12-1. Why is Human Resource Management considered part of the organizing function?
The organizing function determines what tasks are to be done, who is to do them, how the tasks are to be grouped, who reports to whom, and where decisions are made. It's not only creating a formal structure, it's also insuring that the right quality and quantity of people--in terms of skills, knowledge, and abilities--are in that structure. So HRM is part of organizing because it is concerned with filling the slots in the structure with essentially qualified individuals.

12-2. I've heard the term "personnel management" used? How is HRM different?
40 years ago, what we now call HRM was called personnel management. I think there are two things that differentiate the terms.

First, personnel management was seen as a separate function. Like engineering, accounting, or marketing, organizations had personnel departments that were responsible for personnel issues-like filling vacancies, scheduling vacations, and enrolling employees in the company's health insurance plan. While most organizations still have departments that handle traditional personnel functions, every manager today has personnel responsibilities. We want to reinforce the idea that all managers need to know about EEO and laws against discrimination, how to conduct selection interviews, training options, career development practices, and the like. And HRM is responsible for training managers how to correctly perform these duties.

Second, HRM takes a broader view than personnel management. HRM is more concerned with tying the people-side of the organization into the organization's overall strategy. The market niche that an organization stakes out for itself, its core competencies, its competitive advantages, and how it decides to compete in a market are significantly effected by the knowledge, skills, and abilities of its workforce. While personnel management tended to focus almost exclusively on technical aspects, HRM expanded that perspective to include a strategic focus.

12-3. Don't current laws in the United States tie managers' hands in terms of personnel issues like hiring, promotions, and terminations?
In many ways, current HRM laws may restrict managers' options. But the restrictions mainly seek to limit favoritism. Since I think most of us like to see that everyone gets equal chances and the opportunity to participate on a level playing field, this notion that laws somehow limit managers is essentially irrelevant. I think the more relevant challenge is for managers to learn to be able to interpret the laws and understand their intentions. Managers can obey the law and still make HRM decisions that won't undermine performance objectives.

12-4. It seems that HR rules and regulations focus on the negatives. Are there any benefits to these rules and regulations?
HR rules and regulations have a positive side. First, they reduce employment discrimination and favoritism. I think that's good. Second, they clarify ambiguities. They guide managers in establishing policies and practices that will reduce employment discrimination and favoritism. Finally, they actually protect organizations from arbitrary law suits. By following the legal guidelines, managers lessen the likelihood that employees will engage in discriminatory practices and expose the organization to liability.

12-5. In today's tight labor market, where can managers find good job applicants?
Managers need to be more creative today in identifying recruiting sources. In addition to the more traditional places-like newspaper ads, employment agencies, and college placement centers-organizations are turning to the internet, listing jobs on their websites; providing bonuses to employees who suggest friends or relatives; hiring and training recent high school grads; tapping older workers through seniors groups; hiring welfare recipients from government-sponsored workfare programs; and placing ads in nontraditional newspapers-targeted at gays and lesbians; African-Americans; Asians; Spanish-speaking individuals, and the like.

12-6. Don't unions lead to unmotivated and disgruntled employees?
Not necessarily. It depends on the union's culture and the relationship between a company and it's employees' unions.

While some unions seem to have continual problems as a result of poor union relations, others have developed cooperative relations with employers.

The existence of a union doesn't automatically mean there has to be animosity among employees toward their employer. Where companies and unions work together and have developed a trusting relationship, employees are likely to be motivated and satisfied.

12-7. If interviews have serious limitations in terms of validity and reliability, why do organizations continue to use them?
I think there's an inherent belief by most of us that we can tell, just by talking to someone for a while, whether they'll be a good employee or not. We tend to overestimate our skills at identifying high-performers and often confuse "liking someone" with assuming they'll be good employees. This, however, effects the interviews' validity and reliability.

The evidence demonstrates that structured interviews aren't bad predictors. Unfortunately, most interviews are rather informal. In addition, interviews do a pretty good job at identifying interpersonal skills, enthusiasm, and motivation. To the degree that these qualities are important to job performance, the interview is a valid predictor. This probably includes jobs like managers and sales reps.

12-8. If I'm interviewing a job applicant, what can and can't I legally ask?
Ask questions that are directly relevant to the job. In most cases, questions relating to race, religion, sex, national origin, color, age, or disability are prohibited by federal employment discrimination laws in the U.S. Questions about marital and family status, as well as sexual preferences may be prohibited under state employment discrimination laws, and should be avoided, too.

In place of asking, "are you married?" or "do you have children?," you might say: "this job requires frequent overtime." Then ask: "are there any reasons why you might not be able to work overtime several times a month?" Of course, to avoid discrimination, you have to ask this question of both male and female candidates.

Since the best predictor of future behavior is past behavior, the best questions to ask tend to be those that focus on previous experiences that are relevant to the current job. Examples might include: "what have you done in previous jobs that demonstrates your creativity?" "on your last job, what was it that you most wanted to accomplish but didn't? Why didn't you?" "did you ever have to resolve a conflict with a co-worker or client? How did you resolve it?"

12-9. What can I do, as a job applicant, to improve my chances of looking good in an interview ?
Begin by preparing. Learn about the organization, its products or services, and the specific job you're interviewing for. Think of the kind of questions you're likely to be asked; then think through the kind of answers you want to give. But don't go into an interview with a prepared text and recite it from memory. Maybe the best advice is to be yourself. Try to relax. Focus on listening. And don't overtalk.

An area of research that can help you in interviews is called impression management. Studies testing the effectiveness of various impression management techniques found that interviewers look more favorably on applicants who focused the conversation on themselves rather than on the interviewer. Based on these studies, I'd recommend that you downplay trying to conform your opinions to those of the interviewer or try to "kiss up" to the interviewer. You'll do better by making self-enhancement and self-promotion statements. Apparently interviewers expect self-promotion by interviewees. It reflects self-confidence and initiative. I'm not saying to come off as a braggart but this is not the time to suddenly become humble and self-effacing.

12-10. Why has employee training become such a big deal in recent years?
Intensified competition, technological changes, and the search for improved productivity are all increasing the skill demands on employees. A recent U.S. Study, for instance, found that 57 percent of employers reported that employee skill requirements had increased over a 3-year period and that only 20 percent of employees were fully proficient in their jobs.

Skills deteriorate and can become obsolete relatively quickly, depending on the field. For example, engineers need to update their knowledge of mechanical and electrical systems. Hourly workers, many now working in teams, require problem-solving, quality improvement, and team-building skills. Administrative staff need to take courses to learn how to fully utilize the latest software programs on their computers. And executives recognize that they have to become more effective leaders and planners. In each of these situations, training plays a critical role.

12-11. How can any organization justify paying a CEO $10 million or more a year?
First, the laws of economics tell us that increased demand for a scarce good drives up its price. There is a shortage of qualified candidates for CEO positions. To get and retain the best, organizations are forced to pay what appears to be outrageously high compensation.

My second point would be that compensation is relative. $10million, for instance, seems like a ton of money. But if a company has sales in the billions of dollars, $10mil is a small fraction. As a case in point, a former CEO of Coca-Cola made as much as $50mil a year during the late 1980s and early 1990s. When he died in 1997, he was nearly a billionaire-all from his pay at Coca-Cola. But no coke stockholder was begrudging his pay. During his tenure as head of coke, the company's value increased from less than $10bil to $185bil. Between 1987 and 1997, he provided an annual total return to investors of 32.6%. Clearly the stockholders received terrific value for their money!

12-12. Is it possible for a single person in a company to ask another single person in the company for a date without being charged with sexual harassment?
Assuming an organization does not have a policy specifying what one can or cannot do, the answer is "yes," but. . .

Don't ask people who are in your direct line of authority. That is, don't make someone uncomfortable or put undo pressure on them by asking out people over whom you exert power. This creates opportunities-real or perceived-for exploitation and could be used to support a sexual harassment charge.

My other point of advice would be: don't pursue people aggressively. Ask the person out once. If you get a "no," forget it. A single invitation is unlikely to be interpreted as an unwelcomed advance. Multiple requests that are spurned are likely to be seen as unwelcomed and harassing.

12-13. Why are individuals now the ones who are responsible for their own careers?
The rules have changed over the past 20 years. Fewer and fewer employers assume their employees will be spending their entire work lives in the same organization. So they're phasing down internal career-development programs.

Today's employees are becoming free-agents. Neither the organization or the employee is expected to make a permanent commitment. Pardon the analogy, but we've gone from a society of married partners to "living together" without contract!

Global competition, new technologies, and the like are requiring organizations to be more flexible. They don't-and in many cases, can't-make life-long commitments to workers like they could in the past. In this new climate, you have to become responsible for your own career.

12-14. Who decides what an organization's compensation system is going to include?
In large organizations, there will be specialists in the Human Resources area who will devote full-time to creating a competitive compensation system. They'll often get data from other companies in their industry and gather information on community pay levels. Under guidelines set by top management, they'll establish a compensation system that enables the organization to attract and retain essentially qualified employees at the lowest cost.

The very top executives in an organization will typically have their compensation set by the board of directors. For instance, most Fortune 500 companies have a compensation committee, made up of board members, who oversee the setting of pay and bonuses for the company's senior managers.

In small organizations, the owner/manager or a small group of senior managers are likely to set compensation for the staff.

