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[bookmark: _Toc69213706][bookmark: _Toc86394317]1. Introduction
The escalating pressure to react to a constantly shifting macroenvironment has brought out an array of responses from both managers and companies. Such factors have arisen because of continual issues surrounding globalisation, recently established technologies, and instability in consumer demand. Such attributes have elevated vigour within the competitive environment both on a localised and international scale. Consequently, within the last ten years, many organisations have, in response, adopted differing approaches within the context of management, which was once predominately centred around the realms of Personnel Management (PM) to a wholly revised term known as Human Resources Management (HRM). This change has meant that a company's Human Resource (HR) department is now managed under and more directly focused on a more human-centric ideology that sees individuals as the main focal point of the organisation.
This report will aim to address the following key points:
· Present a comprehensive account of the various definitions of PM and HRM
· Give a historical account of and provide a critical evaluation of the evolution PM and HRM
· Provide a substantive analysis of the comparisons and distinctions between PM and HRM
[bookmark: _Toc86394318]2. Delineating PM and HRM
Both PM and HRM correlate as they focus on people management activities. Moreover, both concepts are viewed as an assortment of different managerial-based outcomes and activities that directly impact individuals as company members instead of being classed as just a job holder (Henderson, 2017). However, specific individuals believe that HRM is somewhat of an embellished or inflated reclassification of what PM represents (Torrington et al., 2017). Table 1 and Table 2 depict a series of alternative definitions of both PM and HRM from several different dramatists.

Table 1 - Definitions of PM
	Author
	Definitions

	Armstrong and Taylor (2020)
	Personnel management is the utilisation of proficient, committed, and productive individuals to ensure the longevity of an organisation

	Rea (1972) 
	An area within management that is interested in employees as well as their compatibility within the organisation 





	Author
	Definitions

	Harris (1997)
	HRM is a series of processes, strategies and procedures which are utilised to manage personnel in an organisation

	Glueck (1979)
	HRM is the leveraging of human resources to carry out goals within a company whilst ensuring the satisfaction and progression of their employees is maintained  

	Bratton and Gold (2017)
	HRM is a segment within management that focuses on the administration of individuals within the working organisation


	Armstrong and Taylor (2020)
	HRM is a calculated, structured, and rational approach to the recruiting, progression and welfare of an employee working within an organisation


Table 2 - Definitions of HRM

[bookmark: _Toc86394319]3. The Evolution of PM to HRM
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Figure 1 – The development of HRM (Kumareswaran, 2018).



During industrialisation in the nineteenth century, there was a significant increase in interest regarding people management. Workers became more vocal about improving their workplace environment and insisting on pay increases that were directly proportionate to their workload to improve their standard of living (Bratton and Gold, 2017).Workers also began to demand additional training due to their impetus to advance their current skill sets and obtain a much greater understanding of the job and what is required of them (Schuler and Jackson, 2005). This forced many factory companies to evaluate their current regulations regarding the overall welfare of their employers by ensuring that workers were not working more than 10 hours a day and being maltreated thus conforming with the 1840's factory Acts (Dembe, 2009). 
Such an approach was implemented worldwide, most notably in Britain, through the confectionary conglomerates Cadburys and Rowntree, who assigned welfare officers to overlook and ameliorate their current working conditions and lives of their employees (Hook and Jenkins, 2019). Furthermore, such propositions were also resonating throughout parts of the USA, most notably at the Ford Motor Company who produced a 'sociological department' to make changes to the welfare of their employees (Kumareswaran, 2018).
Some years later, between the 1920s-1930s, two significant developments emerged within the realms of Scientific management - Taylorism and The Human Reactions Movement. These developments altered many employers understanding of what was meant by HR. Moreover, such developments were introduced to resolve the heightened levels of financial decline and considerable unemployment. 
[bookmark: _Toc86394320]3.1. Taylorism
The first of these developments, Taylorism, was a theory introduced by F.W Taylor an early mechanical engineer and theorist who was more commonly known as the 'father' of scientific management. After observing human behaviour at work, Taylor believed that improvements could be made to an individual's performance, their level of productivity and enable organisational goals to be met. Taylor came up with an assumption that just as there is an ideal machine that can be utilised for everyday tasks, there is also a correct working procedure through which a worker should carry out the said task (Bratton and Gold, 2017). Taylor further stated that applying such approaches meant that all processes within an organisation can be consolidated into more manageable sized stages and that applying such scientific methodologies allows a worker to find the most effective way of getting a job done (Mullins et al., 2019). It has been further presented again by (Mullins et al., 2019) that Taylor believed that if management followed through with his theories, it would contribute to positive outcomes, most notably being that workers would be more motivated by the prospect of earning a bigger salary by working in a much more practical and proficient way.
[bookmark: _Toc86394321]3.2. The Human Reactions movement
Contrastingly to Taylors ideas, a second development emerged, known as the Human Reactions movement, which Professor George Elton Mayo of the Harvard Graduate school of economics formalised through the Hawthorne studies. Mayo’s consisted of conducted different experiments that tested certain variables, such as how different lighting directly impacted an employee's level of productivity and performance (Uddin and Hossain, 2015). It was concluded that the main factor that hindered an employee's performance the most was the constant observation from managers. In short, Mayo highlighted that the affiliation between an employee and their management directly impacted an employee's level of productivity.
[bookmark: _Toc86394322]4. The role of HRM 
To obtain a clear understanding of the role of HRM, there are four primary objectives that need to be realised. These objectives constitute the bedrock of all HRM undertakings within an organisation. These four essential objectives are:
[bookmark: _Toc86394323]4.1. Staffing Objectives
The first of these objectives is directly focused on guaranteeing that an organisation is sufficiently staffed and that they can make use of their human resources as and when they are needed. Therefore, it would be the job of an HR manager to appoint, hire and develop those individuals that would be deemed the 'best fit' for the organisation by ensuring that they possess the appropriate skills and traits (Torrington et al., 2017). For this reason, it is imperative that an organisation competes effectively within the job market to lure in and retain such individuals. Therefore, organisations need to make a concentrated effort by offering and developing a variety of incentives, such as the creation of employment packages and pay packages (Aikaterini, 2014). Furthermore, in certain circumstances, an organisation will captivate such individuals and, when deemed appropriate, discard those who are no longer seen as valuable assets within the organisation. 
[bookmark: _Toc86394324]4.2. Performance Objectives
The secondary objective addresses how HR managers strive to improve the performance levels of their employees by ensuring that they remain well stimulated and engaged. Therefore, HR managers must implement an adequate degree of training to develop their employees to ensure that they can meet the organisation's performance goals (Bhebe-Ntabeni, 2019). Furthermore, assessing an individual's performance allows HR managers to establish where negative performance indicators exist. Nevertheless, it gives management the opportunity to contrive a course of action to ensure improved performance. Furthermore, to elevate employee commitment, engagement, and job satisfaction, several incentives may be offered, such as flexible working hours or a bonus for hitting company targets. However, in certain instances, HR can assess the current performance and help to discipline those workers whose current level of performance is deemed substandard (Torrington et al., 2017).
[bookmark: _Toc86394325]4.3. Change - Management Objectives
The third of these objectives addresses an organisation's approach and role to managing change. Change appears in various forms and is vital for overall success (Cole and Kelly, 2015).Change can be seen as predominately structural due to external or internal factors, such as the introduction of a new staff member who possesses the required skills to help improve change, or restructuring of internal tasks so that they run more efficiently. Secondly, change may also resonate because of shifting attitudes or ideologies of employees within an organisation. Finally, change can provide a competitive advantage over other rival companies in an unstable and unforgiving environment (McCalman, et al., 2016). 
[bookmark: _Toc86394326]4.4. Administration Objectives
This objective ensures that an organisation is functioning at an optimal level by guaranteeing that all the other objectives are adequately aligned. For this reason, an organisation must keep a detailed and thorough account of the data of all their employees, which Henderson, (2017) states as being:
· Details of their past and current performance levels 
· An up to date working contract which outlines their terms and conditions of employment
· Personal records
[bookmark: _Toc86394327]5. Distinctions between PM and HRM
An array of authors from the likes of Guest (1991) and Aikaterini, (2014) have attempted to find an overt distinction between PM and HRM. Furthermore, Guest (1991) argues that much of the problem lies in whether such a clear distinction exists between the two approaches. However, Henderson, (2017) possesses an entirely conflicting point of view of the varying differences, which are further explored in Table 3.
Table 3 - Differences between PM and HRM
	Strategic nature
	PM works on a short timeframe that handles urgent organisational issues from staff shortages and the breakdown in employee relationships that often occur within an organisation on a day-to-day basis. HRM works on a longer-term basis, adopting a more calculated and ensuing approach to handling adversities to those found within PM.

	Psychological contract
	
A psychological contract is an implicit assumption between an employee and their employer. The early PM model established that a psychological contract was based on compliance. Whereby an employee was ordered to carry out a job, and the employer expected it to be carried out in return. Comparatively, the HRM model allows an employee to have a greater say in how tasks are conducted. Therefore, this approach can produce a more positive response and increased overall commitment from an individual to completing tasks.


	Job design
	To obtain increased commitment levels within an HRM approach, it presupposes that an employee should be permitted and recommended to use their self-control and organisational discipline instead of being coerced by   regulations and compliances that have been created by management.

	Organisational structure
	Both HRM and PM adopts to different organisational structures.PM is centred around on being more bureaucratic, pyramid shaped and hierarchical. Whilst HRM is considers as being much more flexible and less red taped. Furthermore, HRM utilises core individuals that are seen by an organisation to have the relevant attributes and expertise that are necessary for the success of the organisation.  

	Remuneration
	The traditional PM approach to remuneration is primarily focused on long paying scales revealing the hierarchical organisation structure which appreciates the length of service of an employee rather than their ongoing contribution. Contrastingly, HRM is more concentrated towards satisfying both an individual and a team

	Recruitment
	Recruiting and the selection process within the HRM model significantly differs from the traditional PM approach. HRM employs various and refined techniques to assess and select potential employees through psychometric analysis, psychological testing. Whilst PM, utilises much more straightforward and inexpensive methods that are deemed sufficient for the selection of non-managerial based employees.

	Training and development
	In a PM model, employees are a cost that should be kept to a minimum. Whilst the commitment to training and developing the employee is deemed as being insignificant. For this reason, an employer may have expressed concern that a rival competitor would pilfer an employee. However, HRM places a much larger emphasis on the continual training of all employees, especially those already well-established within the organisation and have the redeeming qualities and expertise that can be utilised to provide a superior advantage. 


	Employee relations perspective
	Both HRM and PM apply different approaches for analysing employee relations. HRM adopts a unitarist perspective whereby it considers an organisation as being both integrated and perfectly weighted, given that both managers and their workers have a mutuality of interests and objectives. A unitarist approach focuses on group participation that is built on loyalty between all employees. Such a method is geared towards minimising the risk of confrontation occurring through miscommunication or hostility amongst employees. By contrast, PM embraces a more pluralistic standpoint, giving  rise to the idea that an organisation consists of dynamic and diverse groups of employees who are seen to have their own set of loyalties, goals, and managers. Therefore, due to diverging views held within these groups, it can so often be noted that confrontation is likely to ensue.


	Welfare role
	Within the context of PM, the welfare role would be coordinated by a personnel manager who is amalgamated into a management team that addresses personal issues. The sole intention of management within the PM model was to minimise and govern labour costings. Furthermore, employees envisioned a more comprehensive welfare package than what was being provided, which was the primary reason why PM was often perceived in such an equivocal way. In contrast, it was clear that there was no specific functionality of a welfare role within the HRM. Some individuals claimed that it became irrelevant because of its unitarist culture.  



[bookmark: _Toc86394328]6. Comparisons between PM and HRM

Within literature, several comparisons exist between by PM and HRM from differing authors. Armstrong and Taylor (2020) provide an exhaustive list of the various similarities between PM and HRM; the most important are highlighted as follows: 

1) The strategies of PM and HRM are a direct result of the organisations' overall strategy
2) [bookmark: _Toc69213719]PM like HRM acknowledges that line managers oversee people management. Furthermore, the role of people management within both approaches gives managers relevant advice and backing to help them fulfil their obligations.  
3) The 'soft' version of HRM and PM are both equally focused on the "respect for the individual" by ensuring that both the demands of the organisation and the individual are of equal proportion. Both approaches aim to improve an individual's development to appease an individual's needs and to meet the objectives implemented by an organisation.
4) Both PM and HRM agree that the most crucial responsibility is to ensure that individuals are placed within the right job to develop their skillsets.

[bookmark: _Toc86394329]7. Conclusion

To conclude, this report has provided an in-depth and informative account of the various similarities and differences between PM and HRM from a broad range of authors and theorists. Furthermore, by taking their opinions into account, it has given a greater level of clarification of the critical role that HRM plays within an organisation and that by being effectively and strategically implemented, HRM can provide an organisation with the necessary capabilities to obtain a level of competitive advantage over their competitors. 
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