• clear
• specific
• challenging
   but
• not overwhelming

MOTIVATION

increased by feedback on:
• goal achievement
• recognition for effort

PERFORMANCE

improved as a result

Locke’s theory has been applied in many circumstances over a number of years.

TeST your understanding
1 Briefl y outline the difference between Herzberg’s 

motivation and hygiene factors.
2 How does goal setting affect a person’s motivation?
3 Why do you think that setting goals that are easy to 

achieve might lower motivation?

apply your understanding
4 Dean is a sales manager in charge of 15 sales 

representatives. Recently, the general manager 
predicted possible job losses, if sales did not increase. 
The sales representatives thought this was unfair, 
because they had exceeded the previous year’s sales 
target. Further, the general manager had not praised 
them for the hard work required to achieve such 
a target. The message from the general manager 
demoralised some representatives, while others were 
angry.

  In groups of three or four, suggest some 
motivational strategies that Dean could use to 
overcome the negative impact created by the threat 
of job losses and the lack of recognition.

5 Are these ‘motivation’ or ‘hygiene’ factors?
A poor canteen facilities
B autocratic management
C access to promotion
D recognition in a newsletter.

6 Have you set goals for yourself recently? If you did, 
how did this affect your motivation?

7 What goals might a football club establish at the 
start of a new season? Why do clubs set such goals?

8 Compare Herzberg’s motivation–hygiene theory to 
Maslow’s hierarchy of needs using a diagram like the 
one on page 159. Write Herzberg’s factors next to 
the fi ve steps.

According to Locke’s theory, 
employees are motivated to achieve 
goals they have helped to set. The 
goals should be clear and specifi c, 
challenging but not so overwhelming 
that they are impossible to achieve. 
Constant feedback on progress and 
recognition for the effort being made 
is vital.
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praCTISe 
yoUr SKIllS

• accurately use relevant management terms
• research related aspects of human resource management using print and 

online sources
• analyse business literature, information and data
• evaluate key aspects of human resource management theory
• apply human resource management knowledge and concepts to practical 

and/or simulated situations.

In order to increase productivity, it is very important that managers understand 
the factors that motivate their staff to want to work. Maslow, Herzberg and Locke’s 
theories provide us with some guidance as to what motivates staff, but do they 
work in the real world? Through the following case studies, let us have a look at 
whether they are just theories, or if they can be put into practice.

Motivating means more than moneyMotivating means more than moneyMotivating means more than moneyMotivating means more than moneyMotivating means more than moneyMotivating means more than money

Managers often instinctively resort to fi nancial reward as the main 
method of motivating their staff. However, many studies have shown 
that for people with good salaries, non-fi nancial motivators are more 
effective than offering extra money. Some non-fi nancial motivators 
that have been found to be very effective include:
1. Regular attention from leadership. This may occur, for example, 

through monthly one-on-one conversations, which can nurture 
the bond between employee and manager as well as improve 
performance. This involves a manager taking time out to 
refl ectively discuss performance with each employee and create 
individual action plans. Many businesses have replaced their annual 
performance appraisals with regular check-ins. 

2. Praise or recognition. Acknowledgement from management is 
very important for engaging employees. This does not necessarily 
require the recognition of staff at annual awards nights or 
functions. However, many organisations do this. A simple thank 
you note handed to a staff member or an email praising them for a 
job well done can also have very positive consequences. Employees 
can also be encouraged to praise or recognise each other.

3. Responsibility. By giving employees more responsibility they feel 
their contribution is more valuable to the organisation. This might 
include the opportunity to lead a project or a special task force.

4. Provide creative, challenging and varied work. Employees 
will fi nd their jobs more engaging if they are challenging and 
interesting. Sometimes tasks can be made more interesting simply 
by removing unnecessary aspects of the job, such as excessive 
paperwork or bureaucratic systems.

Financial rewards can result in short-term motivation, which can have 
damaging, unintended consequences. Non-fi nancial motivators can be 
much more cost-effective. They also have the extra benefi t of making 
employees feel that the organisation values them, leading to improved 
productivity. Motivated employees are more likely to be retained by the 
business, which reduces recruitment and training costs. Research carried 
out by RedBalloon and AltusQ in 2013 suggests that a highly engaged 
workforce is a highly productive workforce. Their Employee Engagement 
Capabilities Report found that organisations with the highest levels 
of engagement outperformed other organisations in performance 
indicators including sales and turnover, profi t, productivity, staff 
retention, attracting talent, customer loyalty and customer satisfaction.

Optiver is a Dutch market maker trading company. 
A market maker is a company that quotes a buy and 
a sell price for fi nancial commodities, such as shares, 
options and futures. The traders and IT developers 
who work at Optiver generate large numbers of 
instructions, using automated trading software, to 
move in and out of trades very quickly.
 The company has created an engaged, happy 
workplace as its Australian headquarters in Sydney, 
which was voted the best place to work in Australia by 
BRW in 2013. 
 Optiver hires talented people and teams new recruits 
with a buddy to make the induction process work 
smoothly. It offers fl exible conditions, training in ethics 
and makes an effort to cut ‘red tape’ and bureaucracy. 
Employees are encouraged to pursue interests outside 
of work. Open communication and teamwork are used 
to gather and act on the ideas of staff.
 The work that staff do at Optiver is, in itself, 
interesting. Many employees report a major buzz 
from the experience of trading. 

APPLY YOUR SKILLS: Motivation theories — do they work?
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So why don’t more managers make use of non-fi nancial motivators? One 
factor deterring organisations from using non-fi nancial motivators is the traditional 
management belief that only money matters as a form of incentive. Another reason 
is the greater amount of time and commitment required from managers to use the 
non-fi nancial motivators. Many of these motivators require management to interact 
with employees, and failing to do so can seriously harm employee engagement.

❛  .  .  .  studies have shown 
that… non-financial 
motivators are more 
effective than offering 
extra money.❜

Goal-setting theory — is there any point? Goal-setting theory — is there any point? Goal-setting theory — is there any point? Goal-setting theory — is there any point? Goal-setting theory — is there any point? Goal-setting theory — is there any point? 

Insurance Australia Group (IAG) owns brands such as NRMA Insurance, 
Swann Insurance and CGU. The organisation uses goal setting with staff 
when completing performance reviews. An Employee Pledge outlines each 
employee’s accountability (for example, owning their own performance), 
how they will behave to deliver that performance and what behaviour they 
will avoid (for example, making excuses for not achieving their goals).

Kevin Cleland, the manager of IAG’s retail business insurance 
sales team, says that there has been a large improvement in the 
performance of his business unit, as a result of the pledge being used 
as a framework for performance discussions and goal setting. Goal 
setting increases incentives for workers to complete work quickly and 
effectively, improving individual performance.

There are some disadvantages or limitations to Locke’s theory. 
These include:
• time-consuming goals, which can result in employees having a hard 

time remaining motivated while they complete tasks. These tasks might eventually 
seem unimportant or not challenging.

• confl ict between the goals of the employee and the goals of the organisation. Goal 
confl ict can have a detrimental effect on both employee and organisation performance.

• diffi cult or complex goals that stimulate risky behaviour. Goals need to be 
challenging but not overwhelming.

• employees lacking skills or the competency to perform actions essential for achieving 
goals. This may lead to goal-setting failure, undermining performance.

Goal setting allows management to motivate staff by 
working with them to set clear and challenging goals, and 
then provide feedback on how they are progressing.

❛ Goal setting increases 
incentives for workers 
to complete work 
quickly and effectively, 
improving individual 
performance.❜

TeST your understanding
1 Read ‘Motivating means more than money’. 

Summarise the incentives that have been found to 
be effective in motivating staff.

2 To what motivational theories do these motivators 
relate to?

3 Outline factors that could deter managers from 
using non-fi nancial motivators.

4 Read ‘Goal-setting theory — is there any point?’ 
List the advantages and disadvantages of Locke’s 
theory.

apply your understanding
5 Explain how practical Maslow and Herzberg’s 

theories are, using examples from ‘Motivating 
people: Getting beyond money’. Do they apply to 
the real world, or are they just theories?

6 ‘Goal-setting provides a sense of direction and 
purpose for employees.’ Discuss whether or not you 
agree with this statement.

7 Survey your family and friends about what motivates 
them in the workplace. Use a selection of the main 
motivators as categories, including pay, working 
conditions, setting goals, achievement, recognition, 
creative and interesting work, and teamwork. 
Present your results neatly in graphs supported by a 
written conclusion then compare and contrast your 
fi ndings with those of your classmates.

8 In groups of three, prepare a short role play, 
demonstrating your understanding of one of the 
motivational theories. Your play should illustrate 
situations before and after a motivational theory is 
applied. For example, if you choose to present the 
fi ve needs highlighted in Maslow’s theory, you might 
dramatise a scenario where a young, inexperienced 
employee in a bakery, employed for the Christmas 
period, is unsure of their long-term job prospects. 
For example, you could outline whether or not their 
physiological needs are met, and whether or not their 
safety and security needs are met. Finish your play by 
showing how these needs could be resolved.

U
N

C
O

R
R

E
C

TE
D

 P
A

G
E

 P
R

O
O

FS



164  UNIT 4 •  Managing people and change

c04TheHumanResourceManagementFunction—FactorsInvolved 164 13 September 2014 1:58 PM

Key CoNCepT Acting ‘ethically’ and ‘being socially responsible’ should be 
part of the culture of any organisation. The human resource manager has a 
role to play in ethical and socially responsible management.

Many decisions related to the management of human resources involve ethical 
considerations. Before taking any action, the ethical human resource manager will 
think about the circumstances surrounding the proposed action and its possible 
consequences.

The human resource manager will typically be involved in shaping a com-
pany’s ethical practices through developing a code of conduct for the organ-
isation. The code of conduct sets out the principles governing the behaviour 
of the members of an organisation. For example, Woolworths Limited has a 
code of conduct that contains guidelines concerning what should happen when 
employees receive gifts. It also outlines standards to be attained when dealing 
with customers.

The human resource manager must have a clear understanding of the relevant 
legislation and ensure that all staff understand their legal responsibilities. If, for 
example, one employee alleges sexual harassment by another employee, their man-
ager must undertake a series of actions. The code of conduct, together with rel-
evant legislation, will help prevent both parties (the manager and the employee) 
from being compromised.

Another important task for the human resource manager is solving day-to-day 
problems relating to ethics. For example, there may be a dispute over an employee 
being promoted or situations where company funds have been misused. The fi gure 
opposite shows a range of ethical and legal issues a human resources manager may 
have to deal with in the workplace.

Former Rivers employee Sallyanne Robinson 
sought damages in the Federal Court in 
Melbourne, alleging that the company’s 
owner, Phillip Goodman, sexually harassed 
her during her employment. Philip Goodman 
is the sole director and a shareholder of 
Rivers, which has 150 stores across Australia. 
Robinson claimed that while she worked 
at Rivers, Goodman grabbed her, told her 
she was attractive and gave her unwanted 
attention. The case was settled out of court 
for an undisclosed sum after the court decided 
that evidence of Goodman’s treatment of 
two other former Rivers employees was 
admissible. Goodman denied the allegations 
made against him. The case serves as a salient 
reminder that organisations must have a 
code of conduct, and that all staff, no matter 
who they are, must understand their legal 
responsibilities under that code.

dId yoU KNoW?
Several organisations now provide 
employees with 1300 phone 
numbers they can use to ask for help 
with ethical dilemmas or to report 
violations of the organisation’s code 
of conduct. 

dId yoU KNoW?

4.8 Ethical and socially responsible management
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Keep an eye on who you are hiring! 
In 2014, Andrew Flanagan was 
appointed Myer’s new group general 
manager of strategy and business 
development. On his fi rst day on 
the job he was sacked when the 
company discovered that he was not 
who he said he was. He had falsifi ed 
his CV and references, and a history 
of similar deceptions soon emerged. 
The situation led many people 
to question how stringent Myer’s 
selection processes were. There had 
been an assumption that recruitment 
agency, Quest Personnel, had checked 
Flanagan’s background and references 
before presenting him for Myer’s 
consideration and before Myer 
interviewed the candidate in person. 

Unethical work
practices/conditions

Pleasant work
environment and

good working
conditions

Workplace free
from harassment

and discrimination

Unlawful
dismissal

Bullying

Unfair dismissal

Harassment
Discrimination

Workers compensation

Accidents

Injuries

Death

Disease

Stress

Work overload

Community
support

Staff motivated
and valued

Improved
business

performance

Legal compliance,
fines, claims, and

occupational
health and
safety costs

reduced

Equal employment
opportunities
— motivated staff,
low turnover

Positive image
of business — 
marketing
opportunities

ETHICAL AND LEGAL ISSUES
IN THE WORKPLACE

BENEFITS OF ETHICAL AND
LEGAL PRACTICES

Some ethical and legal issues arising in the workplace, and the benefi ts of dealing with them 
successfully

Specifi c human resource dilemmas
Many areas of human resource management require ethical conduct. Consider the 
following:
• Recruitment. Does an organisation have a responsibility to tell a job applicant if it is 

facing fi nancial diffi culty and may have to dismiss some employees? Some managers 
argue that such an admission is not required because the dismissals may never occur.

• Representation. A human resource manager can sometimes be called on to act as an 
employee’s representative in a confl ict involving the employee and another manager.

• Electronic privacy. Does the manager have the right to read and print email mes-
sages between other employees, especially if the employees believe their email 
messages are private?

• Performance evaluation. Human resource managers must observe and judge 
an employee’s performance. Judgements can be infl uenced by personal feel-
ings. What does a manager do when asked to evaluate the performance of an 
employee with whom he or she does not get along?

• Employee promotion or dismissal. Until an offi cial announcement is made, a 
human resource manager is normally expected to keep confi dential any infor-
mation regarding the promotion or dismissal of an employee. However, what 
does a manager do if he or she knows that an employee nominated for pro-
motion is thinking of resigning and moving to another organisation?
These examples reveal that human resource managers can be confronted with 

a variety of situations that require considered thought before a course of action is 
decided. As with all ethical dilemmas, a person’s values and beliefs largely deter-
mine how they respond.

TeST your understanding
1 List some ethical issues a human resource manager 

may face.
2 What is a code of conduct and why might an 

organisation establish one?
3 The owner of Rivers, Philip Goodman, was accused 

of acting unethically. Explain why his actions were 
unethical. What can be done to change this?

apply your understanding
4 If you were a human resource manager and your 

organisation may have to lay off workers in the 
near future, would you inform applicants for a job 
currently advertised?

5 What should a human resource manager do if 
he or she suspects that an employee is using the 
organisation’s web access to download music fi les?

6 Think of an ethical issue that may confront a human 
resource manager and ask a classmate how they 
would react.
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Key CoNCepT Social responsibility includes introducing strategies to 
maximise employee health, wellbeing and work–life balance.

Socially responsible management
Many large organisations recognise the importance of being socially responsible, not 
just to their external customers but to their internal customers — their employees. 
It is in the interest of the organisation, as well as employees, for the business to 
provide for and look after their employees. Some organ isations provide facilities for 
workers to ensure that they work productively — such as good canteen facilities, 
child-minding facilities, access to counselling, exercise equipment and so on. Others 
provide fl exible working conditions and work–life balance. 

Prevention is better than curePrevention is better than curePrevention is better than cure

Evidence suggests that taking preventative health measures is worthwhile for both 
workers and organisations. The results of national research show that healthy 
workers are more productive than employees suffering from poor health. 
Health-promoting workplaces experience reduced sick leave, absenteeism and 
workers compensation. They have improved staff morale and motivation as well as 
better workplace relationships.

Many workplaces have been encouraged by Federal Government initiatives in the 
area of workplace health. The National Partnership Agreement on Preventive Health 
(NPAPH) Healthy Workers initiative recognises the opportunity for workplaces to help 
people stop smoking, use alcohol safely and adopt good nutrition practices, particularly 
fruit and vegetable consumption, and to enable workers to be more physically active. 
Funding of $294.3 million has been allocated for the years 2009/10 through to 2017/18.

Programs to improve the health of employees can be as simple as participating 
in a ‘walk to work’ day, or reimbursing gym membership. More comprehensive 
programs can be introduced to target specifi c health problems directly related to a 
particular organisation.

Targeting health at City West Water
City West Water provides drinking and recycled water, trade waste retrieval and 
sewerage services to Melbourne’s inner and western suburbs, and central business 
district. It introduced the H2GO brand, under which all City West Water health and 
wellbeing activities are run. A portal allows staff to upload their personal details and 
design an individual health profi le. This enables them to access a range of tailored 
information. The data collected by the portal drives the types of events and activities 
offered to staff, including men’s and women’s health seminars, fl u vaccinations, desk 
massages, skin checks and exercise programs. Around 60 per cent of employees have 
uploaded their personal details on the H2GO portal.

All of City West Water’s managers were required to participate in its Managing 
Well program. This is a tailored program of face-to-face training for managers to 
equip them with the skills for identifying and supporting staff who are experiencing 
mental health issues. A similar program was developed for individual staff members. 
The Managing Well program resulted in increased numbers of employees seeking 
assistance and support for matters relating to mental health. 

‘We know that there is a fi ner line these days between work and home, and we know 
that getting that balance right is really important for our employees’, Alison Bennet, Senior 
Human Resources Consultant says. ‘We also know that when people are healthy and 
happy they come to work feeling healthy and happy, and that’s something that changes 
the culture in the place and makes people feel positive about what they’re doing.’

❛  .  .  .  healthy workers 
are more productive 
than employees 
suffering from poor 
health.❜

EXTEND YOUR KNOWLEDGE: Ethical and socially
responsible management
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❛  .  .  .  studies have shown 
that Australians feel 
that work frequently 
interferes with other life 
activities.❜

Are work lives in balance?Are work lives in balance?Are work lives in balance?Are work lives in balance?Are work lives in balance?Are work lives in balance?

It would appear that Australian workers have met all of their 
expectations, except for one. According to the OECD’s How’s 
Life? 2013 report, Australia performed well in many of the 
11 life dimensions that the OECD considers essential to a good 
life. But it is behind other OECD countries when it comes to 
work–life balance, ranked in the bottom 20 per cent. The study 
found that from 2007 to 2012 the percentage of Australians 
satisfi ed with their lives decreased slightly, from 76 per cent to 
73 per cent.

Many studies have shown that Australians feel that work 
frequently interferes with other life activities. The consequences 
of a workplace with a low work–life balance include increased 
staff turnover and stress levels, decreased morale and job 
satisfaction, and deterioration in health and wellbeing.

One way in which organisations can provide work–life 
balance is to offer fl exible conditions, such as the opportunity 
to telecommute. Telecommuting is a work arrangement 
where employees make use of the Internet to work from 
home. While a survey published in 2012 by the University 
of South Australia’s Centre for Work + Life found that only 
16 per cent of employees worked at home on a regular 
basis, there are organisations that do make telecommuting 
available.

IP Australia is an Australian Government agency that 
administers patents, trademarks, designs and plant breeder’s 
rights. Staff can fi t into teleworking categories including 
‘outposted work’, where employees living more than 
90 minutes from their employer can work from home’, and 
‘home-based work’, where staff go into the offi ce at least one 
day a fortnight. Other fl exible conditions include staff completing ‘ad hoc work’, 
where they log in to IP Australia’s computer network and work from home for short 
periods of time on a one-off or irregular basis, or ‘day extender work’, where staff 
work in the offi ce during normal hours and then log in after hours to the agency’s 
computer network. IP Australia says that telecommuting has increased within the 
agency from approximately 7 per cent of staff in 2007 to 12 per cent in 2013. The 
agency believes that teleworking has been a signifi cant contributor to employees 
achieving greater job satisfaction.

Australia is well behind other countries when it 
comes to providing employees with work–life 
balance.

TeST your understanding
1 Read ‘Prevention is better than cure’. What strategies 

are employers using to improve the health and 
wellbeing of their workers?

2 List the expected benefi ts of improving the health 
and wellbeing of employees.

3 Explain why tailoring health and wellbeing programs 
to particular organisational needs is more likely to be 
effective.

4 Read ‘Are work lives in balance?’. Are Australian 
workers having their expectation of work–life 
balance met?

5 Explain how IP Australia provides work–life balance.
6 How are all the health and wellbeing strategies 

mentioned on these pages ‘socially responsible’?

eXTeNd your understanding
7 What evidence can you fi nd in the article that 

highlights the fact that socially responsible 
management practices are not only good for 
employees but they are also good for business?

8 Use the Employer of choice weblink in your 
eBookPLUS to fi nd out what the term ‘employer of 
choice’ (EOC) means and how it relates to corporate 
social responsibility.

eBookpluseBookplus
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CHAPTER 4 review

Summary
human resources and business objectives and strategy
• Human resource management involves effectively managing employees in an 

organisation with the aim of ensuring the organisation’s business objectives are 
successfully met.

• The overall business objectives of the organisation will determine the objectives and 
strategies adopted by human resources.

employee expectations
• Human resource managers should aim to meet the expectations of an organisation’s 

employees. Expectations might include:
 – being treated fairly
 – a safe workplace
 – job satisfaction
 – adequate remuneration.

employee expectations — conditions of employment
• Conditions of employment refers to the employee being paid a fair wage, the number 

of hours of employment, leave entitlements and other entitlements, and may include 
fl exible working arrangements.

employee expectations — work−life balance
• Many organisations try to ensure their employees have a healthy work−life balance 

through providing fl exible working conditions, such as working from home and fl exible 
working hours. 

employee expectations — ohS
• HR managers must comply with occupational health and safety legislation in order to 

provide a safe workplace for employees.

employee expectations — job security
• Job security is the belief that the employee will not lose their job. HR managers need to 

provide some stability in the employment relationship.

motivation and maslow’s motivational theory
• In order to achieve business objectives, staff must be motivated. A number of theories 

have been developed proposing how workers can be motivated. 
• Maslow’s needs theory requires that managers understand where each worker is 

situated according to a hierarchy of needs in order to try to satisfy employee needs 
appropriately.

motivational theories: herzberg and locke
• Herzberg used Maslow’s theory to establish workplace factors that provide job 

satisfaction and those that provide motivation for staff. 
• Locke’s theory involves the establishment of clear, challenging goals as a way to 

motivate staff and improve their performance.

ethical and socially responsible management
• Ethical and socially responsible management is part of the HR manager’s role. Codes of 

conduct can be established and training given. Everyday decision making must take into 
consideration the ethical standards the organisation is trying to achieve.

review questions
TeST your understanding
 1 Devise your own defi nition of ‘human resource management’.
 2 Explain why human resource objectives and strategies are linked to overall business 

objectives.
 3 List four employee expectations and suggest ways they may be satisfi ed.
 4 How would you defi ne an ethical and socially responsible human resource manager?
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 5 Explain why ensuring employees achieve a better work−life balance is important for 
both an organisation and its employees.

 6 Choose one motivational theory and explain how it could be used by an organisation to 
motivate staff.

apply your understanding
 7 An accountant in a major accounting fi rm is often late to work, his productivity 

has decreased, and some clients have complained that he is slow to respond 
to their requests. As the human resource manager, how would you handle this 
situation? Apply a motivational theory that you think could be used to improve his 
performance.

 8 In groups of three or four, develop a set of guidelines to follow in determining a 
reasonable compromise between an organisation’s need to operate effectively and 
employees’ rights to privacy.

exam questions
For additional For additional For additional For additional For additional For additional 

VCE examination VCE examination VCE examination VCE examination VCE examination VCE examination 
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School-assessed coursework
oUTCome 1
analyse and evaluate practices and processes related to human 
resource management.

aSSeSSmeNT task — structured questions
Time allowed:  50 minutes
Marks allocated:   20 marks (the marks for each question are indicated at the end of each 

question)
Conditions:   closed book (no notes or textbooks may be used when completing this 

task)

 1 What is a ‘human resource manager’? 1 mark
 2 What are 4 specifi c duties, functions or roles carried out by a human resource 

manager in Australia today? 1 mark
 3 Why is human resource management so important for businesses? 2 marks
 4 Provide a performance indicator (PI) that could be used to measure the 

success of human resource management (HRM) in the following areas:
(a) effi ciency of workers
(b) occupational health and safety
(c) industrial relations
(d) workplace fl exibility. 2 marks

 5 Examine the advertisement on p. 171 and answer the questions that follow.
(a) Briefl y explain how the function of HR is linked to the business objectives

of large-scale organisations, using the advertisement to illustrate your
answer. 2 marks

(b) Discuss, with reference to the advertised position, how the current
function of HRM has changed from the more traditional emphasis on
personnel management of the past. 2 marks

 6 Read the case study on p. 171 and then answer the questions that follow.
(a) Using this information, explain what you think motivates each worker. 4 marks
(b) Using a motivational theory that you have studied, explain how this theory

could be used to motivate each worker. Also, state clearly the strategies
you would adopt. 6 marks
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HUMAN RESOURCES MANAGER

3-year contract
Salary up to $74 000 p.a.

The dramatic growth of Omni Technologies over the past 12 months has placed greater 
emphasis on the recruitment, retention and effective management and support of the 640+ 
employees who now work in the organisation.

This new and challenging position has arisen in response to the need to develop HR 
practices and initiatives across the company that support the organisation’s needs and help 
provide an effective and enjoyable working environment. Key elements of the role include:

 • Internal and external recruitment support
 • Coordinating HR information and reporting systems
 • Providing support to line management
 • Developing training and development packages
 • Contributing to employee support programs.

The position reports to the Group General Manager and will work in a small team of internal 
and external staff.

The role requires a person with appropriate tertiary quali�cations in HR or a related area and 
who has extensive HR experience. You will possess well-developed written and verbal 
communication skills. You will be a skilful negotiator, have strong analytical ability and be 
self-motivated. Most important is the capacity to work effectively and sensitively with 
people in a large organisation.

Salary range: $68 000 to $74 000 per year

Tenure: Three-year contract with the possibility of renewal

Initial inquiries and written applications should be directed to Amelia Murphy, HR Officer 
on 03 9811 4593 or  am@omni.com.au  by Friday 31 July.

OMNI   TECHNOLOGIES

Omni Technologies Ltd 
is an equal opportunity employer 
and supports a non-smoking 
work environment

Omni Technologies Ltd 
PO Box 389

Camberwell VIC 3124

Part of the furniturePart of the furniturePart of the furniture

You are the human resource manager in a large furniture manufacturing company. 
You have become concerned about the performance of two valuable employees.

Peter has worked in the company for many years and is on a high salary due to 
his experience and skill development. However, he seems to have lost some interest 
in his work, especially after being overlooked for promotion in the business over 
recent months.

Veronica is a single mother with young children. She is scheduled to start work at 
8.00 am, but is often late to arrive. She says she is unhappy with the poor pay she 
receives and is looking for a new job. She is a very good worker, who produces good 
results and is well liked in the company.
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