


















Traditional Personnel 
Maoagementand HRM 
A large number of people from students 
to managers to academics mistakenly 
think that personnel management and 
HR M are synonymous concepts. 
Many organizations have no HRM poli­
cies and have simply named their per­
sonnel department as HRM department. 
This tendency has reinforced the ob­
litemtion ofthe distinction between the 
two terms. Principally, there are three 
sets of major differences between them. 
First, the assumptions of traditional per­
sonnel management (TPM) emphasize 
on clearly defined rules, procedures 
and contracts. Management's action 
is governed by adherence to rules and 
procedures. Workforce is controlled t­
hrough collective bargaining as a 
group having divergent interests. On 
the co-ntrary, HRM emphasizes open­
ended contracts linked to exigencies of 
business. Conflict is viewed as some­
thing pathological resulting from inter­
personal relations rather than structural 
contradictions. Management assumes 
special responsibility to motivate peo­
ple in the organization and to con­
stantly inspire performance based on 
commonality of goals. 

Secondly, TPM has no concern for stra­
tegic management. It has its main goal 
in peaceful or good labour-management 
relations. The line managers are not su­
pposed to use any proactive person­
nel policies and are expected to rou­
tinely pursue people management. 
When any problem arises in the course 
of so doing it is passed on to the per­
sonnel specialists expecting them of­
ten to playa fire-fighting role. HRM 
on the other hand does not view la­
bour-management relations as an end 
in themselves; rather they are treated 
as a matter of strategic concern form­
ing part of customer service. Person­
nel specialists are seen as facilitators 
for line managers who are actually ex­
pected to operationalize HRM policies. 
HRM is no more considered a staff 
function in the line-staff configura­
tions, but is viewed as a major line con­
cern. 

Thirdly, the edifice of personnel ac­
tivities is the collective agreement 
based on settlement with employee col­
lectives and not the individual assess­
ment. HRM, however, has led to indi-
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vidualization of collective relations. 
HRM focuses on the developmental 
needs and competencies of the indi­
vidual so as to integrate individual and 
organizational goals. Skill formation and 
development is recognized as the most 
essential need in HR development. In 
fact, HRM has struck at the very roots 
of the unions themselves by frowning 
on them as undesirable intruders into 
managerial prerogatives. Rewards and 
opportunities are linked to performance 
review. HRM emphasizes not the pre­
determined rights and expectations but 
performance outcomes. 

The pith and substance ofHRM princi­
ples reflect a concern for flexibility and 
labour adaptability and also a strategic 
integration of human resource issues 
with the goals of the organization. The 
employee commitment is secured 
through empowerment devices such as 
more co-operative decision making, 
greater employee involvement and more 
labour-management consultation; these 
are used to promote a kind of "neo­
unitarism" at the workplace. 

Recent Developments in HRM 

Many factors have contributed to a 
movement towards HRM. They are: 
globalization, shifting sectoral employ­
ment, technology (especially informa­
tion technology), changes in organiza­
tion structure, and a general shift of 
society from collectivism to individual­
ism. Sociologists are heard saying that 
society is moving from status to con­
tract, indicating the tendencies of indi­
vidualism. Globalization leads to intense 
international competitiveness and to 
concern for quality and cost-competi­
tive innovations. These fallouts have 
serious implications for the management 
of people. Globalization has also 
eventually led to a substantial shift of 
employment in western Europe and the 
USA away from manufacturing and into 
services. Manufacturing industry is 
shifting to developing countries where 
abundant cheap labour is available, and 
labour standards are poorly enforced 
by the state apparatus. HRM policies 
result in weakening of unions due to 
focus on individual rather than collec­
tive work relations; by and large, there­
fore, these policies have not found fa­
vour from unions. HRM policies are im­
plemented to ensure that worker does 
not feel the need to belong to a union. 

IILM Review 

The list of companies in industrialized 
countries which have no union is grow­
ing. IBM is known to be one of the 
leading examples where there has never 
been any union. Some other companies 
who are known to have very success­
fully practiced HRM are: Hewlett 
Packard, General Motors, Procter & 
Gamble, General Electric, Xerox, and 
Ford. Experimenting HRM became 
easier in service sectors as there was 
no union resistance in that sphere. Oth­
erwise too, service industries are known 
to have only marginal influence of un­
ions, being manned by professionally­
oriented people getting better �r�e�w�a�r�d�s�~� 

In such situations, management can ex­
periment new patterns of work organi­
zation. Thus, HRM policies could be 
operationalized without inviting serious 
problems. In the new scenario, changes 
are also taking place in skills and com­
petencies needed by labour force. To 
respond to these exigencies of new tech­
nology, workers may operate from home 
(also called electronic cottage) rather 
than presenting themselves physically 
at the factory. This will further reduce 
unionization and make HRM possible 
with greater success. 

Changes are also noticeable in estab­
lished organizational structures; differ­
ent fonus of organizations are being ex­
perimented. There is a tendency to­
wards downsizing, delayering (flattened 
organizations) and decentralization. In­
dustry is manifesting a shift away from 
raylorism and Fordism, which empha­
size mass production and specialization, 
to rayotoism which emphasizes lean 
production and flexible specialization. 
This has resulted in such employment, 
which is different from regular, secure 
life-time employment based on single 
skill, single career, single employer. 

Moreover, in the last two decades of 
this millennium there is a shift in social 
order from collectivism to individualism. 
This is intimately linked to market ra­
tionality. Enterprises will expect their 
staff to be more customer-focused. 
This would require greater attention to 
be paid to the needs of external cus­
tomers. But this will also involve struc­
turing relations with internal custom-
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