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Preface and
acknowledgements

Until the 1970s most contributions to the study of personnel management
had been of American origin. Few British texts had appeared. Then a spate
ensucd. So why now another one?

The story goes back several years, to one summer’s afternoon in the garden
of Professor Paul Pigors (then retired from MIT) in Framingham, USA.
Over tea of delicious waffles we discussed the emergent British literary scene.
Lcaving aside the obvious cultural differences across the Atlantic we both
agreed, as it seemed to us, that line management bore a prime responsibility
in spite of the existence of specialist personnel functions and thriving
professional associations. Policies for planning the management of people
should be linked closely to corporate strategy. Personnel management is a
corporate responsibility — at both strategic and operational levels.

Any book is a personal statement by the author; itis a reflection of his or her
own interpretation. For that reason I would have liked to adopt Pigors and
Myers own sub-title: ‘a point of view and a method’ because that is what my
own book would be if ever it took form and flesh. ‘

My own teaching experience spans some eighteen years — mostly at City
University, but including a spell at Ealing College. I shudder to realize that
my occupational experience now spans nearly three decades. If this my fifth
book were going to be written, it could not be deferred much longer.

Encouraged to embark on this formidable task, I considered a number of
other issucs. First, the constantly changing scenario in which personnel
management operates could render any book obsolete quickly. On the other
hand, there is a permanency of many human resourcing functions, although
refinements to methodology are continuous. Any book would have to strike
a balance between key issues and other circumstantial issues transient within a
fluctuating environment.

To me, so many management books seemed dull, turgid and difficult to
read. I set out with twin ambitions: clarity and readability. T hope these pages
are ‘user-friendly’.

To me, it seemed some books had attempted to encompass too much. My
own efforts narrow to a finer focus. Important as the historical development
of personnel management in any one country has been on the influence of the
function — important as the organizational, role problems and social context
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of a specialist personnel function remain — of more utility to the present or
potential practitioner would be a handbook eclaborating on the ‘what?’,
‘how?’ and ‘why?’ of the subject-matter. No book can be prescriptive, but at
least some normative base must be offered which seeks to generate under-
standing in the mind of the reader, so that principles and exemplary
applications can be sensibly modified in approaches to novel situations.

This book takes a ‘professional’ model and discusses the functions of
personnel management and the principles behind policies and procedures. It
is aimed at line managers as well as personnel specialists, either practitioners
or students. It should provide useful material for courses leading to IPM, BA
Business Studies, DMS, MSc, MBA qualifications and management pro-
grammes generally, whenever the planning and control of human resources
is considered. Discussion questions have been included at the end of each
chapter to facilitate a participative approach in classroom teaching.

Deliberately, this book is not specifically about industrial relations or
organizational behaviour. These subjects are well and fully documented
elsewhere. It is a book about personnel management itself. Contextually, of
course, behavioural science and industrial relations enrich the pastiche.
Within the canvas of this book the warp and weft of their threads are
interwoven. But the montage itself is a personnel one.

The book is a corporate effort. If it was to be a substantial volume it seemed
prudent to seek the contributions of eminent persons, particularly in the areas
where I felt I would have needed most support. To this end, Greville Janner,
Len Peach, Paul Roots and Nancy Seear were invited to join in. It is with
immeasurable thanks to them — for their efforts, patience and expertise — that
this book was ever born. Both Nancy and myself would like to express our
thanks to the late John Brock of the Runnymede Trust who contributed
much of the material on ethnic minorities. All the co-authors were involved
in the planning stage. As coordinating author I allowed free rein to my
colleagues with regard to presentation and format. Their chapters are
distinctively their own. Responsibility for continuity, coordination and
overall content is mine. Inevitably there are differences in style between the
contributors — less so than would occur in an edited book of readings — but
enough perhaps to add variety.

A host of people have proffered advice and guidance at various stages,
among them Professor Sid Kessler, Valerie Hammond, Dr James Vant and
my own students, who fed back constructively. Thanks are also due to the
Engineering Industry Training Board, Ford Motor Company, IBM (UK),
and the Petroleum Industry Training Board for kind permission to reproduce
illustrative examples. A heavy load fell to Professor Keith Thurley and
Baroness Seear who both read the first draft of the manuscript in full - heavy,
because it was far too long. The painful decision was taken to reduce.
Inevitably, sacrifices were made. Evenso, hope the final compendium is not
too daunting, nor the sacrificial omissions too deleterious.

Several stalwarts merit special gratitude. Throughout the preparation my
editors at Pitmans were steadfastly encouraging. Anne Stewart at City
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University was constantly typing with accuracy and dexterity. Professor
Brian Griffiths, then Dean of the Business School (now Head of the Prime
Minister’s Policy Unit) kindly made financial assistance available.
Needless to say, all matters of analysis, interpretation, judgement,
opinion, error or omission are entirely my responsibility. Finally, I would
wish all readers happy and successful careers in personnel management.

Bryan L. Livy
CITY UNIVERSITY 1987
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Introduction

by Bryan Livy

Personnel management is part of the process of management in general. Itisa
constituent element in the complex business of running an enterprise.
Personnel management is both a function (something which is done) and a
discipline (a body of knowledge). Its contribution is specifically related to the
‘people’ side of things. Personnel management is the practice of managing
people at work.

For most of this century, researchers, consultants, and managers them-
selves have investigated all manner of human problems at work. The core
issue is always the quality of human organization in pursuit of common
goals.

Whilst our knowledge has increased, we still cannot be prescriptive in
novel situations, although we can offer systematic approaches in many
instances. ‘People’ problems at work are dynamic. This makes the study of
human relations more, not less, imperative.

Designing, producing and marketing a product or service has obvious
technical, cost and profit constraints. Pure engineering is not enough. People
have got to work the enterprise and make it grow. People must respond
positively. At the heart of management lies a neat balancing act ~ reconciling
the ‘needs’ of individuals with the ‘needs’ of the organization.

The employer seeks an optimum deployment of manpower. His prime
concerns are costs and productivity. The personnel manager knows this. The
personnel manager is at the fulcrum in balancing employers’ and employees’
interests.

A pertinent question is: who is the client of the personnel manager?
Personnel managers occupy mediative positions in the middle ground of the
employer—employee relationship. But personnel managers are part of the
management team, paid for as such. Personnel management is a cost centre.
The personnel manager is a manager first. His clients are other managers and
the workforce. For the workforce he has a shared responsibility, but he is not
their ‘representative’ nor is he directly responsible for the management of the
organization. Personnel managers act reciprocally as representatives of
management and as their advisers. Any attempt to develop the personnel
function independent of business considerations is unlikely to succeed.
Personnel managers are expected to find acceptable solutions and develop
mutual strategies. Primary allegiance may be to management but the ‘clien-
tele’ has duality. There are two sets of clients: employers and employees.
There is often a dilemma in the diplomatic role.
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Personnel managers work not only with the workforce whether in office,
factory, plant, bank, hospital or local authority - but also with other
managers. The management of people is interactive and cuts across formal
functions, The personnel manager needs to ‘talk turkey’ with his managerial
colleagues. He must first know the business: the nuts and bolts of the industry
he is working in. Without this grasp he will be in a wilderness.

The personnel manager contributes to the team effort. His daily work will
not just include interviewing prospective candidates or handling grievances
or redundancies. He will sit on planning committees and steering commit-
tees, bringing in new products or services. He will be involved in feasibility
studies. He will be concerned with staffing and manpower implications,
productivity, work methods, manpower ratios, organization planning and
design. He will be concerned with earnings settlements and trends, with
manpower costing, with negotiations. He will give presentations and hold
discussions with line management. He will be expected to contribute. Not
least he must be an expert in his own field, a competent ‘professional’.

To the casual observer, personnel management may appear as an
uncoordinated array of activities. Often it is. Coherence is called for. It helps
to have some classification of activities in accordance with their natural
relationships — a systematic approach, which identifies the threads in the
fabric, sets objectives, determines methods for attaining them, monitors
events, validates and evaluates the outcomes. Validation is ‘quality control’.
Evaluation is ‘cost control’. In personnel work many of these systems
interrelate, whether for selection, payment, training or whatever. What an
organization is paying for, hiring for, training for is a unit of work. Personnel
policies are interactive. To that extent they should be based on clearly
defined, and possibly common, criteria. The determination of criteria against
which results and performance can be measured is a recurrent theme of this
book.

Personnel management cannot take place in a vacuum. It is a complemen-
tary constituent of corporate strategy. Policies must be plannied and specifi-
cally tailored to present and future needs. To use the vogue term ‘human
resource planning’ is the development of forward-looking personnel policies
which help to ensure that organizations have taken positive steps to recruit,
retain and develop their staffin the light of changes likely to affect the survival
and well-being of the enterprise. ‘The “business manager” model of person-
nel management has started to emerge in the last decade. Personnel specialists
within this model integrate their activities closely with top management and
ensure that these are serving long-term strategic objectives.” (Tyson, 1985)

Reference

Tyson, S. (1985), ‘Is this the very model of a modern personnel manager?’, Personnel
Management, May.
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CHAPTER I

Corporate strategy and
personnel policies

by Len Peach

Chief Executive and Director of Personnel, National Health Service Management
Board

Formerly Director of Personnel and Corporate Affairs, IBM (UK)
Immediate Past President, Institute of Personnel Management

Introduction

It is over three decades since Peter Drucker in his seminal work The Practice of
Management, described the personnel manager’s conception of his own role as
‘partly a file clerk’s job, partly a housekeeping job, partly a social worker’s
job and partly “fire fighting” to head off union trouble or to settle it’. He
argued that line management tends to see ‘personnel’ as concerned with
problems and ‘headaches that threaten the otherwise smooth and unruffied
course of production’ (Drucker, 1955). Indeed the status and contribution of
a personnel manager is often judged by his ‘fire brigade’ activities - his ability
to handle the unions, conduct the daily or annual negotiations, to keep the
track running. Yet the real requirement is proactive and constructive rather
than defensive and reactive. To discharge their true role personnel managers
must anticipate the needs of the organization in the short and the long term.
They must develop the policies to produce solutions to anticipated problems
resulting from the external and internal environment, whilst influencing and
creating the attitudes amongst ecmployees needed for the enterprise’s survival
and success.

But policy should not be developed independently of the strategy of the
business. Personnel managers exist to forward the aims of the enterprise not
to regard their companies as sociological laboratories.

All bodies, public or private, have objectives in common. They exist to
satisfy a demand, whether for service or for products and they should seek to
satisfy that demand in the most efficient, productive and low cost manner.
Central and local government provide services which are paid for by the
taxpayer and the ratepayer. Nationalized industries provide scrvices and
products supported by the consumer and the State with taxpayer’s money.
The private sector is concerned with the customer. Bob Ramsey writing in
the Financial Times made the point that ‘Morality in business must start with
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morality towards the customer. It is the satisfaction of customers’ needs that
provides employment. The whole gambit of progressive industrial relations
policies and the like is only the means to that end, not an end in itself. The self-
interest of the producer cannot be indulged at the expense of the customer’.

If the shareholders in any enterprise are the Government, the customers,
the employees, the contractors and the community in general, then they all
have an interest in the efficiency of the bodies which serve or use them and the
quality of the product, since ultimately they must foot the bill.

Whilst there is a2 common need for customer orientation amongst all
enterprises there will be different emphasis on the key areas of measurement
in the various businesses, depending upon their marketplace, size or stage of
growth. Drucker argued that there are eight areas in which objectives of
performance and results have to be set: ‘market standing; innovation;
productivity; physical and financial resources; profitability; manager per-
formance and development; worker performance and attitude; public
responsibility’.

Industry and commerce may use as their prime objectives and measures the
level of profitability, market share, production volumes and costs, returns on
investment, amount of research and development. The public sector may
have similar measurements though government borrowings may be an
alternative or additional financial measure. Local government may have
different measures for the public services it provides, though it too must
return to the level of service provided in relationship to costs and customer
satisfaction, in the form of the acceptance and reaction of the local inhabitants
to those services and level of the rates which pay for them.

Thus personnel managers of all organizations are concerned with common
problems of enabling line management to obtain improvements in pro-
ductivity through changes in working methods and the implementation of
new technology, and in improving the output of the organization in
qualitative and quantitative terms, whether in services or goods. At the same
time they must encourage that same line management to provide the
maximum degree of satisfaction to employees in their assigned tasks.

The scope of the personnel strategist will vary according to the task he has
been allocated within the organization and the nature of the organization
itself. Some personnel directors are asked to limit themselves to the ‘person-
nel management of management’ and policies are formulated for this
purpose. This is a feature of the headquarters function of a company which is
a conglomerate and which judges its subsidiary businesses by their financial
success, but recognizing that they are in disparate industries does not wish to
have any coordination of their personnel activities other than that relating to
the management. Another company may decide that it wishes to pursue
common personnel policies and practices and since it is operating in one
industry is well aware that different conditions in different locations will
provoke unrest. So it pursues a centralized policy with controls over local
action held firmly at headquarters. One company decides that to achieve
growth it must proceed by acquisition with all the problems of different



