CONTEMPOR ARY
I5SUIED
IN HUMAN
RESOURCES

MANAGEMENT
Cases and Readings

Fred E. Schuster



Contemporary Issues
in
Human Resources Management

Cases and Readings

Fred E. Schuster
Florida Atlantic University

=]

Reston Publishing Company, Inc.
A Prentice-Hall Company
Reston, Virginia



To Elizabeth, Fritz, and Hilary
with love and thanks

Library of Congress Cataloging in Publication Data
Main entry under title:

Contemporary issues in human resources management.

Includes bibliographical references and index.

1. Personnel management. 1. Schuster, Fred E.
HF5549.C722 658.3 80-10681
ISBN 0-8359-1005-9

© 1980 by

Reston Publishing Company, Inc.
A Prentice-Hall Company
Reston, Virginia

All rights reserved. No part of this book may be reproduced in any
way, or by any means, without permission in writing from the
publisher.

09 8 76 5 4 3 21

Printed in the United States of America



PREFACE

Over the last few years a number of compa-
nies have been discovering a relatively un-
tapped opportunity for increasing
productivity and profits. The source of
these additional profits is company re-
sources which do not appear on the balance
sheet and which often go unrecognized by
top management.

These hidden resources are the com-
pany’s human resources. How is it possible
for valuable resources to be unrecognized?
Simply because many managers have
grown accustomed to thinking of the
workforce as a necessary cost of production
rather than a company asset representing a
sizable investment. The fact is, however,
that many companies which take the
trouble to add up their total investment in
human resources (including costs of recruit-
ment, selection, training, and development)
are shocked to discover that their invest-
ment in human resources is greater than
their investment in physical resources.

Some companies making this discovery
have come to the conclusion that such val-
uable resources need to be managed and
utilized at least as carefully as the com-
pany’s physical resources.

Companies that have begun viewing
their human organizations as resources
have started searching for better ways to
utilize these resources and to realize their
full potential. They have discovered a
whole new technology for managing and
utilizing human resources which has
evolved over the last 10 years. This tech-
nology has the same potential impact as
automation or the new information tech-
nology. While much of the potential of
automation and information technology
has already been realized, however, we

have only begun to apply the new technol-
ogy of human resources management.

Relatively few companies have truly
begun to think of (and to manage) their
human resources as though they were an
investment and only a handful of these
companies have been at it long enough for
the results to be clear. Evidence is begin-
ning to mount, however, that the payoff
from this approach can be well worth the
effort and cost. Firms pioneering in the use
of this approach, such as Texas Instru-
ments, Xerox, Donnelly Mirror, and
Harmon International have already
demonstrated that careful attention to
human resource management can have tan-
gible results appreciated by hard-headed
businessmen and stockholders.

Because major management changes can
more easily be introduced in smaller orga-
nizations, some small companies are
achieving outstanding results. Increases in
individual productivity of 50% while star-
tling, are not uncommon when companies
begin to manage their human resources.

On the basis of the accumulating evi-
dence, it appears that human resources
technology is going to have a major impact
on business during the next two decades.
Companies that begin to manage their
human resources will forge ahead while
others will find they are unable to remain
competitive.

What is the source of this competitive
advantage which lies within human re-
sources management? It is the harnessing
of untapped potential for commitment to
the goals of the organization. The ap-
proaches for doing this come primarily
from the results of behavioral science re-
search.

This research has tended to show that
many employees, perhaps most, in the typi-
cal company contribute less than 50% of
what they potentially could contribute to
the success of the organization. The re-
search also tends to point out that much of

v



vi / Preface

this opportunity for contribution (to com-
pany goals) is lost for reasons beyond the
control of the individual employee, but well
within the control of top management.
Most of this lost contribution of effort can
be traced, in one way or another, to the
concept of motivation.

On the other hand, we have also found
that motivation is not something that can
be done fo somebody or even for him. Moti-
vation, involvement, and commitment to
company goals can come only from inside
the individual. Management can only cre-
ate the conditions which make it possible
for the individual to commit, to involve,
and to motivate himself. But all too often,
these conditions are lacking.

The technology of human resources man-
agement, then, consists of creating those
conditions within the organization which
make it possible for individuals to contrib-
ute 100% (or nearly so) of their potential
value to the organization rather than 50%,
or 40%, or even less.

Human resources management may be
viewed by some as “idealistic,” but it is as
realistic as dollars and cents can be. Itis a
difficult, time-consuming approach to im-
plement, but its widescale adoption is inev-
itable, as the adoption of automation and
information technology were inevitable, be-
cause the American economic system places
a premium on performance and “whatever
works.”

The application of human resources
technology will represent the most sig-
nificant challenge to management over the
next decade. As a result, the need to
combine this new knowledge and the
traditional approaches to manpower man-
agement is apparent.

This book is designed for a graduate/ad-
vanced undergraduate survey course in
Human Resources Management for line
managers. It brings together the key con-
cepts of labor relations, personnel adminis-
tration, and organization development in
an integrated systems approach. This sys-

tems approach to human resources man-
agement, as opposed to the traditonal divi-
sion into separate functions, is emphasized
throughout the book.

The book assumes that the student is al-
ready acquainted with recent contributions
to management thought from the behav-
joral sciences through a course in Organiza-
tional Behavior. In situations where this is
not the case, a readings book in organiza-
tional behavior will be a valuable supple-
ment.

New challenges and advances are coming
rapidly in each of the subsystems of human
resources management. The author has at-
tempted to reflect in both the readings and
cases many of these changes which have al-
ready been incorporated in the practice of
the best-managed, most progressive organi-
zations. Among such newer approaches
covered in this book are the following:

. the systems approach to the man-
agement of human resources

. new governmental requirements
(EEOQ, OSHA, ERISA)

. the cafeteria approach to compen-
sation and benefits

. the assessment-center approach to
selection and placement

o new work schedules such as flexi-
time

. organization development

. human resource accounting

. productivity bargaining (Scanlon
Plans) and labor-management cooperation

A course of this type involves the learn-
ing of attitudes and skills as well as con-
cepts. The author’s experience has led him
to believe that the most effective material
for this kind of learning is a combination of
text material providing an introductory
framework; readings from original sources
which represent the most provocative re-
cent thinking; and timely cases, role plays,



and in-basket exercises which provide an
opportunity to become personally involved
in applying the concepts and ideas dis-
cussed. This book includes such a balanced
mixture.

It is intended as the text for a graduate/
advanced undergraduate survey course for
students planning careers in human re-
sources management as well as for students
specializing in other areas or in general
management. The book is also designed to
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serve as the basis for management develop-
ment seminars in Human Resources Man-
agement for practicing line managers.

The objectives of this book can be
summed up best in these words of Peter
Drucker: “In the better use of human re-
sources lies the major opportunity for in-
creasing productivity. ... Management of
men should be the first and foremost con-
cern of operating management; rather than
the management of things.”
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Chapter 1
Human Resources
Management for the
Last Quarter of the
Twentieth Century

In the 1970s a number of simultaneous
changes in the business environment called
unprecedented attention to the importance
of the human resources management func-
tion, These environmental pressures in-
cluded a recession in the United States,
greatly increased foreign competition in
many of America’s traditional markets, and
a halt for the first time in the steady rise of
worker productivity per man hour. While
these pressures were inter-related and
tended to reinforce one another, they were
also to some extent independent.

The total impact of these forces drama-
tized the importance of human resources
management. Executives began to recog-
nize that human resources hold the key,
not only to the survival of the individual
firm, but also to the survival of the Ameri-
can economy.

Although these environmental forces
converged and had their greatest impact in
the 1970s, the pressures had been building
for years. Furthermore, these environmen-
tal forces will continue to push industry in
essentially the same direction for the next
twenty years. It seems certain that these
forces will continue to play an important
role in calling attention to and increasing
the importance of the human resources
management function for the remainder of
the twentieth century. Therefore, before
suggesting some of the probable responses
in human resources management, let us ex-
amine more carefully some of these funda-
mental environmental pressures.

ENVIRONMENTAL PRESSURES~
PRODUCTIVITY

Perhaps the most fundamental factor
was the change in the rate of increase in
productivity. Much of America’s industrial
success and, in fact, much of our manage-
rial philosophy, has been built on the as-
sumption that productivity will always
continue to increase. This was essentially
true, in fact, from the time of the early in-
dustrialization of the United States until
the 1960s.

A serious slippage in the rate of increase
in productivity per man-hour began, how-
ever, in the mid-1960s. During the 1960s
the rate of increase in productivity in the
United States was in the vicinity of 3 per
cent per year. While this was lower than
the historical average in the United States,
and far lower than competing nations such
as Japan and Germany, the 3 per cent
figure in the '60s was generally viewed as a
problem to be solved rather than as an im-
pending disaster.

Toward the end of the ’60s however, the
rate of increase slowed even more and was
near zero by 1973. It again fell sharply in
1974, resulting in a virtually unprecedented
decline in productivity per man-hour. Al-
though the severity of the decline may
have been due in part to the recession
under way in 1974, the long range trend
makes it obvious that declining productiv-
ity is a long term problem to be dealt with.

With improvement in the economy, pro-
ductivity improved slightly during 1976
through 1978. But in the first half of 1979 it
fell sharply, resulting again in an absolute
decline in productivity. Meanwhile, output
per man-hour in Japan and Germany has
continued to increase, making the U.S. less
and less able to compete in many of its
traditional markets.

One gauge of the critical nature of this
change is the fact that the U.S. Steel Cor-
poration began to sponsor advertisements
in major business publications calling for
the creation of an American Productivity
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Center devoted to increasing our nation’s
productivity per man-hour. It was pro-
posed that the center focus on improving
the nature and quality of work, including
increasing motivation, dignity, and per-
sonal participation in the design of work.

Of course, it is not a simple matter to
measure productivity once we decide to do
so. There are some enormous technical dif-
ficulties involved in trying to measure pro-
ductivity accurately.

Although it is relatively straightforward
to measure the productivity of blue-collar
workers, it is much more difficult to mea-
sure the productivity of service and knowl-
edge workers. As we pay increasing
attention to measuring and stimulating
productivity, it will be necessary to answer
through research such questions as: (a)
How do we measure the productivity of a
research and development worker who is
paid to think and create? (b) For that mat-
ter, how do we measure the productivity of
teachers or symphony conductors, or po-
licemen?

While it is fairly simple to measure the
output of these three occupations with
some gross volume measures, how do we go
about measuring the more important di-
mension of quality? In fact, the productiv-
ity crisis the United States is now facing
may well be far more serious than the num-
bers reflect. This is because the quality of
many goods now being produced may be
significantly less than the quality of com-
parative goods produced a few years back.

There is every reason to believe that this
productivity problem is going to be a con-
tinuing one. While the 1974—-1975 recession
stimulated a rapid decrease in per man-
hour productivity, the long term downward
trend appears to have more fundamental
causes. A number of studies, such as a De-
partment of Health, Education, and Wel-
fare study entitled Work in America
(Richardson, 1973) and a report of the
American Assembly Seminar (Columbia
University, 1973), have pointed to the qual-
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ity of working life and the lack of funda-
mental satisfaction in jobs as the
underlying causes of the productivity crisis.

Both reports, which involved business,
labor, and government leaders in the fun-
damental research, concluded that there
are major changes taking place in American
life that present both a threat and an op-
portunity in relation to industrial produc-
tivity. The consensus of both reports was
that a major part of the solution to this
problem must lie in an attempt to restruc-
ture and improve the quality of working
life and the opportunity for workers to re-
ceive increasing satisfaction of such higher
level needs as recognition, participation,
autonomy, responsibility, and self-de-
velopment.

While in the short term it is necessary to
view this productivity crisis as a threat, it
is also true that for the remainder of the
twentieth century, this crisis will underlie a
continuing realization of the importance of
the human resources management func-
tion. This is so, because a more effective
management of human resources seems to
be the best hope for stopping the slide in
productivity.

Human resources managers will have an
unprecedented opportunity to have the ear
of top management if they can propose
concrete solutions to these real problems.

One example of the potential for solving
productivity problems through the more ef-
fective use of human resources is seen at
Kaiser Aluminum’s plant in Ravenswood,
West Virginia. Maintenance costs and tar-
diness fell when this company removed
time clocks and permitted workers to su-
pervise themselves and to decide what ma-
chines to service and when (Thompson,
1972). Significantly, this program was im-
plemented within the labor contract with
no resistance from the union (United Steel
Workers of America). The conclusion from
this experiment in improving productivity
was “the big part of the answer to produc-
tivity improvement...is the process
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known as job enrichment. Upgrading the
man and his job and improving productiv-
ity go together.” Kaiser Aluminum also
concluded that in the particular mainte-
nance function studied, there was a signifi-
cant improvement in the quality of
maintenance, uptime improved signifi-
cantly, and maintenance costs went down
5.5 per cent. Supervisory costs also de-
creased because a number of supervisory
positions could be eliminated since the
workers now had more responsibility.

Walton (1973) suggests eight criteria for
evaluating the quality of working life in a
particular organization:

1. Adequate and fair compensation

2. Safe and healthful working condi-
tions

3. Immediate opportunity to use and
develop human capacities

4. Future opportunity for continued
growth and security

5. Social integration in the work organ-
ization (by which he means membership in
supportive work groups marked by pat-
terns of reciprocal help, social-emotional
support, and affirmation of the uniqueness
of each individual)

6. Constitutionalism in the work organ-
ization (by which he means such basic
rights as privacy, free speech, equity, and
due process)

7. Work and total life space (i.e., the
balanced role of work defined by work
schedules, career demands, and travel re-
quirements that do not take up leisure and
family time on a regular basis)

8. The social relevance of work life

These eight criteria for the quality of
work life represent an excellent framework
for designing human resources manage-
ment policies to improve productivity. Ef-
forts in this direction represent the future
of the human resources management
function.

THE CHANGING WORK FORCE

It is widely recognized that the culture
and social order of the United States have
undergone drastic change during the dec-
ade of the 1960s and the early 1970s. Not
surprisingly, since the work force is merely
a portion of the total society, these changes
in the values of society at large have been
reflected in changing values among the
work force.

Since more and more people in our soci-
ety are graduating from high school, going
to college, and receiving advanced degrees,
the work force is increasingly being made
up of highly educated and sophisticated
employees. This general statement is true
at all levels of the work force. More and
more managerial employees each year have
advanced degrees such as the master of
business administration; more and more
engineers and research and development
employees have master’s degrees and
PhDs; but equally important is the fact
that more middle managers and first level
supervisors have college degrees, and blue-
collar workers just joining the work force
increasingly have high school diplomas (or
a few years of college).

Moreover, the work force is becoming
more knowledgeable generally and more so-
phisticated because of its exposure to the
media. This increasing sophistication is
both an advantage to management and a
challenge. As society becomes better in-
formed it also tends to become more criti-
cal, less accepting of authority, and more
cynical.

This change in attitude has clearly been
reflected in the work force. Workers, partic-
ularly younger workers, are increasingly
inclined to challenge management’s judg-
ment, to be increasingly cynical about the
decisions made by superiors, and to
be increasingly resistant to authority.
Whether we are referring to executives,
middle and first line managers, or blue-col-
lar workers, it is generally true that the or-
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ganization man of the ’50s has given way to
the rebel of the *70s.

This is a direct result of higher levels of
education and sophistication, and thus rep-
resents an opportunity to management
more than a threat. It is an opportunity be-
cause higher quality human resources are
potentially more productive human re-
sources, if they can be directed toward the
organization’s purpose.

One of the complexities of managing
human resources over the next twenty-five
years will be the problem of dealing with a
work force that has a mixed set of values
rather than a homogeneous set of values.
The degree to which work force values have
changed has varied somewhat by age
group, though this is a rough generalization
which has many individual exceptions. By
and large, younger workers have more
quickly reflected the changed values of so-
ciety at large. Compared to older workers,
they are relatively more distrustful of au-
thority, relatively more cynical, and expect
more satisfaction of higher level needs from
their work. Older workers tend to reflect
more the earlier values of society and are,
therefore, more inclined to be organization
men, to accept authority, and to seek pri-
marily the satisfaction of lower level needs
at work.

This statement is supported by a re-
search study done by Altinus and Tersine
(1973). This study investigated the job sat-
isfaction level of young blue collar workers.
The younger workers were found to be sig-
nificantly lower in satisfaction with the
work itself and lower in total satisfaction.
The perceptions and satisfactions of the
young were quite different from their older
counterparts. The study, which adminis-
tered an attitude questionnaire, collected
demographic data, and surveyed workers’
perception of need satisfaction for several
different age categories of workers, con-
cluded that ““a positive lineal relationship
was found between age and job satisfac-
tion.” “Under 26 workers exhibited dissat-

The Evolution of Human Resources Management

isfaction with the esteem and self-
actualization variables on the job that was
greater than the oldest group.” The study
also concluded that younger workers tend
to try to meet higher level needs on the job,
whereas older workers consider social fac-
tors on the job more important.

Thus, one of the complications for the
human resources manager of the 1980s will
be attempting to deal with the different
values, motivations, and needs of different
segments of the work force. This is, of
course, only another example of the need
for a contingency approach to management
policy and practice.

Among the changed values of the work
force that have become dramatically ap-
parent in the 1970s is a general decline in
the work ethic. There was a time in our cul-
ture when most people believed that work
was inherently good. It had meaning and
value in its own right.

Few would deny that belief in the dig-
nity and value of hard work represents a
fundamental part of the American heritage
which made the affluence of our present so-
ciety possible. It was the ethic of a frontier
society, and it is clear that the frontier
work ethic is increasingly giving way to
the consumption ethic of an advanced soci-
ety. Where our cultural values once
stressed equality of opportunity and the
value of hard work, it appears that increas-
ingly, members of our society are demand-
ing equality of results rather than equality
of opportunity. Whether one agrees or not,
it is a clear pattern of our society to place
less responsibility on the individual and to
assume a greater responsibility on the part
of society at large for providing a minimum
standard of living and a constantly increas-
ing standard of living for all members of
the society.

Another important change in the work
force which impacts management strategy
is the shifting balance between manual
workers and knowledge workers. During
the 1970s the U.S. economy passed a signif-
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icant milestone when manual workers who
earn their living by job skill became out-
numbered for the first time in any society
by knowledge workers, whose work de-
pends on mental skills rather than physical
skills and whose productivity is directly re-
lated to formal education. Drucker (1973)
has pointed out that “This historic shift in
the nature of work makes Theory Y a ne-
cessity. The knowledge worker simply does
not produce under Theory X. Knowledge
has to be selfdirected; the knowledge
worker has to take responsibility.”

Another fundamental change is the ten-
dency for larger and larger portions of the
work force to identify primarily with their
profession or occupation rather than with
their employer. As the level of training in-
creases it seems to follow naturally that
workers begin to identify as members of a
particular professional group or occupa-
tional group. They become more loyal to
the norms and values of that professional
or occupational group than they are loyal
to their individual employer.

This has at least two immediate results.
First of all, the work force is more mobile
due in part to the lessening of the ties with
a particular employer.

Another result is what Meyer (1976) re-
fers to as the increased tendency toward
“whistle blowing.” Meyer means the ten-
dency of both workers and executives to
call public attention to the actions of their
employer when they feel that these actions
violate the employee’s professional stan-
dards or individual ethical standards.
While this phenomenon has received rela-
tively little attention, it may well grow in
significance to management. Since there
has been a flood of human resources ori-
ented legislation (for example, OSHA and
the many civil rights laws) during the 1960s
and 1970s, this particular change in the
work force is potentially a powerful threat.

Related to this increased tendency to-
ward “whistle blowing” is the desire for in-
creased participation in decision making,

increased control over job factors, and a
greater voice in how the company is run.
This appears to be a fundamental change
in the expectations of the work force re-
lated to underlying social change. As such,
it appears to be a long term trend which
must be responded to in designing human
resources management practices. This
trend will remain an important one
throughout the last quarter of the twenti-
eth century.

Another fundamental trend is the in-
creasing frequency of mid-life career
changes. It is becoming common for indi-
viduals (both managers and blue-collar
workers) to make dramatic shifts in their
career pattern. Executives enter the priest-
hood, engineers and scientists go into small
businesses unrelated to their technical
training, and blue-collar workers leave
their trade to go to college and a new pro-
fessional career. Undoubtedly, the in-
creased frequency of mid-life career
changes is due to a number of underlying
factors already discussed.

Of particular importance, however, is the
fact that such mid-life career changes are
increasingly accepted by society. Dramatic
changes in life style which only a few years
ago would have been the subject of intense
gossip, if not outright rejection, are now ac-
cepted without a passing comment.

The increased acceptance of midlife ca-
reer changes combined with the greater
knowledge requirements of most occupa-
tions has led to the rapid development of a
new view of education as a lifetime pursuit,
The rapid development of company spon-
sored training and development programs,
the increased attendance of both blue-
collar and managerial workers in part-time
college courses while employed, and the
pursuit of MBA degrees in the evening by
experienced executives all attest to the dra-
matic change in attitude of the work force
toward lifetime education.

This trend will surely increase in inten-
sity. By the end of the 1980s most members
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of the work force will no longer make a dis-
tinction between education and their em-
ployment. Virtually all members of the
work force will simply take for granted
that they will go to school part time while
they are working.

Another fundamental trend which may
continue for some years to come is what
Miner (1974) refers to as the decline in mo-
tivation to manage among the vounger gen-
eration. Miner suggests that this decline in
motivation to manage reflects a rejection of
the authority role in organizations. If this
trend continues there is likely to be a
shortage of managerial talent sometime in
the 1980s. It is entirely possible that this
managerial shortage may be as serious a
challenge to survival of the organization as
the productivity crisis represents in the
1970s.

Another probable development over the
last quarter of the twentieth century will
be increased incentives (and later increased
pressure) for business organizations to em-
ploy and train under-qualified members of
the work force. Whether the organization
elects to wait for social pressure to force
such a program, or whether it elects to
exhibit social leadership by creating such
programs voluntarily, over the next
twenty-five years most managers of human
resources will likely find it necessary to
create programs for a growing portion of
the work force which will come into the
company under-qualified for entry level
jobs, without either the basic intellectual
skills or social skills that employers today
take for granted.

This is a long run inevitability because of
fundamental changes in social attitudes to-
ward employment. A report of the Ameri-
can Assembly Seminar sponsored by
Columbia University in May, 1976 to con-
sider “Manpower Goals for American De-
mocracy’ reflected strongly the increasing
sense that employment is a right of all
members of our society (whether or not
prequalified), and the provision of employ-
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ment opportunities to unqualified individu-
als is a social obligation of employers.

THE CHANGING ROLE OF HUMAN
RESOURCES MANAGEMENT
SPECIALISTS (TODAY’S
“PERSONNEL DEPARTMENT”)

The Personnel Department, as it exists
now, will no longer exist in the late 1980s in
any but the smallest of organizations.
Human resources management specialists
(the staff experts in human resources) will
either take on a radically different role
from that currently performed by the typi-
cal personnel department, or they will
cease to exist as a staff organization. This
new role will be one of possessing expert
knowledge to serve as internal consultants
to line management in the areas of growing
technical difficulty such as selection, moti-
vation, organization development, compen-
sation, and management by objectives.

In the 1980s and beyond, the staff spe-
cialists in human resources management
will be called on less and less for routine
maintenance functions such as keeping em-
ployee records and conducting orientation
programs, but there will be an increasing
demand for expert advice and counsel to
busy line managers. This role can be as-
sumed by human resources specialists only
if they become as much of a technical ex-
pert in managing human resources as the
organization’s engineers, accountants, and
finance officers are technically expert in
their function.

For a number of reasons, however, the
1980s and 1990s will represent a time of un-
paralleled opportunity for the real experts
in human resources management to be rec-
ognized as major contributors to the per-
formance of their organizations.

CONCLUSIONS

Among the fundamental trends which
will provide increased importance to the
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human resources management function are
the following:

1. The increasing realization of top
management that in an era of declining
productivity, human resources really are
the organization’s most important asset.
Top management will expect the human re-
sources specialist to be more active in solv-
ing the real management problems of the
company, and will come to expect a more
meaningful bottom-line contribution.

2. Pressure on the economy springing
from declining productivity in the United
States co-existent with rapidly increasing
productivity in Japan, Germany, and other
competing economies.

3. Social changes in the American cul-
ture which have led to a new set of values
among Americans generally and specifically
among members of the work force.

4. The rising expectations of members
of the work force with regard to the pos-
sibilities for satisfying higher level needs as
well as lower level needs at the work place.
Coupled with this is increasing resistance
to the role of authority, and an increasing
desire for participation in the decision
making, control over job factors, and a
voice in how the organization is run.

5. The flood of legislation in the 1960s
and 1970s (particularly OSHA and equal
opportunity legislation).

These changes in management philoso-
phy and the environment will exert pres-
sure toward the following changes in
human resources management:

1. Human resources management spe-
cialists will tend less and less to be individ-
uals who spend their entire careers in this
field. An increasing proportion of human
resources specialists will be managers who
are spending a part of their career assigned
to this specialized function. Often these
will be seen as key developmental assign-
ments for high potential executives being
groomed for top management positions.

This trend will develop because of the in-
creasing realization that human resources
management is an integral function of line
management and, therefore, an important
training stop for executives being devel-
oped for high-level, general management
positions. The human resources manage-
ment function will increasingly be looked
upon as a profit center in the organization
with opportunity for generating incremen-
tal profit, thus it will command the best ex-
ecutive talent the organization has to offer.

2. As the human resources department
takes on its new role as internal consultant
to line management, some specialists will
also take on the role of staff behavioral sci-
entist. One of their key duties will be bring-
ing the latest ideas from research and
theory in the behavioral sciences to the or-
ganization and translating these ideas for
line executives in very practical and opera-
tional terms. The human resources depart-
ment will be charged with infusing the
latest scientific techniques for effectively
managing human resources, just as the re-
search and development department is
charged with bringing the latest develop-
ments of technology into the organization.
The human resources management special-
ist will simultaneously be viewed as a mem-
ber of the total management team, as an
internal consultant to all levels of manage-
ment, and as a source of expertise.

3. Because both of these developments
call for higher skills (general management
skills and technical skills in the behavioral
sciences) human resources specialists will
be better educated and more experienced.
Advanced degrees in general management
(MBA degrees) or advanced degrees in the
behavioral sciences will become common-
place. Perhaps the top human resources
specialists will combine MBA degrees with
advanced degrees in the behavioral sci-
ences.

4. Increased attention will be paid to
fitting the various subfunctions of human
resources management to organizational



