HRM ESSAY – ANTOINE JEGADO  - 3rd YEAR

Differences and similarities between Human Resource Management and Personnel Management.

With respect to the approach of Personnel Management and Human Resource Management, in recent years, there is a debate to know if on whether or not there are important differences between both (Legge, 1989). It does no matter or not there is a difference between the both. But one thing is sure, it is the fact that during three decades, a lot of changes have occurred. More specifically in the nature of global economy, organisational forms and labour markets (Ashton, Maguire and Spilsbury, 1988). After the 1980s recession, business wanted to reduce their costs and augment their competitiveness. And with these business wanting to become more cost-effective, we can suppose these changes influenced a new approach about Human Resource Management, like a totally different approach to people management (Storey, 1991). In consequence, new organisations required a structure who encourage employees to have a greater commitment, responsibilities and flexibility. Also to be more autonomous (Storey and Sissons, 1993).
Despite the fact that there are differing approaches to the relation between Human Resources Management and Personnel Management, it exist similarities between both concepts.
The subject of this essay is to find if there is a real difference between Personnel management and Human Resource Management. The purpose of this essay falls into two parts:
Firstly, we will discover the milestones of the Human Resource Management, and in a second time, differences and similarities between Personnel Management and Human Resource Management.








To can spot differences and similarities between Human Resources Management and Personnel Management, it is necessary to defining these terms.
Human Resource Management is “a strategic approach to managing employment relations which emphasizes that leveraging people’s capabilities is critical to achieving competitive advantage, this being achieved through a distinctive set of integrated employment policies, programmes and practices” (Bratton and Gold, 2007).
Personnel Management is “Concerned with obtaining, organizing and motivating the human resource required by the enterprise” (Armstrong, 2006).

The roots of Human Resource Management go back as far as the 1950s, when writers like Drucker and McGregor stressed the need for visionary goal-directed leadership and management of business integration (Armstrong, 1987). But it is necessary to discover the milestone of Human Resource Management to better understand. 
In 1890-1900s, Frederick Taylor developed his ideas on scientific management. He advocated scientific selections of workers, and he argued idea to put an incentive compensation systems to motivate workers. It is the beginning of people management.
Between 1935 and 1950 in the United States, there was a strong increase in union membership. Therefore, the collective bargaining and labour relations were emphasised within personnel management. Benefits administration increased in importance as unions negotiated paid vacations, insurance voyage and paid holidays.
After 1985, three trends impacted Human Resource Management, the increasing diversity of labour force, the globalization of business and the focus on HRM as a "strategic" function.

Peter Drucker insisted frequently in the centrality of human beings for management.
“No part of the productive resources of industry operates at lower efficiency than the human resources. The few enterprises that have been able to tap this unused reservoir of human. Handbook on the economics of reciprocity and social enterprise ability and attitude have achieved spectacular increases in productivity in the great majority of  enterprises – so that the management of men should be the first foremost concern of operating managements, rather than the management of things and techniques on which attention has been focused so far.”                    
(Drucker, 1950)

Humanist School Management involve that men are as social animals, the work is a group activity, there is a social capital, a social control and a recognition, a security and sense of belonging.
Previously and even nowadays, in a company, the manager have to forecast and plans, organizes, commands, coordinates and controls (Henri Fayol, 1916), 
all this in order to increase results. So to increase results and to understand how to develop employees’ competences, Abraham Maslow, the first humanist psychology, created the hierarchy of human needs and the concept of self-realization (Maslow, 1943)
“According to Maslow, an ideal person is the one that can be referred to as caring, clear, realistic, relaxed, self-sufficient, spontaneous, creative, direct with good intentions, cheerful, and the one who successfully takes over risk and goes through life, it seems, very smoothly. “                                                                                                   
(Griffin, 2006)

[bookmark: _GoBack]Maslow assumes that unsatisfied human needs motivate behaviour. Furthermore, to comprehend worker's motivation needs, managers have to develop positive relationship with them (Maslow, 1971). Maslow used also the term metamotivation to clarify why some self-actualized people are sometimes driven by innate forces that lead them to go beyond their basics need to reach their full potential.
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In Douglas McGregor’s book “The Human Side of Enterprise”, to manage people, McGregor suggested there are different approaches. With his ideas, these two approaches are the Theory X and the Theory Y.
At the beginning of the 20th century, many companies used Theory X, it was the principal style in business. This theory is an authoritarian style. Important points are a good productivity, based on the concept of a fair day's work, on the evils of feather-bedding and restriction of output, on rewards for performance (Tim Hindle 2003). Theory Y is different that of Theory X in many ways. According to Tim Hindle, Theory Y means that people will exercise self-control in the achievements of organizational objectives when they are committed to those objectives, work in autonomy.
But for William Ouchi, it exist another approach: the theory Z. Western companies wanted obtain and reproduce the results experienced by Japanese companies. This by copying culture management of Japanese companies and adopting William Ouchi's Theory Z organisation (Ouchi, 1981). It is a combination between Theory X and Theory Y. Theory-Z's characteristics are a long term employment, a slow promotion and evaluation, a development of company-specific skills. There are also an implicit, informal control mechanism supported by explicit, a participation in the decision process. Decisions are collective but responsibilities are individual, and it exist a concern for welfare of subordinates and co-workers as part of the natural working relationship.
Table 1: Differences between different theories
	Theory X

	Theory Y
	Theory Z

	View of work.
Dislike and avoid it

	View of work
As natural rest and play
	View of work
Whole part of person

	Attitude toward responsibility.
Avoid it and seek formal direction

	Attitude toward responsibility
Accept and seek it
	Attitude toward responsibility
Collective responsibility


	Attitude toward innovation.
Security valued over ambition

	Attitude toward responsibility
Individuals capable of innovation
	Attitude toward responsibility
Whole is better than sum of parts

	Ability to control.
Controlled and threatened Coerced
	Attitude toward responsibility.
Self-direction, self-control
	Attitude toward responsibility
Implicit Control by loyalty to team




A lot of authors share the view there are less differences than similarities between Human Resource Management and Personnel management. Legge said "there are not much" differences for instance (1989). Nevertheless, he detected diverging some aspects.

“These however cannot be qualified as substantial differences, but are rather a matter of emphasis and meaning. “  				
(Legge 1995)

For Torrington, Personnel Management is as a continuing process and a growth process. In which employees can assimilate and acquire fields of expertise. Human Resource Management is not a revolutionary concept, but within this developmental process, HRM is adding "a further dimensions to a multi-faceted role" (Torrington, 1989). However, according to Armstrong (1987) we should not underestimate effects of Human Resource Management. He maintains that there is a strongly resemble between techniques and procedures of HRM and Personnel Management. But the strategic and philosophical context of Human Resource Management makes them appear more purposeful, relevant, and consequently, more effective.
On the other side, Storey or like other authors regard Human Resource Management as a "radically different philosophy and approach to the management of people at work" (Storey, 1989). Human Resource Management, in this view, is a completely new form of managing personnel. That could be regarded as a "departure from the orthodoxy" (Storey, 1989) of traditional PM.
Then Human Resource Management is not homogenous. The stereotyping of the Japanese management techniques resulted Legge (1989) calls the 'soft' version of HRM. In this view, it exist different philosophical and theoretical approaches, more particularly, the ‘hard’ and the ‘soft’ model. 
Armstrong (2000) states that we cannot distinguish with precision the two models. This not seems to be false for some theoretical dimensions such as strategic dimensions. And it is evidently true for the practical application of Human Resource Management models. 'Hard' and 'soft' HRM elements can be found in most organisations. Truss (1999) affirms that ‘hard’ and ‘soft’ model of Human Resource Management are "diametrically opposed along a number of dimensions" and they are plagued with ambiguities and inconsistencies.
Storey (1991) explained the ‘hard’ aspects of HRM, for him, there are hard and soft dimensions. The control of the human resource (management approach), business and the economical are hard dimensions. To motivate, to supervise and to create a constructive employee communication are soft aspects. Furthermore, according to Torrington and Hall (Torrington and Hall, 1987, 1989, 1991) Beer and Spector (1984) and Walton (1982), Human Resource Management is an emphasis proactive rather than reactive. 
People, in 'hard' Human Resource Management models, are a business resource and economic factor among others (Guest, 1989 - Legge 1995). They are seen as human capital, in which company invests. Furthermore, they are regarded as a resource to be utilized and additionally as a cost to be minimised. The emphasis on 'hard’ models is the strategic incorporation of Human Resource Management with business goals (Legge, 1995). 
The quantitative performance management and Human Resource databases are the focus, indeed people are controlled by that.  
With respect to 'hard' models, 'soft' models of Human Resource management stress the human resource lay stress on the human aspect (Legge, 1989 - Guest, 1989). Truss (1999) stated in 'hard' models, the word 'resource' is highlighted while the word 'human' is underlined in 'soft' models. According to Legge (1995), employees are in 'soft' models of Human Resource Management a "source of competitive advantage" and "valued assets". 
But between Personnel Management and Human Resource Management, there is a principal similarity, is that one of basic goals is to put the right people on the right jobs at the workplace (Legge, 1989). Furthermore, in both approaches there is the recruitment, the selection, the remuneration and performance management. They are the same fields of activity (Armstrong, 2001). Personnel Management and Human Resource Management strategies flow from the business strategy.
In both functions, line managers have the responsibility to manage people. Respecting the 'respect for the individual, 'soft' model of Human Resource Management and Personnel Management have the same values.  It is the self-same regarding the importance to communicate and participate within an employee relations systems.
Legge (1989), comparing and analysing definitions of Human Resource Management and Personnel Management noticed that "there are clear similarities between the two". In both models the strategies for managing personnel are derived from the business strategy and integrated with organisational goals. For Guest (1989), the strategic orientation of 'hard' model of Human Resource Management is very close to the concept of PM. According to Legge (1989), in both concepts the development of personnel and the management is not only a specialist function. Indeed, they are also lies in the responsibility of line management. Nevertheless, for others authors maintain that regarding this aspect and also the strategic elements, there are explicit differences in meaning and emphasis. 

Between the authors the opinions diverge. According to Armstrong (2006), similarities and differences can be recapitulated in this table.

Table 2: Similarities and differences between Personnel Management and Human Resource Management
	Similarities
	Differences

	· Line managers have the responsibility to manage employees in Human Resource Management and in Personnel Management. To allow managers to carry out their responsibilities, the personnel function provides support and advice services. 
· Human Resource Management strategies like Personnel management strategies, flow from the business strategy.
· The values of the 'soft' version of Human Resource Management and Personnel Management are similar regarding 'respect for the individual', harmonizing individual and organizational needs, developing employees to obtain their maximum level of skill both. All this to facilitate the achievement of organizational objectives and for employee's satisfaction. 
· One of the most essential functions of Personnel Management and Human Resource Management is to match people to ever-changing organizational necessity. That by developing and placing the right people in and for the right jobs. 
· In Personnel Management and Human Resource Management, the same range are used concerning the selection, reward management, the competence analysis, the management development and the training. 
· The employee relation system, the communication between employee and their managers are processes very important in the 'soft' model of Human Resource Management and Personnel Management
	· Human Resource Management places more emphasis on strategic fit and integration
· Human Resource Management is based on a management and business orientated philosophy
· Human Resource Management gives more importance to the achievement of commitment, in this case it can be said of mutuality, but also to the management of culture.
· Human Resource Management places greater emphasis on the role of line managers as the implementers of HR policies. 
· Human Resource Management is an integrated approach interested with the full interest of the company. Indeed, it is the most important point despite that there is the gratitude of interests of the members of the organization.
· Human Resource specialists are expected to be business partners rather than personnel administrators.
· Human Resource Management deals workers as assets not costs





The case of employee commitment is one of apparent contradictions in the debate. In HRM model, to increase employee performances, it is necessary that employees commit to the goals of the organisation. With analyse, I deduce that there is no substance to the contention that Human Resource Management vary from Personnel Management.
Every argument will be dispelled once it is understood that they are complementary rather than being two distinct practices (Miller 1989 cited in Keenoy 1990). It was obvious that there was requisite to change organisational culture of business.
This gave rise to the shift from Personnel Management to Human Resource Management. This change has brought massive benefits. It can be cited the flexibility, sophisticated recruitment processes. However, the new theory of Human Resource Management cannot take all the credit for this.
Personnel Management has laid the basic foundation upon which HRM is built, even if even though many would say Personnel Management is archaic. Additionally, the concept of Human Resource Management would not have been able to gain the acknowledgement it has now if it had not built on the foundation of Personnel Management. Indeed, Human Resource Management includes Personnel Management but Personnel Management may include a measure of Human Resource Management. I think there is not real and explicit differences. For me, the term 'Human Resource Management' is 'Personnel Management' retitled. 
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Self-actualization

Morality,
creativity,
spontaneity,
problem solving,
lack of prejudice,
acceptance of facts

Esteem

Self-esteom,
confidence, achievement,
respect of others, respect by others

Love/belonging

Friendship, family, sexual intimacy

Safety.

Security of body, of employment, of resources,
of morality, of the family, o faith, of property

Physiological

Breathing, food, water, sex, sleep, homeostasis, excretion





