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Human Resource Management: Three HRM-Related Job Descriptions

Manager Personnel (profess. & kin.)

Plans and carries out policies relating to all phases of personnel activity: 

· Recruits, interviews, and selects employees to fill vacant positions. Plans and conducts new employee orientations to foster positive attitude toward company goals. 

· Keeps record of insurance coverage, pension plan, and personnel transactions, such as hires, promotions, transfers, and terminations. Investigates accidents and prepares reports for insurance carrier. 

· Conducts wage survey within labor market to determine competitive wage rate. Prepares budget of personnel operations. Meets with shop stewards and supervisors to resolve grievances. Writes separation notices for employees separating with cause and conducts exit interviews to determine reasons behind separations. 

· Prepares reports and recommends procedures to reduce absenteeism and turnover. Contracts with outside suppliers to provide employee services such as canteen, transportation, or relocation service. May keep record of hired employee characteristics for governmental reporting purposes. May negotiate collective bargaining agreement with Business Representative, Labor Union (profess. & kin.).

Training Representative (education)

· Prepares and conducts training programs for employees of industrial, commercial, service, or governmental establishment. 

· Confers with management to gain knowledge of identified work situation requiring preventive or remedial training for employees. 

· Formulates teaching outline in conformance with selected instructional methods, utilizing knowledge of specified training needs and effectiveness of such training methods as individual coaching, group instruction, lectures, demonstrations, conferences, meetings, and workshops. Selects or develops teaching aids, such as training handbooks, demonstration models, multimedia visual aids, and reference works. 

· Conducts general or specialized training sessions covering specified areas, such as those concerned with new employees' orientation, specific on-the-job training, apprenticeship programs, sales techniques, health and safety practices, public relations, refresher training, promotional development, upgrading, retiring displaced workers, leadership development. Also there are other such adaptations to changes in policies, procedures, regulations, and technologies. 

· Tests trainees to measure their learning progress and to evaluate effectiveness of training presentations.

Manager Compensation (profess. & kin.)

Manages compensation program in establishment:
· Directs development and application of techniques of job analysis, job descriptions, evaluations, grading, and pricing in order to determine and record job factors. It also determines and convert relative job worth into monetary values to be administered according to pay-scale guidelines and policy formulated by Director, Industrial Relations (profess. & kin.). 

· Analyzes company compensation policies, government regulations concerning payment of minimum wages and overtime pay, prevailing rates in similar organizations and industries, and agreements with labor unions, in order to comply with legal requirements and to establish competitive rates designed to attract, retain, and motivate employees. 

· Recommends compensation adjustments according to findings, utilizing knowledge of prevailing rates of straight-time pay, types of wage incentive systems, and special compensation programs for professional, technical, sales, supervisory, managerial, and executive personnel. Approves merit increases permitted within budgetary limits and according to pay policies. Duties may also include administration of employee benefits program [Manager, Benefits (profess. & kin.)].       
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Human Resource Management: A Diagnostic Approach to Human Resource Management: External Environmental Influences

Any HRM program or activity in an organization does not operate in a vacuum. It is influenced by and influences the external (outside the organization) and internal (inside the organization) environments. On the one hand, external environmental influences—such as government laws and regulations, union procedures and requirements, economic conditions, and the labor force—have a significant impact on HRM programs. 

On the other hand, the HRM program of a firm must operate within guidelines, limits of available resources, and competencies produced by the organization. HRM is one important function among other internal functions, including finance, accounting, research and development, marketing, and production. The interaction of these internal programs sets the tone of the entire organizational system.

Internal Environmental Influences

     The internal environmental influences strategy, goals, organization style, nature of the task, work group, and leader's style and experience involve characteristics and factors that are found within the organization. 

A work group consists of two or more people who consider themselves a group, who are interdependent with one another for the accomplishment of a purpose, and who communicate and interact with one another on a more or less continuous basis. In many cases (but not always), they work next to each other. 

An effective group is one whose

1. Members function and act as a team. 

2. Members can take part fully in-group discussion. 

3. Group goals are clearly developed. 

4. Resources are adequate to accomplish group goals. Members furnish many useful suggestions leading to goal achievement.

Summary: A Diagnostic Approach to Human Resource Management

     The main objective is to introduce the diagnostic model to help diagnose HR problems and prescribe, implement, and evaluate solutions. It further examines two other aspects of the environment of the HRM function: the physical location of the organization in a labor market and the work sector in which it

is located. 

1. A sound HRM program can contribute to organizational end results such as socially responsible and ethical behavior, and high-quality, competitive products and services.

2. The diagnostic approach suggests that before we choose an HRM program we should examine the nature of the employees, the external and internal influences on the organization, and organizational factors. These factors act as moderating variables in HRM decisions, and they influence HRM activities. 

3. Various factors in the external environment, such as government regulations, unionization of employees, and competitive pressure, also exert strong influences on the HRM function.

4. Understanding the characteristics and composition of the labor force is important when designing an HRM program.

5. HRM has become a strategic area and is now recognized as important in creating and implementing the overall strategies of a firm. Specific strategic challenges facing both HRM and the firm include global competition, productivity and quality, workforce diversity, and the caliber of the workforce.

6. The work sector in which the organization is operating—public, private, or third—determines the complexity, strategic importance, and power of the HRM function.

7. Organization factors, including goals, organization culture, the nature of the task, the makeup of the workgroup, and the leader's style and experience, must be taken into account to maximize the effectiveness of HRM.

8. An attitude is a characteristic and usually long-lasting way of thinking, feeling, and behaving. A preference is a type of attitude that evaluates an object, idea, or person in a positive or negative way.

Measuring Human Resource Activities

There was no formal career path into or through HRM, and the few institutions of higher learning that taught HRM did not bother to teach measurement techniques. As a result, people did not know how to evaluate their work objectively. 

For some, the application of cold numbers to a function whose apparent mission was to "help employees with their problems" and to "improve morale" seemed to be a conflict of values. Many HR people developed the attitude that their job was not too important, and that if they were to go to the trouble of quantitatively measuring and reporting their work, the numbers would confirm the perception that they were not doing well. This attitude still exists in the minds of many today.

Every human resource manager must understand why a company is in business. The purpose of business is to earn a profit. This is the harsh reality of the real world. Being nice to people is fine. Supporting the development of people is a worthy endeavor. Helping workers improve their skills and confidence is an excellent undertaking. But the core of businesses is to make money. 

If a firm doesn't make money, how can it survive? Who will subsidize the firm? Do you think that a not-for-profit firm can survive without making money? If the human resource department is to be considered an essential unit, it must measure its value and its contributions to the firm.

A mathematical methodology needs to be applied as a system that serves both as a day-to-day monitoring instrument and as a model for doing cost justification and cost/benefit analyses of specific projects or programs.

Two of the foremost management authorities, Peter Drucker and W. Edwards Deming, have come out strongly for the development of measurement skill as an indigenous capability of a manager.

Basic Principles

The application of quantitative methods to human resources management has generated a set of basic principles that are critical to the success of the measurement system. These are based on the experience of managers in many types and sizes of organizations.

1.   The productivity and effectiveness of any function can be measured by some combination of cost, time, quantity, or quality indexes. In some cases, psychological measures of attitude and morale are also useful and possible.

 2.   A measurement system promotes productivity by focusing attention on the important issues, tasks, and objectives. A quantitative system helps to clarify not only what is to be accomplished, but also how well it should be done.

3.   Professional and knowledge workers are best measured as a group. In order to be optimally effective, a professional group needs to work together. Measuring the work of individuals in relationship to each other promotes divisiveness and counterproductive competition.

4.   The efficiency and effectiveness of the units they manage can measure managers. The nature of managerial work is to get things done through other people. Therefore, it follows that the output of the group is an indication of the skill of the manager. There are obvious exceptions to this, but the rule applies nevertheless.

5.   The ultimate measurement is not efficiency, but effectiveness. The objective of an organization is not only to create the most output with the least input. More important is to create the most appropriate outcome at any given point in time.

Building Blocks of a Measurement System

The first problem that people face when they set out to build a measurement system is the apparent multitude of activities that are taking place and the seemingly impossible task of differentiating, isolating, and labeling of quantifiable variables. It is somewhat analogous to looking at a 1,000-pound steer and wondering how you can get a hamburger out of it. The solution is relatively simple.

Only four classes of variables can be subjected to a quantitative system.

 They are

1.   People (as described by their organizational roles, such as receptionist, clerk, recruiter, trainer, compensation analyst, or manager).

2.   Things (physical objects such as equipment, files, application forms, facilities, and supplies)

3.   Processes (people doing something with a thing or with another person such as interviewing, filing, training, scheduling, and counseling).

4.   Results (the outcomes of the interactions of people, things, and processes).

Everything within the department or related to the department's activity, whether it be inside the larger organization or outside it (such as a job applicant), can be classified into one of these four categories.

The next step is to list all the variables within each category that one might want to measure in some way. Then, the variables can be compared one at a time to each other until a relationship that can be expressed in terms of cost, time, quantity (volume or frequency), or quality becomes evident. This outcome is the dependent variable.

Examples of some typical dependent variables, often called measures by human resource managers, are interviews per hire, absenteeism rate, hours per trainee, average hire cost, counseling hours per topic, records processed per clerk, or the ratio of benefit costs to payroll cost.

Once the dependent variables are chosen for inclusion in the measurement system, an equation must be created to complete the measure. These are often self-evident. 

Some examples are

          
Average hire cost 

= Selection costs/Number hired 
Absenteeism rate 

= Number of absent days/Number of workdays available 
Average health care costs 
= Total cost of health benefits/Total number of employees 
Cost per trainee hour        = Total cost of training/Number trained x Hours trained

How to Quantify Quality

One refuge that opponents of measurement have sought is the issue of quality. They argue that the work of the human resources function is highly qualitative and therefore inherently not susceptible to quantification. The quality issue is not the sole province of the human resource department. Products must be manufactured to quality specifications. Salespeople must sell only to accounts that pay their bills. Although it is clear that quality is everyone's criterion, that does not solve the problem of how to quantify it.

The solution lies in the creation of a composite measure. For example, if the issue is recruiter effectiveness, one must first decide what constitutes effectiveness. Clearly, it is a function of more than one measure. If effectiveness could be defined by one objective term, it would not be subjective. 

A recruiter's effectiveness may be defined as a combination of how fast hires are accomplished, how cheaply they are achieved, how many are completed, and the quality of the people hired. And therein lies another potential problem. Hire quality is a subjective issue itself. In order to use it in the effectiveness measure, it must first be quantified. So, a composite of hire quality needs to be constructed, the quality objectified, and that quantitative value plugged into the recruiter effectiveness formula. 

The end result might look like this:

Recruiter effectiveness

          = CH + TFJ + QH + (Other chosen indexes)/Number of indexes used

Where

                          Cost of hire (CH) = $450 (average)

                   Time to fill jobs (TFJ) = 15 days (on average)

              Quality of hires (QH) = 90 percent (per quality measure)

Plus others. . .

Comparing them to a preset goal and calculating percent of goal achievement for each can normalize dollars, days, and percent. Each issue can also be weighted by importance. A simple illustration (omitting "other" undefined variables) is

                                                                  Goal Achievement

                                                                

 Measure         Result     Goal                         Percent x Weighting Factors

 Cost of hire      $450     $500                             111% x 4 = 444

 Time to fill        15       12                                 80% x 3 = 240

 Quality            90%      85%                            106% x 5 = 530

                                                                                      1,214

                                 1,214 ÷ 12 = 101%

Summary

In order for the human resources function to take its place as an integral part of the organization, it must learn to use the language of business, which is numbers. This applies whether the organization is profit or not-for-profit. A number of personal, departmental, and organizational values can be derived from maintaining a quantitative performance measurement system. Personally, the people in the department are able to see how well they are doing. They are able to identify problems in early stages and find the source and the solution. They have data to build cost justification proposals that will help them obtain needed resources. They will be able to prove their contribution to the productivity and profitability of the larger organization. As a result of all this, they will gain the respect and position they desire.

       

Originally prepared by Jac Fitz-enz, president, Saratoga Institute. Adapted and

 updated by author of text.
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