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Introduction to Module 8
Finding and Motivating

This module deals with two topics, and these are:  Topic 1; Planning Staff Requirements and 
Topic 2; Caring for Your Staff.   It is not possible to run the business without workers to do 
the work, thus this topic explores some of the questions you may have regarding how best to 
staff your business.  

Topic 1 defines the staffing problem, then suggests ways of identifying the right staff, where 
to look for prospective employees, as well as how to socialize them into the organisation.

Topic 2 focuses on issues such as staff turnover, by pointing out reasons for changing jobs.  It 
goes on to suggest how information about staff turnover can be used to create the right atmo-
sphere at the workplace thereby reducing separation.  It also looks at the important issue of 
remuneration as an aspect of good working relations.
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Topic 1
Planning Staff Requirements

Introduction
As your business grows, you will probably need workers to help you. What management 
skills do you think you need, to deal with workers successfully?  When we are ready to 
start our business, we must find the appropriate people to employ in the business in order to 
achieve the business goals.  Success will depend, by and large, on identifying the right  
workers who have the necessary skills to run the business.  Motivation of such workers is 
also critical if they are to contribute to high productivity.

Learning Objectives
After studying this topic, you should be able to:
• describe the challenges of obtaining suitable staff.
• identify the sources of employees.
• suggest characteristics of a suitable employee.
• explain effective methods of training staff.

Contents List
1.1		 The	staffing	problem	 2
1.2		 Identifying	the	right	staff	 2
1.3		 Where	to	look	for	prospective	employees	 6
1.4		 Staff	training	and	development	 9
1.5		 What	we	have	learnt		 11
1.6		 Glossary	 12
1.7		 Self-assessment	exercise	 12
1.8		 Suggested	answers	to	activities	 13
1.9		 Answers	to	the	self-assessment	exercise	 16
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1.1 The Staffing Problem
(a) Managing workers 
The first problem faced by a small business is the recruitment of capable employees.  In 
 recruiting, the small business competes with both large and other small businesses.  It  
cannot afford to let competitors take all the best. 
A small business faces challenges  in the management of workers. For example, the owner of 
a small grocery business cannot treat workers in the same way as Metsef, Trade World,  
Shoprite, etc. which have  more employees. 

(b) The problem of attracting applicants to small businesses
There is competition, as already mentioned, in recruiting well-qualified and experienced staff. 
Fortunately, small scale enterprises have some advantages over bigger businesses. Employees 
get general management experience at a decision-making level, which is not the case in big 
businesses. In small scale business many workers could spend many years in low positions 
before they can be promoted.  
The activity below will help you reflect on the issues discussed above.

Activity 1A
Before	you	continue	with	this	topic	you	might	want	to	think	of	more	difficulties	
you	have	faced	(or	you	are	likely	to	face	when	you	start	a	business)	in	hiring	a	
suitable	employee.		There	are	several	difficulties.		List	down	any	three	of	such	
problems	or	difficulties.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Now discuss your answers with your colleagues.  Also compare them to answers 
suggested at the end of the topic.

1.2 Identifying the Right Staff
Before reading on, look at this picture and see if it gives you an idea about the employee 
needed.
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The first task in staffing, as with any other management job, is to decide what you want done 
and how.  In other words define the job clearly, without any fixed ideas about who should do it.  
It will mean you thinking about what needs to be done now but also how it will change in the 
future.  What special qualities are needed to do the specifications of the job?  This way, you are 
able to get a picture of the person you want.  For example, if a mature telephone  
attendant is required, an 18 year old is unlikely to be appropriate.  If you might want such  
persons to work as personal computer assistant within a couple of years, many 60 year old 
might not have the flexibility to absorb training.  Equally, if the job is likely to change  
drastically in four years’ time, it could be worthwhile taking someone who is four years from 
retirement and recruit new staff for the new job after three and a half years.

Once the task of a specific job have been determined, a statement of the job content and  
location is included.  This statement is called either Job Description or Position  
Description.  After the position description has been determined, an accompanying hiring or 
job specification is developed.  The hiring specification defines the education, experience and 
skills an individual must have in order to perform effectively in the position.  The hiring  
specification for Sales Manager might read “A position requires a Diploma in Marketing, five 
years’ experience in sales and two years’ supervisory experience; energetic, motivated  
individual with good interpersonal skills”.

Now do activity 1B.
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Activity 1B
1.	 What	is	the	content	of	a	job	description.		Give	an	example	of	each	item	you 
  included.
_______________________________________________________________
_______________________________________________________________

2.		 How	is	a	job	description	different	from	a	position	description?
_______________________________________________________________
_______________________________________________________________
3.		 Look	at	the	hiring	specifications	again	for	the	sales	manager	above,		 	
	 what	other	characteristics	would	you	generally	include	for	a	suitable		 	
	 employee?		(Generate	as	many	as	possible).
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Now, compare your answers with the feedback given at the end of the topic.

Once you have defined the precise nature of the job to be filled, the next step is the process of 
identifying attributes or characteristics required in the person who is to fill it.  These  
characteristics will differ from job to job.

Assume you are looking for a purchasing officer for your business. Check the essential or  
desirable characteristics for the job in the activity below. This exercise is not meant to test 
you  but to provide an understanding of characteristics required for persons to be employed.
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Activity 1C
Check	the	appropriate	column	for	a	prospective	purchasing	officer	for	your	busi-
ness.
Job	Title		 :	 	 Purchasing	Officer
Department	 :	 Purchasing			 
 
1. Physical, health and Appearance  Essential   Desirable     
	 Height	
 Build 
	 Hearing	
	 Eye	sight	
	 General	health	
	 Grooming	
	 Dress	
 Voice 
 Sex       
2. Attainment   
	 General	education	
	 Job	training	
	 Job	experience	 		 	
3. General Intelligence        
 Tests 
	 General	reasoning	ability	 		 	
4. Special abilities  
	 Skill	with	hands	
	 Skill	with	words	
	 Skill	with	figures	
	 Artistic	ability	
	 Musical	ability	 		 	
5. Interests  
	 Intellectual	
	 Practical	
	 Physically	active	
 Social    
6. Disposition  
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	 Acceptability	
	 Leadership	Stability	/Independence	 		 	
 7. Circumstances  
	 Age	
	 Marital	status	
	 Dependants	
	 Mobility	
 Domicile    
 8.  Adjustment  
	 Coping	with	stress	
	 Coping	with	pressure	
	 Routine	upsets	
	 General	upsets	 		 	
 9. Motivation  
	 Drive	
	 Initiative	
	 Personal	standards	
 Setting goals    

Discuss your work with your colleague. Compare your answers with the feedback 
given at the end of the topic.  

Let us work on the activity below before we discuss the sources for prospective employees.

1.3 Where to Look for Prospective Employees
Three employers are talking - one uncertain about where to source employees and the other 
two enlighten the colleague on several sources. Read the dialogue in the picture before doing 
the next activity.
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Activity 1D
List		any	three	possible	sources	for	recruiting	prospective	employees.
_______________________________________________________________ 
 
_______________________________________________________________ 
 
_______________________________________________________________ 
 
_______________________________________________________________
 
_______________________________________________________________ 
 
_______________________________________________________________
_______________________________________________________________ 
 
_______________________________________________________________ 
 
_______________________________________________________________ 
 
_______________________________________________________________

Now, turn to the end of the topic to compare your answers with mine after you have 
discussed them with your colleagues.

In many cases where there is a job to be filled, the best place to start looking will be inside 
your organisation.  In most cases, this involves promotion to higher level.  Encouraging, and 
fulfilling employee aspirations by adopting a policy of promotion from within the business 
has certain advantages.  Can you state any two of these advantages?
__________________________________________________________________________ 

__________________________________________________________________________ 

__________________________________________________________________________

Well, here are some more advantages to compare against your answer.
 • Employees will perhaps be encouraged to work hard if they see that this is likely  
  to be rewarded by the organization.
 • There is a possibility of attracting a higher calibre of employees if they see that  
  they have a future in the business.
 • It may be easy to identify potential in an employee whose behaviour you have  
  observed more frequently than in an external candidate whom you may observe  
  briefly when they are probably on their best behaviour anyway.
Now can you think of any two drawbacks of internal promotion.  
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___________________________________________________________________________ 
 
___________________________________________________________________________ 

___________________________________________________________________________ 
 
___________________________________________________________________________ 
 
__________________________________________________________________________

Try to compare your thoughts with the disadvantages of internal recruitment below:
 • Persons may be promoted to a higher job on the basis of their excellent  
  performance in their current job without thinking that completely different  
  skills may be needed.  If they do not perform well in their new job they will not  
  be promoted.
 • The promoted employee is known in the department as “one of the colleagues”,  
  but suddenly he finds he is expected to adopt another stance as their boss.  This  
  may result in role conflict to which the promoted employee may find it difficult to 
   adjust, ending up being an ineffective supervisor.
 • The criteria for selection for promotion are often unclear or misunderstood, so  
  singling out one employee from his fellows may give rise to ill-feeling, loss of  
  morale and labour turnover - particularly if promotion is perceived to be on the  
  basis of length of service.

Recruiting from within the organisation is one source of staff. Suppose you are a small  
general dealer, or you run a hair salon, where else can you source workers from? Suggest any 
four sources before reading on.
___________________________________________________________________________ 

___________________________________________________________________________

Compare your sources with those of recruitment services explained below.
 • Walk-ins: You may receive job enquiries from individuals who walk into the  
  business place to seek employment.  In the interest of good public relations, all  
  applicants should be treated courteously whether or not they are offered jobs.  
  Should you be interested in this source, it is advisable to keep a list of qualities  
  you are looking for in an applicant, then use that to interview those who walk in.
 • Education institutions:  Secondary schools, trade schools, colleges and the  
  university are desirable sources for certain classes of potential employees,  
  particularly those who need no specific work experience.
 • Department of Labour: This department has a unit which offers, without cost, a  
  supply of applicants who are actively seeking employment.  The unit known as  
  Employment Services Unit has offices represented in all districts. These offices  
  are for the most part a source for clerical workers, unskilled labourers, production 
   workers and technicians.
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 • Private employment agencies: There are a good number of private agencies  
  offering their services as employment offices.  In some cases an employer 
   receives their services without cost because the applicant pays a fee to the  
  agency.  However, for highly qualified applicants the employing business may  
  have to pay a fee.
 • Recommendation by your workers:  If your workers are good employees, their  
  recommendations may be a good source.  Normally, employees will hesitate to  
  recommend incompetent workers.  Many small business owners say that this  
  source provides more of their employees than any other source.
 • Press advertisements: The “Help wanted” sign on the window of a business  
  establishment is one form of recruiting used by small business.   Another form  
  of recruitment takes the form of advertisements in the classified pages of local  
  and national newspapers. 

Many small businesses prefer to staff their ventures with relatives. Suggest one advantage of 
doing that.
___________________________________________________________________________
___________________________________________________________________________

What about disadvantages? List any two that you have experienced.
___________________________________________________________________________
___________________________________________________________________________
 
It is often said that when you employ relatives you don’t have to pay them a lot. They are also 
likely to stay with you longer because your place is like home to them. However relatives 
may not put as much effort as people not related to you. You also may find it difficult to  
correct them. Further, they may be jealous of you, and may not be trustworthy.

1.4 Staff Training and Development
Staff training and development are necessary for both new and existing employees. 
Before training a new employee, you must introduce him/her to the company.  This  
introduction is referred to as employee orientation or socialisation or induction.   
 
Orientation is designed to provide new employees with the information needed to function 
cormfortably and effectively in the organisation. This practice conveys three types of  
information:
• general information about the daily work routine.
• the purpose, operations, and products or services,as well as information of how the  
 employee’s job contributes to the organisation’s goals.
• the organisation’s policies, procedures, work rules, and employee benefits.
The objective of orientation is to reduce the new employee’s anxiety regarding how well 
they will perform and how well they will get along with other workers. It also makes the new 
worker settle in smoothly. 
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Why do you think it is necessary to give the new employee information about policies,  
procedures, work rules, etc. Explain in the space below.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________

There are a number of reasons why new employees need information. For example, to  
familiarise them with policies and work rules. This helps them develop an understanding of 
the organisation. 

Once an employee has been recruited and added to the payroll, and has received orientation, 
the process of training must immediately be put in place.  The new recruit can be likened to 
the “raw material”, and the well-trained technician, salesperson, manager, or other employee 
can be likened to the “finished product.” Training programmes are meant to improve job  
performance.   

Let us first explain the three words that are often confused in the next activity.

Activity 1E
Education,	training	and	development	are	three	words	often	confused.		Explain	
the	three	words	to	differentiate	them.
1. Education
_______________________________________________________________ 
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
2.	 Training
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
3.	 Development
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Discuss your answers with your colleagues.  Also compare them against suggested 
answers at the end of the topic.



11

Small Scale Business Management  Module 8:  Finding and Motivating Staff

       © BOCODOL

Job descriptions or job specifications, may identify abilities or skills needed for particular 
jobs. To a large extent, such requirements regulate the type of training that is appropriate.
It therefore follows that we need to first analyse training needs.  The following are some 
areas focused on.
 • Performance appraisal  - each employees’ work is measured against the  
  performance standards or objectives established for the job.
 • Objectives of the particular job, that is, the skills or knowledge specified in the  
  appropriate job description. 
In small businesses with many employees, the Human Resource Manager (formerly known 
as Personnel Manager) must initiate the appropriate training programme.

Activity 1F
Mention	any	two	training	methods	you	may	be	familiar	with,	which	can	be	 
useful	in	your	business.
(i)	 ___________________________________________________________
 ___________________________________________________________
(ii)	 ___________________________________________________________
 ___________________________________________________________

Discuss your answers with your colleagues.  Also compare them against suggested 
answers at the end of the topic. 

The important thing in choosing a method is to recognise the nature of learning that you wish 
to achieve, and to select a method that will facilitate the achievement of your objectives.  The 
biggest problem lies in failing to realise the difference between learning how to in theory and 
how to in practice.  Trying practically is much more helpful and facilitates faster learning 
than explaining to someone how it works. 

1.5 What We Have Learnt 
In this topic we learnt ideas and skills that are of great benefit for the business to achieve its 
objectives.  In summary, we learnt that:
• there are several problems a business faces in attracting good and capable employees
• there is competition in recruiting well-qualified and experienced workers
• we must consider certain characteristics that apply to jobs when recruiting new  
 employees
• there are several sources  from which to recruit workers
• orientation or induction of new employees provides new employees with the  
 information needed to function comfortably and effectively in the organization.  
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1.6 Glossary
Employment agency:  A legal intitution which acts as the middleman between  
     employer and employee.
Job description :  Statement of what the job involves.
Job specification:  Statement which defines qualifications, skills and  
     experience the applicant should possess.
Orientation:   At the workplace, orientation is aimed at giving  
     employees information needed for them to function  
     effectively.
Prospective employee: The worker you look forward to employ. 

1.7 Self-assessment Exercise
Indicate whether the statement is True or False
1. The entrepreneur of a small business needs to develop a human resource  
 programme applicable to its needs.
2. A small business does not compete with big organisations for human resource  
 for employment. 
3. A job description is the same as a job specification. 
4. A brick layer as a prospective employee would be recruited for his physique rather than  
 his intelligence. 
5. All applicants walking-in into a company should be treated courteously whether or not  
 they are offered jobs. 
6. Press advertisements are a popular method of recruitment of new employees.
7. Training comes before socialization. 
8. Education is the same as training. 
9. The purpose of training is to improve present job performance. 
10. Staff development prepares an employee for greater responsibility when they  
 are promoted. 
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1.8 Suggested Answers to Activities
Activity 1A
(i)	 Inadequate	financial	resources	to	attract	outstanding	prospects.
(ii)	 Legal	considerations	of	keeping	employees	in	the	job	as	well	as	providing 
		 equal	employment	opportunities	for	various	categories	of	people.
(iii)	 Legal	constraints	in	firing	inefficient	employees.
(iv)	 Sources	from	which	to	recruit	staff	are	many,	so	sometimes	it	is	difficult	to	 
	 determine	the	right	source.
(v)	 Shortage	of	certain	skills	for	some	categories	of	workers	within	the	country 
		 might	force	a	small	business	to	recruit	from	outside	e.g.	for	highly	skilled	 
 technologists.
(vi)	 The	reputation	and	attractiveness	of	a	small	business	many	be	in	question 
		 from	prospective	employees.
 
Activity 1B
1.	 (i)	 Job	title:	e.g.	Marketing	Manager
	 (ii)		 Reports	to	:e.g.	Managing	Director
	 (iii)		 Responsible	for	e.g.	Sales	Representative?
	 (iv)		 Job	location	e.g.	Marketing	Department
	 (v)		 Number	employed	in	this	position	e.g	1
	 (vi)		 Main	purpose	of	the	job	
	 (vii)		 Duties	e.g.	marketing	whole	range	of	grocery	products
	 (viii)	 Standards	of	performance	e.g.	to	achieve	a	sales	budget	of	 
	 	 P500	000	per	annum
2.	 A	job	description	is	a	written	description	of	what	a	person	would	need	to	do 
		 to	fulfil	the	functions	of	the	job.		It	covers	title,	duties	and	responsibilities,	 
	 and	including	its	location	on	the	organizational	chart,	whereas	position	 
	 description	is	a	summary	of	major	duties	a	person	would	have	in	the	 
	 position	they	are	in.		It	outlines	what	the	worker	is	responsible	for,	how	the	 
	 work	is	done,	how	it	relates	to	other	positions	in	the	oganisational	chart.
3.	 Knowledge	-	skills;	abilities;	trainability;	honesty;	self-confidence;	 
	 self-management;	to	work	independently	with	minimum	supervision;	 
	 technical	competence;	intelligence;	self-starter;	initiative	etc.
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Activity 1C
Check	the	appropriate	column	for	a	prospective	purchasing	officer	for	your 
	business.
Job	Title	:	 	 Purchasing	Officer
Department:	 Purchasing			
	1.	 Physical,	health	and	Appearance	Essential		 	 Desirable					
	 Height	
 Build 
	 Hearing		 	 	 	 	 

	 Eye	sight		 	 	 	 	 

	 General	health		 	 	 	 

	 Grooming		 	 	 	 	 

	 Dress	
 Voice 
 Sex       
2. Attainment   
	 General	education		 	 	 	 

	 Job	training	
	 Job	experience	 		 	 	 	 	   
3. General Intelligence        
 Tests 
	 General	reasoning	ability	 		 	
 4. Special abilities  
	 Skill	with	hands	
	 Skill	with	words	
	 Skill	with	figures		 	 	 	 

	 Artistic	ability	
	 Musical	ability	 		 	
5. Interests  
	 Intellectual	
	 Practical	
	 Physically	active		 	 	 	 	 	 

 Social    
 6. Disposition  
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	 Acceptability	
	 Leadership	Stability	/Independence	 		 	
	7.	 Circumstances		
	 Age		 	 	 	 	 	 

	 Marital	status	
	 Dependants	
	 Mobility		 	 	 	 	 	 	 

 Domicile    
	8.	 	Adjustment		
	 Coping	with	stress		 	 	 	 

	 Coping	with	pressure		 	 	 

	 Routine	upsets	
	 General	upsets	 		 	
	9.	 Motivation		
	 Drive		 	 	 	 	 	 

	 Initiative		 	 	 	 	 	 	 

	 Personal	standards			 	 	 

 Setting goals        

Activity 1D
(i)	 Schools
(ii)	 Press	advertisements
(iii)	 Tertiary	institutions	e.g	University,	BIAC,	Colleges	etc
(iv)	 Private	employment	agencies
(v)	 Employee	referrals
(vi)	 Department	of	Labour
(vii)	Walk-ins
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Activity 1E
1.	 Education	is	the	process	of	acquiring	background	knowledge	of	a	subject. 
	 		It	is	person-oriented,	rather	than	job-oriented.
2.	 Training	is	the	preparation	for	particular	job.		It	is	concerned	with	job	 
	 performance	and	the	application	of	knowledge	and	skills	to	present	work.
3.	 Development	is	a	course	of	action	designed	to	enable	the	individual	to 
	 	realise	his	or	her	potential	for	growth	in	the	organisation.		It	relates	to	 
	 future,	rather	than	present	jobs.

Activity 1F
Seminar•	
Lecture•	
Demonstration•	
On	the	job	training•	
Mentoring•	

1.9 Answers to the Self-assessment Exercise
1. True
2. False
3. False
4. False
5. True
6. True
7. False
8. False
9. True
10. True
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Topic 2
Caring for Your Staff

Introduction
You will remember that in Topic 1 we discussed several characteristics of  suitable  
employees to recruit, as well as training and developing staff.  In this topic we build on that  
background by examining why employees change jobs. What conditions in the work  
environment will contribute to high productivity of staff?  How do you motivate your staff?  
These are important questions.  Individual workers have goals and when their goals are not 
satisfied by the business in which they work they may look for alternative employment.  
Issues relating to salaries are important, but in this topic we will look at many more other 
considerations which motivate employees to perform well. Look at the picture below and say 
whether it shows anything about staff motivation. 

Learning Objectives
After working through this topic, you should be able to:
• explain why employees change jobs
• suggest characteristics of a secure work environment
• clarify the importance of adequate remuneration.

Contents List
2.1		 Staff	Turnover	 	 18
2.2		 Reasons	for	changing	jobs		 	 18
2.3		 Using	information	about	staff	turnover		 	 21
2.4		 How	to	reduce	staff	turnover	 	 22
2.5		 Atmosphere	at	the	workplace	 	 23
2.6		 Why	accidents	happen	 	 23
2.7		 Making	the	work	environment	safe	 	 24
2.8		 Paying	the	workers	 	 26	
2.9					Other	benefits	 	 26
2.10				What	we	have	learnt		 	 26
2.11	 Glossary		 	 27	
2.12		 Self-assessment	exercise	 	 27
2.13		 Suggested	answers	to	activities	 	 28
2.14	 Answers	to	the	self-assessment	exercise	 	 30
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2.1 Staff Turnover
Staff turnover is the movement of employees into and out of your business.  It is normally 
convenient to measure it by recording movements out of the firm on the assumption that a 
worker who leaves is eventually replaced by a new employee.  The term separation is used to 
describe an employee who leaves for any reason.  At this point you might want to think of the 
reasons why employees change jobs.  

Let us look at the following situation before we attempt activity 2A

“I treated her like my own daughter... gave her food... weekends she did not work... good  
accommodation. But why does she want to leave?” Is this a familiar story from employers? 
Now work on the following activity

Activity 2A
Suggest	any	four	reasons	why	employees	change	jobs.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

How did you get on with this exercise?  Compare your answers with the reasons 
given at the end of the topic.

2.2 Reasons for Changing Jobs
There are many reasons for changing jobs.  However, the employer can also do something to 
ensure employees stay longer with him. 
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(a)  Poor pay structure
With the standard of living rising every day, an employee might change a job to a higher paid 
one.  You have heard the concept of “green pastures”, which means an employee leaves a 
poorly paid job in preference for a better paid one.

(b)  Lack of opportunities to advance
Small businesses are particularly vulnerable to this reason.  In small companies a member of 
staff may stagnate without any prospects for promotion.  In this situation an employee may 
leave to seek for a better job. In that case he or she will improve his or her status well as well 
as financial incentives.

(c) Poor management
An employee may not be happy with the management style of the boss especially where 
there is constant misunderstanding.  For example a poor leadership style of not involving the 
employee in major decisions made for the company.  It could also be lack of transparency 
i.e. manager withholding major information from the employee which may hinder effective 
performance.

(d)  To pursue other interests
The employee may leave work to go for further training which management may fail to 
 provide or approve.  An employee could also leave to start his or her own business.

(e)  Failure to cope with the demands of the job  
Any employee may find herself or himself inadequate to cope with the demands of the job.  
For example,  some salespersons may find that they have to travel throughout Botswana to 
make sales and consequently find this strenuous.  The employee may resign in favour of a 
less demanding job elsewhere.

 
(f)  Lack of opportunities for training and development  
Some employees may find that they cannot develop their career in some small businesses and 
will leave employment for businesses that can develop them.

(g)  Excessive strictness
Measures such as strict or excessive working hours may be a good reason for some  
employees to leave the company. This is especially true where there are no rewards to match 
the strictness.

(h)  Sexual harassment
Female employees, in particular, may find themselves in situations where the boss is  
advancing for sexual favours in exchange for more monetary incentives and promotional 
prospects.  This may not please some employees and they could leave the job without  
reporting to law enforcement authorities e.g. the police.
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(i) Sudden loss of interest in the job
Sometimes a worker suddenly loses interest in the job and decides to leave. What could be 
the reason?
To reflect on the above discussion, do the following activity.

Activity 2B
What	sort	of	behaviour	do	you	notice	in	a	worker	who	wants	to	change	a	job	for	
each	of	these	reasons.
(a)	 When	you	do	not	pay	him/her	adequately.
_______________________________________________________________
_______________________________________________________________

(b)	 When	you	manage	the	business	poorly.
______________________________________________________________
______________________________________________________________
(c)	 When	he/she	fails	to	cope	with	too	much	work.
______________________________________________________________
______________________________________________________
(d)	 When	he	or	she	is	no	longer	interested	in	the	job.			___________________ 
______________________________________________________________
_______________________________________________________________

Responses may not be the same, but I guess your experiences when put together 
with those of colleagues will help you identify the behaviour of a worker who may no 
longer be interested in working for you. Check possible answers at the end of the 
topic. 

Now read the following situation and then do Activity 2C.

A small scale farmer employed 6 workers during the year 2000. The workers attend to the  
following projects : market gardening, piggery, a small dairy, broiler chickens, maintenance 
of the homestead, a small herd of beef cattle. They work during the weekend, and have a day 
off each once per week, and earn the same amount. During that year, 3 workers left and only 
one was recruited.
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Activity 2C
1.	 Suggest	any	four	possible	reasons	in	this	business	that	cause	a	turnover	of 
  half the staff.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
2.	 What	advice	would	you	give	this	business	person	to	prevent	the	high	 
	 staff	turnover?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Before turning to the end of the topic for suggested answers, discuss your views 
with colleagues or partner. Remember that the situation at this farm can be related 
to your own business. Reflect on your situation and see if you have any lessons to 
learn from this farmer. 

2.3 Using Information About Staff Turnover
Why is it important for you to know the rate of turnover in your business? Separations and 
replacements can be expensive to the business. There are two points to bear in mind about 
separation.
 • Recently engaged people are more likely to leave than long service 
  employees. So look after your long-serving workers well because you know them 
   better.
 • The cost of labour turnover increases when employees are more specialised, more 
  difficult to find, or require more training.

We have noted that staff turnover is costly or expensive. Do the next activity before you 
proceed.
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Activity 2D
Suggest	any	four	reasons	why	you	consider	staff	turnover	to	be	costly	to	your	
business.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Compare your answers with those listed at the end of the topic after you have dis-
cussed with your family or friends. Don’t worry if your answers are different from 
mine as long as they are logical.

2.4 How to Reduce Staff Turnover
All employers are expected to have a certain degree of labour turnover and without it the 
company would not grow or improve. For example, separation with a worker who is  
inefficient, and gives the business a poor image, is to the advantage of the business. However, 
if you keep on losing efficient workers, then separation has a negative influence on the  
business. You would want to think of ways of reducing the rate of staff turnover.  Do the next 
activity.

Activity 2E
What	four	steps	would	you	take	to	reduce	the	rate	of	separation	or	turnover	in	
your	business.		
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Compare your answers with suggestions at the end of the topic.
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2.5 Atmosphere at the Workplace
Put yourself in the shoes of an employee.  As a start try Activity 2F.

Activity 2 F
Suggest	any	four	characteristics	of	a	safe	work	environment	for	your	employ-
ees.
(i)		 	 ______________________________________________________
(ii)	 	 ______________________________________________________
(iii)			 ______________________________________________________
(iv)			 _____________________________________________________																																																																																										

Compare your answers with suggestions at the end of the topic.

Regular maintenance checks, to ensure that the buildings, fixtures and equipment have not 
developed faults which might render them dangerous, is one way of identifying potential 
problems. The work environment differs from one business to another. It is, however,  
important to make the environment safe from accidents.

2.6 Why Accidents Happen
There are a number of factors that lead to accidents in the workplace.

(a) Physical factors
Accidents frequently happen when people are: handling and lifting goods and materials;  
working with machinery fall; (from above or on the same levels), are hit by falling objects; 
using hand tools. The factors which contribute to such accidents are:
• Environmental factors: The building itself may be unsafe.  Floors may not be  
 level; there may be protruding surfaces, rough steps, or dangerous openings.  The 
  machinery may be unsafe or badly maintained.  Bad lighting can contribute to  
 falls and collisions, while poor ventilation may lead to diseases and explosions.  
 Untidy work places, faulty electrical connections, facility hand tools, and fire  
 hazards, can play their part in contributing to accidents and injuries at work. 
• Work process factors:  The way in which the work has to be carried out (the design of  
 the job), may also create danger.  For example the cleaning or maintenance of machines 
  while in use, lack of suitable seating, the need to lift or carry heavy things, and  
 processes which involve contact with dangerous substances or moving parts.  Machines 
  which require the operator to be of a certain height, or have a certain hand or arm span,  
 may also pose danger if they are not adapted to suit different operator capacities.

Think of your own business, and list five physical factors likely to cause accidents.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
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___________________________________________________________________________ 

___________________________________________________________________________

(b) Personal factors
Our upbringing makes us what we are, and there are faults that we develop such as  
recklessness, nervousness, excitement, greed, ignorance and so on.  It is because of these that 
we commit unsafe acts or allow dangerous situations to arise.  We may stand under a lifting 
block without thinking about the dangers.  Even more importantly, we may be placed in a job 
which we are not competent enough or trained to do, without adequate supervision, because 
the management is too lazy or too pre-occupied with profit, or has some other human error 
which prevents it from giving due thought to such matters.  Some non-living objects are not a 
danger in themselves.  They are only dangerous because we make them so.  What are some of 
the faults you have noticed in one of your workers?
___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________

Before you proceed with this topic, pause a while to complete Activity 2G.

Activity 2G
Suggest	some	ways	of	preventing	accidents	at	your	work	place.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Compare your answers with the feedback at the end of the topic.

2.7 Making the Work Environment Safe
We have identified two levels of accident and this may lead us to look for two levels of  
accident prevention.  In fact, we are unlikely to correct the physical causes if our attitudes are 
wrong.  The real key accident prevention measure therefore, lies in creating the right attitfrom 
top management to workers in the business.
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(a) Creating safety awareness
There are a number of techniques that can be used to try to persuade all levels, including 
management, that safety makes sense.  Here are a few techniques:
• Posters:  Reminders placed around the office or factory may serve to draw people’s  
 attention to the need to take care and wear safety clothes.
• Films:  These have more specific impact than posters, and can be more explicit  
 and detailed in their message.
• Fear appeals: This can take form of pictures of accident scenes, a talk from  
 someone who actually suffered the injury or a look at the collection of damaged 
 tools and clothes.

(b) Making workers safe
Apart from the desire to be safe, individual workers must know how to operate equipment  
safely:
• New comers:  All job training must revolve around the safe way of doing a job,  
 not just the quickest or the easiest way.
• Experienced workers:  These people may have survived serious accidents because  
 they have become skilled in their bad habits.  They still need to be kept up to date,  
 through formal training, briefing groups and other communication, with safe working 
 practices.
• All employees:  Everyone in the workplace needs to be made aware of the  
 results of failing to stick to laid down safety procedures. 

(c) The working environment
The operator’s place should be:
 • well lit.
 • heated to appropriate temperature where it is cold. 
 • cooled to appropriate temperature where it is hot.
 • kept free from excessive noise or humidity.
 • equipped with protective clothes where possible.

Activity 2 H
List	any	four	jobs	for	which	protective	clothing	is	required.
_______________________________________________________________ 

_______________________________________________________________ 
 
_______________________________________________________________ 
 
_______________________________________________________________
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Check for suggested answers at the end of the topic. 

2.8  Paying the Workers
Wages, salaries and other benefits are important to all employees, and the small business must 
accept the central role of the pay cheque and any extras in attracting and motivating workers.  
In addition, small businesses can also offer several non-financial benefits that appeal to  
workers.

For lower category of workers in various industries there is a law governing minimum wages 
in Botswana.  Before you employ any manual worker or cleaner you must ensure that you 
contact Department of Labour to tell you the lowest wage you can pay such an employee.  
Paying a worker less than the minimum wage is actually breaking the law and you can be 
prosecuted. How much should the lowest and the highest paid employee be paid monthly in 
your business? 

2.9  Other Benefits
In order to motivate staff to increase their productivity, you should also give them benefits in 
cash or kind. Employers who receive benefits develop a sense of satisfaction with their  
conditions. They are likely to give you good service.
Complete the next activity.

Activity 2I
Could	you	think	of	three	other	financial	incentives,	apart	from	wages	and	 
salaries?
(a)	 _________________________________________________________	
(b)		_________________________________________________________	
(c)		_________________________________________________________		

Check for suggested answers at the end of the topic.

2.10 What we Have Learnt 
In this topic we have learnt:
• that staff turnover is the movement of staff into and out of the firm.
• there are several reasons why employees change jobs.
• some methods of reducing staff turnover.
• about the characteristics of a safe work environment.
• why accidents happen in the workplace.



27

Small Scale Business Management  Module 8:  Finding and Motivating Staff

       © BOCODOL

• how to make the work environment safe.
• how to make workers safe.
• how to reward workers.

2.11 Glossary
Environmental factors: The physical surroundings of the workplace, which  
    determine the safety of the workers.
Remuneration:  The wages and benefits paid to workers.
Staff turnover:  The frequency at which workers join and resign from  
    your company.

2.12 Self Assessment Exercise
Answer True or False
1. Staff turnover refers to the movement of workers from one job to another.
 
2.  People change jobs in order to pursue other interests.          
 
3.  People who have been employed for a longer time tend to want to leave the job. 
 
4.  Separation with an inefficient worker cannot be regretted.
      
5.  Orientation and training are not necessary for new employees.
 
6.  The work environment is similar for different work environments.
 
7.  Environmental factors are physical conditions that cause accidents to happen. 
 
8.  Attitudes influence the way workers look at safety.
 
9.  Small business managers should also follow government regulations regarding  
 minimum wage.
 
10.  Incentives are additional benefits given on top of the wages.
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2.13 Suggested Answers to Activities 

Activity 2A
Poor	pay	structure•	
Lack	of	opportunities	to	advance•	
Poor	management•	
Pursue	other	interest•	
Sexual	harassment •	

Activity 2B
•	 Complains	that	wages	are	low
•	 Suggests	different	ways	of	doing	things	in	an	unpleasant	way
•	 Often	appears	tired
•	 Comes	late	to	work

Activity 2 C
1.
	 •	 There	is	too	much	work	for	few	people
	 •	 There	are	no	free	weekends
	 •	 Lack	of	interest
	 •	 Poor	remuneration	
2.
	 •	 Increase	number	of	workers	so	as	not	to	overwork	them.
	 •	 Clarify	the	number	of	working	hours	per	week	with	the	labour	
	 	 department.

Activity 2D
	 •	 It	is	costly	to	train	new	workers
	 •	 The	business	loses	efficient	people
	 •	 Gives	a	bad	image	to	the	company
	 •	 Production	is	lowered
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Activity 2E
•	 Ensure	that	the	immediate	supervisor	leads	by	example.	Check	that	 
	 employees	are	being	fully	utilised	-	some	may	be	leaving	because	of	 
	 boredom	or	job	dissatisfaction.
•	 Change	pay	structure,	perhaps	using	job	evaluation.		Job	evaluation	is	 
	 the	process	of	placing	jobs	in	order	of	their	relative	importance	in	order	 
	 that	employees	may	be	paid	fairly.
•	 Give	new	employees	appropriate	training.
•	 Show	that	prospects	in	your	business	are	good	by	promoting	within	 
	 wherever	possible.
•	 Introduce	or	improve	an	induction	course.

Activity 2F
	 •	 creating	safety	awareness
	 •	 posters	explaining	situations
	 •	 films	showing	safety	procedures
	 •	 discipline	when	using	equipment
	 •	 discussions	about	safety
	 •	 role	play	techniques

Activity 2G
	 •	 consider	possibility	of	automating	work
	 •	 don’t	clean	machine	when	it	is	in	motio
	 •	 when	examining	the	layout	of	work	premises	check	for	danger	 
	 	 points:
	 	 -	 areas	of	congestion
  - the siting of waste
	 	 -	 crossover	points	from	one	line	to	another
	 •	 take	into	account	the	worker	movements	in	the	above	situations
	 •	 wherever	possible,	tap	the	skills	of	an	experienced	organisation	and	 
	 	 methods	analyst.

Activity 2 H
	 •	 Mining
	 •	 Spraying	insecticides
	 •	 Welding
	 •	 Construction
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Activity 2I 
	 •	 bonuses,	merit,	profit	sharing,	group	bonuses	etc.
	 •	 share	option	schemes.		Shares	may	be	paid	over	immediately	to
	 	 	employees,	who	are	then	free	to	sell	or	keep	them,	as	they	choose.
	 •	 occupational	pension	schemes.
	 •	 loans	can	be	given	at	preferential	rates,	of	interest,	or	even	interest			
	 	 free.
	 •	 allowances	e.g.	a	10%	car	allowance	of	basic	salary.
	 •	 commissions:	These	are	paid	to	sales	people	in	addition	to	salary	or	 
	 	 those	without	salary.		It	is	usually	a	percentage	of	sales	made	by	a 
		 	 salesperson.

2.14 Answers to the Self-assessment Exercise
1. True        2. True       
3. False       4 True
5. False       6. False      
7. True        8. True
9. True         10. True


