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In view of the variety of books written to provide an introduction to personnel
management, it is important to indicate where within this dissimilar array the
present volume falls. It is assumed that personnel management represents a
relatively circumscribed field within the broader organizational framework and
that a student will take other courses dealing with the more general managerial
functions and organizational processes. Thus subject matter that is commonly
identified with such fields as organization theory, management, administrative
science, organizational behavior, and human relations is given scant attention
here.

Organization theory has had an impact on this book almost entirely as it
provides a framework for analysis and a method of defining the limits of the
personnel management field. Used in this way, organization theory could per-
form the same function for books on other aspects of organizational opera-
tion—marketing, manufacturing, and accounting, for instance.

This emphasis on the organization as the unit of analysis yields some rather
distinctive advantages. Among these the most significant appears to be the pro-
vision of a value system in terms of which the techniques and procedures of
personnel management may be appraised. Throughout this book, reference to
the fact that a personnel manager should do this or that means that doing so
will in all probability contribute most effectively to the goals of the organization
and thus to the fulfillment of managerial responsibilities. The frame of reference
is the organization, the company, and not the individual employee or the total
society. The values of the social system as a whole are reflected in what is
described as the constraint and facilitator structure, but they do not provide a
primary focus. It is this stress on the organization as the unit of analysis that
leads to the subtitle “A Managerial Approach.” The manager's job is to make
the organization as effective as possible.

An additional feature is a major concern with managerial problem solving,
rather than descriptions of existing practice. The goal is to provide the reader
with sufficient knowledge of approaches and relevant considerations so that he
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or she may develop appropriate strategies for solving a company’s personnel
problems. The chapter-end cases, under the title “Applying What You Know,”
are intended to further this same objective.

Because much of our current knowledge in the personnel area derives from
behavioral science research, this research has been incorporated extensively in
many parts of the book. Yet the intent is to deal with problems of human re-
sources utilization in all their manifestations. The behavioral sciences of psy-
chology, sociology, political science, and cultural anthropology have contrib-
uted solutions to these problems in an extremely uneven manner. In some
areas, behavioral science research provides practically all that is known; in other
areas, behavioral scientists have conducted almost no research at all. Knowl-
edge in the field of personnel and industrial relations derives from a host of
disciplines. In what follows, every effort has been made to present the best
information available, irrespective of its disciplinary origin.

The preparation of a new edition provides an opportunity to incorporate
legislative changes and advances in research. Furthermore, as fields of study
evolve, there are inevitably new topics that emerge on the horizon and increases
in the salience of certain already existing concerns. The topic areas that have
seen major new developments are reflected in the chapters that have been re-
vised most thoroughly and had the most new references added. The most pro-
nounced changes are in the chapters dealing with recruiting, management and
organization development, employee training and career development, and fu-
ture needs for more effective personnel and industrial relations. Aithough to a
somewhat lesser degree, there have been substantial changes in the chapters
on legal influences, safety management and preventive medicine, and labor re-
lations as well. In contrast, topic areas such as the historical development of
personnel management, modeling the personnel function, individual differ-
ences and cultural contexts, management appraisal, and internal communica-
tions have been relatively quiescent since the last edition. This is not to say,
however, that they have remained totally unchanged.

The chapter structure of this volume remains the same as in the previous
edition. Users seemed pleased with that structure; it is entirely consistent with
the systems-oriented organizational model set forth in Chapter 3; and the per-
sonnel field has not undergone the type of dramatic change in the past few
years that would require the addition or deletion of chapters. Nevertheless, the
sequence of chapters does depart in certain small respects from traditional or-
dering. Some readers may desire to combine parts of Chapter 5, dealing with
labor relations law, with Chapter 19, which covers other aspects of labor rela-
tions. Other aspects of Chapter 5 might be read in conjunction with Chapters
10 through 13, 16, and 17, again to combine legislation with certain relevant
subject matter. For some purposes Chapter 4, on individual differences, might
well be taken up along with Chapter 13, on psychological testing. Some would
argue for a sequence running from jobs (Chapters 6 and 7) through filling jobs
(Chapters 10, 11, 12, and 13), to training (Chapters 14 and 15), then to evaluation
(Chapters 8 and 9, and finally to compensation (Chapter 16). There is nothing



Preface ix

to prevent using the material in these varied ways. Yet, overall, the existing
chapter sequence appears to be the most meaningful.

Although the chapter structure of the book has remained unchanged, the
content of the chapters has been updated and reworked to produce what
amounts to a major revision. On the average, roughly 45 percent of the material
in each chapter is brand new. Over two-thirds of the references noted at the
end of the chapters have been published in the 1980s, and the remainder are
split almost equallv between publications appearing in the second half of the
1970s and those appearing prior to 1975. These references have been selected
to provide adequate documentation of statements in the text, but an attempt
also has been made to provide an up-to-date list of good sources for turther
reading and study in the various topic areas.

This revision has been carried out entirely by the senior author. It has been
a very pleasant experience to get back to the personnel and industrial relations
field in this manner after spending several vears writing in other areas. The
members of a doctoral seminar in personnel management at Georgia State con-
ducted in the Spring of 1983 were particularly helpful in this regard. So too were
my wife, Barbara W. Miner, and my secretary, Martha Giardina, both of whom
contributed in numerous ways. I appreciate the help of all.
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QUESTIONS TO KEEP IN MIND WHILE READING

What are the essential goals of personnel management and how do these tie
into the goals of the total organization?

What activities do personnel and industrial relations managers perform and
how may these activities be structured under different circumstances?

Has there been any change in the status, authority, and range of decision mak-
ing among personnel managers in recent years? What measures are used

in this area?

How have career opportunities in the personnel field varied over the years and
what is their current status?

What different career patterns may one choose from in personnel and indus-
trial relations?

Are there any particular factors that contribute to the attainment of a success-
ful career in the personnel field?
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On what basis should one candidate for a job be hired and another rejected?
What factors should be used in determining the pav rate for a particular posi-
tion? What is the best way of training emplovees so thev can achieve high levels
of performance? How can understanding and acceptance of organizational
goals be increased? These questions are heard everv day in all tvpes of organi-
zations. They have stimulated, concerned, and at times plagued managers from
time immemorial; thev persist because the success of anv enterprise depends
in large part on the way in which thev are answered.

People are the essential ingredient in all organizations, be the organizations
business, educational, governmental, or religious, and the way in which people
are recruited and utilized bv the leadership largelv determines whether the
organization will achieve its objectives. It is not too surprising, therefore, that
management is constantly concerned with the company's human resources—
with the wav in which these resources are developed and utilized, with the
assumptions made about them, with the formulation of personnel policy, with
the methods and procedures used in dealing with the work force.

A company should find and utilize the best available manpower in as effec-
tive a manner as possible, and it must do so within the constraints of ever-
increasing governmental regulation affecting employee relations policies. By
providing future managers a solid background in human resources manage-
ment, it is hoped that this book will assist in the achievement of this objective.

THE GOALS OF PERSONNEL MANAGEMENT

Personnel management may be defined as the process of developing, applyving,
and evaluating policies, procedures, methods, and programs relating to the in-
dividual in the organization. This definition applies whether the specific em-
ployee is a maintenance mechanic, a file clerk, a research chemist, or a financial
vice president. Essentiallv, the personnel function is concerned with the man-
agement of the human resources of an organization, in contrast to the material
or financial resources.

Another way to define personnel management is in terms of its goals, and in
this sense the goals that personnel management seeks to achieve within the
organization are the same as the goals of management in general. Although
personnel managers carry oul a unique set of activities having to do with the
utilization of human resources, this work is done with a view to accomplishing
exactly the same objective as is the work of other managers,

Task Goals

Two interrelated but distinct categories or tvpes of organizational goals are in-
volved here. The first of these is to maximize the productivity of the organiza-
tion. This is not a new concept, of course; it has been generally recognized as a
major goal of business and most other organizations for a long time. In the early
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years of industrialization, the maximization of productivitv—and profit—often
was the only goal worth mentioning.

In its most general sense, the productivity objective refers to the whole gamut
of procedures and activities that management carries out to maximize the at-
tainment of the stated purpose of the organization. This purpose mayv be to
manufacture and sell automobiles, to provide a stock market investment coun-
seling service, 10 administer a health-care center, or to collect federal income
taxes. Some of the larger corporations have become so complex and their prod-
uct lines or services so diversified that a full statement of the productivity ob-
jective can become quite lengthy. Yet, in all instances, the organization is de-
voted to producing or providing something that presumably is necessary or has
value for other people. In this sense, there always is a task objective.

In the business world, productivity is considered in relation to earnings, and
what is produced or provided must have some prospect of vielding a long-term
net profit. In the nonprofit sector of the economy, too, in such areas as govern-
ment, health care, and education, manhagement is concerned with achieving
task goals, and productivity may be measured in terms of output per man-hour
worked, as it often is in business firms. But the final balance sheet is not as
crucial a factor. A city police department may end the fiscal yvear with a big
budget surplus, but if the crime rate and number of unsolved murders have
gone up 20 percent during that year, the productivity objective is not being
realized. Political and social pressures, rather than financial pressures, ulti-
mately are likely to result in a change in leadership to bring about the achieve-
ment of the department's task goals.

Since the goals of personnel management are identical with those of the rest
of the management team, the matter of productivity is a major concern of those
engaged in carrying out the personnel function; it is their responsibility to de-
velop and recommend policies and procedures that will contribute to this goal.
For example, selection techniques can be devised that will result in the place-
ment of people in jobs they can perform most effectively. Personnel managers
also are frequently called upon to develop methods for measuring individual
job performance, making it possible to obtain indexes of the contributions made
by specific members to the productivity of the total organization. In situations
where it is clear that performance needs improvement, the personnel depart-
ment may design special training programs aimed at providing emplovees the
skills they need to do a better job. Many of the personnel programs that will be
discussed in later chapters obviously are tied to the achievement of the produc-
tivity goal.

Maintenance Goals

The second major type of organizational goal is one that is related to the first
but can be distinguished from it quite clearly. It is of more recent origin and
probably is still not nearly as likely to be given explicit statement as the pro-
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ductivity goal. Nevertheless, it is of equal, and in some situations even greater,
importance. Stated most simply, this objective is to maintain the organization
as an ongoing unit in the face of internal and external pressures and stress. The
term organizational maintenance often is used to refer to this particular type of
goal.

The importance of maintenance goals began to be appreciated in the late
1930s with the rise of a strong and militant labor movement and in the period
following World War II, when shortages of talent developed and there was
strong competition for the talent that was available. During this latter period.
management began to realize that in order to maintain a loyval work force, an
active effort would have to be made to establish working conditions that would
contribute to job satisfaction and thus facilitate talent retention. As a result,
management became much more aware that increased effort must be devoted
to problems of organizational maintenance if the organization were to remain
intact under the impact of a changing labor force and sweeping technological
change.

In more recent years, beginning in the mid-1960s, changing values among
vounger workers and demands for social responsibility have added to the
stresses on organizations. While social responsibility sometimes is described as
a goal in and of itself, it appears more and more to be related to organizational
survival. Areas of social responsibility that formerly were optional, such as equal
employvment opportunity and safetv, now are part of the legal framework within
which organizations must operate. \WWhether or not social pressures have been
formalized into law, if they are strong enough, an organization will have to be
responsive to them in order to survive,

These changes have resulted in new organizational structures, and new em-
ployee groups have formed to demand positions within the existing hierarchy.
At the same time, other groups, many with a declining role to play insofar as
the company is concerned, have been striving to maintain their traditional sta-
tus. As might be anticipated, personnel management has an extremely impor-
tant role to play in creating conditions that will contribute to the stability of the
organization. It is the responsibility of personnel managers more than any other
group to recommend policies, procedures, and programs that will make the
company an attractive place to work, that will create an environment conducive
to assimilating new tvpes of employees, and that at the same time will serve to
minimize the internal conflict that could threaten the firm's very existence.
When these efforts are successful and internal stability has been achieved, the
organization will be in a better position to maintain itself against external stress
also.

As noted in the beginning of the discussion of the two types of goals, they
are interrelated. If the maintenance goal is not achieved, the organization will
cease to exist, and there will be no achievement of productivity goals. It is pos-
sible for an organization to continue to survive for a period of time without
achieving its productivity or task goals; during a recession, production may be
halted for weeks or even months while the organization structure remains in-



