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Preface

In this book we hope to present to students of modern personnel administration
a realistic and thought-provoking array of problems faced by administrators in
today’s organizations. Administrators are confronted by the traditional issues of
recruitment, selection, and promotion, for example; but today they must face
them knowing that changes in our federal and state equal employment opportu-
nity laws force them to examine carefully the ways in which they make these
decisions. In labor relations, we are now seeing evidence in many cities that
public employees are not only organizing themselves to bargain collectively but
also confronting municipal administrators with the threat and application of
work stoppages as a means of exerting bargaining pressures.

We feel that the use of short incidents and somewhat longer cases in the
teaching of personnel management can add a significant dimension to the
learning experience by focusing on the applications of personnel concepts and
by describing personnel administration problems in a wide range of work set-
tings. We believe that the data gathered in practice and presented in case and
incident form offers an excellent medium for an examination of the systemic
nature of organizations and, more particularly, the systemic nature of personnel
administration functions in those organizations. In our view, the relationships
among elements of the personnel management system, such as those between
employee selection and employee training and development or between em-
ployee appraisal and employee compensation, are difficult 10 fully capture or
describe in text format, but they appear with substantial meaning in the richness
and immediacy of real-life situations.

For the student who is not familiar with incidents and cases in the classroom,
the incident is a short, easy-to-read description of a situation that typically
frames a single issue or points up one particular problem. Cases, on the other
hand, are longer, describe a business or organizational setting in more detail,
and provide the student with more complexity as well as a broader understand-
ing of the total problems faced by managers responsible for personnel decisions.
Frequently, cases pose multiple problems that require attention and point up the
interface among subsets of a more comprehensive personnel system. Because of
their complexity and length, cases often require an entire class period, and on
occasion more than a single period. They can serve as the basis for more
detailed analysis and for the preparation of class reports or examinations.

The cases and incidents in this book are arranged in sets of topical material
that correspond to the nine parts of Wendell French’s book The Personnel Man-
agement Process, Fourth Edition. These parts are groups of chapters that deal
with closely associated functional areas of personnel administration. Part 4 of
that text, for example, has chapters entitled ““Organizational Objectives and Job
Design”” (Chapter 9) and “Job Analysis and Description, Performance
Standards, and Work Rules and Conditions” (Chapter 10). The corresponding

J—



X PREFACE

section of this book contains incidents and cases dealing with these topics from
which the instructor will choose to structure class discussions.

While the organization of the book is arranged for direct compatibility with
The Personnel Management Process, the arrangement of incidents and cases in
functional area groupings will easily permit its use either as a companion to
other texts or as the primary resource material for a personnel course dealing
directly with applications and problems.

We have provided a brief guide to the use of incidents and cases for students
unfamiliar with the case method. Introductory material at the beginning of each
major section is designed primarily to guide readers from section to section and
to direct attention to major arcas of interest in the case material. For students
who wish to examine conceptual material in more detail, we recommend refer-
ence to The Personnel Management Process text and to the selected readings
suggested at the end of each part in this casebook.

We are deeply indebted to contributing colleagues who have taken the time
and expended the effort to collect this case information. Their efforts have
resulted in a realistic presentation of personnel management that encourages
discussion and that presents issues in a thought-provoking manner.

We also wish to express our thanks to Gregory L. Kumpan, Anne S. Reints,
Prof. Richard E. Dutton of the University of South Florida, and Prof. John F.
DeVogt of Washington & Lee University for their helpful comments on the
makeup and content of the manuscript, and to the staff of Houghton Mifflin for
their assistance in the entire project.

W. L. F.

. E. D.
R A. Z.
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Introduction to the Case and
Incidents Method

The typical personnel manager is often confronted with decisions about person-
nel programs for which there exist few precedents, few established propositions,
and little factual data. Many personnel management texts provide the student
and personnel manager with an overview of personnel issues, processes, and
systems. However, the reader is still left with the difficult task of relating
theoretical concepts to practical situations likely to confront the personnel man-
ager of a complex organization.

To help the reader close the “‘gap” between theory and an action frame of
reference, we have presented a number of cases and actual incidents. All of the
cases are based on the reports of actual participants; none are contrived or
manipulated to make a specific point. These cases represent the real world.
Names and organizations, of course, have been changed in some cases to avoid
the possibility of identification. (These cases are not presented as normative
models or examples of how-to-do-it. Rather, they are examples of a wide range
of personnel problems and issues.)

The cases and incidents have been selected to demonstrate personnel prob-
lems in a wide range of environments such as (1) public and private sectors of
our economy; (2) both centralized and decentralized organizations; (3) both
failures and successes; and (4) small, medium, and large organizations. An
analysis of the cases and incidents will reveal the following breakdown:

Geographical location Percent
Western United States 28
South and Southwest

United States 22
Midwest United States 22
Eastern United States 18
Canada 8
Foreign 2
Sector
Private 73
Public 27
Size
Large 38
Medium 38
Small 24

xix



XX INTRODUCTION TO THE CASE AND INCIDENTS METHOD

THE PROBLEM-SOLVING METHOD

Most leading personnel management texts define the primary role of the per-
sonnel manager as decision making. Before managers can make good decisions,
however, they must be aware of and follow the logic that leads to problem
solving. The major phases of problem solving are:

1. Size up the situation by defining the major and minor problems.

2. Gather relevant data about the major and minor problems. This phase may
include the development of a model or theory of the cause of the problem.

3. Analyze the data and the situation.
4. Consider as many alternative solutions as possible.

5. Eliminate from serious consideration those solutions least likely to solve the
problem or problems. During this phase you actually compare, test, and
evaluate your options.

6. Select the best solution.

7. Implement the solution. In choosing a solution, the problem solver must be
prepared to defend the solution and recommend a strategy for implementing it.
The optimum solution may be doomed to failure without the proper commit-
ment from the organizational participants who must help implement it.

This book consists of cases and incidents in personnel management. An
incident is based on an actual situation, is short in length, and is so precisely
stated and to the point that the student can normally point to the major issue.
Incidents differ from cases not only in terms of depth of content and the number
of complex issues, but also in terms of the phases of problem solving. For
example, the critical incidents in this book usually emphasize the first three steps
of the problem-solving approach, whereas cases emphasize all phases of the
problem-solving approach. The reason that incidents involve only the first three
phases is that, without all of the relevant data, students must make too many
assumptions, and it becomes very difficult for the class to move towards any
reasonable solution.!

There are no correct answers to these incidents and cases; rather, each inci-
dent or case has numerous solutions, and the learning outcome is enhanced
through a good exchange of views by students in the classroom. Thus, we
believe that these incidents and cases will support a good analytical base of
personnel management theory that is acquired from a leading personnel text and
permit “practice” in the classroom. We believe that realistic and workable
decisions will follow in the “real world” of personnel management.

! John V. Murray and Thomas J. Von der Embse, Organizational Behavior: Critical Incidents and Analysis
(Columbus, Ohio: Merrill Publishing Co., 1973), p- 10.
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