STUDENT ZONE

Chapter 1

Human Resource Management Phenomenon

CHAPTER OVERVIEW

This chapter introduces you to the human resource management (HRM) paradigm. HRM is defined and the tenets of the various HRM models are explained. The central importance of the nature of the employment relationship to HRM is explained, and the chapter draws attention to four aspects: economic, legal, social and psychological. Emphasis is given to understanding competing normative HRM models rather than to practical HRM activities. Evidence of the extensiveness of HRM is also provided. You may wish to refer back throughout your HRM course to Figure 1.3 that provides a framework for introducing the other chapters in the book. 

Chapter objectives

After studying this chapter, you should be able to: 

1. Evaluate the development of HRM.

2. Explain the central features of the contract in the employment relationship

3. Summarize the key HRM functions 

4. Explain the theoretical issues surrounding the HRM debate

5. Compare and contrast personnel management and HRM as approaches to managing employment relations

6. Explain the different approaches to studying HRM


CHAPTER OUTLINE

Introduction

The shift from orthodox personnel management to HRM is explained in terms of global economic developments. The ‘first wave’ critiques of HRM, represented by John Storey’s seminal book, New Perspectives on Human Resource Management (1989), introduces students to the debate on the many contradictions associated with the HRM model. The ‘second wave’ critiques focus on outcomes, restructured organizational forms and relationships. Recent events have exposed traditional underlying tensions and paradoxes in managing the employment relationship. 


The history of human resource management

The development of personnel management is linked to post-Second World War government economic policies (Keynesianism) and the introduction of employment law, government intervention in the workplace (for example training), recommendations of the Donovan Commission, and the growth of workplace trade unionism all account for the evolution of personnel management. 

The HRM phenomenon is explained in terms of the renaissance of ‘market disciplines’ and the challenge to government intervention in the economy.  

Management and human resource management

After defining HRM, the terms ‘human resources’ and ‘management’ are explained.

HRM in practice 1.1 - ‘Rail firms shunt ‘old BR way’ into sidings

This example illustrates how some organizations are focusing on developing their ‘human resources’ and the importance being attached to the fundamental ideas of workplace learning and competencies.

(a) People determine organizational outcomes. Employees are problematic because: people have dual natures; people form groups; people have freedom of choice. Managers therefore have to deal with a range of issues, tensions and contradictions arising at individual, group, and organizational levels.

(b) Management as science, practice, politics and control. (See Figure 1.1)

The nature of the employment relationship

Four main components of the employment relationship are discussed: economic, legal, social and psychological.

The extended discussion on the psychological contract reflects recent interest in this topic in the HRM discourse (See Figure 1.2) 

Human resource management functions 

To explore HRM functions the text addresses three questions: What do HR professionals do? What affects what they do? And how do HR professionals do what they do? We identify eight key HRM functions to answer the first question, including planning, staffing, developing, motivating, maintaining, managing relationships, managing change and evaluating. 

We also identify three broad contingencies: external context, strategy and organizational design to address the question  ‘What affects what HR professionals do?’ And a range of technical, cognitive and interpersonal processes and skills are used to accomplish HR functions. (See Figure 1.3)

Theoretical perspectives on HRM

It is evident from reviewing the literature that the meaning and theoretical significance of HRM is contested. The controversy centres on at least two fundamental questions: (1) What exactly does HRM mean and how, if at all, does it differ from personnel management? (2) What core values underlie the HRM model?

The text examines five theoretical models of HRM that Seek to define the salient features of HRM. It also explains the meaning of  ‘hard’ and ‘soft’ versions of HRM.

(a)
Fombrun, Tichy and Devanna model of HRM  (See Figure 1.4)

(b)
Harvard model of HRM (See Figure 1.5)

(c)
Guest model of HRM (See Tables 1.1 and 1.2)

(c) Warwick model of HRM (See Figure 1.6)

(d) Storey model of HRM (See Table 1.3)

HRM versus personnel management: the review of the HRM models emphasizes a number of differences between the ‘new’ HRM and traditional personnel management. These include: strategic planning, focus on the psychological contract, importance of learning in the workplace, focus on the individual (unitarism), importance of leadership and proactiveness, a focus on line managers and an attention to measuring HR performance outcomes. 

The critiques of HRM focus on the internal paradoxes and tensions,                 


including the HR role of caring and controlling, the ‘soft’ and ‘hard’ schools of HRM, leaders gaining control by giving it up, short-term accounting practices versus long-term HR developmental practices, and the tendency for the HRM discourse to be ‘gender-blind’. 

Extent of human resource management

The empirical evidence on the diffusion of HRM practices is examined. 

HRM in practice 1.3

This example helps to counter some of the popular rhetoric on HRM claiming universal support for HRM.  

Studying human resource management

In this section, we point out that the student interested in the analysis of HRM needs to appreciate how the discipline is divided into theoretical traditions or strands of thought. The two strands of thought or ‘standpoints’ we examine are mainstream managerial and critical. The theoretical roots of the managerial standpoint can be traced back to the work of F.W. Taylor. The theoretical roots of the critical standpoint can be traced back to the radical sociological analysis of work and industry by Karl Marx.

ENGAGING IN CRITICAL THINKING

· REFLECTIVE QUESTION/ESSAY QUESTION 

Drawing on your own work experience or an organization that you have studied, describe key HR policies and actions. Is there a gap between the principles underpinning the HRM models examined in this chapter? If there is a difference explain why. 

· HELP TO STUDENTS 

In this question you are being asked to demonstrate your knowledge and understanding of the principles underpinning the HRM model. Look at Figures 1.4 and 1.7 for example, and reflect upon the meaning and implications for management practice of the concepts listed under personnel and HR management. Gather information, either from published case studies or from interviews with managers and non-managers, or talk to friends and relatives about their work experience, in order to compare and contrast the theory with workplace practices. You should illustrate your answer with specific examples drawn from the selected company or from secondary sources.  Mabey et al’s. 1998 book provides some useful case studies of those at the ‘receiving end’ of HRM strategies. You can also find case studies in the Human Resource Management Journal, which is available on-line. For information on journals, go to the Links and Resource page.

CHAPTER CASE STUDY: SERVO ENGINEERING

This case study is drawn from Japanization at Work, Chapter 5, and is an actual account of a company struggling to introduce the ‘team’ concept. The case illustrates some practical HR issues and emphasizes the importance of aligning manufacturing and HR strategies. 

· STUDY TIP TO STUDENTS

You need to be aware that many of the articles written about HRM are by consultants. They, and HRM practitioners, have a vested interest in promoting the HRM model. Therefore, having chosen a HR function that interests you, select readings from professional journals and/or a chapter from a more prescriptive ‘how to’ HR textbook that allows you to compare different approaches and arguments.
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