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Foreword

Work Improvement in Small Enterprises (WISE) is an innovative approach to improving working conditions and productivity in small and medium-sized enterprises around the world. It is
not simply a training package, but a process in which entrepreneurs and managers are empowered and supported to address working conditions issues through the identification, sharing and
implementation of local and affordable good practices. In the long term, the improvements in
working conditions achieved are sustained through the development of supportive networks of
local entrepreneurs and trainers who continue to share ideas and practices, motivated by the
measurable improvements in productivity that participants experience.
A series of training modules and guides, first published in 1988, form the heart of WISE. Until
now, these have provided guidance on nine technical areas of working conditions, all of which
address the physical organization of the workplace and work processes and simple ways to alter
these, so as to improve safety and health and increase productivity. These manuals have been
used, adapted and translated into more than ten countries in Africa, Asia and Latin America,
evidencing the flexibility and effectiveness of the WISE approach.
WISE-R (More Work Improvement in Small Enterprises) builds upon this success and is designed
to meet the needs identified by WISE trainers and entrepreneurs around the world to expand
the WISE package to include other key dimensions of working conditions. WISE-R consists of
six new modules and training guides that address not only the physical work environment, but
also the more complex day-to-day challenges that entrepreneurs face when handling employee
recruitment, management and motivation.
WISE–R is a natural extension of the original WISE manuals. It reflects the global recognition
that the employees of a business are not only often a significant investment, but that their performance holds the key to the success of the business. WISE-R reflects this reality and takes on
the issues that are central both to workers’ recruitment, retention and motivation, and to maximizing individual productivity in a safe and healthy way: wages, working time, maternity protection, work-family balance, management and motivation, and workplace relations.
As with WISE, the suggestions made in WISE-R are both practical and low-cost. The focus of
these ideas is, in fact, to introduce simple working practices and measures that can make a huge
difference to the motivation and the ability of employees to perform their job and, consequently,
to the productivity of the business.
The concept of combining WISE and WISE-R into a WISE+ package arose in the course of a sixmonth period of pilot testing carried out in Mozambique and the United Republic of Tanzania in
2009. Following the development of the WISE-R modules, a decision was taken to pilot the WISE
and WISE-R training modules in tandem. The implementation phase was carried out with the
cooperation and participation of a range of local and national actors, including local entrepreneurs, employers’ and workers’ organizations, labour inspectorates, ministries of labour, training
institutions and others. The feedback received following this exercise has suggested that combining WISE and WISE-R is an efficient and effective approach.
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This WISE+ binder brings together the WISE Action Manual (1997) with the new WISE-R Training
Manual to create a complete WISE+ Action Manual. We have also created a second binder, which
contains the WISE and new WISE-R Trainers’ Guides. In the longer term, further work will need to
be undertaken to fully integrate the WISE and WISE-R modules, and their respective guides. This
WISE+ package is thus presented as a prototype, which is ready to provide a solid starting point
for future work. The ILO would welcome the feedback of entrepreneurs and practitioners who will
use and adapt the methodology to the multiple realities of workplaces around the world.
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Foreword to WISE-R

Good working conditions provide the foundation of productive and successful enterprises. The
Work Improvement in Small Enterprises (WISE) methodology is an established and much appreciated ILO training approach that encourages and support efforts by entrepreneurs and managers
to improve both working conditions and productivity in their enterprises.
This WISE-R Action Manual, and the modules within it, extends the reach of WISE. It applies the
WISE, action-oriented and low-cost approach to working condition issues that are, in some ways,
more complex than those covered by the original WISE modules. Whereas WISE focused largely
upon improving the physical workplace environment, WISE-R addresses issues that go beyond
this, but are equally fundamental to the success of every enterprise.
WISE-R Module 1 explains the notion of ‘productivity’, how it is measured and the factors
that influence it.
WISE-R Module 2 provides practical tips on managing and motivating staff
WISE-R Module 3 looks at how enterprises can make the most of working time, to avoid
accidents and waste due to fatigue, to reduce costs and risks relating to overtime and
night work, and to ensure a healthy and productive working pattern.
WISE-R Module 4 deals with managing wages and workplace benefits to ensure that the enterprise can attract and retain the best employees. This module includes information on
different ways of linking pay to work done, how to set and structure wages, ideas for
motivating incentives, and guidance on practical wage administration.
WISE-R Module 5 addresses the challenges that entrepreneurs and workers face in balancing
their family and work responsibilities. It provides a range of practical suggestions on
simple and low-cost measures that small and medium enterprises can adopt, to provide
flexibility and support for workers with caring responsibilities and, thus, maximize
their workplace productivity. This module also explains the importance of maternity
protection in the workplace, and sets out the measures that enterprises can implement
to protect and retain workers during pregnancy and after the birth of their child.
WISE-R Module 6 highlights the impact that workplace relations, particularly harassment or
bullying, can have upon productivity, and provides suggestions for measures that can
be taken to avoid problems and promote a positive and respectful work environment.
WISE–R is a natural extension of the original WISE manuals. It reflects the global recognition that
the employees of a business are often a business’s most significant asset, and that their performance holds the key to a business’s success. WISE-R, therefore, takes on the issues that are central
to employee recruitment, retention and motivation, and to maximizing individual productivity in
a safe and healthy way.
In the WISE-R modules, business owners and managers will find valuable guidance and advice,
together with practical ideas, for improving business management practices and increasing
productivity. Furthermore, the WISE-R Action Manual (and the WISE-R Trainers’ Guide) has
been devised so that it can be used by WISE-R training participants, typically entrepreneurs,
managers, labour inspectors, local government officials, supervisors and workers, both during
training and as a reference point thereafter.
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At the heart of WISE-R is the WISE-R Checklist, which is included in this binder with the
WISE-R Action Manual, and in the WISE-R Trainers’ Guide. Those who are familiar with WISE
will know that the Checklist is an invaluable tool that facilitates the identification of good local
working condition practices, as well as the identification of those areas where improvements
could be made and productivity benefits achieved.
Guidance on delivering WISE-R modules, using the WISE-R Checklist, preparing Action Plans,
and on ensuring essential follow-up work, are included in the WISE-R Trainers’ Guide, which is
incorporated into the companion WISE+ Trainers’ Guide binder.
The WISE-R modules and Trainers’ Guide were developed in the course of an ILO eighteenmonth long project (2008-2009) on Improving Job Quality in Africa, through concerted efforts
by Governments, Employers and Workers. This project was supported by Danish International
Development Assistance and carried out in Mozambique and the United Republic of Tanzania.
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WISE-R
More
Work Improvement in Small Enterprises
WISE-R Checklist

Conditions of Work and Employment Programme
Improving Job Quality in Africa through concerted efforts by Government,
Employers and Workers

WISE-R Checklist

WISE-R Module 1: Understanding productivity
Checkpoint 1: Assess how efficient your business is by working out the productivity ratio.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 2: When you are looking for ways to improve productivity, think long term
and don’t automatically try to make savings on wages.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 3: Remember that your workers are not just a cost, but a business asset that can greatly
affect your productivity.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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WISE-R Module 2: Managing and motivating workers
Checkpoint 4: Perform a job analysis and elaborate a job description to help you to find workers
with the right skills for the job.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 5: Offer workers the opportunity to be trained, and so increase the skills available
in your business.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 6: Make sure that new workers are introduced to your business culture, practices,
and rules.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 7: Make sure that workers have the tools they need to do the job.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 8: Be clear with workers about what you want them to do and the results you expect.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 9: Give workers as much control as possible over the way they carry out their tasks.

Do you propose action?
❏ No
If yes,
what action?
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❏ Yes

❏ Priority
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Checkpoint 10: Give workers professional responsibility for tasks, and acknowledge
this in pay and/or in thanks.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 11: Plan ahead for absences by preparing junior staff to take on delegated tasks.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 12: Give praise when it is due and never deliver criticism in public.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 13: Organise regular meetings with each employee to give them feedback and orient
them in their work.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 14: Have a clear discipline and grievance policy and make sure that managers,
supervisors and workers, understand and apply it.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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WISE-R Module 3: Effective management of working time
Checkpoint 15: Avoid wasting time and resources by planning for production and delivery timelines,
including advanced planning on staffing needs.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 16: Have a regular schedule for maintaining equipment, so that you avoid accidents
and breakdowns.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 17: Provide job-specific training to boost expertise and efficiency.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 18: Make sure all workers get enough rest time during their working day,
in between their shifts, and at the end of their working week.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 19: Provide a place for workers to rest, away from their work station and with access
to drinking water and toilets.

Do you propose action?
❏ No
If yes,
what action?
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❏ Yes

❏ Priority
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Checkpoint 20: Avoid or minimize the use of irregular and unpredictable shift schedules.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 21: Minimize the use of night work and, when it is necessary, make it safer by providing
supervision and adjusting the lighting and temperature in the work environment to be similar to daytime.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 22: Introduce flexible working time arrangements that will help your workers to balance
their responsibilities and boost your productivity.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 23: Limit the use of overtime, especially on extended (e.g., 12-hour) shifts.
When overtime is used, provide advance notice to workers.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 24: Be clear with each worker about their normal working hours, their pay,
and what pay rate they will receive for overtime work.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 25: Consult with workers on the design of working time in your enterprise,
and listen to the feedback they give you.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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WISE-R Module 4: Managing wages and benefits
Checkpoint 26: Be clear, fair, and consistent, when you decide what you will pay your employees.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 27: Create an organizational chart with everyone, including you, on it.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 28: Prepare a comprehensive job description for each job.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 29: Rank jobs by comparing the skills they involve and their importance to YOUR
business.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 30: Do not pay any worker less than the minimum wage in your country.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 31: Give every job a pay range, so that workers have the chance to improve their pay
over time, even if they stay in the same job.

Do you propose action?
❏ No
If yes,
what action?
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❏ Yes

❏ Priority
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Checkpoint 32: Consult on your pay structure and pay levels with your workers
and their representatives.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 33: Adjust wages periodically in order to improve or, at least,
maintain workers’ standard of living.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 34: Be sure to give all workers feedback about their performance
and what they can do to access or compete for cash and non-cash rewards.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 35: Keep good records on work done and wages paid, and develop an easy-to-read
wage slip, so that workers can check their pay calculation with you.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 36: Get maximum impact from your wages and benefits program by communicating it
clearly to workers.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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WISE-R Module 5: Family-friendly measures
Checkpoint 37: Consult your workers on their family responsibilities and the difficulties they might
have balancing these with workplace demands.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 38: Arrange working hours with workers’ family responsibilities in mind.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 39: Consider work sharing and job rotation to allow workers to fill in for each other
when someone is absent.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 40: Inform your workers about all of the types of leave that you provide.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 41: Plan ahead for leave, so you avoid stoppages or interruptions that can cause a loss
of productivity.

Do you propose action?
❏ No
If yes,
what action?
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❏ Yes

❏ Priority
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Checkpoint 42: Provide all workers with maternity and paternity leave, and the right to a similar job
at the same pay when they return.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 43: Carry out a risk assessment (including exposure to chemicals) and discuss it
with your workers.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 44: Take action to remove identified risks.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 45: Ensure ready access to safe drinking water and to clean toilets, at any time,
without restrictions.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 46: Accommodate or reassign pregnant workers to tasks that do not require continuous
standing, uncomfortable movements/postures, heavy physical effort or risk of slipping and falling.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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Checkpoint 47: In addition to normal breaks, allow at least one 1-hour break for breastfeeding mothers.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 48: Provide a clean and quiet area for breastfeeding or expressing milk.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 49: Help workers get information on mother-to-child transmission of HIV.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 50: Offer practical support to workers with family responsibilities.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 51: Create partnerships so you (and other small businesses) can help workers
with care arrangements.

Do you propose action?
❏ No
If yes,
what action?
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❏ Yes

❏ Priority
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WISE-R Module 6: Create a respectful workplace
Checkpoint 52: Develop (in consultation with your staff) a written policy for promoting a respectful
workplace, including a fair procedure to resolve complaints of harassment.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 53: Designate a person or persons trusted by you and your workers to be a focal point
for harassment complaints.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 54: Avoid HIV/AIDS discrimination by workers and management, by developing
and implementing an HIV/AIDS policy for the workplace.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?

Checkpoint 55: Remove all suggestive or provocative photos, posters, and other items from display
in the workplace.

Do you propose action?
❏ No

❏ Yes

❏ Priority

If yes,
what action?
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Introduction

To support the growth of your business, it is important to be able to analyze how your business
is performing. You also need to understand what makes it grow, including the impact of management actions, workplace organization, and enterprise policies, on business performance.
The idea of productivity, and how to improve it, is a central theme throughout WISE-R and later
modules will introduce you to many specific business practices, all chosen because they have a
positive impact on enterprise productivity. But what is productivity, how is it measured, and why
is it so important?
This introductory module on productivity will address these questions so that you can get the
most out of WISE-R.
The objectives of this Module:
a) To explain what productivity means
b) To enable you to calculate the productivity of your enterprise
c) To highlight the impact that different workplace practices and policies can have on your
productivity

21

Measure your Productivity
The advantages for your business
If you really want to improve your productivity, you first need to understand what productivity is and what factors can influence it. The next step is to find out what your present
productivity is – how well your business is doing. Once you have done these things, you
will be in a good position to work out how much you want to (and can) improve your productivity, and how to achieve that improvement.

What you can do
1. Understand and measure business productivity
1.1. Understanding Productivity

The term ‘productivity’ is used at many levels. It is possible to measure the productivity of
a country, an organization, a business, a team or an individual person. In WISE-R, when
we talk about productivity, we mean the productivity of your business.
Productivity is a measure of output from a production process, per unit of input.

Once you know how to calculate the productivity ratio of your business, you can, for example, compare your productivity to that of other businesses. You can also track the change
in your productivity over time (you can calculate it monthly or annually: is it going up or
down?). If you find that your productivity has gone down, you will know that there is a
problem that needs your attention.
Whenever you bring in new measures, such as a new working-time schedule, you can
also use this measure to monitor the impact of the change on your productivity. However,
you always need to remember that there are many (some hidden) factors that influence
productivity.

Checkpoint 1: Assess how efficient your business is by working out the productivity ratio.

1.2. Measure your productivity

When we talk about productivity as a figure, we usually call it the ‘productivity ratio’. To
find out your enterprise’s productivity you need to calculate your “productivity ratio” by
comparing all of the costs involved in producing and selling your product (input) with the
amount of money you sell the products for (output).

Productivity =

22

Output
Input
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Steps for measuring productivity:
1. Determine the relevant period;
2. Calculate your total costs (input);
3. Calculate your total revenue (output);
4. Calculate the productivity ratio.
First of all, you will need to identify the period for which you want to perform the calculation. If you want to calculate your productivity for one year, you will need to look at
the costs and sales over that year. If you are doing a monthly analysis, you will need the
figures for one month. It is most important that you compare input and output figures for
the same period.

•
•
•
•
•
•

Start by identifying your costs (input). Some common costs are:
recruiting and training workers
buying stalls, machinery or computers
renting land or buildings
buying raw materials
advertising
your wages and those of your employees (SMEs often forget to include the wage of the
manager/business owner)
Calculate your output, which is the total value received for your sales.
Let’s take Shoemaker A as a simple example:
Shoemaker A spends 1000 coins on her business in a year (including his earnings). She
produces 500 pairs of shoes in that time, and sells each for 3 coins. She sells them all, so
she receives 1500 coins.
So, she has increased her earnings by 1/2.

Productivity =

Output
Input

Shoemaker A’s productivity =

1500 coins (output)
= 1.5
1000 coins (input)

If she does the same sum next year and the number is higher, she will know that her productivity (and her profit!) has gone up.
Now look at Shoemaker B:
Shoemaker B produces the same shoes as Shoemaker A, but spends
1500 coins on her business in a year to produce the same number
of shoes – 500 pairs. She sells each pair for 3 coins. She sells them
all, so she receives 1500 coins as well.
Shoemaker B’s productivity =

1500 coins (output)
= 1
1500 coins (input)
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You can see that the productivity of Shoemaker B is lower than Shoemaker A, as her costs
are higher. Why is this? It might be because Shoemaker B pays more for raw material, or
maybe she has a high turnover of workers (they don’t stay long) and she needs to spend
more on advertising and training new employees?
Now let’s look at what happens when Shoemaker A decides she wants to increase her
business productivity:
Shoemaker A decides to invest in a new machine so she produces more shoes in a shorter
time. Unfortunately, she forgets to provide training for workers on how to operate the new
machine and some accidents and errors occur!
Shoemaker A manages to produce more shoes, say 2500 pairs, and sells them at the same
price as before. So, she receives 7500 coins for her production (output). She is pleased
because there is more money coming in to her business. But, when she again calculates
her costs, she finds out that they have gone up too. Her investment in the machine, higher
electricity bills, higher waste, and the payments she has had to make for injured/absent
workers mean her costs are now 7500 coins.
Let’s look at Shoemaker A’s new productivity:
Though the shoemaker’s income increased from 1500 to 7500, her productivity fell from
2 to 5. This means that that for every coin she has spent, she now only receives 1 in return.
You can immediately see from this how important it is for you to recalculate your productivity rate at intervals, so you can see what is happening in your business and take appropriate measures.
Shoemaker A’s productivity =

7500 coins (output)
= 1
7500 coins (input)

2. Look for ways to increase your productivity
If the amount you earn from the goods you produce (output) goes up in comparison to the
costs of producing them (input), your productivity increases and so do your profits. This is
a target for most businesses.

Checkpoint 2: When you are looking for ways to improve productivity, think long term and don’t
automatically try to make savings on wages.

•
•
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To increase productivity, you have two basic choices:
Reduce the production cost per product (input): OR
Increase the amount you get for your product (output)
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Workers are able to maximise productivity when they have the training,
equipment and the raw materials they need to do their job.

2.1. No ‘quick fixes’

As a business can not just put up its prices (because buyers would go to competitors to
purchase the goods), it is common for business owners to try to increase productivity by
looking for quick ways to reduce their costs (inputs).

✗
✗
✗
✗
✗

Some examples include:
Buying lower quality raw materials
Not servicing machinery
Speeding up production by removing machine guards
Using untrained workers (or children) as cheap labour
Paying lower wages and demanding long hours of work
This is definitely not the answer.

•
•
•

If you use poor quality raw materials, broken machines, and untrained, underpaid workers:
the amount you produce and the quality of your product will go down;
the amount you can charge for your product will go down;
workplace accidents and production stoppages will go up.
QUICK FIXES

–
–
–
–

cheaper raw material
untrained staff
not servicing machines
demanding long hours
lower quality
more accidents & errors

➯ More costs at long term
➯ Less revenue (due to lower quality)

LOWER PRODUCTIVITY

LONG TERM

–
–
–
–

fair & clear wage & incentives
training for staff
improved maintenance
better working time arrangements
improved quality
less accidents & errors

➯ initial small investment
➯ major increase revenue
(due to higher quality)
➯ Improved rate of production
MORE PRODUCTIVITY
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Adults need to work, and are more productive and motivated than children, who need the chance
to learn and play. If your children work instead of going to school, research shows that there
chance of getting a well-paid job in the future is very low and their health can suffer, because
the work they do is bad for growing bodies or because they don’t understand the dangers in the
workplace.
SAY NO TO CHILD LABOUR

This business has a clear policy of not using child labour
2.2 Think long term!

When thinking about new measures to improve your productivity you need to think about
its impacts, in the LONG term as well as the short term. Remember that long term improvements will bring the most benefit to your business.
Human resources are often the most important asset of a small or medium-sized businesses,
which typically have low property assets and capital. Managing these human resources
can, therefore, have a major impact (positive or negative!) on productivity.
Unfortunately, staff costs (wages, training, leave, etc.) are also a significant cost for most
businesses. So, to reduce their overall business costs, and forgetting that staff are also a
business asset, employers often make changes to their wage structure (to reduce the total
wages they pay).

•
•
•
•
•
•

This type of action can have a positive effect on costs (and so, on productivity) in the short
term. But, it generally increases costs in the long term, as it results in:
the loss of experienced workers
higher turnover and recruitment costs
low motivation
lower quality products
inefficient and inconsistent production
unhappy customers

By putting a low value on your workers, you will reduce the value of your business.
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Does low pay mean higher profits?
Consider the following scenario:
Well-suited,
well trained, and
motivated worker
earns 100

Worker produces 100

Less-suited,
poorly trained and
less-motivated worker
earns 50

Worker produces 40

2.3 Invest for long term growth

Business productivity, like all good things, takes time and care to grow.
In the text box you will see some recognized factors that contribute to increased
productivity. By introducing good workplace policies and employee management practices, you can achieve a major
improvement in most of these areas.

Factors that improve productivity
• Quality of output
• Efficient work processes
• Workers’ motivation
• Innovation

Introducing a well-designed pay struc• Good working conditions
ture or a better shift pattern might, in
• High worker attendance
some cases, result in an increase in your
• Training
wage bill, at least in the short term. But
• Quality of management
this does not mean that your business
• Lower worker turnover
costs will necessarily go up. You might,
for example, find that the change results
in lower recruitment and training costs and reduces sickness absences. This could mean
that overall costs remain the same, whilst business output increases – higher productivity!
Adopt good human resource management
for long term productivity increases
Experience and research has shown that investing wisely in human resources increases
worker performance and productivity. Unfortunately few managers of SMEs have experience with human resource (HR) management.
Checkpoint 3: Remember that your workers are not just a cost, but a business asset that can
greatly affect your productivity.
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In the following chapters you will be introduced to the key practices that can help you to
make the most of your staff, and to increase your productivity and profitability:
Module 2: Managing and motivating workers
Module 3: Effective management of working time
Module 4: Managing wages and benefits
Module 5: Family-friendly measures
Module 6: Creating a respectful workplace
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Checkpoints for WISE-R Module 1
Understanding Productivity
Checkpoint 1: Assess how efficient your business is by working out the productivity ratio
Checkpoint 2: When you are looking for ways to improve productivity, think long term and
don’t automatically try to make savings on wages.
Checkpoint 3: Remember that your workers are not just a cost, but a business asset that can
greatly affect your productivity
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WISE-R
More
Work Improvement in Small Enterprises

Module 2
Managing and Motivating Workers

Developed and piloted within the ILO/DANIDA project:
Improving Job Quality in Africa through concerted efforts by Government,
Employers and Workers
Conditions of Work and Employment Programme
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Introduction
Running a small enterprise is more than a full-time job, and involves everything from designing
and developing the product or service, and selling it, to reporting to authorities, and hiring and
training new workers. The list of tasks is endless, but your time is limited, so it is normal that the
things that are not seen as ‘important’ are put aside.
Unfortunately, managing and motivating employees, is often one of those things, because it does
not have a deadline attached and it will not (directly) get the bills paid. This module aims to explain
why managing and motivating employees should, in fact, be at the top of your priority list!
Experience in both small and large businesses has shown that enterprises that manage and positively motivate employees improve their productivity. This is because motivated employees work
harder, stay with the enterprise longer, and take fewer sick days than other workers. They are
also more likely to feel a part of your business, to care about the quality of the job they do, and
to come up with good ideas that help improve the products and processes.
So, if you give attention to managing your workers, you can expect your productivity to increase,
your operating costs (particularly for recruitment and training) to go down, and your work flow
to be smoother.
Managing staff and working out how to motivate them is not easy. This WISE-R Module will
help you to make a big difference to the way your employees feel and perform, and all at little
or no cost to your business. This Module is divided into 7 sections, each section addressing one
guiding principle for managing and motivating workers:
1) Hire workers with the knowledge and skills that your enterprise needs
2) Provide training opportunities
3) Control the demands of the job
4) Ensure appropriate supervision, but also be prepared to delegate responsibly to enable workers
to learn
5) Be positive and value your workers
6) Treat workers fairly
7) Encourage team spirit through team working, good communication, and by listening to
workers.
The objectives of this Module:
• To explain the impact that good management and motivation has on productivity and quality,
recruitment and retention;
• For participants to become aware of a range of practical approaches that they can use to
improve worker management and motivation;
• To encourage participants to commit themselves to designing and implementing improved
management and motivation practices.
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2.1

Hire Workers with the Knowledge
and Skills that your Entreprise needs
The advantages for your business
If you want to get the most from your employees, it is important to match the employee’s
skills to the individual job that needs doing. This small task is possibly one of the most
important things you can do for increasing production, quality, pace and continuity.

What you can do
Checkpoint 4: Perform a job analysis and elaborate a job description to help you to find workers
with the right skills for the job.

Use job analysis to help you to identify
the best person for the job
Hiring workers is the first and most important opportunity you have to get the right match
between the worker and the job. To do this, you need to prepare a job description before
you advertise the post. This job description will set out what the job involves and the experience or training the job demands. You can then use this job description to write a profile
of the person you need.
1.

How to create a job description:

➣
➣

Write down a list of the job tasks the worker will do.
Next to each task, or group of tasks, make a note of the skills that the person will need if
they are going to do the tasks successfully.

This supervisor and a worker are cooperating to work out what tasks and skills are needed
by the assembly-line workers, so they can prepare an accurate job description.
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The following items should be taken into consideration when developing a job description:
A.

Education/skills
• What education level is necessary to perform the work?
• What prior training is required to perform the job duties at a satisfactory level?
• What practical work experience is required to perform the duties at a satisfactory level?

B.

Effort
• What types of effort, i.e. physical, mental, and/or psychosocial, are involved in each of
the tasks, which together make up the total job?

C.

Responsibility
• What type of responsibility does the job entail e.g. responsibility for equipment, purchases, money, safe-keeping of documents, management of other people?
• What directions are given and what decisions are necessary?
• Does the job involve team and/or independent working?

D.

Working conditions
• Does the work entail exposure to physical (noise, dust, temperature, health hazards)
or psychological factors (isolation, frequent interruptions, simultaneous requests, and
aggressiveness of clients)? Does the job involve travelling?
You should write this information in a Job Description. Below you will see the headings
that are commonly used:
a) Job title.
b) Department, division, or area of the enterprise where the work takes place.
c) Supervision requirements and coordination with other people or departments.
d) Role and responsibility.
e) Specific tasks to be carried out.
f) Skills and experience: this is usually the level of education, the training or experience
needed). It should include the skills that you want the person to bring to your work
team as well as those needed for the particular job, e.g. ability to speak a language.
g) Other requirements. This might include special work requirements such as the willingness to work weekends or to work in a team.

Once you have developed the job description, you can prepare a description or profile of
the ideal candidate. The job description and profile together will make it much easier for
you to write the advertisement for the job, to come up with interview questions, and to
evaluate and select the best candidate.
They will also help you to ignore irrelevant factors, for example skin colour, religion or
sex. This is important because if you take these things into account, you are unlikely to get
the best person for the job.
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2.2

Provide Training
Opportunities
The advantages for your business
Training is an opportunity to upgrade workers’ knowledge and skills, which enables them
to perform their jobs more efficiently. This brings a direct benefit to your business.
As well as improving skills, training improves worker motivation and loyalty. It gives workers a sign that you value them and think they are worth investing in. It can also be the thing
that makes you stand out from the rest, as an employer interested in investing in your business, and so help you attract (and retain) the most serious and dedicated job applicants.

What you should know
Checkpoint 5: Offer workers the opportunity to be trained, and so increase the skills available
in your business.

Training can be provided through:
➣
➣
➣

Privately run short courses outside or at the workplace
Courses at vocational training institutions or producers’ organizations, over a short block
of time or longer, e.g. one evening a week
On the job training by your more experienced employees

These catering workers are being reminded to ALWAYS put the guard on a meat slicing machine,
as it is very dangerous to use it without the guard.
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You can use training to help you to keep your business adaptable and ready to meet
new challenges e.g. train supervisors on higher quality-checking standards; train workers
on fixing simple machinery problems.
➣
➣

Free training is possible:
If you are planning to use a new machine, you can often negotiate for the provider to give
your workers some free training on how to use it.
Some business organizations, government departments, charities and international organizations provide free training.
On-the-job training by experienced workers from your enterprise does not cost anything
and can be the best way to learn many manual tasks.

This trainer is training a group of new supervisors.

What you can do
1.

Provide new workers with orientation training:

Checkpoint 6: Make sure that new workers are introduced to your business culture, practices,
and rules.

➣
➣
➣
➣
➣
➣

Workers are more productive when they know what is expected of them, so it is important
to tell (or show) new workers how your business works including:
The way workers are expected to dress, behave, address each other and customers
Working hours, break and lunch arrangements, how and when they get paid, sickness
procedures
Work processes and practices, what is produced and future plans
Opportunities to learn or advance within the enterprise, including training opportunities
Your company values, practices
Who to ask for more information

A new worker is introduced to other workers, on her first day in a new job.
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Employee training should, where possible, be offered during the normal working day, so
that workers can attend the training and still meet family responsibilities.

An experienced worker explains a job task to a younger worker.

To promote cooperation: Encourage employees to teach each other about their jobs
and, where practical, let them swap jobs for a period. Doing this will improve work
relations, reduce boredom, and also increase the flexibility that you have to keep work
moving when a worker leaves or is absent.
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2.3

Control the Demands of the Job
As an entrepreneur, you are always under pressure to come up with the next good idea, find
the next customer, and sign the next contract. This means that you know how negative you
can feel when you are placed under pressure to work harder or quicker, or to do something
you simply find boring.
Your employees will sometimes feel exactly the same way about the tasks they have to do,
and this can badly affect their attitude to their work and, in the end, productivity. But, with
good (positive) day-to-day supervision, and some sound management decisions, you can
relieve pressure and boredom and improve productivity.

The advantages for your business
Taking control of the demands you place on workers is mostly about good planning. Good
planning will cost you nothing and will help to:
➣
➣
➣
➣
➣

reduce worker stress and increase worker motivation
reduce accidents and mistakes
improve delivery rates and the quality of products
increase business flexibility
improve productivity
If you design the workload and organize tasks correctly, and make sure that you provide
workers with the tools they need, your workers will feel confident, valued and trusted:
errors will go down and production will go up.

What you can do
You can take action in two areas:
1) Make sure that workers can safely and efficiently do their work
2) Plan the workload correctly: Divide or share work so that motivation and performance are
maximized
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1.

Make sure that workers can safely and efficiently do their work

✓

Supply workers with the tools needed to do their job
Checkpoint 7: Make sure that workers have the tools they need to do the job.

Workers can easily find the tools they need in a well-organized storeroom.

A worker who has the right tools will be in the best position to complete his or her job
efficiently and with minimum stress.
➣
➣
➣

So, keep machines, hand tools, computers, and other job tools:
regularly maintained and clean
easily available to workers who need them
safe – with guards on, usage instructions, and protective gear where needed.
(See WISE Module 5 for more information)

Checkpoint 8: Be clear with workers about what you want them to do and the results you expect.

✓

➣
➣
➣
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Be clear about the task and the results expected
If your workers are not clear on exactly what they are supposed to do, it is almost impossible for them to do it. To avoid this problem you should:
Provide each worker with a job description (see previous section)
Describe new tasks carefully and make it clear that workers can come back to you with
questions later
If a worker does something wrong, don’t start shouting. Tell them where they have gone
wrong and how they can avoid the same mistake again

WISER-R | Module 2 | Managing and Motivating Workers

2.

Divide or share work so that motivation and performance are maximized

✓

Reduce repetition

➣
➣

Where possible, get rid of repetitive, monotonous jobs.
Introduce a job rotation system among employees within the same division or department
and provide extra training when necessary.
Give workers the chance to perform several work tasks in the production chain, instead of
one or a few fragmented work operations.

➣

A wall chart can be used to give everyone advanced notice of which shifts they will work.

Control working time

✓

Controlling working time is a key part of controlling work demands. Later, in these materials you will find a whole module dedicated to this subject (see later).
✓

Give workers more autonomy

➣
➣

Workers who have the power to choose how they do their tasks will generally be more
content and loyal and perform better than those who do not because:
they feel more trusted and valued, and are more motivated to meet standards that they set;
it gives them flexibility over when or where they work, so makes it easier for them to carry
out their family and social responsibilities (particularly important for parents and carers).
they have the chance to show their wider abilities

➣

Checkpoint 9: Give workers as much control as possible over the way they carry out their tasks.

41

WISER-R | More Work Improvements in Small Enterprises | Action Manual

Flexibility – through flexitime, home-working – is a great way to increase autonomy (see
Module 3 on Working time).
Of course, you have customers to take into account: there would be no business without
them! You need to maintain quality and you cannot give everyone the freedom to start or
finish their work whenever they want to. Another constraint for home working is that most
employees need tools to do their job and, often, these are only available in the factory or
workshop.
Nonetheless, if you can find ways to satisfy your customers and give workers more autonomy, it will have a positive impact on your productivity.

This worker is able to work at home, putting conference invitations into envelopes.

To promote cooperation: Make it possible for workers to swap working hours, shifts or
tasks or to pair up to complete jobs together. But be sure to have a system in place for
noting the swap, to avoid misunderstandings.

✓

Some more ideas

➣
➣
➣
➣

Do a plan of staffing needs for each new job
Introduce flexi-time (see working time module)
Let workers choose when they take their holidays, breaks and lunch
If you need workers to work overtime, particularly at the last minute, always provide workers with the choice (to accept or not).
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2.4

Ensure Appropriate Supervision
Supervising workers is an important way to maintain safety and health standards, work
quality and efficiency. However, the level and style of supervision can make a big difference to the impact it has on productivity. In particular, some workers are able to take
responsibility for their own work and strongly prefer to do so.
Getting the balance right on supervision is a real management challenge, but it is worth
the effort!

This well-trained supervisor is willing and available to help workers or to deal with production problems.

The advantages for your business
Having the right style and level of supervision will help workers to perform their jobs and
to keep production moving.

What you can do
1.

Clarify the supervisor’s role

The supervisor can be responsible for a team or an area of the workplace and will report to
the manager. Being a supervisor is not always easy. Often, supervisors are not considered
part of the management team, and yet workers perceive them as being on the side of the
management and using their power to report on workers in an unfair way. As a result, the
cooperation between workers and supervisors can be very limited, and the role that super-
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visors can play in promoting efficient working practices is lost. What’s more, inappropriate
supervision methods can result in you losing valuable workers.
To get the most out of supervision, it is important that you work with supervisors to define
what their role is and the results you expect from them, such as:

Supervisors play an important role in checking product quality
and helping workers to improve the quality of their work.

➣
➣
➣
➣
➣
➣

Maintaining performance standards
Identifying training needs
Monitoring working hours and attendance
Controlling shift work
Providing proposals on wage setting
Providing proposals on promotions
You also need to let them know how you want them to relate to staff – in a supportive rather
than a threatening manner (see the next section for more on this).
To be absolutely clear, you could make a guide for supervisors setting out clear and comprehensive guidelines for their work and put it on a notice board so it is understood by all
workers.
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2.

Encourage workers to take greater responsibility when they are ready

Checkpoint 10: Give workers professional responsibility for tasks, and acknowledge this in pay
and/or in thanks.

Give people the chance to ‘manage’:

✓

We have already talked about giving workers autonomy over their own work tasks. But what
about giving them other responsibilities e.g. for production targets, team results, etc.
Giving people responsibility costs nothing (in fact it can save money) and it often gets the
job done to a higher quality, because personal motivation is higher. You also end up with
a more confident, stable and more skilled workforce, able to take responsibility when colleagues are away or when you need to spend your time on other things.
You can apply this idea from the top to the bottom of your enterprise. If, for example, you
employ a number of cleaners, you can divide up the workshop into zones and give each one a
zone, so each has their own responsibility. In time, you could appoint one experienced cleaner
to be a supervisor or quality checker. Later, you might ask that person to replace a security
guard during sickness and give another cleaner the chance to be supervisor for a while.
Be careful to check that the worker has enough time, skills, and the tools to take on
the extra workload (see below).
To maintain motivation, make sure that the fact that a worker takes on extra responsibility
is recognized in pay and/or in thanks.
3.

Learn to delegate efficiently (Give someone else some of your work)

•
•
•
•

Entrepreneurs often complain about the work they or their managers have to do, but are not
very good at delegating. This is because delegating is not as easy as it sounds, and involves
building up trust and careful consideration/judgments such as:
What does the task involve?
Does the worker have the skills?
Can I trust her/him to do it?
How much responsibility can the worker take on, alongside other tasks?

A group of workers and managers look at a leave planning chart.

The need to delegate will often arise because of short term problems (sickness, training,
holidays). But these will happen often, so your delegation plan should anticipate these
events. So, you should always think long term when planning for delegating.
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✓
➣
➣
➣

It is a good idea to name, in advance, the person who will take over responsibilities in
the case of absence (tandem methodology) and to discuss with that worker:
how the extra work will be managed alongside their other tasks.
what additional training they need.
what additional pay or bonus (if any) they will receive for taking on the extra work.

Checkpoint 11: Plan ahead for absences by preparing junior staff to take on delegated tasks.

Give junior workers the chance to shadow senior workers (or yourself) and to carry out that
job when the job holder is around. This will help them to prepare for taking over during
absences.
To promote cooperation: Consult with workers or their representative on how delegation
will work and in what conditions the extra duties will be paid.

Consulting workers can result in great ideas for upgrading products, organising processes,
or managing the workload during staff absences.
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2.5

Be Positive and Value Workers
Everyone (even you) needs to feel that the effort they put into a job is noticed and valued.
Valuing the work of your employees starts with paying the right wages, but it does not end
there. There are many other ways to let your workers know that their work has been noticed
and that it is appreciated.

The advantages for your business
Paying the right wages will help you to recruit and keep good workers, and so reduce hiring
and training costs, improve efficiency and the quality of the work done. Bonuses and other
cash incentives complement basic wages and provide a boost to motivation.
But valuing workers is not all about handing over cash. Research shows that praise and
guidance make a very positive difference to work performance, whereas complaints
and punishments have the opposite effect.
So, if you, and other managers, deal fairly with workers, offer praise when they do a job
well, and give practical guidance when needed, you will help to build loyalty, increase staff
retention and help to increase productive team work.
Finally, when you give proper support and guidance to workers and a worker still does not
work properly, disciplining the worker is easier, fairer, and much less likely to become a
cause of grievances or stoppages.

What you can do
1. Pay workers the right amount

The wages you pay for a job are the first thing that
people look at when they see a job advertisement.
If the pay is not right, they will not apply to work
for you. (See Module 4 on WISE-R Wages and
Benefits)

A smiling worker looks at his wage slip.

If you choose to pay bonuses, make sure that everyone knows how bonuses can be earned and that
everyone has the chance to get one. If not, the
bonus will please one worker and de-motivate all
the others!

47

WISER-R | More Work Improvements in Small Enterprises | Action Manual

2.

Reward workers for their effort in other ways

•
•
•
•

There are many ways of repaying good work, without handing over money. A few are listed
below but you will certainly be able to think of more:
Giving extra leave
Promotion
Training opportunities
A small gift, such as an engraved plaque, to record long service

This manager is announcing the promotion of a worker.

3.

Be a positive manager and a good communicator

Checkpoint 12: Give praise when it is due and never deliver criticism in public.

➣
➣
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Train managers and supervisors and let them know how you want them to behave with
workers
Spend time in the workshop: get to know more about your workers and the job they do to
build trust and motivation.
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Checkpoint 13: Organize regular meetings with each employee to give them feedback and
orient them in their work.

4.

Give employees feedback on their job performance:

Have managers/supervisors hold individual meetings with workers to agree achievable targets,
provide feedback on work performed, and to note to worker’s requests e.g. for training.

5.

Treat workers fairly – read all about this in the next section.
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2.6

Treat Workers Fairly
The advantages to your business
➣
➣

Employees need to feel that they are being treated fairly when they compare themselves to:
Other workers (especially those in similar jobs) within the enterprise
Other workers in similar jobs in other enterprises in the same labor market
When employees feel that they are not being treated in a fair manner compared to other
employees, their motivation goes down.
When employees feel they are not being treated fairly compared to workers in other enterprises, they may even leave your company!

What you can do

Although these workers look different from each other, they do the same job, and should be treated equitably.

1.

Develop sound enterprise employment contract practices

✓
✓
✓

Use short-term contracts only for short term needs
Confirm good workers in their jobs at the end of the probationary period
Make sure that reasons for dismissals are understandable and based on company rules that
workers are aware of
Be prepared and plan for justified absenteeism e.g. maternity leave, sick child care or
absence related to sickness or injury:

✓
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This person has a fever, and needs some time off work to recover.

2.

Provide employees with ongoing information about the enterprise

This can be done by displaying notices or briefing supervisors and requiring them to pass
the information to workers.

3.

Make it possible for carers to combine a good work performance with family
responsibilities

Do this by being flexible about working hours or arrangements.

4.

Be objective

When you are making decisions, especially about worker recruitment, pay or promotion,
it is very important not to let irrelevant things influence you. If, for example, you do not
employ a qualified worker because of his or her race, religion, disability or political beliefs,
your business will lose out and another business will profit from the worker’s skills.

5.

Be transparent

✓

Have a clear discipline and complaints system:
Checkpoint 14: Have a clear discipline and grievance policy and make sure that managers,
supervisors and workers, understand and apply it.

A clear discipline and grievance system is important because everybody – workers, supervisors and managers – knows what will happen, and what procedure should be followed if
there is a problem with work performance or behaviour.
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This worker is late again! But the manager is careful to talk to him about this privately.

To promote cooperation: Introduce a “no blame” policy for when equipment breaks down
or other problems arise. A “no blame” policy means that workers can admit mistakes or
point out problems so that they can be corrected quickly. This saves lost time and money,
and will help you to maintain the quality of your products.

What you should not do
✗
✗
✗

Never use “collective” or group punishments to discipline a single worker.
Never discipline or point to the faults of workers in front of others. This is embarrassing
and very de-motivating. Take the worker aside and talk to him or her.
Don’t reduce the wages of workers. This is likely to create resentment between you and
your workers and it will not be good for workplace relations or productivity.
Note that, in most countries, national laws do not allow enterprises to take money
out of workers’ pay, except in very particular circumstances, such as to pay tax or
union fees.
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2.7

Encouraging Team Spirit
Team spirit is about improving trust and enhancing cooperation between all the members
of your enterprise work team. This includes team working and maximizing communication
between workers and managers.

Team work can make a huge difference to productivity and motivation.

The benefits to your business

➣
➣
➣
➣

Team work and good communication boost motivation and performance, because they
create;
Increased feelings of being a valued team member
Better knowledge and skill sharing
Improved clarity about what has to be done and the standards to be met and so lead to
higher quality products and increased productivity.
Improved problem identification and solving through exchange of ideas across different
areas of expertise.

What you can do
1.

Remove barriers to clear communication
Barriers to communication

What you can do

Speaking too quickly

Speak more slowly

Using jargon or less common words

Use plain and simple language

Saying something which is offensive to the
listener

Be sensitive to personal and cultural
differences

Delivering messages via a third party

Try to speak or write directly to the people,
if you want them to know.

Mistrust, misunderstanding and/or lack of
contact

Spend more time on the work floor and get
to know the workers and the jobs they do
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2.

Encourage teamwork and activities

✓
✓
✓

Some ideas:
Organize work teams and give the teams a degree of autonomy on how they divide up
tasks
Put in place a team bonus system on the top of normal wages.
Organize workshops for workers to exchange skills and work-specific experiences.
Encourage employees, once in a while, to do activities together not related to work.

3

Listen to workers

✓

Workers and managers chat at the end of a successful day at work.

✓
✓
✓

Your workers have valuable knowledge and experience that your business could profit
from. However, workers will soon lose interest if you ask for their opinion or advice, but
do not act on it. So:
be sincere in wanting to know workers’ ideas and be prepared to take action.
evaluate workers’ contributions fairly and impartially.
take action by implementing “good” ideas!

This worker is happy to show the business owner how this workplace equipment is operated.
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To promote cooperation: Often, the person doing the job has valuable knowledge and
good ideas on how to improve work processes or can see how problems can be solved.
So, be sure to ask your workers (and their workplace representative) for their ideas and
their opinions and show them that you take their ideas seriously by acting on them if the
ideas are good.
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Checkpoints for WISE-R Module 2
Managing and Motivating
Employees
Checkpoint 4:

Perform a job analysis and elaborate a job description to help you to find workers with the right skills for the job.

Checkpoint 5:

Offer workers the opportunity to be trained, and so increase the skills available
in your business.

Checkpoint 6:

Make sure that new workers are introduced to your business culture, practices,
and rules.

Checkpoint 7:

Make sure that workers have the tools they need to do the job.

Checkpoint 8:

Be clear with workers about what you want them to do and the results you
expect.

Checkpoint 9:

Give workers as much control as possible over the way they carry out their
work.

Checkpoint 10: Give workers professional responsibility for tasks, and acknowledge this in
pay and/or in thanks.
Checkpoint 11: Plan ahead for absences by preparing junior staff to take on delegated tasks.
Checkpoint 12: Give praise when it is due and never deliver criticism in public.
Checkpoint 13: Organize regular meetings with each employee to give them feedback and
orient them in their work.
Checkpoint 14: Have a clear discipline and grievance policy and make sure that managers,
supervisors and workers, understand and apply it.
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More
Work Improvement in Small Enterprises

Module 3
Designing and Managing
Working Time

Developed and piloted within the ILO/DANIDA project:
Improving Job Quality in Africa through concerted efforts by Government,
Employers and Workers
Conditions of Work and Employment Programme
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Introduction
The way that employers plan and organize working time in their business impacts the level of
productivity, work quality and worker stress, often in ways that are not always well understood.
As a result, business owners struggling to find customers and meet tight deadlines, may make
hasty decisions about organizing working time.
One common misunderstanding relates to the use of long working hours as a way of increasing
output. When people picture employees working long hours towards a deadline, they often imagine efficient, consistent, performance and increased productivity. Unfortunately, the opposite is
often the case. As worker fatigue, health problems, and workplace accidents increase, business
costs go up and productivity stays the same or even goes down.
This module is designed to help you to understand more about working time, including the many
different working time arrangements (work schedules) you can have, and the advantages and
disadvantages they present. It will also give you more information on the impact of different
working patterns on worker performance and productivity.
You might be surprised to learn that there are practical strategies that can increase efficiency and
productivity at the workplace just by managing working time well. In fact, there is quite a bit of
evidence that effective management can bring real benefits to your business.
The objective of this module
1) To explain working time, including different working time arrangements, their advantages
and disadvantages, and the impact of different working patterns on worker performance and
productivity.
2) To enable you to set working hours and work schedules that will make your workplace healthier, safer, more productive, and more attractive to current and potential employees.
3) To give you knowledge to make wise decisions on working time arrangements, so that the
working patterns you adopt increase efficiency and production, rather than reduce them.

This Module covers all of the basic issues related to working time:
• What is working time?
• How to avoid long working hours.
• Rested workers are productive workers.
• Structure shifts for maximum effectiveness
• Limit the use of night work.
• Flexible working time arrangements
• Using overtime wisely
• Involving workers in the design of work schedules
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3.1

What is Working Time?
Working time is made up of the hours that you each member of your staff works.
The number of hours might be fixed by the company, by a national law or by a collective
agreement reached between the company and a trade union.

8 hours of family responsibilities
& personal interests

24
hours

8 hours of sleep

8 hours of work

Your aim should be to structure working time in ways that ensure:

•
•
•

Productivity is as high as possible;
The risks to workers’ health and safety are as low as possible;
You and your workers are able to meet family and work responsibilities.
Your country, like all countries, may have regulations regarding working time. These might
set out rules on the normal daily and weekly working hours, the maximum number of
hours a worker can work in a week, or the number of rest hours a worker should have
between shifts.

✓
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ILO International standards provide some minimums and maximums, including that
workers should:
• work a maximum 48 hour week (no more than 10 hours a day);
• have at least a day’s rest (24 hours) per week;
• get a minimum of 3 weeks of paid annual leave per year.
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Workers arriving at work.

As an employer, your aim should be to create a good design for working time in your company. This means that you need to find a way to set working hours and patterns that respect
national and international standards, are good for workers, and productive for your business.

The advantages for your business

•
•
•
•

If you properly organize the working time in your workplace, you will benefit from:
happier, less tired, and more consistently productive workers;
workers with lower stress symptoms, lower illness rates, and better attendance, and who
are able to balance their work and family responsibilities;
lower overtime costs;
less accidents and errors, because staff will be less tired, more alert, and able to concentrate
better.
For business owners, accidents in the workplace can have direct and indirect effects:

➣
➣
➣
➣
➣
➣
➣

Costs of sick pay, medical treatment and compensation
Costs of replacing the absent worker
Losses caused by loss of production
Attention and investigations by factory inspectors or safety and health bodies
Penalties imposed for breaches of rules that caused the accident
Loss of confidence of other workers
Feeling of responsibility for the worker’s injury
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LONG WORKING HOURS – LACK OF REST

– Fatigue
– Long working hours and lack of rest
– Workplace Stress
– Stress arising from work – family imbalance

ERRORS
ACCIDENTS
ILL-HEALTH

– Night work/shifts, excessive overtime

How to improve the organization of the working time in your workplace:
You will need to give attention to two main things:
The number of hours worked
and rest taken

The timing of those hours

This module will help you to do this. The actions and approaches that are suggested
all respect the following principles:
1. Avoid wasting time to prevent long working hours
2. Provide enough worker rest time
3. Structure shifts for maximum effectiveness
4. Avoid or minimize the use of night work
5. Consider using flexible working time arrangements
6. Limit the use of overtime
7. Involve workers in the design of work schedules
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3.2

How to Avoid Long Working Hours
When you work the right number of hours, and have enough breaks, you stay productive.
But when you (and your workers) work too many hours, you become tired, your productivity goes down, and the number of mistakes you make goes up.
This chapter will help you to avoid long hours and still get the job done.

The advantages for your business

This worker is very tired after working a long day, so is finding it difficult to think clearly.

Employers often think that long hours equal higher production, but this is not the case.
Several studies have demonstrated that productivity declines as working time becomes
too long. Typically (though not always), productivity gradually increases in the first 1 to
5 hours of work. However, it can go down after a certain number of hours (11 hours), and
can even become negative (due to accidents and work errors caused by fatigue).

•
•
•
•

This is because long working hours are linked to:
fatigue, especially when long hours are routine, because the work is physically and/or
mentally demanding or perhaps because it is boring;
Stress, at trying to keep up work performance over that length of time;
difficulties in balancing work and family responsibilities;
other health problems, because people who are fatigued and stressed are more susceptible to physical and mental ailments.
Setting working hours at the right level will improve motivation and reduce wasted time
and resources. It will also lift morale, as your workers will appreciate having the chance to
work and enjoy some time with their families.
Reducing long working hours => increased productivity
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What you can do
1.

Cut out activities that waste time

Checkpoint 15: Avoid wasting time and resources by planning for production and delivery timelines, including advanced planning on staffing needs.

•

Time can be wasted in many ways. They all cost money, and most time wasters can be
avoided. Some examples include:
Plan for smooth production – Spend some time planning ahead to make sure that you
have the raw materials you need when you need them. You can do this yourself or train
another member of staff on how to work out what is needed. This gives them the chance to
take on responsibility for making sure your stock is sufficient at all times.

This entrepreneur is working with a colleague on production planning.

2.

Planning your staffing

Develop accurate timelines for different work activities and contracts, so you can be sure
to have the number of staff you need to complete the job.

3.

Seek feedback from employees

Talk with workers about fatigue, stress, and performance and look for ways to reduce these
problems so as to increase productivity. One simple measure could be to ask workers to
contact a supervisor immediately if they encounter any problem, rather than waiting for the
next time when the supervisor comes along.

Checkpoint 16: Have a regular schedule for maintaining equipment, so that you avoid accidents and breakdowns.
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4.

Maintain your equipment

If machinery is not properly maintained it is more likely to perform slowly, or breakdown and cause you to lose hours of production. It is also likely to reduce the quality of
your goods, so you end up with more rejects and complaints. It is, therefore, important to
include maintenance of machines in your planning.
Think about negotiating with a local business to maintain your equipment at regular intervals. Making sure that machine operators know how to safely use and clean the
machines they use can also help to prevent damage.

5.

Keep a log of the hours that workers work

By doing this, you will know when someone has worked for too many hours or too many
days without a break, and might be in danger of having accidents or making errors.

6.

Increase job skills training

A trained worker can often do in a few minutes what another person has struggled with all
day. They understand the tasks they are doing, the equipment they are operating, and the
problems that they might encounter. This is why having well trained workers can help to
save you from the long hours trap.
Take the example of using a copy machine. If the operator of the machine does not know
all the functionalities, he or she will waste paper, ink and electricity, as well as working
time. It is possible that this job could be the done twice as fast (literally!) if the operator
received training/guidance on the use of the copy machine.
Most of the time employees do not realize that they do not know how to perform a particular
task, or they are too embarrassed to admit to it. Your presence at the workplace and continuous dialogue with employees is, therefore, very important for spotting such training needs.

Checkpoint 17: Provide job-specific training to boost expertise and efficiency.

Working more than about 50 hours per week
is excessive and counter-productive
for your business!
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3.3

Rested Workers are
Productive Workers
The advantages for your business

•
•
•

Rest time can include:
breaks during the working day;
rests between shifts;
weekly rest days.
All three types of rest are important and can impact on your productivity.
Rests between work shifts (and at the end of the working week) provide time for workers
to rest, meet family responsibilities, and refresh themselves before the next work session.
Rest breaks during the working day help to minimize the build-up of fatigue.
Whichever job you or your workers are doing, regular breaks will help keep you all more
alert and this is important if you want to keep your business working efficiently.
Adequate rest => Increased productivity

What you can do
Make sure:

•
•

You provide at least 11 hours of rest between shifts (daily rest) and 24 consecutive hours of
rest at least once a week (weekly rest);
To reduce fatigue and boredom, give workers frequent breaks rather than one long break;

Checkpoint 18: Make sure all workers get enough rest time during their working day, in between
their shifts, and at the end of their working week.

•
•

Workers have a place to rest that is away from the working space and that has access to
drinking water and toilets;
The length of breaks, the type of breaks (active or passive), and how often they can be
taken is adjusted to the nature of work and to the needs of workers.

Checkpoint 19: Provide a place for workers to rest, away from their work station and with access
to drinking water and toilets.
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These workers are able to relax together during work breaks.

•
•

Provide enough rest time between shifts (daily rest) and weekly rest (rest days).
Sometimes a change of task can provide a worker with a break from boring tasks, so think about
allowing/asking the same worker to perform different tasks, with their agreement, of course.
Rest time is needed by everyone!
Whether you work bent over a desk or stand at a conveyor belt, it is important to change
positions regularly if you want to avoid aching or stiff joints. Breaks provide an opportunity to move away from the workstation, go to the toilet or have a snack to boost your
energy. All of these will help to keep you and your workforce productive.
Don’t forget: Parents or other workers with caring responsibilities may need to check on
relatives or feed (breastfeed) children. If they can do this during their break times, it will
not interrupt your production.

Some things to think about when programming rest:
Some more ways to reduce fatigue and stress
• Allow frequent planned short breaks.
• Allow mini-breaks with basic physical exercises.
• Ensure at least 24 consecutive hours of weekly rest.
• Provide a calm place to rest, with drinking water and toilet facilities.
• Provide drinking water and toilet facilities.
• Ensure the right temperature at the workplace (not too hot or cold).
• Use safe machinery and protective gear to eliminate insecure feeling.
• Respect the “elbow rule” to avoid fatigue and pain (work surfaces should generally be
at the elbow level).
• Provide good chairs of correct seat height and with a good backrest.
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What do you think? Is it better to have:

? Frequent, short breaks
? Longer, less frequent breaks

These workers are chatting and stretching during a short break from desk work.

?
?
?
?
?

What should you and your workers do during break time?
Be active (do other work, exercising) but rest from mental activity (active rest);
Rest from physical activity (passive rest);
Take time away from the things that cause you stress;
Spend time on different job using a different part of your body;
Do personal tasks (e.g. check on sick relatives).
There is no right answer,
as work breaks need to be structured
to meet the needs of the worker!

•
•
•
•
•

The most appropriate types of rest will depend on:
The type of work they do;
The highs and lows in work demands they face;
How physically or mentally tiring the job is;
The number of days worked;
The personal circumstances of the worker, etc.

BEWARE:
➣ Rest before too much fatigue builds up;
➣ The value of a given period of rest goes down as the time on the job increases, so it is
important that breaks are taken early enough during the shift.
To promote cooperation: Involve workers and their representatives in the design of work
and break time schedules and be ready to listen to their feedback. This can do wonders
for worker motivation and loyalty. (See section 8 of this Module)
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3.4

Structure Shifts
for Maximum Effectiveness
The advantages for your business
Shift work is increasing around the world and can be attractive to businesses because it
increases output by extending the hours of operation, thus making better use of existing
facilities and equipment. Employers also see it as a way to meet peaks in demand.

•
•

Two common types of shifts and shift patterns are:
Fixed shifts: same shift (hours and start time) each day e.g. many office jobs;
Rotating shifts: the period worked changes periodically, so a worker could work from
6 am until 2 pm one week, 2 pm until 10 pm the next, then a week of night shifts from
10 pm until 6 am e.g. in a large factory. Shift rotation involves advanced planning, scheduling, and notice to workers.

What you can do
1.

Weigh up the costs and benefits of shift work

•
•
•
•
•
•

•
•

The benefits for the enterprise:
More intensive use of premises and equipment;
Extended operating hours without overtime costs;
Longer consecutive rest periods for workers are possible.
The costs and problems for business:
Potential difficulties in managing shift work and also ensuring that supervision of safety
and quality is maintained;
Potential increased worker fatigue, stress, inattention and accidents, particularly if night
shifts are used;
Early/late and night shifts can cause a decrease in efficiency and the quality of work of
workers, leading to lower productivity and more product products that fail to meet quality
standards.
The advantages and disadvantages of shift work for workers:
The advantages for workers:
Offers a chance for higher earnings, if the hourly rate is higher on certain shifts (e.g. night
shift work usually is paid at a higher rate);
Can suit the needs of individuals e.g. as a short term way for both parents to work (one in
the day and one, for example, in the evening) and always have someone free to care for
children or relatives.
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•
•

The disadvantages for workers:
Increased fatigue, stress, and inattention due to changing, early, late shifts, or longer working days.
Potential difficulties for workers in fulfilling their family responsibilities (particularly for
single parents) depending on the types of shift used.

A worker falls asleep during the day due to fatigue,

2.

Reduce the negative effects of shift work

All shifts can have a negative effect on workers’ productivity and should be carefully managed, including:
✓

Ensure regular and predictable schedules:
Where working hours change often and in an irregular manner, they are difficult for workers to adapt to. Such irregular schedules can make it impossible for workers to adjust their
internal time clocks or to have predictable family and social lives.

✓

When using rotating shifts, rotate shifts forward not backward:
For example, if you have three 8 hour shifts, the shift should always be moved forward in
time between the old and the new shifts. This makes sure that workers get a proper break
between the end of the old shift and the beginning of the new. Moving shifts in a clockwise
fashion makes it easier for workers to adapt their body clocks to the new shift.

✓

Rotate shifts quickly (say, weekly) so workers can adapt to the pattern and do not get used
to one shift over a medium period.
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Checkpoint 20: Avoid or minimize the use of irregular and unpredictable shift schedules.

✓

Think choice: Give workers the right to refuse to work certain days (e.g. rest days) and the
right to request different types of working time arrangements.

✓

Safe transport: Ensure that workers have a reliable way of getting to work and home from
all shifts (especially at night) – this is good for safety and work attendance.

Workers wait for the bus to take them to work.
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3.5

Limit the Use of Night Work
The advantages for your business
Night work is often used in industries that require round the clock operations, such as
many hotels and factories. However, many employers do not realize that running night
shifts has some important (hidden) costs attached. If you take these into account, you may
find that night work is not worth the price you are paying.
Being aware of all of the costs of regular night working, both personal and financial, will
help you to make the right decision for your business.
Less night work => lower costs => increased productivity

What you can do
1.

Be aware of the costs of night work for both workers and business:

When thinking about night shift working, you should remember that night shifts can lead to
all the same problems as other shift work (discussed above). These can include additional
administrative costs (electricity, heating), supervision difficulties, increased worker fatigue
and sleep disorders, consequently a higher probability of accidents and health problems.

Fatigued workers have more accidents.
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•
•
•

•
•
•

The negative effects of night work on workers are:
More accidents and other problems due to lack of alertness (sleepiness) and less supervision of safety. The effects of these are exacerbated by the reduced facilities available (e.g.
absence of first aid, café/canteen for eating);
Disruption to home and social life;
Workers are forced to behave in opposition to their natural biological timing system, causing disruption to sleep and digestive and reproductive disorders, caused by the fact that the
work pattern is against our internal biological timing system.
These negative effects can create additional risks for your business, as they can lead to:
Lower productivity and reduced quality of work;
A higher probability of accidents that increase costs;
A reduction in quality.
NOTE: Age, experience, individual/family circumstances will all impact on the individual’s experience of shift work, but most will experience some of the problems
listed above.

Checkpoint 21: Minimize the use of night work and, when it is necessary, make it safer by
providing supervision and adjusting the lighting and temperature in the work environment to be
similar to daytime.

2.

Avoid night work shifts when you can. If it is impossible to avoid the use of night
work:

•
•
•

Provide proper facilities for night workers (e.g., for first aid, rest breaks, regular health
assessments);
Modify the working environment to simulate daytime and promote alertness e.g. lighting,
temperature;
Make sure transport is available to workers going home after dark, to increase safety and
minimise absenteeism.
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3.6

Flexible Working Time
Arrangements
Whatever your business, the demands for your product or service are unlikely to be constant. Sometimes your business will be much busier than at other times e.g. a factory
making bikes is likely to be busier in spring than in winter. The same thing goes for your
workers and their non-work responsibilities. Whether they need to pick up a child from
school for care or a sick relative, every worker has individual needs that will make it more
or less easy to work during certain time periods.
Flexible working time arrangements are already popular in many countries because many
of them fit better with the reality of work and life demands by providing flexible choices
for workers that can benefit businesses too.

The advantages for your business
Flexible working time arrangements can offer workers increased choices about how many
hours they work and when they work them, so they often find it easier to combine work and
family (or community) responsibilities. As a result, these arrangements can reduce feelings of tension, worry, and stress, experienced by workers who are struggling with family
or other personal responsibilities.

Good working schedules allow working parents to spend time with their children.

•
•
•
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The main benefit for employers from flexible working, are:
improved employee attitudes and increased motivation and performance of workers;
improved recruitment and retention of new employees;
increased trust and good will, which is helpful when you need workers to make an extra
effort for your business. This can improve your business and its financial performance.
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Flexible Working Time => motivated workers => increased productivity

What you can do
There is a range of innovative ‘flexible working’ arrangements:
1.

Offering workers shorter hours (part-time working)

Part-time working time arrangements involve workers being employed to work fewer hours
than those who work full time, for example, 26 hours per week instead of 40. Using parttime workers can give employers improved adaptability, because the business has a larger
number of workers to rely upon to help in periods of high demand.

2.

Staggered hours schemes

Workers, or groups of workers, start and finish work at slightly different times. Workers
may be able to choose their start time, from a range of options. Once the choice is made,
this becomes their fixed schedule.
Staggered hours schemes can be particularly helpful in allowing all workers to reduce
travel times by avoiding rush-hour travel. It also gives businesses the chance to have the
maximum number of workers at the busiest time of the day.

SCHOOL

OFFICE

This father benefits from a flexible work arrangement, so can drop his child at school before going to work.

3.

Flexitime

Checkpoint 22: Introduce flexible working time arrangements that will help your workers to balance their responsibilities and boost your productivity.

With flexitime, the worker and employer can schedule working hours flexibly on a daily or
weekly basis. The amount of hours worked each day or week, and the daily starting and end
times, may vary, but the worker has to work certain “core” hours each day (e.g. 10 am to 3 pm).
Employers sometimes also set a minimum number of hours to be worked over a month.

75

WISER-R | More Work Improvements in Small Enterprises | Action Manual

4.

Time banking schemes

This is an extension of flexitime arrangements. It allows a worker to ‘bank’ the extra hours
they work in excess of the normal hours of work in a particular period (e.g. a month) and
use them to reduce their working hours or take leave in another month. This gives workers
the possibility of working extra hours one month and to save these extra hours up to be
taken as time off later.
Individual contracts or collective agreements with trade unions determine how many hours
a worker can bank and how long they can hold on to them e.g. hours to be used within
3 months.

5.

Flexible breaks

Workers are given the option to take shorter lunch breaks and, for example, go home
earlier.

6.

Compressed workweeks

In compressed workweeks, the normal number of working hours does not change, but
those hours are scheduled over fewer days than is normal e.g. 4 days of 10 hours rather than
5 days of 8 hours. This can be beneficial for long-distance workers or for those who want
to save on transport costs, but the risk of fatigue, accidents, and stress, can be higher with
very long shifts (e.g. 12 hours per day).
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3.7

Using Overtime Wisely
When workers who are paid by the hour or day work more than their normal (contracted)
hours, the extra hours worked are normally counted as ‘overtime’. Often, this work is paid
at a higher rate than normal work, to compensate workers for the extra effort and inconvenience of staying at work longer (at least 28 % higher, according ILO Standards).

The advantages and disadvantages of overtime
for your business
Overtime and shift work, have many of the same advantages and disadvantages.
The advantages: Overtime can provide a chance for a worker to earn a little more and it
can help the business to increase total output. Unlike shift work however, the increased
output is due to longer hours for individual workers and, therefore, can only be used for
limited periods.
The disadvantages: For the worker, overtime brings with it all of the problems that are
produced by working longer hours that were discussed earlier (fatigue, stress, ill health and
family disruptions, etc.).
For the business, as regular overtime work lengthens the total hours a worker works, it is likely
to be less productive than normal working hours, and the outputs might be of lower quality.
Also on the negative side, using overtime increases business costs e.g. for operating the
premises, staff, etc.

What you can do
1.

To avoid an additional burden on your business and your workers:

•
•
•
•

Limit the use of overtime through increased work efficiency and planning;
Give advance notice of required overtime work;
Set wage rates, piece rate payments, and incentives, at a level that enables workers to meet
production targets during normal hours (so workers can earn a proper wage without working overtime);
Make sure that the effective wage rate is at least equal to the minimum wage.
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An entrepreneur explains to managers how overtime has increased business costs.

Checkpoint 23: Limit the use of overtime, especially on extended (e.g., 12-hour) shifts. When
overtime is used, provide advance notice to workers.

•
•
•
•
•

If overtime is required, try to:
Spread the overtime out between male and female workers who wish to do extra hours.
Men and women both have family responsibilities;
Find a balance between hours of work and intensity of work;
Develop a company policy for proper compensation for time worked;
Provide clarity and motivation, and give all workers a written contract that includes a statement on their normal working hours, their pay, and the pay rate they will receive if they
work additional hours;
To avoid doubt, include details of the overtime worked and the hourly rate paid on the
workers’ pay slip, so that they can check that the payments are correct.
To promote cooperation: Meet regularly – at least once a year – with workers’ representatives to consult with them on wages, including overtime rates. These consultations should
also include discussions on other overtime issues, such as fairness in deciding who is
offered the possibility to work overtime.

Checkpoint 24: Be clear with each worker about their normal working hours, their pay, and
what pay rate they will receive for overtime work.
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3.8

Involve Workers in the Design
of Work Schedules
The advantages for your business
When you design the work schedules for your business, you will firstly want them to be
practical – so that the work gets done on time. Secondly, to attract and retain the best
workers, your working time design should be as attractive and motivating as possible. In
general, workers will perform better if work schedules are adapted to their personal needs
and responsibilities.

Workers and business owners discuss working time schedules.

Your experienced employees know how the production processes operate and are familiar
with the way work demands change. They know why some work patterns don’t work and
others do. They also know the problems that other workers face when trying to balance
their work with family and other responsibilities. So, by involving workers in the process
of designing work patterns, working hours, shift rotation, and everything else to do with
working time, you will have the best chance of coming up with working time schedules
that work well, both for the business and the workers.

Worker involvement:
Improves the “fit” between workers and their jobs.
Improves employee’s performance
Improves productivity
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What you can do
Checkpoint 25: Consult with workers on the design of working time in your enterprise, and listen
to the feedback they give you.

Involving workers and their representatives in the process of designing your working time
schedules can be very helpful. They can make you aware of all of the issues that they face
with working patterns. These might include problems of transport, for example, or family
responsibilities, such as caring for children or sick relatives.
Workers can also help you to identify any problems that working patterns create for meeting work deadlines, such as staff shortages at certain times of the day.

•
•
•
•

Here are just a few of the points that might come up:
Family responsibilities – How do working hours/shifts fit school times or other caring
tasks?
Health and security concerns – Workers may see risks before managers, such as with night
shifts.
Transportation to/from work – Is it available? Is it safe?
Rest and meal facilities – Are they available on site or nearby? Are they suitable?
How can workers in your enterprise be more involved in developing working time schedules? (Through meetings, written questionnaires, informal discussions?)
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Checkpoints for WISE-R Module 3
Effective Management
of Working Time
Checkpoint 15: Avoid wasting time and resources, by planning for production and delivery
timelines, including advanced planning for staffing needs.
Checkpoint 16: Have a regular schedule for maintaining machines, so that you avoid accidents
and breakdowns.
Checkpoint 17: Provide job-specific training to boost expertise and efficiency.
Checkpoint 18: Make sure all workers get enough rest time during their working day, between
their shifts, and at the end of their working week.
Checkpoint 19: Provide a place for workers to rest, away from their work station and with
access to drinking water and toilets.
Checkpoint 20: Avoid or minimize the use of irregular and unpredictable shift schedules.
Checkpoint 21: Minimize the use of night work and, when it is necessary, make it safer by
providing supervision and adjusting the lighting and temperature to be similar
to daytime.
Checkpoint 22: Introduce flexible working time arrangements that will help your workers to
balance their responsibilities and boost your productivity.
Checkpoint 23: Limit the use of overtime, especially on extended (e.g. 12-hour) shifts. When
overtime is used, provide advance notice to workers.
Checkpoint 24: Be clear with each worker about their normal working hours, their pay, and
what pay rate they will receive for overtime work.
Checkpoint 25: Consult with workers on the design of working time in your enterprise, and
listen to the feedback they give you.
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More
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and Benefits
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Improving Job Quality in Africa through concerted efforts by Government,
Employers and Workers
Conditions of Work and Employment Programme
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Introduction
How often have you complained about the productivity level of your workers? How often have
you asked yourself why you cannot find loyal or reliable employees, when so many people are
looking for work?
WISE employers all over the world are realizing that one of the keys to recruiting and keeping
the best workers is offering safe and attractive conditions of work. Wages, incentives and benefits
programmes, are an important part of these conditions.
Wages are the “headline” condition of work. Others, such as health and safety and maternity
protection, are equally important. But when a job is advertised, the first thing many workers
looks at is the pay.
For example, if you want to attract and retain experienced workers then the wage has to be
enough to support a family. If the pay does not correctly reflect the level of training a job seeker
has completed, he or she will not apply for the post.
The importance of wages does not end with recruitment. When an employee works in one enterprise for some time, their experience grows. At the same time, the price of food and housing rises.
If wages and incentives do not keep up with these constantly changing circumstances, workers
may become de-motivated or discontented and will start to look for other job opportunities.
So, if you have only ever thought about wages as a drain on your profits, then think again. These
materials will help you to design wages, incentives, and benefits programmes that will increase
your profits and productivity, with information and practical tips.
The objective of this module
At the end of this module you will understand:
1) Different types of pay and benefits and their link to worker and business performance
2) The steps you can take in order to develop and implement transparent wage practices
3) How to adjust and manage wage practices to attract and retain the best workers.

This module will cover the following subjects:
1. Know what you are talking about: pay, wages, salary and income
2. Understand both points of view
3. Create a fair job structure
4. Offer wages that attract and retain quality workers
5. Motivate workers through well-designed pay levels
6. How to link pay to work done
7. Adjust wages as the cost of living changes
8. Encourage workers with incentives and benefits
9. Create a transparent wage payment system
10. Use your wage policy for the benefit of your business

85

4.1

Know what you are Talking about:
Pay, Wages, Salary, Income…
The advantages for your business
In some countries, wages equal just money – so much per hour, week or month. In others,
or in particular industries, workers can receive a combination of things, such as money,
products, rice or cooking oil, meals, accommodation, or transport.
Whether you are trying to work out your wage costs, design your new wages package,
or ‘sell’ your idea to your staff, being clear about what is and is not included is very
important.

A manager talks to workers about the company pay structure.

What you should know

•
•
•
•
•
•
•
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In this training we use the words ‘pay’ or ‘wages’ to mean the total that a worker receives
from their employer in return for the work that he or she does. This includes all types of
wages, incentives, and benefits, such as:
The regular money ‘wage’;
Piece rates – when workers are paid an amount for each item they produce;
Overtime pay, allowances, bonuses in cash or in another form;
Merit or performance-related payments, and production incentives;
Annual leave payments, 13th month;
Other paid time off (e.g. for training, maternity or paternity);
Social security payments including health, medical care, and pension.
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What you can do

•
•

On a day to day basis, the most important thing for you to concentrate on is not the word
you use for pay or wages, but that:
you know how much your worker will cost your business;
your employees know what they will receive.
Be clear from the start. If not, you could end up in a dispute later.

Don’t forget that your country
will have a definition of wages which you will have to apply in certain events,
such as when working out tax, redundancy or maternity pay.
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4.2

Understand Both Points of View
The advantages for your business
Understanding both points of view will be essential if you want to introduce affordable
pay structures that will also be attractive to workers. Changing workers’ pay will always
involve some level of negotiation. Understanding the workers’ view will help you to avoid
conflict and to get the result you want.

What you can do
1.

Look at wages through a worker’s eyes:

Wages are important to both workers and employers – but in different ways. Some factors
are listed below, but there are many more:

2.

For employers

For employees

– Represents a business cost

– Fairness

– Difficult decision:
how much to pay each worker

– Is the main source of income
for the employee and his/her family

– Involves calculations and records

– Provides personal value and status

– Is a competitiveness factor

– Leads to job satisfaction

– Important to employees’ retention

– Linked to long term security

Be fair:

Checkpoint 26: Be clear, fair and consistent, when you decide what you will pay your employees.

To be fair:

•
•

Value the work and not the worker
If workers do the same job or a job of equal value to the business, pay them equally

•
•
•
•

Two jobs may differ in content, i.e. a truck-driver and a nurse, but may be of equal value if
the following are of equal value:
the skills and competencies
the responsibilities
the efforts associated with them and
the working conditions in which they are performed
Determining if two jobs are of equal value requires a method to compare them: to assess
their requirements and characteristics on the basis of common and objective criteria.
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Job evaluation methods are a tool to establish the relative value and rank of jobs. By
allowing comparisons between jobs, they make it possible to determine whether their corresponding pay is just. For an objective and fair assessment of jobs, job evaluation methods
must be free from gender bias. This means that all the key dimensions and characteristics
of jobs, whether typically performed by women or by men, must be taken into account.

These workers are being given their wage slips.

3.

Have a transparent pay structure so workers can see why some people are paid
more than others.

To save time on discussing wage levels with each individual worker, write down your job
structure and pay structure (as described later) and give your workers a copy, or put it on a
notice board with a date for review marked on it.
To improve cooperation:
Be available for workers or their representatives, so that, if any grievances arise, you can
resolve them in a positive way and before they lead to problems.

If a worker has worked particularly well, it is good to let them know. Praise is a strong
motivator. But, to be fair to everyone, avoid making ‘bonus’ payments which are not in
your pay and benefits package, unless you give them to all workers.
Remember:

Wages and Benefits

Motivation
Attendance
Worker's Commitment
Turnover

Productivity

Quantity and Quality of Output
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4.3

Create a Fair Job Structure
The advantages for your business
A job structure is not just a chart showing who is in charge of whom. It describes how tasks
and responsibilities are divided and how work is organized.
Taking the time to develop a clear job structure will help you to organize, manage, and
improve your work organization and to respond to personnel issues in a consistent way.
It will save you time, reduce disputes, and improve fairness, and all of these changes will
boost your productivity.
Fair job structure => better motivated workers => increase in productivity

What you can do

•
•
•
•

To create your job structure you will need to take 4 steps:
Find out who does what (and create an organizational chart);
Write comprehensive job descriptions for each job;
Create a list of job factors that you can use to compare and rank all the jobs in your enterprise;
Score each job.

Step 1: Find out who does what (create an organizational chart)

Checkpoint 27: Create an organizational chart with everyone, including you, on it.

Begin by creating an organizational chart for your enterprise. Everyone who works for
you, including you, should have a position on this chart. Put lines between workers to show
that one supervises or manages another or to show teams. You can also note the type of job
that each does, using broad categories that make sense to your enterprise, such as:

Director

Sales
manager

Sales person
A
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Sales person
B

Administration
manager

Production
manager

Resp.
cheese

Resp.
butter

Guard
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•
•
•
•
•

Management/supervision
Production
Maintenance
Sales
Administrative
You might also want to show whether
workers on the chart are permanent or
temporary employees.
This employer is explaining the enterprise job structure
to a group of workers.

Step 2: Write job descriptions

Checkpoint 28: Prepare a comprehensive job description for each job.

You have to know what a job involves and requires if you are going to decide how much to
pay a worker to do it. Sometimes you can tell from the title, but not often.
For example, a Production Worker might do the same unskilled task – say, put a product into
a box. But she might work on a larger product – say, a car – and do specialist welding.
To be sure about what each job involves, write a comprehensive description of the tasks to
be done and skills needed: a job description. (for more information on drawing up a job
description see WISE-R Module 2, Managing and Motivating Workers)
Here is an example of a completed job description:
Job: Quality Checker
Responsibilities:
– Ensures quality of products
– Member of production management team
Tasks and any specialist tools used:
– Checks garments
– Identifies processing problems
– Investigates source of problems
– Provides machine use training where necessary
– Provides written reports on problems that recur
Experience, training and education needed:
– Training as machinist
– At least 5 years experience as machinist

If some tasks are only done occasionally, the job description should clearly state that.
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Step 3: Rank the jobs

Each card on this table provides information on one job. To rank the jobs, the cards are going to be placed in order.

The aim of this step is to put the jobs in order, from those who will get the lowest pay to
those that will get the highest.
Card ranking:
If you only have, say, 3 workers, for instance, a tea maker, a secretary, and an accountant,
you might be able to rank them quite easily by putting each job title on a card then putting
the cards in order of value and importance to the business.

➢

But if you have, say, 6 workers – a tea maker, a secretary, an accountant, a security guard,
a sales manager, an office manager, and a driver – it becomes more difficult. How do you
decide if the security guard is to be paid more or less than the secretary? And who is more
valuable, the office manager or the sales manager?
Create a list of factors for ranking:

➢

Checkpoint 29: Rank jobs by comparing the skills they involve and their importance to YOUR
business.

This method is useful when you have to rank a larger number of jobs, or some jobs that
seem similar. It enables you to evaluate the tasks performed in an enterprise, regardless of
its size and the economic sector in which it operates.

•
•
•
•

Four factors are sufficient and essential to compare the value of the jobs to your business.
These are:
skills and competencies
effort;
responsibilities; and
conditions under which work is performed
These factors can be broken down into sub-factors. These will make it possible to capture the
more detailed characteristics of the different types of jobs that exist in your enterprise.
For example, the “skills and competencies” factor could be broken down into “academic
or vocational training certified by a diploma” or “work-related experience” or “manual
dexterity” or “interpersonal skills”.
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On the other hand, the “effort” factor could be broken down into “physical” (e.g. lifting
young children or dependent adults), “mental” (e.g. data entry, correcting texts or checking
figures) as well as “emotional” (e.g. negotiating with customers that may be dissatisfied or
aggressive) sub-factors. Ideally, the number of sub-factors should be no more than 10.
You will use the final list of factors and sub-factors to score or value each and every job in
your structure, so the list must not be too specific to any job.

•
•
•

Let’s take the example of a toymaker, who might employ:
Machinists who need to have, say, 6 months of training in machine use;
Marketing workers who need to have a university degree in marketing;
A cleaner who needs no formal training, but requires some paid work experience.
So one job factor on the list might be the level of training required – with a list of levels
such as 0 – 1 years, 1 – 3 years, … university or professional level.

Your aim is to identify job factors which you can apply to most of your jobs,
but which help you to see the differences between them (see the example below).

Job factors

Score range

Education level needed to do the job (school attendance to age16, until
age18, or completion of higher education)

0-20

Work experience needed to do the job (0 to 1 year, 2-5 years, 6+ years)

0-30

Efforts: Mental physical or emotional

0-20

Level of responsibility for staff or processes or equipment

0-50

Consequence of errors (on finance, customers or production)

0-50

Step 4: Score each job

Next you will need to give each factor in the list a value or score range. So, for example,
skills and experience are worth between 0 – 30 points. The more skills or experience a job
requires, the more points it will score on this factor.
By looking at each job description you will be able to work out the total score for that job.
See the following example for a secretary and a security guard:
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Job
factors

Score
range

Score
for job
of secretary

Score
for job
of security
guard

Education level needed to do the job
(school attendance to age 16, until 18,
or completion of higher education)

0-20

10

0

Skills, experience needed to do the job
(0 to 1 year, 2- 5 years, 6+years)

0-30

25

15

Effort: Mental, physical or emotional

0-20

5

1

Level of responsibility (e.g. for staff
or processes, for confidentiality, e.g. payroll
department employee, or equipment,
e.g. maintaining and fixing office equipment)

0-50

30

25

Consequence of errors
(on finance, customers or production)

0-50

30

34

Working conditions
(e.g. exposure to oil and dust, frequent
interruptions by telephone and in person,
moderate and constant exposure to noise)

0-30

15

15

115

90

TOTAL

Remember the scores you give will relate to your business needs. If, for example, your
business is in a place where robbery is common (as in the above case) the job of security
guard will be more risky and more important and so score higher.
Score the job not the job holder,
so the score will not have to be changed
when a new worker takes on the job.
Do not let irrelevant characteristics affect your judgement:
If you want the best person for the job, you need to choose them because of their skills and
experience, and look at what benefits they will bring to your business. If, instead you choose
someone just because they are a particular race, skin colour, religion or gender, then you
are not choosing the best candidate. If you decide not to consider someone because they
have a disability, are older than average workers, have different political beliefs, or are
members of a union, you will have a smaller pool of candidates to choose from.
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People may look different from each other or have different beliefs,
but they should not be valued less because of this.
Be objective when deciding what a job is worth: ignore the personal characteristics of the post-holder.

Remember that:
The score will only help you to put the jobs in order. If two jobs score very differently, this
means one will be paid more than the other but it does not mean that the pay difference
will be very big.
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4.4

Offer Wages that Attract
and Retain Quality Workers
Once you have drawn up your organizational chart and ranked the jobs, you can move on
to deciding the wage level for each job.

The advantages for your business
In a well-designed pay structure, the wage paid for a job
is not just a single amount – say, 1000 coins. The job is
put on a pay level, which has a bottom and a top point.
Often workers start on the lowest point and gain points
as time goes on, such as for each year of service.
Identifying the right pay level for any job is, possibly,
the trickiest part of the wage structuring process, but
also one of the most important to attracting and retaining the best workers. This is because workers who know
that their pay will improve (as they gain experience) are
more motivated.
A worker discusses his wage level
with a manager.

Attracting and retaining the best workers => increased productivity

What you can do

•
•

You will need to decide on two things:
how much the job is worth and what you are willing and able to pay for it
the number of pay levels and the range of pay within them
Respect laws and fairness:

➢

Checkpoint 30: Do not pay any worker less than the minimum wage in your country.

•
•
•
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No worker should be paid less than the legal minimum wage
Workers doing the same job should be paid the same
Jobs of equal value should be paid on the same pay level
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Know the minimum wage:
Most countries have a law that sets the minimum wage for workers. In some countries
there is one minimum that applies to all workers. In others, it is divided between regions or
by work sectors. You need to find out the minimums that apply to your workers and make
sure you do not pay below that level.

Gather information about the range of wages others pay for the same job:
The legal minimum wage provides you with the lowest wage you can consider. But, if you
want to attract and retain the best workers, the working conditions that you offer, including pay, need to be as good or better than the local (or national) businesses that you are
competing with.

➢

•
•
•
•
•
•

Use your investigating skills to gather information on the going rate from:
Collective agreements covering any of your workers, including agreements reached across
an industrial sector
Guidelines on industry practice e.g. from chambers of commerce
Wages offered in newspaper advertisements, particularly of competitors
Salary surveys, often published on the web
Interviews with job applicants
Business network contacts, such as the WISE networks.

An entrepreneur checks the local papers to see what other employers are paying their workers.

Your investigations are likely to leave you with a list of different examples of wage levels
for jobs that are similar to those in your business.
➢

Look at what you can afford to pay and other things you can offer
You cannot offer to pay workers more than your business can earn – this will lead you to
bankruptcy and your workers to unemployment. So when you are deciding the wages for
a particular post, you need to bear in mind your total wage bill, your present productivity,
and the effect the appointment could have on it (More on this later).
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4.5

Motivate Workers
through Well-designed Pay Levels
The advantages for your business
In a well-designed pay structure, the wage paid for a job is not just a single amount – say,
1000 coins. Instead, the job is put on a pay level, which has a bottom and a top point.
Often workers start on the lowest point and gain points as time goes on, such as for each
year of service.

•
•

If you divide each pay level into a number of pay points you will benefit in two ways:
You can put a number of similar jobs in a single pay level but starting on different points.
You can use pay points to adjust the wage to the qualities of the worker.
– If you have two people doing the same job, but one has a lot more experience than the
other, you can pay the experienced worker more pay points.
– The promise of receiving regular pay points can encourage workers to work hard and
stay with the company.
Having clear pay levels in your pay structure will improve the clarity and fairness of pay
decisions in your business and so improve worker-management and worker to worker relations. This means that you will spend less time dealing with workers’ grumbles and disputes, and will have more time to focus on your growing business.

This entrepreneur is explaining the company pay structure to a new worker.

An adequate and fair pay structure => increased productivity
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What you can do
Checkpoint 31: Give every job a pay range, so that workers have the chance to improve their
pay over time, even if they stay in the same job.

1.

Design your pay levels

You will need to decide on the top and bottom point of each level and the position and
number of pay points within it.
Pay levels are not boxes that sit one on top of the other. They overlap like bricks in a wall.
You can decide the difference between the start of each level. Ideally this is between 5 %
and 20 % (but it can be as high as 50 %).
See the example in Table One, where the difference in the base salary between levels 1 (100)
and 2 (115) is 15 units (or 15 %).
Table One

Base Salary

Level Differential

Level 1: Unskilled worker

100

–

Level 2: Skilled worker, Clerk 115

15 %

Level 3: Quality inspector

132

15 %

Level 4: Team leader

145

10 %

Level 5: Accountant

159

10 %

Table 1: Example of pay levels in a business

In Table Two, the difference between the bottom of level 1 and the bottom of level 2
is 5 more than the bottom of level 1. This means that a worker in level one who has many
years of service can earn the same wage as a worker starting in level 2 and even level 3.
Level 1 in Table Two, could be divided into 5 pay points of 20 coins each (total possible
increase is 100 coins). A point is normally awarded based on fixed criteria – for instance,
for each 2 years of service an employee would go up one pay point). So, if for example, a
worker works at the enterprise for 2 years, his or her wage increases by 40 coins (in addition to any changes to take account of inflation).

2.

Fix pay levels for your business budget

•
•

When designing wage levels, you will need to take into account the impact that appointing
people on these pay levels could have on your productivity in the future. If your productivity will not cover these costs, you can:
look for ways to increase productivity through improvements in efficiency or organization
try to decrease other costs, such as reducing the price paid for raw materials
BUT, if you are not able to balance the books you will have to look again at your job pay
levels.
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Table Two: Another way of showing pay levels

5

320-420

4
Levels

3
2
1

310-390
255-350
225-315
200-295
Wage range in pay

Pay attention to jobs with high turnover
or those that are difficult to fill
The benefits of overlapping pay levels: rewarding loyalty and experience
To build loyalty, it is important that long service is properly rewarded in pay levels. In the
example you can see that a worker with , for example, many years of experience and dedication in a level 1 job can earn as much as a new worker on level 3.

Checkpoint 32: Consult on your pay structure and pay levels with your workers and their
representatives.

Employers and workers talk about pay and incentives.
3.

Be open about the way your pay points are decided upon

•
•
•
•
100

When you design your pay structure you will need to make clear the criteria for awarding
pay points. These might include points for:
For each year (or number of years) of experience
For each year with the company
Training or diplomas obtained
Extra duties taken on
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4.

Think about other working conditions too!

The pay you offer should just be one part of the employment package, which should all be
designed to boost the motivation of employees. (See later)
Pay points can be a motivator or a de-motivator:
If the way pay points are given or earned is clear, workers can see how they can progress
and improve their pay. If, on the other hand, the reasons for giving them are not clear, pay
points will cause jealousy and mistrust.
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4.6

How to Link Pay to Work Done
or Hours Worked
The advantages (and disadvantages) for your business
There are many ways of linking wages to work carried out. The most common is to pay for
each hour, week, or month worked. But, there are other ways to calculate pay. Knowing the
choices you have, and the advantages and disadvantages of each, will help you to make the
best decisions for your business.
An appropriate link between work and pay => increased productivity

What you should know

This worker looks at the price of goods in a shop window then checks if he has enough money to buy something.

There are three common ways of linking wages to work done:
1.

A fixed wage (money and/or other goods) paid for a time period
– hourly, weekly, monthly e.g. 200 coins per week

This system is often used for long or varied production cycles, when it is difficult to count
output and when quality and stability are more important than quantity:
Fixed rate pros and cons:
a) Easy to administer and fixes wage costs/earnings which helps both business managers and
workers;
b) Gives business a more stable work force;
c) Can add incentives and benefits to motivate and attract workers.

102

WISER-R | Module 4 | Managing Wages and Benefits

2.

Piece rates or payments by results: an individual or a team of workers
is paid per product sold or produced or per task completed

This system is often used for when output is precisely measurable –gaphen producing
many examples of the same object.
a)
b)
c)
d)
e)
f)
3.

Piece rate pros and cons:
Business only pays for work done, but output and wage bill not fixed;
It can be difficult to set the right piece rate – enough to provide fair wage and to encourage
hard work;
To maintain fairness and morale, earnings have to be in line across all parts of the
business;
Workers must have control over speed of output and quality needs to be measurable;
Risk of accidents or injuries can be higher:
Most workers prefer to work for a fair fixed wage (high worker turnover!)
Mixes of the above (semi-fixed rate): usually a low fixed earning rate with an
additional payment for, say, selling each product or attracting each new customer

This Works best when quality is not as important as quantity, but worker motivation is
important to success in the task e.g. selling
a)
b)
c)
d)

Semi-fixed rate pros and cons:
Many of the points relating to piece rates apply;
The fixed earnings can satisfy the minimum wage, and worker has a basic income for rent,
food, etc;
Competition between workers can negatively affect worker relations;
Workers may be tempted to ‘cheat’ to sell more (e.g. misinform customers) which can lead
to a loss of reputation for the business.

What you should do
Use your judgement! You do not have to choose only one method. You may decide to pay
different jobs in different ways.
As you have seen, paying workers a fixed wage is easier to administer and, if set at the right
level, it provides a more stable and trusted workforce. On the other hand, piece rates can
encourage workers to work harder. You need to work out what your business needs, and
make a choice on that basis. But, don’t forget to involve employees in this decision, as this
will help you make a choice that is good for worker motivation and performance.

These workers, who are paid a fair rate of pay, are going home after doing a good day’s work.
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4.7

Adjust Wages as the Cost
of Living Changes
The advantages for your business
Unfortunately, the price of fuel, food, and transport, and the employment market, do not
stay the same for long. This means that a wage that helped you to attract experienced workers last year may not be enough for a trainee this year.
So, the argument for regular increases in pay is simple – if you don’t change the pay you
offer you will lose workers and find it more and more difficult to find new ones.
Regular wage increases => motivated workers => increased productivity

What you should do
Checkpoint 33: Adjust wages periodically in order to improve or, at least, maintain workers’
standard of living.

A fixed annual review date is the simplest system for wage reviews. Without a review
date, as life gets more expensive, workers will start to complain to you and to each other.
They will be distracted by looking for ways to keep up with their bills and, as morale drops,
so will productivity. But with a regular review pattern, workers will know that their situation will improve and disputes and stoppages are much less likely.
The minimum wage tends to change from year to year,
so your wage levels should be reviewed to ensure
they respect the up-to-date minimums.

An employer shares the business financial figures (costs and profits) with his employees.
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To promote cooperation:
Meet with workers to discuss changes and give them a chance to present their views on
the level of increase that is needed.
Be prepared to share business figures so workers can see the state of the business.
Workers can then help to provide ideas for operational changes that will help to support
increases in wages.
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4.8

Encourage Workers with Incentives
and Benefits
Incentives and benefits included in your ‘wage’ package can be used to further motivate
and reward workers, but when, why and how they are earned needs to be thought through.
Below, you will find just a few ideas on the use of cash and non-cash incentives and
benefits.

The advantages for your business

•
•
•
•

If you have pay levels and pay points, why do you need incentives and benefits on top?
The answer is that they are an additional motivator for workers to be efficient and to reach
higher levels of productivity. In addition they can help:
Attract and retain workers.
Increase workers’ sense of belonging.
Make your business stand out from competitors.
Improve worker welfare.
But, to get these results, the form and size of the incentives and the way they are awarded
have to be known to your workers and seen as fair. If it is not, you will end up motivating
one worker and de-motivating all the others!
Fair benefits and bonuses => motivated workers => increased productivity

What you should do
Checkpoint 34: Be sure to give all workers feedback about their performance and what they can
do to access or compete for cash and non-cash rewards.

This employer is congratulating two workers on their good performance.
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1.

Adopt one or more of these ideas
Types of bonus

Characteristics and advantages for business and workers

Attendance bonuses

For continuous attendance or arriving on time:
• Reward workers for being present at work
• Decrease absenteeism and lateness

Seniority bonuses

Paid after a given length of service:
• Contribute to retention
• Can be paid regularly or one-time (say, after 10 years service)

Savings/loans plans

Includes subsidies/good interest rates
(e.g. housing, savings or loans):
• Low cost way of increasing sense of belonging and attracting
workers in high demand

Other bonuses

Performance bonuses, often linked to profits:
• boost productivity if rules for giving bonuses are clear
and there is a fair chance for all workers
• show workers their performance is valued
• give workers personal interest in productivity
• but, it needs to be made clear, when and why rewards
will be paid and who decides them

To promote cooperation: Communicate the rules that you will apply and who can (and
who cannot) benefit. Make sure the evaluation criteria for receiving bonuses is clear,
equally accessible for all employees, and does not discriminate against some workers
because of their sex or age or nationality.

2.

Use non-cash incentives and benefits

Money is not the only thing that workers are interested in. So, when you are looking for
ideas to attract and motivate workers, you need to be a little imaginative.
Start by finding out what non-cash incentives your workers would particularly appreciate,
by chatting with them, doing a survey or simply asking them for their ideas.
Look at the costs and benefits for each idea: these will include the effect on recruitment
and retention, industrial relations and productivity

➢
➢

•
•
•
•
•
•
•
•
•

Some examples are given below:
Emergency loans
Providing work clothing
Food at work
Providing transport home
Longer rest periods
Lunchtime or after work activities, such as keep fit
Increased paid leave
Insurance schemes and medical care
Wage advances or loans
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•
•
•
•
•
•
•

Less overtime work
Greater flexibility in working time arrangements to enable workers with family responsibilities to engage in paid work, while also looking after their families
Educational or training assistance for workers or their children
Child-care facilities at the enterprise premises or vouchers or subsidies for child-minding
services provided by a third party
Tickets to entertainment or sporting events
Negotiate with another business to offer price reductions on products to each others’
workers
Provide short term loans for family emergencies, with an agreement that repayments can
be deducted from salary.

Rewarding workers by allowing them a little extra time off
can be perfect for workers with family responsibilities.

Opportunities to improve health, work-family balance, leisure and social life, food, training opportunities … may be more valuable to your workers than a little extra cash.
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4.9

Create a Transparent
Wage Payment System
As an employer, you should always remember and be guided by a simple truth: the main,
though not the only, reason that your workers come to work and perform the tasks they are
given is because you have promised to pay them! A simple and efficient wage administration system is the best way to ensure that you can keep this promise.

The advantages to your business
If your pay system provides clear pay calculations and ensures the reliable delivery of
wages, it will be a foundation for trust and confidence between you and your workers. It
will greatly reduce the chance of disputes over pay so business time and energy will not be
wasted on trying to identify and put right pay mistakes.
A good pay administration system will provide an efficient way for you to quickly calculate the wages, bonuses and rewards due to workers. It will also set out a clear procedure
for making payments.

This employer is paying an employee and asking him to sign a payment record.

What you should do
Checkpoint 35: Keep good records on work done and wages paid, and develop an easy-to-read
wage slip, so that workers can check their pay calculation with you.

As wages are paid every week or month, a little time spent on designing your payment
system will save you time and energy over and over, for years to come.
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•
•
•
•
•

The wage system you create and use will depend on a number of factors, including:
the number of staff you have
the ways workers’ pay is calculated
any duty to deduct tax, insurance, union dues, insurance, and other legal requirements
local practice and practicalities
the staff and technological support you have
When developing a system you should aim to keep things simple to operate and low cost.
The most important elements of an effective pay system are:

1.

Put wage information in writing

For example, if a worker is paid by the number of boxes she packs, you will need to provide
a way of recording that number and, ideally, a system that records her agreement to this
number (e.g. by signing the record). You can apply the same idea to hourly paid workers,
with workers filling in timesheets and supervisors countersigning them.
2.

Develop an easy-to-read wage slip or receipt

This should be delivered before or with wages and should show how the wage has been
calculated. You and the worker should both keep a copy of this, so that you can track earnings (and wage costs) over a longer period. Here is an example:
Salary statement
for the period of ___ to ___:

Name of employee
_______________

Pay reference or employee
number: _______

Amount earned

Company deductions

Legally required deductions

Base wages

– Salary advance repayment – Income tax

+ Overtime wages

– Loan reimbursement

+ Other pay (e.g., bonuses)

– Contribution to enterprise
voluntary savings plan
or pension

– Social security contributions

+ Maternity/paternity,
sick pay
Total gross pay (a)
Total net pay
(Gross pay less private and
legally required deductions)
(A-B-C)

Total compagny
deductions (b)

Total legally required
deductions ©
(Cumulative) Year-to-date
wages

Number of days/hours
worked during period
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Think about security

3.

•
•
•
•
4.

If you pay your workers in cash and in a regular way (say, every Friday) you will need to
give attention to the risks that this creates for you and your workers.
Always check the references of workplace security workers and accounts workers
carefully
Use a safe to keep money secure
Be careful when transferring money from home or bank to the workplace and do not do so
at a regular time or take a regular route
Provide transport home or encourage workers to have family members collect them
Advise workers:

•
•

not to share the details of the payments dates or systems with others
to put pay packets away so that they are not visible or easy to reach while workers are travelling home.
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4.10

Use your New Pay Policy for
the Advantage of your Business
If you keep your new pay policy locked in a draw, you will not get good value from it. So,
having spent valuable hours and energy creating your new pay policy, it is worth thinking
about how best to share it!

Checkpoint 36: Get maximum impact from your wages and benefits program by communicating it clearly to workers.

The advantages for your business
By sharing your pay policy with your workers, you have immediately saved yourself or
your managers a huge amount of time in answering individual questions. If each worker
has a copy, and you put an extra one on the notice board, your workers will be able to find
the answers to questions they have now such as, ‘Why am I on point one of pay level 1?’,
or ‘What happens to my salary if I take maternity leave?’ without bothering anyone.
Small mistakes in paying workers can turn into confrontation and suspicion, so having
written procedures for queries and complaints will help to reduce tension by reassuring
workers that their concerns will be dealt with.

What you should do
1.

Be ready to answer questions

Make sure workers have easy access to a payroll person in case there are questions about
calculations or errors are made.
2.

When corrections in payments are needed, make them quickly.

3.

Involve your workers

Involve your workers in setting wage policies and procedures, and get their feedback on
any incentives you propose. In a small enterprise, joint employer-employee participation
can take the form of a committee composed of one employer’s representative and two
employee representatives. It is important to involve workers who have a direct knowledge
of the main jobs that are to be evaluated. Female workers should participate in the evaluation, so that the characteristics of jobs done by them are not overlooked.
4.

As a minimum, every worker should be given information about their base pay,
work schedules, and annual leave.
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Checkpoints for WISE-R Module 4
Managing wages and Benefits
Checkpoint 26: Be clear, fair, and consistent when you decide what amount you will pay your
employees.
Checkpoint 27: Create an organizational chart with everyone, including you, on it.
Checkpoint 28: Prepare a comprehensive job description for each job.
Checkpoint 29: Rank jobs by comparing the skills they involve and their importance to YOUR
business.
Checkpoint 30: Do not pay any worker less than the minimum wage in your country.
Checkpoint 31: Give every job a pay range, so that workers have the chance to improve their
pay over time, even if they stay in the same job.
Checkpoint 32: Consult on your pay structure and pay levels with your workers and their
representatives.
Checkpoint 33: Adjust wages periodically in order to improve or, at least, maintain workers’
standard of living.
Checkpoint 34: Be sure to give all workers feedback about their performance and what they
can do to access or compete for cash and non-cash rewards.
Checkpoint 35: Keep good records on work done and wages paid, and develop an easy-to-read
wage slip, so that workers can check their pay calculation with you.
Checkpoint 36: Get maximum impact from your wages and benefits program by communicating it clearly to workers.
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WISE-R
More
Work Improvement in Small Enterprises

Module 5
Family-friendly
Measures

Developed and piloted within the ILO/DANIDA project:
Improving Job Quality in Africa through concerted efforts by Government,
Employers and Workers
Conditions of Work and Employment Programme
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Introduction
What are “family responsibilities”?
“Family responsibilities” refer specifically to responsibilities in relation to sustaining and taking
care of your family. They involve a number of unpaid activities, which are fundamental to a
healthy society and workforce.
These unpaid services consist of providing care for infants and children (active and passive),
the permanently ill or temporarily sick, as well as for older relatives and the disabled; and they
can involve household maintenance, cleaning, washing, cooking, shopping; special events (e.g.
funerals) and all volunteer work for community services.
Bear in mind two very important aspects that impact on the division of family responsibilities:
• There exist some biologically determined differences between women and men that are fixed. For
example, only women can bear and breastfeed children (biological difference linked to sex).

•

Other socially and culturally determined differences between the sexes are changeable and
can vary over time, both within and between cultures and social groups. For example, both
women and men can rear children, take care of dependents and perform unpaid domestic
activities and voluntary community work (societal differences linked to gender factors).
Typically, women shoulder most family responsibilities. However, men can and should share
family responsibilities. Both women and men at the workplace will welcome family-friendly measures that help them care for family dependents, while also allowing them to be productive and
valued employees at work. Pregnancy and nursing are the only circumstances that require special measures only for women.

This module will help you:
1. To understand family responsibilities and their link with your business and productivity;
2. To address maternity-related workplace issues;
3. To formulate and implement practical family-friendly workplace measures.
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Why family responsibilities are part of working conditions?
Both workers and employers need the financial resources that they gain from working to provide
for their family members. At the same time, they must ensure that their family dependents are
looked after during working hours.
Often family and work responsibilities can lead to considerable conflicts and stress for workers
and their families, having negative consequences for business productivity and efficient workplaces. Some working conditions can prevent workers reconciling their work and family responsibilities, harming both business and family interests.
Some key points related to family responsibilities are:
• They affect both women and men.
• Women tend to bear most responsibility for domestic tasks and care of dependents due to
inequality at home and at work and gender stereotypes.
• Family responsibilities depend on the actual caring responsibilities of carers, not just legal
status (married, divorced etc.).
• They involve a lot of domestic unpaid activities and can be very time-consuming.
• They may involve caring for young people and/or caring for elders.
• They can also involve single people (aunts, uncles, sons, daughters, siblings, adoptive/foster
parents, widows, lone parents etc.) not just couples.
A number of societal changes and conditions influence work-life balance greatly:
• Women have increased their participation in paid work;
• Family members are less available to help parents with family responsibilities (migrations,
increased need for income, older siblings’ school attendance);
• Lack of public health and social care services;
• Impact of HIV/AIDS on families and/or carers - increased illness and care needs of family
members, number of orphans, and funerals.
Have you or your workers ever experienced one of those circumstances?
In relation to family life, while men and women can share most responsibilities, women have the
special role of maternity. This can represent an extra physical and psychological challenge for
women during pregnancy and the post-natal period, which can be an increased source of workfamily conflict.

Remember
Work-related problems may be linked to work-family issues.
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Why family-friendly measures are good for your business
Employers can help reduce the negative effects of work-family issues through family-friendly
measures that support stable and productive relationships, both at work and in family life.
While the government holds the main responsibility for setting the enabling legal and policy
framework, much can be also done at the enterprise level, through collective bargaining agreements and/or management practices, to make conditions of work more compatible with family
responsibilities.
Implementing family-friendly measures is a business strategy with a dual agenda of creating
a win-win situation, achieving both organizational effectiveness and employee well-being.

Positive work-family measures can lead to economic benefits because they:
• improve working relationships, morale and job satisfaction, reduce absenteeism and labour
turnover;
• make it easier for employers to attract and retain talented and experienced workers;
• promote equal employment opportunities, reduce inequalities and prevent economic and
social exclusion;
• reduce losses to individual employees and their families, improving their social and economic
wellbeing and workplace conditions;
• are an important social measure, which contribute to increased growth and prosperity;
• improve the image and corporate social responsibility of the company.

What are workplace family-friendly measures in small
and medium enterprises (SMEs)?
Family-friendly workplace measures are actions or procedures that help workers reconcile their
work and family responsibilities. They refer to arrangements in work organization, systems and
processes targeted at achieving work and family balance for the staff in their daily work.
Implementing a set of family-friendly measures may be very different for large firms and work
settings than for small and medium enterprises, which may have different needs and resources.
SMEs are often organized around a family and managerial decisions can be implemented directly
(being more informal and less bureaucratic). However, in many cases, the work and family pressure on employees in a smaller organization can often be higher than in a larger one, since the
smaller number of employees may limit the opportunities for flexibility and imply high dependence on each person’s contribution.
Limited financial and staff resources mean that the methods of achieving family-friendly workplace measures might require innovative and low-cost solutions, which, though small and relatively simple, can make a big difference.
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Such arrangements can cover a range of options, including:
• work organization and working hours arrangements, such as flexible working hours and
organization, part-time work, job-sharing, work from home;
• statutory and non-statutory leave for reasons such as family emergencies, paternity leave,
illness or care for family members;
• maternity protection arrangements, such as maternity leave with pay, employment protection and non-discrimination, health protection and breastfeeding facilities;
• Workplace care facilities and arrangements for family responsibilities, such as workplace
nurseries; partnerships for community-based social care services for elderly, sick and disable
people; after-school spaces; subsidies for childcare; practical workplace support and information for employees taking care of a family member.
This Module reviews these family-friendly workplace measures and explains how to implement
them at low or no-cost. The Module is divided into the following sections:
1. Make working time work for everyone;
2. Family-friendly leave arrangements;
3. Maternity protection at the workplace;
4. Help with care arrangements.
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5.1

Make Working Time
Work for Everyone
As the manager of the enterprise, it is very easy for the time you spend at the workplace to
get longer and longer, and the time you dedicate to your family to get shorter. When this
happens, your performance at work may go down as your fatigue and stress increase. Many
workers, who have little control over their working hours or shifts, face the same problem.
The results of this can be sickness, absences, lateness and, consequently, lower productivity. But good management of working time can greatly reduce such problems.

This entrepreneur is tired and still working late at night.

The advantages for your business

•
•
•
•
•

When your employees are unable to cope with their work and home responsibilities, this
increases the pressure on you, and so has a double effect on your business. Taking positive
control of working time costs nothing and can substantially improve productivity because it:
Reduces stress levels;
Reduces fatigue;
Increases attendance and concentration;
Reduces accidents;
Improves morale and loyalty.
Changing such things as the length of the working day or the start time of a shift can have
a strong impact on your ability to recruit and retain workers.
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This manager is reprimanding
an employee who arrived late,
and does not know
that the worker’s child is in hospital.

What you can do
Checkpoint 37: Consult your workers on their family responsibilities and the difficulties they
might have balancing these with workplace demands.

Lunch time can be the ideal time for employers to sit with workers and learn about the work-family challenges they face.

1.

Consult your workers:

Clashes between work and home responsibilities are often caused by a lack of flexibility
at work and at home.
The challenge of successfully implementing workplace family-friendly policies is to meet
the needs of your business whilst meeting those of your workers. Consulting your workers is
key to identifying potential work-family conflicts as a basis for effective problem solving.
Understanding the problems faced by workers with family responsibilities, as well as the
extent to which they affect your business objectives, helps you identify the most appropriate work-family measures.
During the consultation process, it is important to involve both men and women from different sections of the workforce, different age groups and diverse family and community
backgrounds. This ensures that people’s diverse needs and interests are taken into account.
It also prevents the measures from being perceived as imposed or as “special perks”, since
a better work-life balance can benefit everyone.
Special consideration should also be given to the impact of HIV/AIDS and the other serious health problems on communities and the businesses in the areas of high prevalence.
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2.

Avoid long daily or weekly working hours:

Long hours do not equal higher productivity. In fact, the opposite can be the case. If you
are spending 12 hours a day at work (not to mention travel time), it is likely that fatigue
will make you inefficient, moody and prone to accidents. You are also very unlikely to have
much time or energy for your family.

This entrepreneur and manager are monitoring the hours that individuals have worked.

Checkpoint 38: Arrange working hours with workers’ family responsibilities in mind.

3.

Design working time arrangements to be family-friendly:

There is not one ‘right’ way to do this, because it depends on your staff and your business.
When you decide on your working time arrangements, you should keep in mind the difference they can make to your productivity and to your workers daily lives.
Be also aware of any national or local laws on the maximum number of weekly working
hours and rest. They will help you to decide what working hours are reasonable.

This father’s work schedule
makes it possible for him to
pick up his child from school
after work.
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4.

Some more tips:

•
•
•
•
•

Changing from rotating to fixed shifts offers workers more predictable schedules, which
may fit much better with family routines;
Offer shorter working hours or flexi-time arrangements (where workers have a set number
of hours to work, but have some choice when to work them);
Schedule meetings within normal working hours;
Allow workers to have some control over their working hours, e.g. doctors visits, administrative formalities, etc.;
Agree with carers what they can do if normal care arrangements breakdown, such as bringing children to work or working from home.

Checkpoint 39: Consider work sharing and job rotation, to allow workers to fill in for each other
when someone is absent.

If you give workers a chance to learn more tasks and to take more responsibility, you will
be increasing their skills and you will be able to rely on them to handle things when you or
other workers need to take time away from the workplace. This can be useful for covering
work when workers go on leave and when unexpected family emergencies require a worker
to be absent on short notice.
To promote cooperation: Regularly consult with your workers about the working hours
and shifts that would help them to meet their family and work responsibilities.

For more training and practical tips
you can refer to the WISE-R module
on working time (Module 3)
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5.2

Family-Friendly
Leave Arrangements
Everyone, including you, needs a break from work, whether for a holiday or for special
reasons that arise now and again. Leave arrangements, according or in addition to leave
entitlements provided in the labour legislation, influence the ability of workers to be absent
for a short period to deal with a family emergency or to take a more prolonged leave for
caring responsibilities.

•
•
•
•

The main leave arrangements of importance to workers with family responsibilities include:
annual leave;
sick leave;
short emergency or care leave (for unexpected family problems or planned care needs);
maternity, paternity, and parental leave.
Some of these leave arrangements (such as sick and emergency leave) will arise on short
or no notice. However, most leave can be planned for so that you can maintain productivity
and meet your business deadlines.

The advantages for your business
Trained and productive workers are a valuable asset in any business, so you should do your
best to keep them. Providing paid leave is an attraction for experienced workers and it also
improves performance because it provides workers with an opportunity to rest and rebuild
energy so that they can continue to be productive at work.
More details on leave policies

1 Annual Leave
Annual leave is the period during which workers take time away from their work, while
continuing to receive an income and to be entitled to their labour rights. Workers can take
a specified number of working days or weeks of leave, with the aim of allowing them the
opportunity for extended rest and recreation. Annual leave is available in addition to public
holidays, sick leave, weekly rest, maternity and parental leave, etc.
Annual leave applies to all workers, irrespective of their family responsibilities. Allowing
the employee concerned to have an influence on the timing of when annual leave is to be
taken is important to enable him or her to plan the leave together with family needs, such
as school holidays.
2 Sick Leave
Sick leave usually arises without notice, but being clear about how absences need to be
reported and when a doctors’ note is necessary will help with both management of workers
and planning.
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3 Short Emergency Leave
When daily routines are well organized, workers should have less need to be absent for
family emergencies. Nevertheless, there are various types of unavoidable events which
mean that workers need short-term absences. These events can include the sickness of a
child or an elderly dependent, a doctor’s appointment, a spouse’s accident, the death of a
relative, meetings with teachers or administrative formalities.
Lack of support for family responsibilities may constrain some workers to resort to absenteeism (use of unplanned annual leave, call in sick or taking leave without pay) to cope
with those emergencies. Unplanned absences may be less necessary when a solution is
available.
Sometimes provision for short emergency leave (some with wide definitions of emergency
and others for specific events, such as bereavement) exist in the legislation, or more commonly in collective bargaining agreements or enterprise policies.
4 Maternity Leave
Maternity leave is the mothers’ period of rest in relation to childbirth, which is a crucial
means of protecting the health of the mother and her child. Please refer to section 4 below,
“Maternity Protection at the Workplace”, for more information on maternity leave.
5 Paternity leave
Paternity leave is leave for the father around the time of birth of the baby and is a key leave
arrangement to promote equal sharing of family responsibilities between women and men.
Paternity leave is becoming more and more common in national law and in enterprise
practice, particularly in collective bargaining agreements, reflecting the increasing importance attached to the presence of the father around the time of childbirth. Among the countries for which there is information on national provisions for paternity leave, the duration
ranges from one day to three months and it is usually paid.

This father is pleased to have some time off to spend with his new baby.

6 Parental Leave
Parental leave refers to a planned longer-term leave available to either parent to allow
them to take care of an infant or young child over a period of time usually following the
maternity or paternity leave period. As provided in the ILO Recommendation on Workers
with Family Responsibilities, 1981 (No. 165), both the mother and the father should have
a right to take parental leave.
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What you can do
Checkpoint 40: Inform your workers about all of the types of leave that you provide.

1.

Have clear leave policies:

These should explain to all workers their rights to take leave, the number of weeks they can
take, how it should be booked, the notice required, and the pay that workers will receive.
Having clear leave policies in place will help you and your workers to plan ahead for the
benefit of the business.

These workers are able to check the enterprise leave policy, which is placed on the wall.

Checkpoint 41: Plan ahead for leave, so you avoid stoppages or interruptions that may cause
loss of productivity.

2.

Plan ahead:

Most leaves can generally be planned ahead of time. Make sure you have a leave calendar
that is available for everyone so that absences can be planned as a team.
Planning ahead for all events and absences will keep your enterprise working smoothly. If,
for example, a maternity leave is needed, good planning could include a pregnant worker
showing others how to do her job before she takes leave. Planning ahead will help you to
maintain production and reduce costs from sickness or unplanned absences.
about when they take their leave so that
they can match it to family needs e.g. for school holidays and care of family members.

3.

Give workers as much free choice as possible

4.

Keep a clear record of leave taken so that you can always know how much leave workers
have left to take and you can take this into account in your production planning.

5.

Be flexible to help workers cope with family emergencies:

Try to accommodate parents with family responsibilities by providing additional leave
days to cope with these emergencies and needs. Accepting that some sick leave can be used
officially for such emergencies or planned events can also make a difference.
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6.

Provide pay during leave:

Pay is always important to workers. During sickness, and during maternity and paternity
leave, this is especially important. Very few can afford to take time off if they are not paid
and, usually, a sickness or a birth can involve a lot of expenses. On the other hand, if the
leave is not taken, the consequences for the worker and business can be substantial.
If sick workers do not take time off, they can pass illnesses on to other workers, and can
end up with long term health problems resulting in repeated absences. Absences relating
to the birth of a child are also essential. If mothers do not take maternity leave, their health
and the health of their children can suffer, resulting in increased absences due to sickness
and poor health.
If a social insurance system is in place, maternity and paternity leave will cost you nothing
and it will help keep your employees healthy and able to return to work for you after their
leave. In some countries, however, the law demands that employers pay workers during
maternity and other leaves. Where no public safety net or maternity payment law exists,
you will need to make a choice about what help you offer, bearing in mind the financial
resources of the business.

The business arguments for paid leave:

•
•
•
•
•
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Paid leave is a good investment because:
The worker is likely to stay with your enterprise for many years;
If the worker comes back to work early because of financial pressures, he/she may end up
being absent later because he/she will not have taken the rest needed to properly recover;
A rested, healthy worker will perform work more consistently and make fewer mistakes.
Working when tired or unfit can cause mistakes or accidents due to poor concentration;
You will save recruitment and training costs if your staff turnover is low;
The worker has no other income.

5.3

Maternity Protection
at the Workplace
Any life experience or event that affects you or your workers can also affect your business and its productivity. Maternity is a very significant event in the life of any woman
and her family.

•
•
•
•

Maternity protection involves a combination of measures, designed to provide working
women with protection from discrimination, harm or loss arising from pregnancy and
maternity at work. Workplace maternity protection measures include:
Maternity leave: Maternity leave is a paid leave of absence from work for maternityrelated reasons. It is taken by a woman in the period around childbirth to protect her health
and that of the child.
Employment protection and non-discrimination (the right to return): This guarantees
pregnant and nursing mothers that they will not lose their job because of their pregnancy
and maternity and they will return to the same or equivalent position paid at the same rate
after their maternity leave.
Health protection for the mother and her child, before and after birth: This involves
making sure that the workplace and the work practices are safe, so that a pregnant worker
and her child are not injured or hurt.
Arrangements for breastfeeding: This involves making simple arrangements so that
mothers can continue to breastfeed when they return to work. Breastfeeding is vital to the
health of the mother and child.
The following sections include more practical details on the implementation of those
maternity protection components at the workplace.

The advantages for your business
1.

A good investment: Experience shows that pregnant workers who have decent working
conditions continue to be fully productive members of the workforce during their pregnancy
and afterwards.

2.

Generally speaking, it takes less management time and effort to manage maternity in
the workplace well, compared to replacing workers who have to leave because of lack of
protection.
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This pregnant worker is able to carry on working without any problems.

3

Managing workplace maternity protection well can:

•
•
•

enable women to work productively without disruption. Pregnant workers feel reassured,
enabling them to concentrate fully on their job.
reduce costs and help attract and retain experienced staff. Having long-serving and healthy
workers is key to business growth;
enhance the reputation of your enterprise, ensure business continuity, productivity and
quality of services and products.
This chapter is divided into the following sections:
Part I:

Some maternity basics you should know

Part II:

Maternity leave and employment security

Part III: Health protection
Part IV: Arrangements for breastfeeding

PART 1: Some maternity basics you should know
Maternity is the period that covers the essential stages in human reproduction from conception to birth and up to the end of breastfeeding. Ensuring the health of mothers during
this time is not only important to them and to your business, but also to the wider society
and the future generations.
Pregnancy is not an illness and working during pregnancy is not, in itself, a risk, except
immediately before or after the birth. Many women continue to work late into their pregnancies without any problems, remain highly productive, and return to work afterwards to
resume normal duties.
Throughout the pregnancy a woman’s body provides the space, nutrition and the life support needed to develop a child from one cell to a whole living and breathing individual.
At the most basic level, the food a pregnant woman eats and the water she drinks must be
enough for her own body and for the development of her baby. In fact, all her experiences,
such as the air she breathes or the stress she feels, can have an effect on her future child.
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A pregnant woman is eating and drinking for two people – herself and her baby.

The following is a short description of the changes that a woman experiences
during pregnancy.
Stage 1: Early pregnancy (the first 3 months)

Strong smells make this pregnant woman feel sick.

•
•
•
•

A few months into a pregnancy, it is usually possible to see that a woman is pregnant
because her shape changes. But this is not the only change that you need to be aware of.
The chemicals and hormones inside the woman’s body also have to adjust to provide the
baby with a healthy environment. Together, these changes can affect pregnant workers in
many ways:
discomfort and nausea;
sensitivity to smells;
tiredness and the need for more rest breaks;
the need to drink (and go to the toilet) more frequently.
As a general rule, the risk of miscarriage is greatest in the early months of pregnancy, so
a healthy diet, plenty of sleep, gentle exercise, plenty of drinking water and early health
checks are important in this critical stage.
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Stage 2: Mid- to late pregnancy (4 – 8 months)

As the baby develops further, the mother’s ligaments soften so that her body is ready for
the birth. This makes a pregnant worker more prone to injuries caused by lifting or handling heavy things.

As a pregnant woman gets bigger, bending can be difficult and more dangerous.
Having a work station that avoids the need for bending can help a lot.

•
•
•
•

When pregnant, the amount of blood in a woman’s body increases. This means the heart of
a pregnant woman has to work harder, especially when she is doing physically demanding
work. As a result, the worker may experience:
problems standing for long periods and dizziness;
muscle aches and pains;
loss of balance more easily;
changes in breathing patterns that can result in inhaling more pollutants.
These changes are normal, but they make enormous demands on the woman. For instance,
the daily energy requirements for simply maintaining the state of pregnancy (before doing
anything else) are equivalent to two to three hours’ arduous physical activity. Pre-natal
medical visits are also very important at this stage.

Stage 3: Before and after the childbirth (9 months – 3 months after)

In the final weeks of pregnancy a future mother needs to rest more and have some time to
prepare herself and her family for the new arrival.
Each couple divides family tasks differently, but it is often the case that women do most
work in the house and with the children. At this point in the pregnancy, fathers or other
relatives may need to take on responsibility for some of the tasks that they may normally
not do, such as collecting children from school. This can be a problem if their hours of
work are inflexible.
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Giving birth makes enormous demands on the woman and sometimes it may involve risks
or health complications for the mother and her newborn, such as: delivery by caesarean
section, multiple births, premature birth and stillbirth. However, regular medical checks
and attention can often help detect and prevent problems.

This new mother is taking a much needed rest, with her baby.

After delivery, the woman needs time and rest to heal and recover. At the same time, the
baby needs attention from both parents and feeding. Recovery time helps prevent complications, such as infections, abnormal clotting or haemorrhage after birth. Some women
may also suffer from fatigue, anaemia, diabetes or post-natal depression. Health protection, including post-natal visits and vaccinations, is also vital in the post-natal period.

Stage 4: Breastfeeding

This is the last stage of maternity but extremely important for the future health of both the
mother and child. Please refer to section 3.3 below, “Arrangements for breastfeeding”, for
more information on this component.
Remember
• Pregnancy, childbirth and breastfeeding are not illnesses, but affect people differently;
• They place extra demands on the woman;
• Harm can occur at any stage, including harm to men and women before conception,
but workplace health protection can help avoid the risks;
• Medical attention and preventive health care play a vital part in maternity protection,
especially if there are risks of complications;
• Healthy breastfeeding protects both mother and child.
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Make workplace maternity protection a reality

•
•
•
•

This part provides practical information to implement workplace maternity protection in
your SME. Employers should, of course, comply with their national legislation, but you
can also go further. You can:
improve and extend maternity protection provisions;
take practical and zero-cost action in the workplace;
adapt and replicate models of good practice;
train managers and supervisors so that they understand, implement and support the measures on a day-to-day basis.

PART II: Maternity leave and employment security
Maternity leave is leave of absence from work for maternity-related reasons. It is not sickness or holiday leave. It is taken by a woman around childbirth to protect her health and
that of the child. During this time her employment is protected and the woman has the right
to return to her job or to a comparable post with no loss of pay or seniority on her return.
Maternity leave is so important for the health of the mother and child that almost all countries have laws to provide for it and set out how much pay the worker should be paid during
her absence. It is important for you to know your country’s requirements, your business
needs, and your workers’ needs to assess the amount of time you should provide for maternity leave.

This new mother is healthy and ready to get back to work after a period of maternity leave.

•
•
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The ILO Maternity Protection Convention, 2000 (No. 183) provides:
a minimum period of 14 weeks maternity leave, including a compulsory period of 6 weeks
leave following childbirth
Income replacement during leave of at least two-thirds of earnings, preferably through
social insurance benefits or payments from public funds during this time. This is intended
to prevent the woman from being pressured to return to work as this could put her health
or that of the child at risk.
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What you can do
Checkpoint 42: Provide all workers with maternity and paternity leave, and the right to a similar
job at the same pay when they return.

If maternity leave is not paid through social insurance or public funds in your country, and
if the law does not require employers to provide pay during maternity leave, you could still
think about alternatives, such as:
• voluntary payment of maternity leave benefits;
• helping the worker to save in advance;
• giving the worker a small advance on future pay with a long repayment period.

1.

If workers think they will lose their job if they take leave, they are not likely to

Nowadays, most new mothers want or need to return
to their former job after leave, so that they can carry on meeting family expenses and,
where possible, maintain their career path. This is good news for businesses.

take it, even when it is essential.

Knowing that leave comes with the right to return will reassure workers and improve their
loyalty and their feeling of being valued by the business.

This manager and worker are planning for the worker’s return to work.
2.

to before the
birth, so long as the law allows this. Most are keen to keep earning and prefer to save their
leave for after the birth.

Allow pregnant workers to stay working as long as they feel able

This worker is healthy and able to carry on working late into her pregnancy.
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However, you also need to be aware of national laws on this. Some laws, for example,
require that women have a medical check-up to determine how long she can work before
the birth.
(not physically of course) and should be given leave
(paternity leave) to spend time with their new baby and support the mother as she recovers.
Fathers may take some of this time at the birth and some later. This can also be planned for
though, again, flexibility is very important.

3.

Remember men have babies too

Finding out when a worker is pregnant
If employees understand the need for advanced planning and have confidence that they
will be treated fairly, they will report their pregnancy early. Never interrogate or intimidate
employees to get this information.

4.

Build trust by being open about maternity protection and telling workers clearly:

•
•
•
•
•
5.

you will be allowed to take some time off for medical checkups;
during maternity leave, you will (or will not) receive pay or social insurance benefits
(essential for financial planning);
we will welcome you back after maternity leave into your present job or a similar one;
you will be considered for promotion equally with other workers;
you will be able to take breastfeeding breaks for a period (state the number of months)
when you return to work.
Discuss

maternity

protection

planning

periodically,

as

part

of

routine

It is good practice to consult your workers or their
representatives when considering any working conditions, including maternity protection.
In fact, an individual worker’s pregnancy may raise issues that need to be discussed with
other workers. In a small business, one worker’s pregnancy might have an effect on other
workers. For example, other workers may have concerns that a worker’s absence will affect
their workload. Keeping other workers informed will reduce this possibility.
consultations with workers.

Most new mothers are happy to receive a visit from work colleagues and catch up on the latest news.
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To promote cooperation: It is important that women on maternity leave are allowed to
rest and have their time with their baby. However, some women are reassured about
their future by being kept up to date. Encourage colleagues (rather than managers) to
keep in touch with her informally and, near to her return date, you could send her a
message to let her know that, if she wishes, you would be happy to talk to her about
her future work schedule needs.

This manager is consulting with workers on how best to arrange work tasks whilst one worker is on maternity leave.

Do not tell workers any personal or confidential information about another worker,
including maternity information.
It is for each worker to decide how much information to share
with workplace colleagues.

6.

To encourage information sharing, make it clear to workers that your door

If a worker tells you that she is pregnant, advise her of the
protections you provide and encourage her to keep you informed of her plans.
is always open to them.

•
•

Ask your workers to help in planning work reorganizations.
Give other workers the chance to extend their skills by temporarily replacing the pregnant
worker or swapping jobs.

This pregnant worker is training a colleague to do her job in preparation for her maternity leave.

7.

Learn from pregnant workers about their needs and what medical professionals
are advising.
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PART III: Health protection
During pregnancy, childbirth and breastfeeding, there are certain things or actions at the
workplace that may be hazardous for the health and safety of pregnant workers or their
babies. Some of these will also be harmful for male workers, and can affect their fertility
or their ability to father healthy babies.
Maternity protection does not mean you will automatically have to make changes to workplace practices or incur costs. Often, no changes are needed, but this depends on the industry, the job the worker does and the conditions she works in. But, as an employer, you can
be held responsible for injuries to workers if they are caused by a workplace hazard. Acting
to remove risks could save your business from expensive work interruptions.

The advantages for your business
Most risks that pregnant workers face can also be dangerous for other workers, e.g. working in extreme heat or at height. This means that any hazards that you are able to remove
will improve the health and safety for all workers and so lower the number of accidents
and stoppages.
Experience has shown that reorganizations made to improve conditions of work can directly
improve process efficiency and motivation and can add to, rather than reduce, profits.

What you can do
Checkpoint 43: Carry out a risk assessment (including those relating to exposure to chemicals)
and discuss it with your workers.
1.

Identify workplace risks:

All workers face risks at work. These can be very obvious, such as the risk of injury from
lifting and carrying heavy loads or the chance of ingesting pollution when working with
chemicals.

Accidents can happen to anyone. However, the consequences can be more serious for pregnant workers.
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Other hazards are more subtle, such as the effect of the timing, length and flexibility of
work shifts and breaks. Of course, any worker can trip and be injured or become sick if they
have no rest. However, for pregnant workers, the results can be more dangerous. For example, without frequent toilet breaks, a pregnant woman can develop a kidney infection.
Every workplace is different. This is why you or a manager needs to go around the workplace and do a risk assessment with the needs of pregnant workers in your mind.
Identify the action to be taken, which may include training on safe handling, the use of
personal protection equipment, or a temporary transfer of an employee to another post.

This pregnant worker is being transferred to work away from these chemicals,
as they represent a risk to her and her baby’s health.

It is important that risks are monitored continuously
and you do not wait until you know a worker is pregnant to think about this.
A worker may not know she is pregnant for the first few months,
which is the time when the growing baby is most vulnerable.

Involve the pregnant worker and/or her workplace representative in the risk assessment
process. You can help each other to identify and understand the risks or problems and come
up with solutions together.
To promote cooperation
When looking at the risks and solutions, involve workers (including the pregnant worker)
and their representatives. They may have some good ideas and will be pleased to be
consulted.
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Checkpoint 44: Take action to remove identified risks.

1.

Take action!

When you have completed the risk assessment, you may end up with a small list of workplace risks. Now you can act to remove these risks where possible or reorganize things, so
that all of your workers, including those who are pregnant, can work safely. Many actions
can be low-cost or even no-cost.
Remember that the needs of pregnant women change as the pregnancy progresses, so a
flexible approach is essential.
Does your enterprise use chemicals?
If so, see the WISE Chapter on Control of Hazardous Substances. One recommendation
is to get a chemical safety data sheet for each chemical that you use or produce. These
sheets provide information about the chemical, such as how to use it properly, precautions
to be taken, and potential hazards for workers of reproductive age. It is important to make
sure that you and all your workers understand the data sheets and take action to remove/
avoid the risks.
Exposure to toxicants before or during pregnancy can cause women to miscarry
or give birth to premature, low-weight or disabled babies,
as well as significantly increase the risk of neonatal mortality.

Checkpoint 45: Ensure ready access to safe drinking water and to clean toilets, at any time,
without restrictions.

Checkpoint 46: Accommodate or reassign pregnant workers to tasks that do not require continuous standing, uncomfortable movements/postures, heavy physical effort or risk of slipping
and falling.
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Other basics steps include:
Remove tripping hazards;
Provide a chair or stool for sitting while working, or rotate jobs. Standing for long periods
is not comfortable for anyone. For pregnant women it can cause swollen feet, make walking painful and increase the risk of slips, trips and injuries.
Avoid shifts that have non regular patterns, long hours, or missed rest periods, as they
increase the risk of malnutrition, dehydration, and exhaustion.

➢
➢

➢
2.

Pregnant workers should
not do heavy lifting (more than 10 kg). Where, for example, the process involves moving heavy
weights from one part of the workplace to another, you should look for ways to reorganize
work processes, tasks, or workers, so the pregnant worker does not face this risk.
Introduce team working so that workers can share their work between them in a way that
keeps everyone working and safe;
Reposition storage areas so carrying distances are reduced;
Other workers may be pleased to get the chance to take on a different task for a few months
and, at the end of the period, you will have the benefit of a more flexible workforce.
What if a risk is a part of the job and cannot be removed?

•
•
•

This work team have temporarily changed the way they work, so that their pregnant colleague does not carry
heavy loads and can sit whilst she is working.

To promote cooperation:
• Your workers are familiar with the workplace and may have some innovative, low cost,
reorganization ideas;
• Cooperation between small businesses can save costs and boost profits. Use your network of WISE employers to make contact with other small business owners and learn
how they have improved their workplaces.

141

WISER-R | More Work Improvements in Small Enterprises | Action Manual

PART IV: Arrangements for breastfeeding
When workers with new babies return to work they are likely to be breastfeeding. Supporting
working mothers’ breastfeeding makes sense because breastfed babies are healthier and are
less prone to illnesses. To encourage and support your worker to breastfeed, let her know
before maternity leave that when she returns to work, you will provide a clean and private
place where she can feed her child or express and store her breast milk.

The advantages of breastfeeding for mother and baby

•
•
•
•
•

It is now widely understood that breastfeeding a baby is one of the most important things a
mother can do to protect her child’s short and long term health, because it:
Passes on resistance to illnesses from the mother to the child;
It provides the ideal nutritious diet the baby needs;
It is hygienic, so the chance of waterborne disease is lower;
It increases the speed of recovery of the mother;
It reduces the risk of certain illnesses and diseases for the mother, such as anaemia, breast
cancer and ovarian cancers.
Bottle feeding is an alternative, but it does not provide the same health benefits for the
child or the mother. It is also a costly and often impractical option for parents who may
not have easy access to clean water for sterilizing bottles or making up the powder, at work
or at home.
The World Health Organization (WHO) recommends exclusive breastfeeding of babies
until the age of 6 months, and continues breastfeeding with appropriate complementary
foods for up to two years.
Breastfeeding and HIV
• Pregnant women living with HIV are at high risk of transmitting HIV to their infants
during pregnancy, during birth or through breastfeeding.
• Breastfeeding by a mother with HIV increases the risk of transmission to her baby
by 5-20 %;
• In many places, though, it may not be possible or safe not to breastfeed, especially
where water isn’t clean;
• WHO advises: “when replacement feeding is acceptable, feasible, affordable, sustainable and safe, avoidance of all breastfeeding by HIV-infected mothers is recommended.
Otherwise, exclusive breastfeeding is recommended during the first six months of life”.

Checkpoint 47: In addition to normal breaks, allow at least one 1-hour break for breastfeeding
mothers.
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The advantages of breastfeeding for your business

Breastfeeding a baby gives it the best chance of having a healthy future.

The most obvious benefit of breastfeeding for your business will be the lower rate of sickness of both mothers and their babies. This will mean less unplanned leave on the part of
mothers and fathers to look after a sick child. You can add to this, higher employee loyalty,
motivation and productivity, and a boost to the public image of your business. This will
help you to attract the best workers and new customers.

What you can do
Checkpoint 48: Provide a clean and quiet area for breastfeeding or expressing milk.

1.

This does not need to be a fancy space. A weatherprotected, screened area, with a chair, access to drinking water, and hand washing facilities,
is better than nothing at all.

Provide a breastfeeding area:

A simple (low-cost) breastfeeding area, such as this, provides privacy and basic comfort for breastfeeding mothers.
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A simple breastfeeding programme
Mothers should have the choice to either bring their babies to work to feed (if it is safe) or
express the milk and store it in a bottle for the infant’s next feeding after they return home
at the end of the day. Breast milk does not need to be refrigerated for the first few hours
after being expressed.
All you need is:
• A clean and private room (not a bathroom or toilet) or a screened-off area;
• A table and a comfortable chair;
• Drinking and running water and soap for washing;
• Giving the worker some extra free time for breastfeeding;
• Managers and co-workers who understand the programme and support it.

Checkpoint 49: Help workers get information on mother-to-child transmission of HIV.
Provide information on HIV/AIDS: Workplace information to address the particular needs
of HIV-positive women during pregnancy and breastfeeding (see WHO recommendations
in the earlier “Breastfeeding and HIV” table) can help mitigate the impact of the epidemic
for your business. In particular:

2.

a. targeted awareness-raising in the workplace and workplace policies can help extend information, education and counselling on HIV/AIDS and pregnancy, facilitate access to voluntary and confidential testing, provide information on infant feeding options for HIV
positive women and prevent mother-to-child transmission of HIV. This will help you to
prevent recurring sickness of the baby and absence of the mother from work.
b. Help workers to get access to information on all health matters, including HIV/AIDS,
malaria and tuberculosis from the local health clinic or maternity service.
3.

Offer temporary flexible working time arrangements

New babies do not always eat, sleep or get sick, according to a timetable. So, flexibility in
working time is important for parents, particularly for mothers who are breastfeeding. It
can also help when making appointments for check-ups and immunizations.
Some employers give mothers the right to reduce their working hours for a period after
maternity leave. For mothers who cannot afford this or who want to keep working fulltime, or if this would not work for your business, you can help workers in other ways. For
example, let nursing workers:
• arrive a little later (as needed, or with an agreed routine);
• leave one hour earlier or take an extra ‘breastfeeding
break’ at an agreed time each day;
• save up some of their break time so they can leave early
when needed.

This enterprise allows breastfeeding mums to start a little later in the
morning, so they can feed their baby before going to work.
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4.

Help workers to find childcare near to work if they wish, so they can quickly get
to, and feed their child, during the working day or at the end of it.

These simple arrangements can solve many stressful problems for workers and so improve
concentration and performance.
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5.4

Help with Care Arrangements
Meeting the care needs of family members can be a big challenge for workers, women and
men alike.
Care demands of family members are particularly high when workers are responsible for
children, elderly or sick relatives. The HIV/AIDS-epidemic in Africa raises a particular challenge. In some countries the infection rates is between 15-25 % of the population. This means
in a family with 10 members, 1 to 3 of them will be (on average) infected by the virus.
The help you can give to deal with care needs will depend on the resources and premises
you have, and the number of workers concerned.
Some employers provide support by supplying information and advice and permitting flexibility in working time and arrangements. Others directly provide childcare, or give financial help with care costs for children, sick relatives or other dependants. Whatever help you
can give will increase your chances of keeping your best workers on board.

When parents know that their children are safe and happy, like those above,
they can concentrate better on their work.

What you should know
The care support needed by workers depends on the number, condition and age of the
dependants and the available help with providing care. In many societies, most of the
unpaid work of providing care rests on women; however, both men and women have care
responsibilities and workplace supports will be appreciated by both men and women.

146

WISER-R | Module 5 | Family-friendly Measures

What you can do
1.

Help and encourage workers to share information and to come together to arrange

You could do this by calling a lunchtime meeting to discuss this and see how much
interest there is.

care.

Consult all workers to find out their needs and preferences. For instance, childcare

2.

that is close to work can be ideal for some workers, because they can then easily breastfeed
or deal with problems that may arise. However, its advantages will depend on the
circumstances of each worker and the distance and transportation between the place of
work and the worker’s home.

Checkpoint 50: Offer practical support to workers with family responsibilities.

3.

Make sure that, in cases of emergencies, workers know they can:

•
•

leave work without risking their job;
communicate with family members during working hours (use a company telephone).

This office worker is reassured by being able to use a workplace telephone
to keep in touch with a sick relative.

4.

Provide a place for children to wait. Most parents do not finish work at the same time

as their children finish school. If you have a small weather-protected space available, this
could be used as a place for children awaiting a parent to sit and read or do homework.

This simply constructed waiting area gives
children somewhere safe to wait until their parents
finish work.
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5.

Develop a list of reputable and affordable child care providers close to the
workplace.

Support transportation needs for workers in remote areas or where
/ when safe public transportation is not available (e.g. at night).

6.

Help with transport:

7.

Provide HIV/AIDS awareness raising programmes: This could include opportunities
for voluntary testing, and links with HIV/AIDS business associations (present in most
African countries).

8.

Support unpaid domestic tasks, by providing information and/or help with labour
saving technology or services for cooking, cleaning, laundry.

Checkpoint 51: Create partnerships so you (and other small businesses) can help workers with
care arrangements.

This enterprise has arranged for a local health centre to offer health checks to employees.
Work in partnership: If your business is small, you may not have the resources to
tackle all issues. Establishing partnerships and forming networks with other enterprises,
employers’ and business organizations, NGOs and public bodies can be helpful.

9.

•
•
•
•
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Small businesses which are close to each other can sometimes join together to:
make a childcare area in a rented hall or other safe and covered area;
negotiate with a local childcare provider for their workers to get discounted places;
advocate for community services for family facilities and home-care;
provide HIV/AIDS awareness raising programmes together.
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You can encourage two types of partnerships:

•

•

•
•
•

Business to business partnerships:
This entails a partnership between 2 or more companies. It could involve only SMEs or
involve an SME establishing a partnership with a bigger company where, for example, the
bigger company could include the workers of the SME in their care arrangements.
Pooling experience, efforts and knowledge with other businesses, to produce imaginative, cost-saving solutions to common challenges can make a difference. As well as saving
money, working together can be a way of building contacts and bonds between businesses
and within the community.
Business links with public and charitable bodies:
When thinking about maternity, family responsibilities and HIV/AIDS challenges, there are
many organizations that can help you with support and ideas. Your local health clinic, NGO,
or local government office is a good starting point for information. To get expert advice, practical guidance, or financial help, children’s charities, chambers of commerce and industry as
well as trade unions can also help.
You could work with a local health care clinic or community worker to:
offer health screenings such as blood pressure checks for you and your employees;
get help with your workplace risk assessments;
display some informational posters on health, HIV/AIDS awareness and maternal health.

Business to business partnerships can help small businesses to provide the most attractive conditions
and services for staff.
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Checkpoints for WISE-R Module 5
Family-friendly Measures
Checkpoint 37: Consult your workers on their family responsibilities and the difficulties they
might have balancing these with workplace demands.
Checkpoint 38: Arrange working hours with workers’ family responsibilities in mind.
Checkpoint 39: Consider work sharing and job rotation to allow workers to fill in for each
other when someone is absent.
Checkpoint 40: Inform your workers about all of the types of leave that you provide.
Checkpoint 41: Plan ahead for leave, so you avoid stoppages or interruptions that can cause a
loss of productivity.
Checkpoint 42: Provide all workers with maternity and paternity leave, and the right to a similar job at the same pay when they return.
Checkpoint 43: Carry out a risk assessment (including exposure to chemicals) and discuss it
with your workers.
Checkpoint 44: Take action to remove identified risks.
Checkpoint 45: Ensure ready access to safe drinking water and to clean toilets, at any time,
without restrictions.
Checkpoint 46: Accommodate or reassign pregnant workers to tasks that do not require continuous standing, uncomfortable movements/postures, heavy physical effort
or risk of slipping and falling.
Checkpoint 47: In addition to normal breaks, allow at least one 1-hour break for breastfeeding
mothers.
Checkpoint 48: Provide a clean and quiet area for breastfeeding or expressing milk.
Checkpoint 49: Help workers get information on mother-to-child transmission of HIV.
Checkpoint 50: Offer practical support to workers with family responsibilities.
Checkpoint 51: Create partnerships so you (and other small businesses) can help workers with
care arrangements.
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Introduction
As a business owner, you will be used to thinking about safety and health in the workplace, looking for issues that can cause accidents or diseases, and taking action to remove or avoid them.
You do this for many good reasons:
➢ because the law requires it;
➢ because accidents cost time and money;
➢ because you want to protect your workers.
Workplace harassment may not be covered by a law in your country but, just like safety and
health problems, it can damage your business and your workers.
Harassment at work is very common everywhere in the world but often hidden. Employees who
are harassed or bullied suffer in many ways including feeling worried, stressed, or frightened about
what will happen to them. They often also suffer a loss of concentration and personal and professional confidence, so that they feel uncomfortable and don’t dare to use initiative or share ideas.
When you realize how badly victims of harassment feel, it is easy to see how this could affect
their health and their productivity. This module will help you to spot it and to deal with it, so your
workplace is happier and your staff can concentrate on doing their best for your business.
The objective of this module
1) To uncover the nature of harassment at work
2) To provide cost-free measures to prevent harassment
3) To help you to contribute to a respectful environment in your company

This Module is divided into the following sections:
1)
2)
3)
4)

Harassment and how to deal with it
Develop an HIV/AIDS workplace policy
Involve your workers in maintaining a respectful work environment
Be a positive model
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6.1

Harassment
and How to Tackle it
A ‘respectful workplace’ is a productive workplace and this is what all businesses aim to be.
In a respectful workplace workers and managers treat each other fairly and equally and with
respect. Harassment and bullying are the opposite of these things so need to be dealt with.

These workers are arriving at work, happy to have a healthy and respectful workplace.

The advantages for your business
No matter where it occurs, harassment is costly and unproductive. It reduces motivation
and productivity, and has a bad effect on collaboration between workers, as well as making
the work environment unpleasant.
So it is in the interest of all business to tackle harassment problems and to take steps to
avoid them in the future. The good news is that this is not hard to do and costs nothing: you
just have to use good management techniques.

What you should know
1.

What is harassment?

Harassment refers to a wide spectrum of offensive or upsetting behaviour. It is a behaviour
(normally repeated) that causes someone distress and has no legitimate purpose.
There are lots of other words that are used instead of harassment and which describe a
similar idea, such as bullying, tormenting, bothering, or pestering.
2.

Who harasses whom, and why?

Harassment normally happens when there is a difference in power or strength between one
person and another. This means that bosses or supervisors can certainly harass workers.
But, workers can also harass or bully each other.
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The person doing the harassing (the perpetrator) acts in this way because he or she believes
that they will win something. The gain could be money, or getting someone else to do tasks
for them. But it could also just be the feeling of power or control that they enjoy.
It could happen that the perpetrator is not aware that he/she is disturbing or upsetting
the victim (the upset is unintended). Even so, the perpetrator needs to be informed about
the undesired effects his/her behaviour has on a colleague. This gives the perpetrator the
chance to change this behaviour quickly.

3.

What sort of actions can be harassment?

Harassment comes in many forms. It is present in all parts of the world, in poor and rich
countries, and in small, medium and large enterprises. Some common types of harassment
are shown in the box below.

A supervisor shouts at a worker.

An angry boss pushes two workers.

This entrepreneur acts inappropriately
by putting his arm around his assistant.
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4.

Who is most at risk?

Harassment is normally a build up of actions rather than a single event. It often includes
one or more of the actions below:
• Name-calling.
• Yelling/Shouting.
• Physical abuse – slapping or pushing.
• Criticizing/correcting the employee in front of others
• Assigning a large amount of work to be completed in an impossibly short time and then
criticizing the employee for not finishing the work.
• Hovering over the employee while he/she is working.
• Abusing the employee mentally.
• Making fun of someone.
• Sexual harassment – where a worker of the opposite sex treats a colleague in a way that
suggests or threatens a demand for a sexual relationship
• Threatening to give poor performance rating or fire the employee if the employee makes
a complaint to the owner/manager.
• Making threats of violence
• Workers refuse to eat with, or use the same toilet as, a worker known to have HIV.
• Workers demand protective clothing because of their fear of catching an HIV infection
from another worker.
• Management proposes to move a worker known to be HIV+ from a post where she/he
meets the public.

Anyone can be harassed. You, for example, could be harassed by a competitor or by a corrupt official.
But commonly victims of workplace harassment are:
Different: this can be a physical difference such as colour, race, gender, disability, illness,
or a difference of personality (being quiet or shy). HIV/AIDS discrimination is common –
sometimes provoked by the fact that the person is absent for a long period or is losing a lot
of weight.
Isolated: they have no close workplace friends, or they work out of sight of others.
Controlled by a manager or supervisor: they have to do what the bully says if they want
to keep their job.
Have no way of complaining: if there are no workplace procedures or policies for dealing
with harassment, there are likely to be more victims.

What you can do
Step one: identify harassment risks and problems
Take a good look at your workplace and try to identify the risks of harassment happening
and, of course, try to spot any on-going harassment.
Be aware of all types of harassment. Note that sexual harassment is one of the most common
forms found in the workplace.
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Examples of Sexual Harassment
Unwelcome physical contact
• Rubbing or brushing against one’s breast or behind.
• Repeatedly squeezing a worker’s shoulder and putting a hand around her waist.
• Exposing body parts.
• Excess attention.
• Forcing sexual interaction – physical assault and rape.
Non-physical
• Written or verbal remarks, profanity, obscenities, or sexual jokes.
• Sexual or offensive posters, graffiti or pictures, magazines or cartoons.
• Whistles or verbal comments.
• Making excessive comments on a person’s appearance.
• Sexist remarks.
• Asking questions about sexual conduct.
• Invading personal privacy inside or outside the workplace (e.g. harassing telephone
calls).
• Written or verbal abuse of a sexual nature.
• Harassment constantly targeted at one sex even if the content of the verbal abuse is not
sexual.

Step two: Take action!
Keep a clear record of all incidents, taking notes of dates and times, potential witnesses
and details of what took place.
Doing nothing is not an option. It leaves the victim to suffer and sends a message that the
behaviour is acceptable. Both of these will cause reduced performance and production.

This supervisor is politely giving instructions
to workers.
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This manager signals to workers to follow him

This entrepreneur is talking respectfully
with his assistant.

1.

Make changes in the workplace to reduce the risk of harassment

➢
➢

Harassment usually takes place in secret so you can reduce the risk by reducing isolation:
Ensure that women are not working alone in remote areas of the enterprise.
Add lighting to poorly lit areas and open up spaces where people may be isolated.
To avoid harassment by supervisors, train supervisors and managers in respectful management practices (see below).

2.

Develop a policy for maintaining a respectful work environment including fair
procedures for dealing with complaints

•
•
•
•
•
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A policy may just be a piece of paper, but it sends a strong message about the working
environment you want to create. A good policy on harassment should:
Clearly define different types of behaviour that will be considered harassment.
State that every worker is entitled to a respectful workplace.
Make it clear that harassment will not be tolerated.
Set out a procedure for helping the victims of harassment.
Be the subject of consultation with workers.
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This manager has spotted three workers
bullying a colleague, so he tells them to stop
and points to a poster that says,
“Harassment Will Not Be Tolerated.”

Harassment, especially sexual harassment, is often hidden and considered shameful. It
may continue for a long time, damaging business performance, unless people know that it
will not be tolerated. A written policy gives employees the confidence to act against harassment and ensures that the rules are clear and known by all.

Checkpoint 52: Develop (in consultation with your staff) a written policy for promoting a respectful workplace, including a fair procedure to resolve complaints of harassment.

Fair and independent procedures to resolve complaints
Complaint procedures should be realistic and not too complicated.
Some complaints may be resolved informally:
• The procedure should provide that, if the victim agrees, the supervisor can speak to the ‘harasser’
informally – on a private basis without assessing the merits of the case – and agree a resolution.
• Sometimes establishing trusted workers/colleagues as the focal point for harassment complaints makes it easier for problems to be resolved informally. Where sexual harassment is a
risk, a female focal point will make it easier for victims, who are most often (but not always)
women, to talk about what has happened. Consider more than one focal point, so workers
have a choice of a few people they could turn to for help.
Some complaints need to be dealt with formally:
• Perhaps because the victim or the harasser does not want it to be dealt with informally, the allegation is too serious or because the harassment is continuing despite an informal resolution.
• The formal procedure should provide that the complaint will be investigated objectively and
confidentially (as it is important to minimize rumour and blame).
• The procedure should also ensure that the
persons involved can, if needed, be accompanied by a person of their choice to help
them feel comfortable when explaining the
circumstances of the situation.

This young worker has been harassed, and is relieved
to have a trusted colleague to talk to.
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Checkpoint 53: Designate a person or persons trusted by you and your workers to be a focal
point for harassment complaints.

3.

Share and explain your harassment policy with staff

•
•
•
•

Once the policy is developed, it is important that your workers and managers understand
it so they know what the expectations are and what will happen if they do not respect the
policy:
All workers need to know that it is okay to file a complaint and that they will be safe and
not suffer because of it.
Managers and supervisors need to be taught to recognize improper conduct among colleagues and employees.
Consider giving special training to supervisors, managers and focal points on how to prevent and deal with harassment, especially sexual harassment. These are people in power
positions and they need to understand their roles and responsibilities.
The policy, and some training on it, should be given to each new employee when starting
his/her job.

In this workplace, productivity has increased because harassment problems have been tackled.
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6.2

Develop an HIV / AIDS
Workplace Policy
HIV/AIDS hits the world of work in numerous ways.
Large numbers of workers have the infection, including many experienced and skilled
workers, managers, and vital producers of food. In badly affected countries, it cuts the
supply of labour as well as reducing the income for many workers. Projections made by the
ILO for eight African countries with the highest prevalence rates indicate that the labour
force could be up to one third (32 %) smaller by 2020 as a result of HIV/AIDS.

•
•
•

The effects of HIV/AIDS are likely to be felt in 3 main ways in your enterprise:
Loss of productive staff and lower availability of trained workers
Increased need for workers to have working time arrangements that allow them to care for
sick relatives
Incidents of discrimination and harassment against infected workers leading to less motivated staff
Having a good workplace policy on HIV/AIDS can greatly help workers to handle their
condition and their work.

The advantages for your business
Developing concrete actions in your workplace related to HIV/AIDS will not only contribute to a possible decrease of the number of infections, but it will also create a work
environment that is conducive to higher productivity.
Having an active policy on HIV/AIDS (and helping to lift the stigma from it) will be much
appreciated by your employees, some of whom might be affected by the epidemic, either
by being infected or having someone in their family who is infected. It will reduce the
stress on the workers, who will feel more able to talk about this problem and also reduce
discrimination against HIV/AIDS infected employees.

What you can do
In many countries there are recognized business organizations
that support enterprises (mostly without charge) to develop
HIV/AIDS workplace policies.
For help with implementing the policy, you can establish partnerships with NGOs or care institutions (as discussed in the
module on Family-Friendly Measures). You could, for example,
establish partnerships to ensure free testing and the provision
of medicines.
Consider HIV/AIDS as an integral part of the daily reality in
your company, as shown on this company poster: think about
how you can protect your workers.
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And give special attention in the policy to combating HIV/AIDS discrimination / harassment at your workplace.

Checkpoint 54: Avoid HIV/AIDS discrimination by workers and management, by developing and
implementing an HIV/AIDS policy for the workplace.
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6.3

Involve your Workers
in Maintaining a Respectful
Work Environment
If you want a policy to be supported and applied by workers and managers, it is important
that they are involved in creating it. All workers should be represented in the consultations women as well as men – so all perspectives are understood and taken into account. When it
comes to discussing sexual harassment, women are the most frequent targets and their input
will help their male co-workers to understand the impact of unwanted sexual attention.

What you can do:

•
•

Set up a “Comments box” where employees can post their opinions and ideas confidentially.
When discussing harassment, encourage them to describe all forms of harassment and give
examples of what it is and what it is not. This type of activity reinforces the topic and helps
motivate them to take positive action to be respectful to one another.

Checkpoint 55: Remove all suggestive or provocative photos, posters, and other items from
display in the workplace.

•

Ensure that workers and managers do not put on display or pass around any pictures, posters or jokes that are offensive or include sexual innuendo.
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6.4

Be a Positive Model
It is vital that you act the way you want your employees to act. Treat all your employees
with dignity and respect if you want to sustain a respectful work environment. Your managers and supervisors need to act this way too.
Speak to workers and managers respectfully, avoiding shouting or being rude.

This business owner greets his employees in a respectful way.

Be aware of the difference in power between you and your employees and how they might
feel forced to say yes to the boss, when they really want to say no!

Always be objective, but supportive, if complaints are made,
and make it clear that you take them seriously.

Summary: Rules for creating a respectful work environment
• Be aware of all types of harassment
• Make changes in the workplace to reduce the risk of harassment
• Develop a policy for maintaining a respectful work environment including fair procedures for dealing with complaints
• Develop an HIV/AIDS policy for your workplace
• Share and explain your harassment policy with staff
• Involve your workers in sustaining a respectful work environment
• Be a positive model
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Checkpoints for WISE-R Module 6
Create a Respectful Work
Environment
Checkpoint 52: Develop (in consultation with your staff) a written policy for promoting a
respectful workplace, including a fair procedure to resolve complaints of
harassment.
Checkpoint 53: Designate a person or persons trusted by you and your workers to be a focal
point for harassment complaints.
Checkpoint 54: Avoid HIV/AIDS discrimination by workers and management by developing
and implementing an HIV/AIDS policy for the workplace.
Checkpoint 55: Remove all suggestive or provocative photos, posters, and other items from
display in the workplace.
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