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WHYOU SHOULD HAVE A SOMND PERSONNEL RELATION PRMUOIM

Good peonnel relations do not just happen. They come from a
careful plaed and organised program. Manageent is moe, concerned
over good personnel relations today than evr before. lever has mange-

t sded 0 moh tm and effort in achieving worker productivitV
and harm relations as is presently necessary

Every mber of ad
sow phae of personnel8 r i .
proides e e with a orating
and produtiity of human actions.
presentation is to explain how such
effectively organized,*

stpervision is daily involved in
A sound personne relations proerm
basis for efficient cooperatio
The purpose of the following brief
a program may be logically and

*An address given before the nanapolis Chapter of the Society for
the Advancment of Vanagmant as parW of their 1947-48 School of Management.
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I. OBJECTIVES OF A PERSONNEL PROM

A program is a course of pled action to accomplish certain
desired objectives. Before Management can design an organization
for a personnel relations programs there mst first be a deter-
mination of the objectives that are desired from the progrm.
Although specific objectives my vary with each indidual
business firm, typical personnel objectives would bet

1. To provide top t with necessary information for
the proper point of view concening good personnel manage-
ment.

2. To place personnel relations on a business basis that is
just and fair to employer, employees, and the public.

3. To develop human relationships that consider the dignity
of employees and recognize thez as individuals.

4. To provide, maintain, and utilize adequate manpower for
the organization at least unit personnel cost.

5. To provide opportunity for growth and development of
employees so that they may obtain satisfaction and social
approval.

6. To provide proper health and safety measures for employees.

T. To assist employees in realizing economic security.
8. To provide means for employees to attain maid produc-

tivity and morale.

9. To provide information and service to the line organization
on personnel matters.

10. To contribute to the Public Relations Program of the
business firm.
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II. IMPOTANCE OF ECUTIVE LEADWRBHIP

The objectives of even the best planned and organized personnel
relations program are dependent upon the availability and capacity
of the executive leadership in the organization. Executive leader-
ship of a positive nature in both the personnel staff and line
organization must provide the dynamic force necessary to obtain
the supports confidences and cooperation of both top management
and operative eployees. One basis of attack upon this problem
is to use the objectives of the personnel relations program to
integrate the interests sad desires of both employer and employees
in the following manner.

An employer has certain self interests that he expects to realize
through his employees. Employees have definite self interests that
they expect to receive from ther employer. A personnel program
establishes the basis to provide for and integrate the interests
of both, providing there is qualified and capable emecutive
leadership present to effect the gram. This concept issho8 n
in the following illustration.

Integration of interests of both employer
an IP0" hog cooperative effort.

E~ployee lnterests

Recogition as an idividual.
Opportunity for expression or
developmento
Econmic security.
Interest in work.
Safe-healtk work conditions.
Acceptable hours and wages.
Fair and efficient leadrship.

Exeutiv

b

loyer Interests

1.
2.

3.

4.
5.
6.
7.

Lowest unit personnel cost.
Maaiunm productivity of
employees.
Availability and stability
of employees.
Loyalty of employees.
Cooperation of employees.
High orgaSation mrale.

Intelligent initiative of

employees.

Leadership
A%

Acc shed by mans of a good
PeronneM Relat Program.

1.

2.

3.

5.
6.
7.

-11-V

A.#I
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eepls will follow the leadrship that promises and provides
thm the means of realising their interests and desires. A good
persome3 relations progrm is the best posle to for exs-
tive leadership to secure the cooperation and support of all
employee. If oe does nt exs*t, the employees m and often
do follow an outside union ledership to accomplish their purposes.

in the planng, orgaizing, and operation of a program for
personnel relations, eoieoutive leadrship mist constantly keep
in mind the a tal mmn urges that motivate all e lees
Which S 1. H r, 2. Sex, 3. Mastery. These ndal
urges which are the bases of employee intrest canwt be over-
looked or ignored. Otherwies focal points of friction will
develop to i r or defeat the program.

III M&AJOR PERSONNEL FUNCTIONS AND TH1UR LGICAL RELATIONSHIP

In order for executive leadership to achieve the objectives of
an approved and accepted personnel relations programs, seer
important functions or areas of work must be established and
proper authority and responsibility delegated to an executive
for their accomplishment. This person is usally the Director
of Industrial Relatons or Personnel Director. There may be
several nams for thi position as there is lttl st ardization
of titles for it.) These functions or areas of w are definite
and follow each other in a vey logical sequence.hen*exGz ined
from an analytical point of view, the org zation of a pVrsonnel
relations program has almost the exctss of a true science*

It should be noted that in establi g the logical sequence
for the organization of the personnel relations program, the
personnel fuctions are established in the order of their occur-
rence. Before personnel can be employed intelligently, it is
necessary to know the jobs to be filled, the correct qaliicati
for the jobss and the wage and salary rates. Thereo the
ewloamnt function is d-pendent upon information obtained by
personnel research such as job analysis, job specifat ,
Job evaluation, and suita e tsts or rating devices.

After employees are correctly selected and employed, the train-
ing function become necessary and important to enable them to
reach 3dmm prouctV.ity for the t benefit Of thslv
and the co¢pawq. Without proper tding emp rersent
potential capacity oanly and are not pale of effic.ent
performane.
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Once e1plores are aloyed and traineds thy represent a sise-
able inveamt to the organisation. It becomes good sines
to protect that investment by m of a afety and health
function and an employee nervice function. The form is directed
toard pWical protection whereas the latter alms at developing
a favorable attitude of employees toward the compazq.

The personel research, enlyments training, safety-health, and
employee services functions provide for the scientific selection
and utilisation of u r in acopli the work of the
business or. iniustrial fim concerned. The performace of these
functions involves individual contacts and relationships with
all employees. The remainig function, that of personnel relations,
deals with operative employees as a group in a collective manner.

The personnel relations function in many firms is handle by
collective bargaining teques between representatives of the
employer and the employees in order to arrive at a formal agree-
ment or contract concerning wagess, hours, and conditions of
employment, Regadless of whether or not the employees are
joined in a formal union, there still remain a collective or
group relationship betwen the emploer and the employees which
necessitates an employee relations fuction. This function
cuts across all of the other personnel functions and is dependent
upon thm for successful results. The better those-preceding
functions are performed the miore honious will be the employee
and employer relationship which in turn develops and Mai.tains high
organization morale and high employee productivity.

The sequence of functions necessary for a sound personnel relations
program unfolds in detail as fol3ws:

1. The Personnel Research or Standards Function.

The objective of this function is to obtain facts and
information concerning all matters p to personel
and to develop the-best techniques for doing all phases
of personnel work. It includes such areas ass

a. Job analysis f. Design of tests and form
b. Job description g. Preparation of manuals
c. Job specification h. Preparation of statistical
d. Job classification report
e. Job evaluation i. Personnel requirements

J. Wage and salary analysis
kI The Personnel Audit
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2. T

The objective of this function is to employ and place
ble and u employees for the organisation.

It involves

a. Recruiting f. Leave of absence and layoff
b. Interviewing g. Terminal interview
c. Reference hecks h. Vocational gddance
d. Testing proW= i. Induction and follow-up
e. Promotions and traners J. Personnel records

k. Public relations

3. The Tr Function

The objective of the training function is to plans prepare,
and provide the necessary staff assistance for all employees
to realise productivity and effectiveness. It
includes:

a. Job instruction f. Preparation of training aids
b. Vestibule schools g. Preparation of manuals
c. Apprenticesip training h. Company library
d. Supervisory training i. Publications (House organ)
e. Executive training J. Suggestion systm liaiso

I 1k. Records and infamation

4h.Thes4Funtion.

The objective of this function is to provide a health main-
tenance service and insure safe and healthful working
conditions in order to protect the earning capacities of
employees and protect the investment of the organization from
unnecessary epense in enployment, tra and wrk s
compensation. It includes:

a. Safety stards g. Medical advice and treatment
b. Safety progrem h. First Aid
c. Safety inspections i. Nursing service
d. El4mination of hazards J. Sanitation standards
e. Accident reports k. Records
f. Physical ex tions 1. Safety and health education

a. Workman's compensation
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5. The Rapqy. Services Function.

The objective of this function is to provide employees with
essential and useful services that they desire in order that
they will csder their organisation the best possible oe
in which to w and develop a positive attitude toward
cooperation and productivity. The following services are
typical:

a. roup insurance g. Retiremnt plans
b. Hospitalisation plans h. Thrift and savings plans
c. Mutual benefit associa- i. Suggestions System

tions J. Social and athletic program
d. Credit unions k. Unelnt Campensation
e. Legal aid l. Miscellaneous services when
f. Cafeteria and eating requested

facilities

6- e eRlts c tion.

The objective of this function is to create and develop the
highest possible organisation morale through integrating the
interests of operative employees and the employer or manage-
ment. It is related to all other personnel functions and
specifical3y involvest

a. Contractual relations and negotiations (collective
bargaining)

b. Grievance procedures and adjustments.
c. Information services to eployees as basis of mutual

understanding. (Two-wa commuications)
d. Facilitation of emloyer-employee contacts.
e. Explanation and praotion of mutual objectives of

employer and employees.
f. Cooperationwith public relations program.

IVn ESSENTIALS OF PERSONNEL POLICIES

Personnel policies are essentalto the operation of a successful
personnel relations program. Policies are guiding rules of action
which are applied to situations requiring decisions and action. In
order to accomplish the objectives of the program, executive leader-
ship must have sound personnel policies to guide them in the performance
of the personnel functions just described. These personnel policies
should bet

1. Based on the objectives desired.
2. Definite and written
3. Known and understood by all.
4I. Honest and fair.
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5. Stable and comprehensive.
6. No-conflicting with other policies.

Personnel policies must be adopted and supported bytot.
However, they may be rec ommened from anr level of the organisation
and once established are used by everyone as a basis for action,
coordinations, and cooperation.

V. TOP MANAGEMEIT SUPPORT OF THE PROGIAM

Management organization for a sound personnel relations program
means the uniting of all interdependent parts of personnel
activities into a systematized whole. This is actualny the key
to the entire problem and the most difficult task to acomplish
because the following mut be done:

1. Top management must be given proof of the values to be
realized from such a program in order to obtain its:

a. Approval and support for the program.
b. Financial support to accmWlish the program.
c. Assistance in organizational panning for the

entire usi organization.
d. Approval for a proper organization and operation

of the personnel ibnctions.

2. There mat be a sond organization stacture of the entire
business before a sound personnel relations program or an
other type of program can be effective and efficient.

3* The personnel relations program must be made known and
merchandised to all members of the org ation. The
Personnel Department staff executives alone cannot operate
the program. They mat have the coopen of all line
and staff executives, supervisors, and employees. There-
fore, the organization of a sound personnel'relations
program provides the basis and framework for the coratio
Of UVye to accomlish its objectives in order fuibrt}
MeiltAiFbs of the cowmp as a whole. A personnel ma1a
incorporating the program is a valuable aid in this respect.

VI. PLAN AND ORGANIZE TO SUCCESSFULLY OPERATE THE PROGRAM

Once the personnel relations prograo has been planned, organised,
approved, and accepted, it is far easier to perform the personnel
operations. There has been much more written and spoken about
concerning the operating phases of personnel than the plaing
and organizing activities which must precede all of the various
operating procedures concerning job evaluation, testing, employment,
training, collective bargaining, etc. Attention should now be given
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to uniting and relating all personnel activities into a logical
program for action if effective results are epected.

Good management requires p ng d orgauising before sta8tig
to operate. Therefore, oe should re r to plan ad orgmAuse
before starting a sound po relatios program Te is on
of the cardinal rules of scie c mage t.

VII. CTROLLING THE PERSONNL RELTIONS PROGRAM

After a personnel relations progrm is placed In operation, there
mst be controls to make oertain that it is adcieving the es ished
objectives and for top g nt to evaluate its effectiveess.
The Personnel Audit is a ry useful method in this reqpect. It is
Just as reasona to make a periodic audit of the _nr ci
and resources of the cmpax as it is to make an audit of the
financial condition and roces. Other controls are obtained from
stard atg proedures, suggestion ste, gr
mitted, accident frequency rates, personnel t er recards, exit
interview and the like.

V:II. SUQURY AND MANAGEM PRINCIPLP INVOLVED IN THE PROGRAM

Management organization for a sound personnel relations program
involves the follewing steps and management principles:

1. There met first be established the ctie desired
for the program to accoWlish.

Pnciyleof te objective: Prerequisite to the starting
iia pirIel rauaj program, a clear and c l

statement ust be made of the objectives in view.

2. There must be c tt executive leadership available to
plan, organise, and operate the personnel program sccessfully.

Principle of l sadsfips Intelligent and dynamic leader-
shp is the most impartant single factor in any personnel
situation.

Princi sleLof: To successflly accomlish personel
o ectives, it be plnng before doing.

Principe of decisio: Executive decisions must be based
upon c er one3 information.

3. There must be a dete ation of the work or personnel
functions necessary to achieve the objectives of the program.
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pn1 of functions The personnel organization should
be bad upon functions to be performed and not
upon idividuals or personalities.

4. Personnel policies mIst be made to guide executive leader-
ship in the performance of personnel functions toward the
program objectives.

Prin o policies: Definite policies which are under-
stood all, are e to good personnel ma t.

5. There must be a sound organization structure of the entire
coqpany prior to. realizing a sound organization for the
personnel relations program. This requires the support and
backing of top managt as well as Its financial assist-
ance. Both organization and functional charts should be
made and distributed. A personnel manual outlining the
program should be prepared. Cooperation of all personnel
must be obtained through education and staff assistance.

Principle of organizations There must be a logical and
early defined breadwn of all the functions and sub-

divisions of the personnel program in order to integrate
them into a cooperative and coordinative whole.

6. When the industrial relations program is placed in operations
proper controls muIt be established to assure accomplishment
of the personnel objectives and evaluate the effectiveness
of the program.

APle ofcnrol: Planning and organizing must be
followedbycontro easures for effective results of the
personnel program.

7. This presentation is made as a basis for either a sound
program of personnel relations or an effective operating
philosophy of personnel management.
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CHECKIG YOTR PU PROM

Check your personnel progrm. 60 points denotes an szceclnt pror 45
to 60 points is a good pogr 30 to 45 points is a fair progrM, a
blow 30 points needs some action taken.

ITEM

1. Definite objectives estab-
lished for personnel program.

2. Personnel policies are

written, known, and under-
stood by all.

3. Cooperation of top manage-
ment with personnel program.
4. Definite assignent of
personnel function to one
executive.

5. Provision for personnel
research as a department or
phase of personnel program.

6. Definite emloyment and
placement program for
eplayees.
7. Training program ade-
quately provided for.

8. Accident records kept and
accident preventio accom-
plished by saety program.

9. Physical welfare provided
for by at least a part-time
medical force.

10. Definite program estab-
lished for sm eMployee
services.

11. rievance procedure def-
inite in writing and wel

understood.

12. Provision has been made
for better employer-eloyee
contc, ad per audit
is made periodically.

IN OPERATION PLANNED FOR NOT PROVIDED
NCW FUTURE FOR
(5) (3) (0)

. -

U 9

I 9

I 9

________ U ________

I &
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