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Preface

When we began thinking and talking about the first edition of this book, we
wanted to improve on previous books of readings in the personnel/human resources
area, Foremost in our minds was a feeling that the normal book of this type is more
of a burden to instructors (and students as well) than a positive instructional de-
vice. We thus set as an objective the development of a book that could stand on its
own, one that would not require excessive instructional time at the expense of other
course activities.

Two moderately unique features were used to achieve this objective, First, through
careful selection and editing, we put together a set of readings that students would
find readily understandable and interesting. Second, we wrote an extensive commen-
tary at the beginning of each chapter. These commentaries were designed to offer a
background for the student that many instructors would otherwise feel obligated to
provide. We began each commentary by introducing students to the basic principles,
concepts, and issues in the area. In the second portion of the commentary we sum-
marized each article, indicated major points and highlights, clarified any confusing
or complex statements, and sometimes suggested debatable issues or potential limita-
tions of a reading. The commentary was thus aimed at preparing students for the
readings and enhancing their understanding and appreciation of them.

The response to these two features has been very favorable, and thus they are
retained in this revised edition. There are a total of 38 readings in this edition, 22 of
them new selections. All but one chapter has at least one new reading. Moreover,
three chapters (Chapter 11, Occupational Safety and Health, Chapter 12, Hours of
Work, and Chapter 13, Equal Employment Opportunity) contain all new readings
in response to the rapid changes that have occurred in these areas.

As before, we chose articles not only for their coverage of important topics, but
also for the interest they might hold for students. In this context we included a paper
showing a real-world application of the functional activities in most chapters,

Another feature of this edition is an emphasis on job analysis in personnel/human
resource management, including an excellent overview article by Ghorpade and
Atchison. In addition, several other readings contain illustrations of the applications
of job analysis in such areas as performance appraisal, external and internal staffing,



and equal employment opportunity. All told, these articles highlight the significance
of a familiar personnel technique that has become increasingly important.

The order of the chapters reflects our preferences about the organization of ma-
terial and our view of the personnel/human resource management field. It is possible,
however, to use the chapters in virtually any order. Regardless of ordering prefer-
ences, however, we strongly recommend that students read Chapter 1 first. In it we
outline our view of the personnel/human resource management field and set the
tone for the remainder of the book. The readings in the introductory chapter present
an overview of the personnel/human resource function in the organization by de-
scribing its excitement, complexity, and ever-increasing importance.
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Overview of the Personnel/Human
Resource Function

This book is concerned with how organizations can obtain and retain a work force
of effectively performing employees. These we view as the objectives of personnel/
human resource management. To achieve them, organizations develop and imple-
ment personnel/human resource policies and procedures. Those policies and proce-
dures, in turn, are shaped by the external environment that the organization confronts
and by the ways in which people respond to managerial control systems.

PERSONNEL/HUMAN RESOURCE OBJECTIVES

Organizations typically have two major objectives for personnel/human resources.
One of these we refer to as the participation objective. This objective involves obtain-
ing and retaining a work force. Obtaining a work force requires making the organiza-
tion visible to prospective employees and encouraging them to join the organization.
Once they are in the organization, their retention is desirable so that a stable and
experienced work force can be maintained.

The second major objective pertains to the effectiveness of the work force—how
successfully it performs the work to be accomplished in the organization. Effective-
ness depends on the motivation and abilities of the work force.

The two objectives are clearly and closely intertwined. Organizations seek out
prospective employees who are likely to perform their job effectively. Thus the
effectiveness objective is a paramount consideration in obtaining a work force.
Retention of a work force is also of concern largely because of its implications for
effectiveness. Employees typically benefit from their experience and from the training
they receive after joining an organization. Experienced employees are thus more
likely to be effective performers. Effectiveness may also aid the participation objec-
tive. People are often more likely to stay on jobs which they believe they are per-
forming successfully.

Allin all, the two major personnel/human resource objectives tend to complement
each other. Organizations that are successful in meeting the participation objective



are more likely to be successful in meeting the effectiveness objective, and vice versa.
At the same time, however, one must recognize that the factors or activities influ-
encing people to participate in organizations frequently are different from the factors
influencing their effectiveness. Consequently, organizations must devote substantial
effort to the successful accomplishment of each objective.

The above objectives are common to all organizations that employ a work force.
They are as important to public and nonprofit organizations as they are to profit-
seeking firms. Hospitals, voluntary organizations, and local governments have these
objectives as surely as manufacturing firms. Therefore, the subject matter of this
book is appropriate for any organization that hires people to engage in work.

Moreover, organizations have these objectives even though they may not have a
personnel/human resource department as such. Indeed, most organizations employ-
ing less than 100 employees do not have a formal personnel /human resource depart-
ment. Such organizations must still achieve the participation and effectiveness
objectives, and they must still conduct the activities that such a department would
perform.

IMPORTANCE OF PERSONNEL/HUMAN RESOURCES

The importance of personnel/human resource objectives to the organization
should be obvious from the discussion so far. The quality of the organization’s work
force is critical to the organization’s overall success. This observation is especially
appropriate in several expanding areas of our economy such as the service sector.
The success of governmental organizations, for example, is almost exclusively
dependent on their ability to have effective employees. However, personnel/human
resource activities are also critical in capital-intensive industries such as automobile
manufacturing or petroleum production.

It would be a mistake to believe that the personnel/human resource objectives are
of interest only to the organization. Society as a whole is also very concerned with
both participation and effectiveness. Effectiveness in the aggregate is influential in
determining our national wealth. It strongly influences such things as our ability to
accomplish collective environmental objectives, compete in international affairs, and
support those members of our society who cannot provide for themselves. Partici-
pation is also of concern at a societal level, Most personal income is obtained through
wages and salaries, so that participation is the major determinant of income in our
society. The quality of participation is also important. A reasonably stable work
force performing psychologically acceptable jobs makes a necessary contribution to
a stable and cohesive society.

Ultimately, however, personnel/human resources probably is most important to
individual employees or prospective employees. The activities engaged in by organi-
zations to achieve participation and effectiveness objectives have their greatest impact
on individuals. The type of organization one is attracted to, the type of job one
performs, the working and interpersonal conditions associated with the job, and
the financial rewards connected with performing the job all result from personnel/
human resource activities. When you recognize that these activities affect most men
between the ages of 20 and 70 and a majority of women in this age group, you can
see the tremendous impact of personnel/human resource objectives and activities
on people.



1/ OVERVIEW OF THE PERSONNEL/HUMAN RESOURCE FUNCTION

EXTERNAL CONSTRAINTS

Given the importance of personnel/human resource objectives, it may come as
no surprise to find that institutions outside the organization become involved with
the establishment of appropriate policies and procedures.

One such institution, the union movement, reflects employees’ own efforts to
provide an effective counterforce to organizational decision making. Historically,
American unions were primarily concerned with compensation issues and employee
job security. Over the years, however, unions have broadened the scope of their
concerns to include nearly every type of policy affecting employees.

Undoubtedly the most influential external institutional impact has come through
public regulation. Two time periods in particular have provided regulation of nearly
every facet of the personnel/human resource function. This regulation, for better or
worse, has had a tremendous impact on the development and growth of personnel/
human resources.

Before the 1930s there was relatively little public regulation of organizations or
how they carried out their personnel/human resource activities. The prevailing
attitude was that organizations and individuals could work out any contractual
arrangement that was acceptable to both parties. Thus, while there was little formal
regulation, state and federal courts took a fairly dim view of unions, which were
typically seen as an artificial constraint on the competitive process. Laws pertaining
to the economic security of employees on or off the job were also viewed as essentially
unnecessary. The one major exception to this philosophy had to do with workers’
compensation laws passed by many states prior to the Great Depression. These laws
established that loss of income and medical expenses, due to work-related injuries
and illnesses, should be a public responsibility borne through employer-financed
insurance programs.

The depression of the 1930s led to a substantial change in public thinking about
individual responsibility for economic misfortune. With nearly 25 percent of the
work force unemployed during much of this decade, people came to view the need
for much greater participation in, and responsibility for, the welfare of workers or
those who wished to work. Thus, during the 1930s laws were passed regulating
(a) minimum wages employees could receive, (b) hours employees could work
before the employer is required to pay overtime, (c) benefits to persons experiencing
temporary unemployment, and (d) benefits to persons of retirement age, to name but
a few. In most cases these benefits were financed at least partially through taxes
on employers.

The 1930s also saw a remarkable change in public attitude toward unions. Before
this decade unions were regulated primarily through common law (that is, judicial
precedent). Often unions were viewed as illegal or nearly illegal institutions. In 1935,
however, the Wagner Act was passed, which encouraged the development of unions.
Employees were given the right to organize into unions without employer interfer-
ence. Moreover, where a majority of workers desired a union, the employer was
legally obligated to bargain with the union in good faith over wages and working
conditions. While subsequently modified by several amendments that have attempted
to shift some power back to employers and to individuals who are not interested in
unionism, the Wagner Act provided a major impetus for the strength that unions
enjoy today.



The laws of the 1930s were aimed primarily at economic security issues and at
the legitimacy of unions. Over the years, however, it became apparent that certain
groups of workers were not benefiting from these laws as much as certain other
groups. Minorities, females, and older employees and job seekers, in particular,
continued to experience employment difficulties not experienced by other employees
and job seekers.

The 1960s and early 1970s saw much legislation and other federal regulation
aimed at providing additional employment opportunities and protections for these
special work force groups. Major laws or amendments to existing laws included the
Equal Pay Act, passed in 1963 and designed to ensure that females received pay
equal to males when they performed similar work. The major legislation passed
during the decade was Title VII of the Civil Rights Act of 1964. It prohibited
discrimination in employment based on race, sex, color, religion, or national origin.
This is a highly significant act affecting virtually every aspect of personnel/human
resources. Another important piece of legislation was the Age Discrimination Act
of 1967, which extended the protection of Title VII to workers and job seekers aged
40 to 70. In 1970 the Occupational Safety and Health Act was passed. Title VII of
the Civil Rights Act was amended in a number of important ways by the Equal
Employment Opportunity Act of 1972. The most recent major piece of legislation
was the Pension Reform Law of 1974.

Some of the most significant regulation occurred, not as a function of legislation,
but through presidential orders. During the Kennedy and Johnson administrations,
a number of executive orders were issued that apply to nearly all private and public
organizations doing business with the federal government. These orders frequently
require organizations to establish affirmative action programs aimed at increasing
the employment representation of minorities and females.

All told, these regulations have had an extremely important impact on the devel-
opment of personnel/human resources. Indeed, without such regulation it is likely
that personnel/human resources as practiced in organizations would be very dif-
ferent today. Almost certainly, the function would not be as important as it has
become in many organizations. The utilization of skilled specialists in labor relations
is substantially the result of the Wagner Act and its amendments. Minimum wage
laws, occasional maximum wage laws, pension laws, and the social security law have
all had a profound effect on the complexity of the administration of compensation.
Laws and executive orders designed to protect minorities and females have impacted
on all personnel/human resource activities, but they have been especially important
in the area of staffing. Recruiting and selection decisions are closely regulated for
their potential adverse impact on the employment opportunities of minorities and
females.

External influences on personnel/human resource policies are not limited to the
influence of other institutions. Broader economic forces operate both directly and
indirectly. We have already illustrated the indirect effects that economic forces have
had on public regulatory activities, especially during the 1930s. Union activities are
also influenced by economic forces, as illustrated by the recent attempts of unions to
obtain cost-of-living adjustments because of inflation.

Economic forces also impact personnel/human resource practices directly, largely
through competition among firms. For example, an organization may be in a labor
market characterized by relative labor shortages. Other organizations will probably



