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* What 15 Personnel Management?

* What 15 the difference betiveen Human Resource Management (HRM) and Personnel
Management?

* Have condibions, practices and beliefs chanpged much over time? What has remained the same?

In the late 1960s, many people held Personnel departments n low regard. The tasks were seen as
largely clerical in nature. No one who wanted a promising career would want to be assigned to a
positon In Personnel In the 1980s and 1990s, the prestige of Persomnel grew, HRM 1wvas
substituted as the new label, and new functons were added to the area. HE managers may now
participate in strategic planmng, gquantitative statistical forecasts, as well as andit and control
functions. Newvertheless, some organizations still have low status Personnel offices. One can thus
say that tiwo tiers frequently exist in the same local labor market.

FACTORS CONTRIBUTING TO THE INCREASING STATUS OF HEM

1. The potental mntrusion and dollar damages involved in Equal Employment Opportunity
Iiigation has raised HEM's prestipe. As one CEO guest put it "When you can get sued for
milhons of dollars, you want to make sure you do the right thing." One therefore needs experts to
deal with these sensitive matters. These legal 1ssues have resulted in changes In recnitment,
selection, promotion, training/development and other practices.

2. The general work force 1s often depicted as mereasingly vocal and demanding [grievances; law
suits; desire for input; etc_].

* There are increased levels of education. People expect more and say so.

* There are more two worker families. Transfers are more difficult, so HE planning must change.
* There 15 preater female participation. This raised concerns over pregnancy leaves, day care, etc.

* In general, there 1s an mcreasing level of diversity, meaning more minonty groups, women and
older people in the workforce. One must accordingly leam how to manage diversity.

These trends have created a greater need for input from below, voice mechamsms, and the like for
the sake of efficiency and effechiveness.

3. One frequently hears that organizations are facing increased competiion. The globalization of
the economy refers to both the heightened shipment of products over greater distances and the
movement of production faclies to low wape areas. In this context, one often hears about
managers needing to restructure to improve their performance. Firms have relocated plants to
reduce costs, downsizing has become common, and non-tradifional workers (leased, temporary
and part-ime) have been employed to save money. We hear phrases such as "Operational
Excellence,” "Cut the Fat,” and "Right Sized,” being used to represent programs aumed at getting
people to do more work for much the same level of compensation. Matters that were once



i

regarded as "Human Relations" which were carried out largely on faith are now undergoing cost-
benefit analyses to prove their worth. Here we see HE being treated as a hability to be minimized.

4. Over a long peniod of time there has been increasing specalization (the hentage of Adam Smith
and Scientific Management). Specialization raises the importance of selection and traiming,
coordination difficulies must be overcome, and close supervision and control are a must. In
short, you are only as sirong as your weakest link

Concemns have been raised about specialization going a bit too far Cntics complain about
meanmngless work, ngid work rules, the mmtrusive scrutiny of workers, and overspecialization
Accordingly, attempts have been made by some managers to reverse this trend. Work processes
may be redesigned and job descniptions may be broadened, so fewer workers with broader duhes
are being utilized Concermns in this area have drawn attention to the importance of organizational
change processes, job design studies, job analysis, selection practices, and traiming programs.

2. At the turn of the century, management had many nghts and few responsibihiies. Essentially a
one-way street prevaled. If the workers did not like it, they could leave. In the past twenty
years, the notion of reciprocal nights and responsibilibies has taken hold. In flatter orgamzations
staffed with smaller numbers of more sklled workers orgamzed mnto teams, one needs a two-way
sireet In order to be efficient and productive. In order for management to attain what it desires
(commutment, involvement, etc.), it must provide what the employees desire (job secunty, voice,
etc. ).

Job Security € 2 Commtment
Voice < = Iowvolvement
etC.

Here HR 1s being treated as an asset to be muriured. It is the organization’s human resources that
are cntical 1n determining its success or falure. Human beings created and deterrmned how to
utihze all forms of technology. Knowledpe workers are not easily and quickly replaced. HRM
should not merely put out fires or help carry out an orgamzation strategy, human resources in the
form of speaal skills and core competencies should be a central part of forming a strategic plan
(Dessler, 2002: 14, 17). Human assets should be a part of the analysis of external opporiumties
and threats and internal strengths and weaknesses. HEM can provide a competitive advantage.
In keeping with this, HE. managers should serve as commumicators, advocates, planners, etc.

In sum, a tension often exsts betiveen HR being treated as a Liabihty to be minmized (3)
and an asset to be murtured (3). If care is not taken, employees may become quite cymcal about
percelved Inconsistencies in what managers are saying and doing,

One way of attempting to alleviate this tension have been to provide a measure of cost
conirol by utilizing a substantial number of non-traditional workers (leased, temporary and part-
time), while a core group of tradibional workers recerves the employment securnty, voice and the
like needed to compete. Will this fwwo-tier structure get the top managers out of their dilemma, or
will it create new forms of siresses and stramns in the long term? Another relabively new cost
control method has been to outsource certain tasks. As long as the outside contractor 1s stable, or
there are mumerous possible alternative providers, litfle nisk seems to have been Inourred
Cutsourcing mitially was done in mamufacturing portions of products, but 1t has recently been
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sought out for service activities like computer programming and even HR tasks like managing
benefits, recruiting, selecting and training. Even when outsourcing 1s not currently being utilized,
the threat that 1t could be may diminish empire bulding waste and complacency the orgamzaton
can il afford. Cutsourcing could prove problematic if an orgamization has a umique culture that
putsiders do not grasp, or compebtive information needed to execute the HR plan cannot be
shared with outsiders.

In contrast to the aforementioned points, it 1s not dear that things have chanped m all
cases. For example, 1t has long been recogmzed that there are conflicts between line (production,
etc.) and staff positons (HE, Finance, Accounting, etc.). Line managers are responsible for
accomplishing the basic goals of the orgamzation, and therefore have the power to direct
subordinates. Staff managers assist and advise line managers. The central question here being
"Dioes the Personnel office help or hinder line managers?” One often hears complamnts such as
"The only time we see a Personnel manager 15 when there 15 a problem,” (a mistake in a paycheck,
an employee ::n:umplamc etc.), "They are always undermiming us by IE?EI'E-].HD our decisions when
employees complain,” and "They always have more papernwork to fill out.” One also hears less
specific resentments, such as " Those college boys think they know 1t all,” "They don't understand
what 1t takes to get things done around here,” and "They have never really had to work for a
Iving” (they have soft hands, work m air conditioned offices, wear fancy swis, etc.). Hopefully,
the view of HE as a helper is growing. However, if an orgamzation does not have a large enough
HR staff to do careful linng and training, and managers do not wnte performance appraisals and
disciplinary letters properly, the aforementioned problems will confinue to anse. On the average,
there 15 one HR specalist for every one bhundred employees (Dessler, 2002: 3). In many
organizations, HR. managers and line managers share responsibility for most HR activities. Despite
these dual responsibilifies, line-staff conflicts do sull frequently surface in practice.

In some other instances, the tactics have changed wiile the underying poals have
remained much the same. One of the earhiest tasks for Personnel offices was umon avoidance, and
this 15 still true today. Dunng the 1920s "Open Shop Movement,” managers adopted Company
Unions (managers selected the officers, conirolled the finances, etc.), the American Plan was
implemented (an ad campaign to tar umon leaders as wiry whiskered foreigners), and yellow dog
contracts (one had to sign away one's nght to join a union to get a job). In the 19305, laws were
passed prohibiing company umons and yellow dog contracts. Today we see somewhat different
tactics, imcluding, psychological profiles being used in hirning (avoid people with too much
horsepower and those who mupght complain, such as people who have been politically active,
divorced, etc.), voice mechamsms and other involvement schemes (quality of worklife programs,
quality circles, etc.).



