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Human resource management versus personnel management

The main purpose of the paper is to show main differences between the concept of human resource management (HRM)
and the concept of personnel management. HRM should be viewed as a strategic approach to the management of the
people who individually and collectively contribute to the achievement of organizational goals. The human resource
management itself is characterized by hard and soft approaches. The hard approach to HRM is based on the quantitative
aspects and “rational” methods. The soft approach to HRM is rooted in the school of human relations and behavioral
sciences based on communication, theories of motivation and leadership concepts. The basic idea of the soft approach
is to achieve the employee commitment to business objectives to involve them in creating the favorable environment
for communication and information exchange and organizational culture. Despite of using “hard” approach to HRM in
some Kazakhstani organizations there is no clear understanding discrepancy between these two concepts. The strategic
orientation of the concept is developed in the model of David Gest and The Harvard Map of Michael Beer. Using these
models and also “soft” approach would let the Kazakhstani management become more effective.

Key words: human resource management (HRM), personnel management, soft approach to HRM, hard approach to
HRM, the Harvard Map, David Guest’s model.

A.B. Jlunoska, A.T. 3akupoBa
Anam pecypcTapbiH 0acKapy #JHe KbI3MeTKepJepai 6ackapy
KOHIEMIUSIAPABIH afibIPMAIIBLIBIKTAPBI

Makasazia KeI3MeTKepiep/i 6ackapy KOHLENIHMAChIHAH aiaM pecypcrapbit 0ackapy (APB) KOHIENIMSCBIHBIH HEri3ri
epEeKIICTIKTEePiH KopceTy MaKcaThl KoibUIFaH. Kaszakcranaa, keioip yitbimaapna APB «karany» TocingeMe KoijaHFaHbIHA
KapaMacTaH, €Ki KOHIICTIHNS apachlHAArbl albIpMAIBUIBIKTA aHBIK TYCiHIKTeMe XOK. APD KoHIENIMsCHIHBIH
CTpaTerusUIbIK OarbITTRUIBIFBI [9BUa [ecT Moxeni sxoHe [apBapateik bup moxeninae xepcerineni. Ocel Momenbaepal
APB, connaii-ak «KyMcak» TOCUIIeMeHI KoNAaHy Ka3aKCTaHIbIK MEHEDKMEHTTIH THIM/II O0ybIHA MYMKIHIIK Oepei.
Tyiiin ce3nep: anam pecypcrapsin 6ackapy (APB), kei3metkepnepai 6ackapy, APB «wkymcaky» Tacingeme, APB «karany
tacinneme, [apBapa moxeni, [»Bun ['ect mozerni.

A.B. Jlunoska, A.T. 3akupoBa
Konnennusi ynpaJieHus1 YeJ10Be4eCKHMH pecypcaMu
B CPaBHEHHH ¢ KOHIENIHeH ynpaBJIeHUs IIEPCOHATIOM

B crarbe cTaBuTCs 3a7a4a 1Moka3aTh OCHOBHbIE OTJIMYMS KOHIETLUH YIpaBIeHUs deaoBedeckuMu pecypcamu (YUP)
OT KOHIICIIIMK yNpaBiieHus nepconanaom. B Kazaxcrane oTcyTcTByeT 4eTkoe HOHMMaHHUE PA3HULBI MEXKY IBYMsI KOH-
LENUUAMY, HECMOTPsL Ha MCIOIB30BAHUE GKECTKOro» mnoaxoza k YUP B HekoTOpbIX opranuzaunusax. Crparerudeckas
HanpasiaeHHOCTb KoHLenuy YYP npossisercs B monenu [psuna I'ecra u I'apsapackoit mogenu bupa. Mcnons3oBanue
sTux Mozenei YUP, a Takxke «MATKOTo» MOAXO0/a MO3BOIUT Ka3aXCTAaHCKOMY MEHEIKMEHTY CTaTh Oosiee 3 (GEeKTHBHBIM.
KiroueBbie ciioBa: ynpasnenne yenoBedeckumu pecypcamu (Y UP), ynpaBieHne mepcoHaaoM, «MATKHID MOAX0 K
YYP, «wxectkuii» noaxon k YUP, 'apapackas moaens, mozensb [I3Buna I'ecra.

Human resource management (HRM) is a con-
stantly ongoing activity, which constitutes the criti-
cal part of managers’ work and plays a crucial role
in the prosperity of an organization. Such view of
HRM is substantiated. According to managers who
treat people as human resources, employees of the

organization are the primary and most valuable as-
sets.

In general, human resources are a collection of
individuals, each of whom has a special personality,
intellect, ability for self-development and creativity
[1, p. 223].
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There are two common misconceptions about
HRM and Personnel Management:

e HRM and personnel management are oppo-
site concepts, activities in these areas are quite dif-
ferent.

e HRM and personnel management are the
same concepts and mean identical activities.

The concept of human resource management is
relevant and reflects not only the system of views
on the essence, goals and objectives, but also the
modern paradigm of this type of an activity. In this
paper the concept of HRM is expressed in the design
and organization of work with human resources: the
formation of positive social and psychological cli-
mate of the organization, creating the conditions for
maximizing employee development potential, pro-
viding favorable work conditions, fair treatment of
all employees [2, p. 20].

Each of the depicted components in the picture 1

is a function of HRM system. Depending on the size
and type of an organization, top management deter-
mines how many people implement HRM activities
and within which structure.

The main component in this system of human
resource management is a strategy of HRM, inte-
grated into the overall strategy of the organization.
This position is a cornerstone of the HRM concept.

In Kazakhstan, on average, the company al-
locates activities of HRM in a separate post, if the
number of employees is above 50-80 people. In
small business with the staff below 50 people, HRM
activities are performed by several people, for ex-
ample, this first head, his deputy, an accountant and
an office manager. In large organizations, the HR
direction is led by the Vice-President for Human
Resources, under whose control dozens of people
work, and the structure of this unit can represent an
organizational structure of a small company.

HRM
strategy
Labor :
remuniration Job analysis
Performance Recruting &
appraisal I—IRM selection
Career Labor
planning & relations
development -
Ornenting &
training

Picture 1 - Components of the HRM System

No matter what people think about HRM, in
many Kazakhstani companies directors, managers
and specialists in human resource management have
already been working. It must be recognized that the
term “human resource management” has become
a part of managers’ jargon, gradually replacing the
term “personnel management.”
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HRM is a strategic approach to the manage-
ment of the most valuable assets of the organization,
namely the people who individually and collective-
ly contribute to the achievement of organizational
goals. But the human resource management itself
can be characterized by hard and soft approaches
to the personnel.
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The hard approach to HRM is based on the
quantitative aspect of employee management and
their number control and is implemented by the
same “rational” method applied for any other eco-
nomic factor. This approach is focused on the fol-
lowing aspects:

* meeting the top managers’ interests;

* realization of the strategic approach consistent
with organization strategy;

» creation of an additional value through the de-
velopment of human resources and employee per-
formance management;

* need for a strong corporate culture as ex-
pressed in the mission and values of the organization
supported by communication, learning and perfor-
mance management [4, p. 7].

The soft approach to HRM is rooted in the school
of human relations and behavioral sciences based on
communication, theories of motivation and leader-
ship concepts. By Storey’s definition [4, p. 8], this
approach requires treating employees as a valuable
asset creating a competitive advantage by their work
commitment, adaptability and labor quality (skills, an

Table 1 — Personnel management and HR — Management

ability to work effectively, etc.). The basic idea of the
soft approach is to achieve the employee commitment
to business objectives to involve them in creating the
favorable environment for communication and infor-
mation exchange and organizational culture.

To the present date the several interesting mod-
els of HRM have been suggested by scientists. One
of them is David Guest’s (1989, 1997) model of
HRM that includes 6 dimensions of analysis:

HRM strategy;

HRM practices;

HRM outcomes;
Behaviour outcomes;
Performance outcomes;
Financial outcomes.

The model is prescriptive being based on the as-
sumption that HRM is distinctively different from
traditional personnel management (rooted in strate-
gic management, etc.).

According to David Guest’s model (1995) fi-
nancial outcomes within the HRM concept is distin-
guished by long-term orientation in contrast to the
short-term focus of personnel management (Table

1) [3]:

# Aspects

Personnel management

HR-management

Financial outcomes short-term

long-term

Psychological contract
compliance

“fair day’s work for a fair day’s pay’,

‘reciprocal commitment’

Employee relations

pluralist, collective and ‘low trust’

unitarist, individual and ‘high trust’

Design of organizations
design features

‘mechanistic’, top-down and centralized

‘organic’, bottom-up and decentralized

Policy goals
standard performance,
minimization of cost

administrative efficiency,

adaptive workforce, an improvement in
performance,
maximum utilization of human potential

The table 1 shows the workers’ irresponsibility
and lack of interest in concept of personnel manage-
ment and, on the contrary, the employee interest and
high responsibility in the HRM concept.

According to these stereotypes, HRM is differ-
ent from personnel management because:

e HRM is integrated into strategic manage-
ment;

e HRM seeks employees’ commitment to or-
ganizational goals;

e HRM’s perspective focuses on the indi-
vidual;

e HRM works better in ‘organic’ structures;

e HRM prioritizes the full utilization of hu-
man assets.

The Harvard model of HRM is another an-
alytical framework, which is premised on the
view that if general managers develop a view-
point of “how they wish to see employees in-
volved in and developed by the enterprise” (Mi-
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chael Beer) then some of the criticisms of his-
torical personnel management can be overcome.
The model was first articulated by Michael Beer
in 1984. It stresses the ‘human’ aspect of HRM
and is more concerned with the employer—em-
ployee relationship. The model depicted in the
picture 2 [4, p.14], highlights the interests of dif-
ferent stakeholders in the organisation (such as
shareholders, management, employee groups,
government, community and unions) and how

their interests are related to the objectives of
management. The Harvard framework (Picture
2) consists of six basic components:
Situational factors
Stakeholder interests
HRM policy choices
HR outcomes
Long-term consequences
. A feedback loop through which the outputs
flow directly into the organization and to
the stakeholders.

O L=

Stakeholder interests |q------ - ____________
Shareholders
Management Human resource
Employee groups » management
Govemm;nt policy
Community choices
Unions Employee influence
Human resource
flow
Reward systems
Situational factors » Work systems
Workforce characteristics

Human resource Long-term

outcomes consequences
Individual well-

—» Commitment — being

Competence Organizational

Congruence effectiveness

Cost-effectiveness Societal well-
being

Business strategy and
conditions
Management philosophy

Unions
Task technology
Laws and societal values

Labour market RN I

________________________________

Picture 2 - The Harvard model of HRM

The Harvard Map or model outlines four HR
policy areas:

1. Human resource flows: recruitment, selec-
tion, placement, promotion, appraisal, assessment,

termination, etc.

2. Reward systems: pay systems, motivation,
etc.

3. Employee influence: delegated levels of au-
thority, responsibility, power.

4. Work systems - definition/design of work
and alignment of people.

Which in turn lead to the ‘four C’s’ or HR poli-
cies that have to be followed:

e commitment;

e congruence;

e competence;

e cost effectiveness.

According to Boxall (Boxall, 1992) [4: p. 15],
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the advantages of this model are:

* recognition and approval of a wide range of the
various stakeholders’ interests;

* recognition of the importance of trade-offs,
both explicit and implicit, between the interests of
the owners of the organization and the interests of
its employees, as well as between the interests of
different stakeholders;

* expanding the context of HRM with the inclu-
sion of aspects of the «growing influence of work-
ers”, improvement of labor organization and study
of the issues related to the management style;

* recognition of the effects of a number of exter-
nal factors on the process of selecting the organiza-
tional strategy and a proposal to combine the factors
of the commodity market with the socio-cultural
factors;

 emphasis on the priority of the active strategic
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choice, not subject to a situational or external influ-
ence.

The Harvard model has had a significant influ-
ence on the theory and practice of HRM, particu-
larly highlighting the fact that HRM must be imple-
mented by all managers, not just by HR managers.

In fact, the discrepancy between HRM and per-
sonnel management lies in the difference in a vision
and positioning of its employees by an organization,
the role that top management assigns members of
the organization, how much he/she appreciates them
and how to treat them.

We believe that the concept of human resource
management must be supplemented by the follow-
ing provisions:

* treatment of employees as the most valuable
resources;

* providing extensive rights to the head of HRM
by positioning him/her as an equal partner;

* development of HR strategy;

* focus on employee career planning and devel-
opment.

Thus, summing up the paper content despite
the widespread use of the term «human resource
management», in Kazakhstan there is no complete
understanding of the term. Moreover, Kazakhstani

managers are not aware of the hard and soft ap-
proaches, knowledge of which could have a positive
impact on the effectiveness of Kazakhstani manage-
ment.

The analysis of the current situation has shown
that even if the concept of human resource manage-
ment is used, it is obviously based on the rigid ap-
proach. From the perspective of the development of
the region, we consider it is necessary to study and
introduce the soft approach to human resource man-
agement.

The transition to the soft HRM model must be
accompanied by the following measures:

* taking into consideration the all stakeholders’
interests while managing human resources in the or-
ganization;

» focusing on the issues of conflict management;

» strengthening of the workers’ role and their
involvement by formation of the adaptive organiza-
tional structures and the participatory organizational
culture;

* selecting an organizational strategy basing on
the needs of the commodity market and socio-cul-
tural factors using the systems management;

» management based on the strategy of the or-
ganization.
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