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Preface

Few fields of endeavor have come so far in status and responsibility in recent
years as has the practice of personnel management. Those who ply this craft
in the 1980s are typically asked to deal with a host of challenging issues—
from manpower planning to equal employment opportunity and from per-
formance evaluation to occupational safety and health—which were almost
entirely foreign to their predecessors of not long ago. Personnel’s more tradi-
tional areas of concern—recruitment, selection, compensation and discipline,
for example—have in this same time period become both far more complex
and much more important to organizational success. In short, the profession
has come of age.

Amid these changes, this book has been designed for two types of read-
ership. It recognizes a need to provide the increasing numbers of students
who are interested in actually specializing in this growth area with a compre-
hensive, timely and readable treatment of the subject matter. But it has also
been written with all managers and potential managers in mind: as it notes
in its introductory chapter, the ultimate responsiblity for achieving effective
results through people cannot be abdicated by any administrator (“Manage-
ment is personnel administration,” in Lawrence A. Appley’s famous dictum
of long ago), and, while this has always been true, the penalties for ignoring
this fact of life today are far more onerous than ever.

A substantial debt of gratitude is owed so many people—colleagues, stu-
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Preface

dents, personnel administrators, labor union officials and others—that indi-
vidual acknowledgment would be futile. But exceptions must be made for
three academics—Professors David A. Tansik of the University of Arizona,
Karl O. Mann of Rider College, and Floyd A. Patrick of Eastern Michigan
University—whose comments and suggestions were particularly helpful. Ad-
ministrators James L. Budd of Alco Standard, Robert M. Sloane of Ortho-
paedic Hospital and Charles W. Uhlinger of Columbia Gas also deserve spe-
cial mention for their aid.

At Prentice-Hall, editor Barbara Piercecchi not only constantly inspired
this project but is solely responsible for having talked the author into under-
taking it in the first place. Her successor Jayne L. Maerker conscientiously
and competently has seen it through to fruition. Linda S. Albelli, assistant in
turn to both of them, provided both continuity and help in a variety of ways.
And Ed Glynn of the Book Project Division conducted the original and highly
ambitious market research for the book in a way that guaranteed that the
latter’s thrust would be fully consistent with what several hundred current
college instructors in personnel management have wanted. Thanks are also
extended to the publisher for permission to draw freely on Labor Relations,
4th Edition, by the author and Fred Witney, in the approximately 14 percent
of this volume that deals with labor-management relations: Chapters 16
through 18 here provide proof that this permission has been fully utilized.

Acknowledgment is also made to Personnel Journal for permission to
publish a September 1974 article by the author appearing there—‘'Creative
Personnel Management.”’

Rita Beasley, a known quantity from prior manuscripts, did her usual
eminently superior typing job.

Finally, deep thanks are extended to the three other members of the
Sloane household—my daughters Amy and Laura, and especially my wife
Louise—for their constant encouragement and interest. This entire book was
written in such an atmosphere and the project was made significantly easier
because of this fact.

Arthur A. Sloane
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THE FIELD
OF PERSONNEL

Not long ago, the field of personnel was often viewed as a dumping ground
for managers who had somehow been found wanting. Its members suffered,
as one observer of their profession has phrased it, from “the sui generis image
of being good-old-Joe types—harmless chaps who spent their careers worship-
ing files, arranging company picnics, and generally accomplishing nothing
whatsoever of any fundamental importance.’”! Rarely were they perceived as
being much more than the implementers of the decisions of other, infinitely
more influential executives. Often they were not perceived at all, being rela-
tively invisible within the organizational hierarchy, not because of any par-
ticular desire on their part for anonymity but simply because their work war-
ranted (and attracted) little attention. Disaster for individuals could strike if
they mislaid their files or overlooked important errors in them, and clearly
mass trauma could result if paychecks were delayed. But their realm was
above all that of the clerical and the routine. Personnel specialists were, in
short, to use Weber’s apt description, “wallflowers.””” They were no more crit-
ical to the success of the organization than, say, the groundskeeper is to the
success of the baseball team.

In the past relatively few years, the personnel function has undergone a
significant change. Salaries paid to administrators within it have, according
to U.S. Department of Labor surveys, regularly placed such workers—in
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4 The Field of Personnel

terms of annual increases—at or near the top of the figures for all white-
collar employees. Typically, personnel staffs in the 1980s are far larger than
their predecessor versions of even the 1970s, often three and four times the
size. Where “directors” reporting to vice-presidents most often headed the
function until the past decade, vice-presidents and similarly highly-placed
managers reporting directly to corporate chief executives most frequently
now do so, with major responsibilities being assigned to these personnel (or,
in some cases, ““human resources’’) officials. Top personnel managers are also
now expected, as a constant part of their duties, to be heavily involved in
developing organizational strategies and policies in general: Most major ex-
ecutives in the field, indeed, regularly serve on planning, operating and other
policy-making committees.

And if as recently as 1972 a Heidrick and Struggles survey of the 500
largest United States industrial organizations disclosed that not one company
president had at that time reached the top through the personnel depart-
ment,’ the situation had already changed by the end of the decade—at least
for such companies (among others) as Eli Lilly, International Paper and Delta
Airlines. And few sophisticated executives expected that this development
would do anything but accelerate in the years ahead. Most such managers,
presumably, would also agree with the sentiments of veteran executive re-
cruiter L. Allan Gibbs, registered in the late 1970s, that ‘“the next decade will
be the people era, the social era. The new chief executive won’t necessarily
be a personnel man, but he will be strong in human relations.””

What accounts for this enormous transformation of the field from one
of low status and minimal responsibility to the increasingly important one
that it is today? In this introductory chapter, we must attempt to answer this
question and also to outline more specifically the basic dimensions of person-
nel as it moves, with considerable optimism as to its future now, into Gibbs’
“‘people era.”

Factors Behind the Transformation

In all likelihood, three factors have been particularly responsible for giving
the personnel function its significant recent impetus.

First, there is general agreement that the explosion until quite recently
of federal governmental legislation affecting the relationship between em-
ployers and employees has been a major cause. Highly activistic in the late
twentieth century in enacting legislation of all kinds, the U.S. Congress had
been especially ambitious in its activities regarding this employment rela-
tionship. Between 1960 and 1980, in fact, it enacted well over one hundred
relevant laws running a wide gamut from anti-discriminatory endeavors such
as the Equal Pay Act of 1963 to the Occupational Safety and Health Act of
1970 and the Employee Retirement Income Security Act of 1974.



Factors Behind the Transformation

Whatever the consequences of these laws—and each of the above, as
well as other important ones, will receive considerable scrutiny in this vol-
ume—it quickly became obvious that failure to comply with them could re-
sult in major penalties for employers. Running afoul of the antidiscrimina-
tion statutes cost the American Telephone and Telegraph Company some
$52 million in back pay in 1973. Five years later, General Electric made a $32
million settlement. And while these outcomes had been the two most ex-
treme to date, the ever-present threat of suits alleging managerial discrimi-
nation had generated intense interest in ensuring not only the appearance but
the actuality of equal employment opportunity, on the part of essentially all
employers. They turned to personnel as the logical candidate to frame and
implement policies in this arena. Similarly, the statutes dealing with safety
and health and with pensions, involving as they do other matters directly
affecting employee conditions, had understandably led to further major re-
sponsibilities for personnel; compliance often commanded costly new pro-
grams and these seemed best administered by specialists in the human re-
source function. Not long ago, fully 45 percent of all personnel executives
interviewed in a major study conducted by the Opinion Research Corporation
listed governmental regulation as the factor having the greatest potential im-
pact for them in the years immediately ahead, just as for most of these ex-
ecutives it had been the most pressing topic in the recent past.’

A second reason for the emergence of an upgraded personnel function
most likely lies in the dramatic recent increase in the cost of employee ben-
efits. Equivalent to over 35 percent of payroll at the present time and steadily
rising nowadays at the annual rate of over 1 percent, the benefit to payroll
ratio is still not in a class with that prevailing throughout much of Western
Europe: over half of payroll amounts there, most often, are in benefits and
have been for some time. But the figure is impressive nonetheless and its
existence—connoting a large investment in each employee—has made it all
the more important that turnover be held to a justifiable minimum.

Personnel presumably would have gained some larger responsibility
simply in administering this greatly expanded compensation package. The
reduction-of-turnover challenge simultaneously given to the function—relat-
ing as it does to such further personnel considerations as promotion from
within, executive development, and job evaluation—has significantly aug-
mented this responsibility.

Nothing comes without cost, however, and ironically this reduction-of-
turnover effort may create still another problem requiring the attention of
personnel. Patten, for one, thinks so in arguing that ‘“Freedom could be traded
off for the security of a place on the payroll.” Contending that this would be
a “costly security for the employer to bear” in terms of people (as well as
dollars), he asks “Are we likely to engender cautions and overly job-conscious
attitudes rather than energetic and risk-taking behavior in human resources?”’
And he claims, incontrovertibly, that the threat presented by such a situation
would thoroughly challenge the personnel administrator in fending it off.¢



