


Human Resource Management: A Very Short Introduction



VERY SHORT INTRODUCTIONS are for anyone wanting a stimulating and
accessible way into a new subject. They are written by experts, and have been
translated into more than 45 different languages.
 The series began in 1995, and now covers a wide variety of topics in every
discipline. The VSI library currently contains over 700 volumes—a Very Short
Introduction to everything from Psychology and Philosophy of Science to American
History and Relativity—and continues to grow in every subject area.

Very Short Introductions available now:

ABOLITIONISM  Richard S. Newman
THE ABRAHAMIC RELIGIONS  Charles L. Cohen
ACCOUNTING  Christopher Nobes
ADOLESCENCE  Peter K. Smith
ADVERTISING  Winston Fletcher
AERIAL WARFARE  Frank Ledwidge
AESTHETICS  Bence Nanay
AFRICAN AMERICAN RELIGION  Eddie S. Glaude Jr
AFRICAN HISTORY  John Parker and Richard Rathbone
AFRICAN POLITICS  Ian Taylor
AFRICAN RELIGIONS  Jacob K. Olupona
AGEING  Nancy A. Pachana
AGNOSTICISM  Robin Le Poidevin
AGRICULTURE  Paul Brassley and Richard Soffe
ALEXANDER THE GREAT  Hugh Bowden
ALGEBRA  Peter M. Higgins
AMERICAN BUSINESS HISTORY  Walter A. Friedman
AMERICAN CULTURAL HISTORY  Eric Avila
AMERICAN FOREIGN RELATIONS  Andrew Preston
AMERICAN HISTORY  Paul S. Boyer
AMERICAN IMMIGRATION  David A. Gerber
AMERICAN INTELLECTUAL HISTORY  Jennifer Ratner-Rosenhagen
AMERICAN LEGAL HISTORY  G. Edward White
AMERICAN MILITARY HISTORY  Joseph T. Glatthaar
AMERICAN NAVAL HISTORY  Craig L. Symonds
AMERICAN POETRY  David Caplan
AMERICAN POLITICAL HISTORY  Donald Critchlow
AMERICAN POLITICAL PARTIES AND ELECTIONS  L. Sandy Maisel
AMERICAN POLITICS  Richard M. Valelly
THE AMERICAN PRESIDENCY  Charles O. Jones
THE AMERICAN REVOLUTION  Robert J. Allison



AMERICAN SLAVERY  Heather Andrea Williams
THE AMERICAN SOUTH  Charles Reagan Wilson
THE AMERICAN WEST  Stephen Aron
AMERICAN WOMEN’S HISTORY  Susan Ware
AMPHIBIANS  T. S. Kemp
ANAESTHESIA  Aidan O’Donnell
ANALYTIC PHILOSOPHY  Michael Beaney
ANARCHISM  Colin Ward
ANCIENT ASSYRIA  Karen Radner
ANCIENT EGYPT  Ian Shaw
ANCIENT EGYPTIAN ART AND ARCHITECTURE  Christina Riggs
ANCIENT GREECE  Paul Cartledge
THE ANCIENT NEAR EAST  Amanda H. Podany
ANCIENT PHILOSOPHY  Julia Annas
ANCIENT WARFARE  Harry Sidebottom
ANGELS  David Albert Jones
ANGLICANISM  Mark Chapman
THE ANGLO-SAXON AGE  John Blair
ANIMAL BEHAVIOUR  Tristram D. Wyatt
THE ANIMAL KINGDOM  Peter Holland
ANIMAL RIGHTS  David DeGrazia
THE ANTARCTIC  Klaus Dodds
ANTHROPOCENE  Erle C. Ellis
ANTISEMITISM  Steven Beller
ANXIETY  Daniel Freeman and Jason Freeman
THE APOCRYPHAL GOSPELS  Paul Foster
APPLIED MATHEMATICS  Alain Goriely
THOMAS AQUINAS  Fergus Kerr
ARBITRATION  Thomas Schultz and Thomas Grant
ARCHAEOLOGY  Paul Bahn
ARCHITECTURE  Andrew Ballantyne
THE ARCTIC  Klaus Dodds and Jamie Woodward
ARISTOCRACY  William Doyle
ARISTOTLE  Jonathan Barnes
ART HISTORY  Dana Arnold
ART THEORY  Cynthia Freeland
ARTIFICIAL INTELLIGENCE  Margaret A. Boden
ASIAN AMERICAN HISTORY  Madeline Y. Hsu
ASTROBIOLOGY  David C. Catling
ASTROPHYSICS  James Binney
ATHEISM  Julian Baggini
THE ATMOSPHERE  Paul I. Palmer
AUGUSTINE  Henry Chadwick
JANE AUSTEN  Tom Keymer
AUSTRALIA  Kenneth Morgan



AUTISM  Uta Frith
AUTOBIOGRAPHY  Laura Marcus
THE AVANT GARDE  David Cottington
THE AZTECS  Davíd Carrasco
BABYLONIA  Trevor Bryce
BACTERIA  Sebastian G. B. Amyes
BANKING  John Goddard andJohn O. S. Wilson
BARTHES  Jonathan Culler
THE BEATS  David Sterritt
BEAUTY  Roger Scruton
BEHAVIOURAL ECONOMICS  Michelle Baddeley
BESTSELLERS  John Sutherland
THE BIBLE  John Riches
BIBLICAL ARCHAEOLOGY  Eric H. Cline
BIG DATA  Dawn E. Holmes
BIOCHEMISTRY  Mark Lorch
BIOGEOGRAPHY  Mark V. Lomolino
BIOGRAPHY  Hermione Lee
BIOMETRICS  Michael Fairhurst
ELIZABETH BISHOP  Jonathan F. S. Post
BLACK HOLES  Katherine Blundell
BLASPHEMY  Yvonne Sherwood
BLOOD  Chris Cooper
THE BLUES  Elijah Wald
THE BODY  Chris Shilling
THE BOOK OF COMMON PRAYER  Brian Cummings
THE BOOK OF MORMON  Terryl Givens
BORDERS  Alexander C. Diener and Joshua Hagen
THE BRAIN  Michael O’Shea
BRANDING  Robert Jones
THE BRICS  Andrew F. Cooper
THE BRITISH CONSTITUTION  Martin Loughlin
THE BRITISH EMPIRE  Ashley Jackson
BRITISH POLITICS  Tony Wright
BUDDHA  Michael Carrithers
BUDDHISM  Damien Keown
BUDDHIST ETHICS  Damien Keown
BYZANTIUM  Peter Sarris
CALVINISM  Jon Balserak
ALBERT CAMUS  Oliver Gloag
CANADA  Donald Wright
CANCER  Nicholas James
CAPITALISM  James Fulcher
CATHOLICISM  Gerald O’Collins
CAUSATION  Stephen Mumford and Rani Lill Anjum



THE CELL  Terence Allen and Graham Cowling
THE CELTS  Barry Cunliffe
CHAOS  Leonard Smith
GEOFFREY CHAUCER  David Wallace
CHEMISTRY  Peter Atkins
CHILD PSYCHOLOGY  Usha Goswami
CHILDREN’S LITERATURE  Kimberley Reynolds
CHINESE LITERATURE  Sabina Knight
CHOICE THEORY  Michael Allingham
CHRISTIAN ART  Beth Williamson
CHRISTIAN ETHICS  D. Stephen Long
CHRISTIANITY  Linda Woodhead
CIRCADIAN RHYTHMS  Russell Foster and Leon Kreitzman
CITIZENSHIP  Richard Bellamy
CITY PLANNING  Carl Abbott
CIVIL ENGINEERING  David Muir Wood
CLASSICAL LITERATURE  William Allan
CLASSICAL MYTHOLOGY  Helen Morales
CLASSICS  Mary Beard and John Henderson
CLAUSEWITZ  Michael Howard
CLIMATE  Mark Maslin
CLIMATE CHANGE  Mark Maslin
CLINICAL PSYCHOLOGY  Susan Llewelyn and Katie Aafjes-van Doorn
COGNITIVE NEUROSCIENCE  Richard Passingham
THE COLD WAR  Robert J. McMahon
COLONIAL AMERICA  Alan Taylor
COLONIAL LATIN AMERICAN LITERATURE  Rolena Adorno
COMBINATORICS  Robin Wilson
COMEDY  Matthew Bevis
COMMUNISM  Leslie Holmes
COMPARATIVE LITERATURE  Ben Hutchinson
COMPETITION AND ANTITRUST LAW  Ariel Ezrachi
COMPLEXITY  John H. Holland
THE COMPUTER  Darrel Ince
COMPUTER SCIENCE  Subrata Dasgupta
CONCENTRATION CAMPS  Dan Stone
CONFUCIANISM  Daniel K. Gardner
THE CONQUISTADORS  Matthew Restall and Felipe Fernández-Armesto
CONSCIENCE  Paul Strohm
CONSCIOUSNESS  Susan Blackmore
CONTEMPORARY ART  Julian Stallabrass
CONTEMPORARY FICTION  Robert Eaglestone
CONTINENTAL PHILOSOPHY  Simon Critchley
COPERNICUS  Owen Gingerich
CORAL REEFS  Charles Sheppard



CORPORATE SOCIAL RESPONSIBILITY  Jeremy Moon
CORRUPTION  Leslie Holmes
COSMOLOGY  Peter Coles
COUNTRY MUSIC  Richard Carlin
CREATIVITY  Vlad Glăveanu
CRIME FICTION  Richard Bradford
CRIMINAL JUSTICE  Julian V. Roberts
CRIMINOLOGY  Tim Newburn
CRITICAL THEORY  Stephen Eric Bronner
THE CRUSADES  Christopher Tyerman
CRYPTOGRAPHY  Fred Piper and Sean Murphy
CRYSTALLOGRAPHY  A. M. Glazer
THE CULTURAL REVOLUTION  Richard Curt Kraus
DADA AND SURREALISM  David Hopkins
DANTE  Peter Hainsworth and David Robey
DARWIN  Jonathan Howard
THE DEAD SEA SCROLLS  Timothy H. Lim
DECADENCE  David Weir
DECOLONIZATION  Dane Kennedy
DEMENTIA  Kathleen Taylor
DEMOCRACY  Bernard Crick
DEMOGRAPHY  Sarah Harper
DEPRESSION  Jan Scott and Mary Jane Tacchi
DERRIDA  Simon Glendinning
DESCARTES  Tom Sorell
DESERTS  Nick Middleton
DESIGN  John Heskett
DEVELOPMENT  Ian Goldin
DEVELOPMENTAL BIOLOGY  Lewis Wolpert
THE DEVIL  Darren Oldridge
DIASPORA  Kevin Kenny
CHARLES DICKENS  Jenny Hartley
DICTIONARIES  Lynda Mugglestone
DINOSAURS  David Norman
DIPLOMATIC HISTORY  Joseph M. Siracusa
DOCUMENTARY FILM  Patricia Aufderheide
DREAMING  J. Allan Hobson
DRUGS  Les Iversen
DRUIDS  Barry Cunliffe
DYNASTY  Jeroen Duindam
DYSLEXIA  Margaret J. Snowling
EARLY MUSIC  Thomas Forrest Kelly
THE EARTH  Martin Redfern
EARTH SYSTEM SCIENCE  Tim Lenton
ECOLOGY  Jaboury Ghazoul



ECONOMICS  Partha Dasgupta
EDUCATION  Gary Thomas
EGYPTIAN MYTH  Geraldine Pinch
EIGHTEENTH‑CENTURY BRITAIN  Paul Langford
THE ELEMENTS  Philip Ball
EMOTION  Dylan Evans
EMPIRE  Stephen Howe
ENERGY SYSTEMS  Nick Jenkins
ENGELS  Terrell Carver
ENGINEERING  David Blockley
THE ENGLISH LANGUAGE  Simon Horobin
ENGLISH LITERATURE  Jonathan Bate
THE ENLIGHTENMENT  John Robertson
ENTREPRENEURSHIP  Paul Westhead and Mike Wright
ENVIRONMENTAL ECONOMICS  Stephen Smith
ENVIRONMENTAL ETHICS  Robin Attfield
ENVIRONMENTAL LAW  Elizabeth Fisher
ENVIRONMENTAL POLITICS  Andrew Dobson
ENZYMES  Paul Engel
EPICUREANISM  Catherine Wilson
EPIDEMIOLOGY  Rodolfo Saracci
ETHICS  Simon Blackburn
ETHNOMUSICOLOGY  Timothy Rice
THE ETRUSCANS  Christopher Smith
EUGENICS  Philippa Levine
THE EUROPEAN UNION  Simon Usherwood and John Pinder
EUROPEAN UNION LAW  Anthony Arnull
EVOLUTION  Brian and Deborah Charlesworth
EXISTENTIALISM  Thomas Flynn
EXPLORATION  Stewart A. Weaver
EXTINCTION  Paul B. Wignall
THE EYE  Michael Land
FAIRY TALE  Marina Warner
FAMILY LAW  Jonathan Herring
MICHAEL FARADAY  Frank A. J. L. James
FASCISM  Kevin Passmore
FASHION  Rebecca Arnold
FEDERALISM  Mark J. Rozell and Clyde Wilcox
FEMINISM  Margaret Walters
FILM  Michael Wood
FILM MUSIC  Kathryn Kalinak
FILM NOIR  James Naremore
FIRE  Andrew C. Scott
THE FIRST WORLD WAR  Michael Howard
FOLK MUSIC  Mark Slobin



FOOD  John Krebs
FORENSIC PSYCHOLOGY  David Canter
FORENSIC SCIENCE  Jim Fraser
FORESTS  Jaboury Ghazoul
FOSSILS  Keith Thomson
FOUCAULT  Gary Gutting
THE FOUNDING FATHERS  R. B. Bernstein
FRACTALS  Kenneth Falconer
FREE SPEECH  Nigel Warburton
FREE WILL  Thomas Pink
FREEMASONRY  Andreas Önnerfors
FRENCH LITERATURE  John D. Lyons
FRENCH PHILOSOPHY  Stephen Gaukroger and Knox Peden
THE FRENCH REVOLUTION  William Doyle
FREUD  Anthony Storr
FUNDAMENTALISM  Malise Ruthven
FUNGI  Nicholas P. Money
THE FUTURE  Jennifer M. Gidley
GALAXIES  John Gribbin
GALILEO  Stillman Drake
GAME THEORY  Ken Binmore
GANDHI  Bhikhu Parekh
GARDEN HISTORY  Gordon Campbell
GENES  Jonathan Slack
GENIUS  Andrew Robinson
GENOMICS  John Archibald
Geography  John Matthews and David Herbert
GEOLOGY  Jan Zalasiewicz
GEOMETRY  Maciej Dunajski
GEOPHYSICS  William Lowrie
GEOPOLITICS  Klaus Dodds
GERMAN LITERATURE  Nicholas Boyle
GERMAN PHILOSOPHY  Andrew Bowie
THE GHETTO  Bryan Cheyette
GLACIATION  David J. A. Evans
GLOBAL CATASTROPHES  Bill McGuire
GLOBAL ECONOMIC HISTORY  Robert C. Allen
GLOBAL ISLAM  Nile Green
GLOBALIZATION  Manfred B. Steger
GOD  John Bowker
GOETHE  Ritchie Robertson
THE GOTHIC  Nick Groom
GOVERNANCE  Mark Bevir
GRAVITY  Timothy Clifton
THE GREAT DEPRESSION AND THE NEW DEAL  Eric Rauchway



HABEAS CORPUS  Amanda Tyler
HABERMAS  James Gordon Finlayson
THE HABSBURG EMPIRE  Martyn Rady
HAPPINESS  Daniel M. Haybron
THE HARLEM RENAISSANCE  Cheryl A. Wall
THE HEBREW BIBLE AS LITERATURE  Tod Linafelt
HEGEL  Peter Singer
HEIDEGGER  Michael Inwood
THE HELLENISTIC AGE  Peter Thonemann
HEREDITY  John Waller
HERMENEUTICS  Jens Zimmermann
HERODOTUS  Jennifer T. Roberts
HIEROGLYPHS  Penelope Wilson
HINDUISM  Kim Knott
HISTORY  John H. Arnold
THE HISTORY OF ASTRONOMY  Michael Hoskin
THE HISTORY OF CHEMISTRY  William H. Brock
THE HISTORY OF CHILDHOOD  James Marten
THE HISTORY OF CINEMA  Geoffrey Nowell-Smith
THE HISTORY OF LIFE  Michael Benton
THE HISTORY OF MATHEMATICS  Jacqueline Stedall
THE History of Medicine  William Bynum
THE HISTORY OF PHYSICS  J. L. Heilbron
THE HISTORY OF POLITICAL THOUGHT  Richard Whatmore
THE HISTORY OF TIME  Leofranc Holford‑Strevens
HIV AND AIDS  Alan Whiteside
HOBBES  Richard Tuck
HOLLYWOOD  Peter Decherney
THE HOLY ROMAN EMPIRE  Joachim Whaley
HOME  Michael Allen Fox
HOMER  Barbara Graziosi
HORMONES  Martin Luck
HORROR  Darryl Jones
HUMAN ANATOMY  Leslie Klenerman
HUMAN EVOLUTION  Bernard Wood
HUMAN PHYSIOLOGY  Jamie A. Davies
HUMAN RESOURCE MANAGEMENT  Adrian Wilkinson
HUMAN RIGHTS  Andrew Clapham
HUMANISM  Stephen Law
HUME  James A. Harris
HUMOUR  Noël Carroll
THE ICE AGE  Jamie Woodward
IDENTITY  Florian Coulmas
IDEOLOGY  Michael Freeden
THE IMMUNE SYSTEM  Paul Klenerman



INDIAN CINEMA  Ashish Rajadhyaksha
INDIAN PHILOSOPHY  Sue Hamilton
THE INDUSTRIAL REVOLUTION  Robert C. Allen
INFECTIOUS DISEASE  Marta L. Wayne and Benjamin M. Bolker
INFINITY  Ian Stewart
INFORMATION  Luciano Floridi
INNOVATION  Mark Dodgson and David Gann
INTELLECTUAL PROPERTY  Siva Vaidhyanathan
INTELLIGENCE  Ian J. Deary
INTERNATIONAL LAW  Vaughan Lowe
INTERNATIONAL MIGRATION  Khalid Koser
INTERNATIONAL RELATIONS  Christian Reus-Smit
INTERNATIONAL SECURITY  Christopher S. Browning
IRAN  Ali M. Ansari
ISLAM  Malise Ruthven
ISLAMIC HISTORY  Adam Silverstein
ISLAMIC LAW  Mashood A. Baderin
ISOTOPES  Rob Ellam
ITALIAN LITERATURE  Peter Hainsworth and David Robey
HENRY JAMES  Susan L. Mizruchi
JESUS  Richard Bauckham
JEWISH HISTORY  David N. Myers
JEWISH LITERATURE  Ilan Stavans
JOURNALISM  Ian Hargreaves
JAMES JOYCE  Colin MacCabe
JUDAISM  Norman Solomon
JUNG  Anthony Stevens
KABBALAH  Joseph Dan
KAFKA  Ritchie Robertson
KANT  Roger Scruton
KEYNES  Robert Skidelsky
KIERKEGAARD  Patrick Gardiner
KNOWLEDGE  Jennifer Nagel
THE KORAN  Michael Cook
KOREA  Michael J. Seth
LAKES  Warwick F. Vincent
LANDSCAPE ARCHITECTURE  Ian H. Thompson
LANDSCAPES AND GEOMORPHOLOGY  Andrew Goudie and Heather Viles
LANGUAGES  Stephen R. Anderson
LATE ANTIQUITY  Gillian Clark
LAW  Raymond Wacks
THE LAWS OF THERMODYNAMICS  Peter Atkins
LEADERSHIP  Keith Grint
LEARNING  Mark Haselgrove
LEIBNIZ  Maria Rosa Antognazza



C. S. LEWIS  James Como
LIBERALISM  Michael Freeden
LIGHT  Ian Walmsley
Lincoln  Allen C. Guelzo
LINGUISTICS  Peter Matthews
LITERARY THEORY  Jonathan Culler
LOCKE  John Dunn
LOGIC  Graham Priest
LOVE  Ronald de Sousa
MARTIN LUTHER  Scott H. Hendrix
MACHIAVELLI  Quentin Skinner
MADNESS  Andrew Scull
MAGIC  Owen Davies
MAGNA CARTA  Nicholas Vincent
MAGNETISM  Stephen Blundell
MALTHUS  Donald Winch
MAMMALS  T. S. Kemp
MANAGEMENT  John Hendry
Nelson Mandela  Elleke Boehmer
MAO  Delia Davin
MARINE BIOLOGY  Philip V. Mladenov
MARKETING  Kenneth Le Meunier-FitzHugh
THE MARQUIS DE SADE  John Phillips
MARTYRDOM  Jolyon Mitchell
MARX  Peter Singer
MATERIALS  Christopher Hall
MATHEMATICAL FINANCE  Mark H. A. Davis
MATHEMATICS  Timothy Gowers
MATTER  Geoff Cottrell
THE MAYA  Matthew Restall and Amara Solari
THE MEANING OF LIFE  Terry Eagleton
MEASUREMENT  David Hand
MEDICAL ETHICS  Michael Dunn andTony Hope
MEDICAL LAW  Charles Foster
MEDIEVAL BRITAIN  John Gillingham and Ralph A. Griffiths
MEDIEVAL LITERATURE  Elaine Treharne
MEDIEVAL PHILOSOPHY  John Marenbon
Memory  Jonathan K. Foster
METAPHYSICS  Stephen Mumford
METHODISM  William J. Abraham
THE MEXICAN REVOLUTION  Alan Knight
MICROBIOLOGY  Nicholas P. Money
MICROECONOMICS  Avinash Dixit
MICROSCOPY  Terence Allen
THE MIDDLE AGES  Miri Rubin



MILITARY JUSTICE  Eugene R. Fidell
MILITARY STRATEGY  Antulio J. Echevarria II
JOHN STUART MILL  Gregory Claeys
MINERALS  David Vaughan
MIRACLES  Yujin Nagasawa
MODERN ARCHITECTURE  Adam Sharr
MODERN ART  David Cottington
MODERN BRAZIL  Anthony W. Pereira
MODERN CHINA  Rana Mitter
MODERN DRAMA  Kirsten E. Shepherd-Barr
MODERN FRANCE  Vanessa R. Schwartz
MODERN INDIA  Craig Jeffrey
MODERN IRELAND  Senia Pašeta
MODERN ITALY  Anna Cento Bull
MODERN JAPAN  Christopher Goto-Jones
MODERN LATIN AMERICAN LITERATURE  Roberto González Echevarría
MODERN WAR  Richard English
MODERNISM  Christopher Butler
MOLECULAR BIOLOGY  Aysha Divan and Janice A. Royds
MOLECULES  Philip Ball
MONASTICISM  Stephen J. Davis
THE MONGOLS  Morris Rossabi
MONTAIGNE  William M. Hamlin
MOONS  David A. Rothery
MORMONISM  Richard Lyman Bushman
MOUNTAINS  Martin F. Price
MUHAMMAD  Jonathan A. C. Brown
MULTICULTURALISM  Ali Rattansi
MULTILINGUALISM  John C. Maher
MUSIC  Nicholas Cook
MYTH  Robert A. Segal
NAPOLEON  David Bell
THE NAPOLEONIC WARS  Mike Rapport
NATIONALISM  Steven Grosby
NATIVE AMERICAN LITERATURE  Sean Teuton
NAVIGATION  Jim Bennett
NAZI GERMANY  Jane Caplan
NEOLIBERALISM  Manfred B. Steger and Ravi K. Roy
NETWORKS  Guido Caldarelli and Michele Catanzaro
THE NEW TESTAMENT  Luke Timothy Johnson
THE NEW TESTAMENT AS LITERATURE  Kyle Keefer
NEWTON  Robert Iliffe
NIELS BOHR  J. L. Heilbron
NIETZSCHE  Michael Tanner
NINETEENTH‑CENTURY BRITAIN  Christopher Harvie and H. C. G. Matthew



THE NORMAN CONQUEST  George Garnett
NORTH AMERICAN INDIANS  Theda Perdue and Michael D. Green
NORTHERN IRELAND  Marc Mulholland
NOTHING  Frank Close
NUCLEAR PHYSICS  Frank Close
NUCLEAR POWER  Maxwell Irvine
NUCLEAR WEAPONS  Joseph M. Siracusa
NUMBER THEORY  Robin Wilson
NUMBERS  Peter M. Higgins
NUTRITION  David A. Bender
OBJECTIVITY  Stephen Gaukroger
OCEANS  Dorrik Stow
THE OLD TESTAMENT  Michael D. Coogan
THE ORCHESTRA  D. Kern Holoman
ORGANIC CHEMISTRY  Graham Patrick
ORGANIZATIONS  Mary Jo Hatch
ORGANIZED CRIME  Georgios A. Antonopoulos and Georgios Papanicolaou
ORTHODOX CHRISTIANITY  A. Edward Siecienski
OVID  Llewelyn Morgan
PAGANISM  Owen Davies
PAKISTAN  Pippa Virdee
THE PALESTINIAN-ISRAELI CONFLICT  Martin Bunton
PANDEMICS  Christian W. McMillen
PARTICLE PHYSICS  Frank Close
PAUL  E. P. Sanders
PEACE  Oliver P. Richmond
PENTECOSTALISM  William K. Kay
PERCEPTION  Brian Rogers
THE PERIODIC TABLE  Eric R. Scerri
PHILOSOPHICAL METHOD  Timothy Williamson
PHILOSOPHY  Edward Craig
PHILOSOPHY IN THE ISLAMIC WORLD  Peter Adamson
PHILOSOPHY OF BIOLOGY  Samir Okasha
PHILOSOPHY OF LAW  Raymond Wacks
PHILOSOPHY OF MIND  Barbara Gail Montero
PHILOSOPHY OF PHYSICS  David Wallace
PHILOSOPHY OF SCIENCE  Samir Okasha
PHILOSOPHY OF RELIGION  Tim Bayne
PHOTOGRAPHY  Steve Edwards
PHYSICAL CHEMISTRY  Peter Atkins
PHYSICS  Sidney Perkowitz
PILGRIMAGE  Ian Reader
PLAGUE  Paul Slack
PLANETARY SYSTEMS  Raymond T. Pierrehumbert
PLANETS  David A. Rothery



PLANTS  Timothy Walker
PLATE TECTONICS  Peter Molnar
PLATO  Julia Annas
POETRY  Bernard O’Donoghue
POLITICAL PHILOSOPHY  David Miller
POLITICS  Kenneth Minogue
POLYGAMY  Sarah M. S. Pearsall
POPULISM  Cas Mudde and Cristóbal Rovira Kaltwasser
POSTCOLONIALISM  Robert Young
POSTMODERNISM  Christopher Butler
POSTSTRUCTURALISM  Catherine Belsey
POVERTY  Philip N. Jefferson
PREHISTORY  Chris Gosden
PRESOCRATIC PHILOSOPHY  Catherine Osborne
PRIVACY  Raymond Wacks
PROBABILITY  John Haigh
PROGRESSIVISM  Walter Nugent
PROHIBITION  W. J. Rorabaugh
PROJECTS  Andrew Davies
PROTESTANTISM  Mark A. Noll
PSYCHIATRY  Tom Burns
PSYCHOANALYSIS  Daniel Pick
PSYCHOLOGY  Gillian Butler and Freda McManus
PSYCHOLOGY OF MUSIC  Elizabeth Hellmuth Margulis
PSYCHOPATHY  Essi Viding
PSYCHOTHERAPY  Tom Burns and Eva Burns-Lundgren
PUBLIC ADMINISTRATION  Stella Z. Theodoulou and Ravi K. Roy
PUBLIC HEALTH  Virginia Berridge
PURITANISM  Francis J. Bremer
THE QUAKERS  Pink Dandelion
QUANTUM THEORY  John Polkinghorne
RACISM  Ali Rattansi
RADIOACTIVITY  Claudio Tuniz
RASTAFARI  Ennis B. Edmonds
READING  Belinda Jack
THE REAGAN REVOLUTION  Gil Troy
REALITY  Jan Westerhoff
RECONSTRUCTION  Allen C. Guelzo
THE REFORMATION  Peter Marshall
REFUGEES  Gil Loescher
RELATIVITY  Russell Stannard
RELIGION  Thomas A. Tweed
Religion in America  Timothy Beal
THE RENAISSANCE  Jerry Brotton
RENAISSANCE ART  Geraldine A. Johnson



RENEWABLE ENERGY  Nick Jelley
REPTILES  T.S. Kemp
REVOLUTIONS  Jack A. Goldstone
RHETORIC  Richard Toye
RISK  Baruch Fischhoff and John Kadvany
RITUAL  Barry Stephenson
RIVERS  Nick Middleton
ROBOTICS  Alan Winfield
ROCKS  Jan Zalasiewicz
ROMAN BRITAIN  Peter Salway
THE ROMAN EMPIRE  Christopher Kelly
THE ROMAN REPUBLIC  David M. Gwynn
ROMANTICISM  Michael Ferber
ROUSSEAU  Robert Wokler
RUSSELL  A. C. Grayling
THE RUSSIAN ECONOMY  Richard Connolly
RUSSIAN HISTORY  Geoffrey Hosking
RUSSIAN LITERATURE  Catriona Kelly
THE RUSSIAN REVOLUTION  S. A. Smith
SAINTS  Simon Yarrow
SAMURAI  Michael Wert
SAVANNAS  Peter A. Furley
SCEPTICISM  Duncan Pritchard
SCHIZOPHRENIA  Chris Frith and Eve Johnstone
SCHOPENHAUER  Christopher Janaway
SCIENCE AND RELIGION  Thomas Dixon
SCIENCE FICTION  David Seed
THE SCIENTIFIC REVOLUTION  Lawrence M. Principe
SCOTLAND  Rab Houston
SECULARISM  Andrew Copson
SEXUAL SELECTION  Marlene Zuk and Leigh W. Simmons
Sexuality  Véronique Mottier
WILLIAM SHAKESPEARE  Stanley Wells
SHAKESPEARE’S COMEDIES  Bart van Es
SHAKESPEARE’S SONNETS AND POEMS  Jonathan F. S. Post
SHAKESPEARE’S TRAGEDIES  Stanley Wells
GEORGE BERNARD SHAW  Christopher Wixson
THE SHORT STORY  Andrew Kahn
SIKHISM  Eleanor Nesbitt
SILENT FILM  Donna Kornhaber
THE SILK ROAD  James A. Millward
SLANG  Jonathon Green
SLEEP  Steven W. Lockley and Russell G. Foster
SMELL  Matthew Cobb
ADAM SMITH  Christopher J. Berry



SOCIAL AND CULTURAL ANTHROPOLOGY  John Monaghan and Peter Just
SOCIAL PSYCHOLOGY  Richard J. Crisp
SOCIAL WORK  Sally Holland and Jonathan Scourfield
SOCIALISM  Michael Newman
SOCIOLINGUISTICS  John Edwards
SOCIOLOGY  Steve Bruce
SOCRATES  C. C. W. Taylor
SOFT MATTER  Tom McLeish
SOUND  Mike Goldsmith
SOUTHEAST ASIA  James R. Rush
THE SOVIET UNION  Stephen Lovell
THE SPANISH CIVIL WAR  Helen Graham
SPANISH LITERATURE  Jo Labanyi
SPINOZA  Roger Scruton
SPIRITUALITY  Philip Sheldrake
SPORT  Mike Cronin
STARS  Andrew King
STATISTICS  David J. Hand
STEM CELLS  Jonathan Slack
STOICISM  Brad Inwood
STRUCTURAL ENGINEERING  David Blockley
STUART BRITAIN  John Morrill
THE SUN  Philip Judge
SUPERCONDUCTIVITY  Stephen Blundell
SUPERSTITION  Stuart Vyse
SYMMETRY  Ian Stewart
SYNAESTHESIA  Julia Simner
SYNTHETIC BIOLOGY  Jamie A. Davies
SYSTEMS BIOLOGY  Eberhard O. Voit
TAXATION  Stephen Smith
TEETH  Peter S. Ungar
TELESCOPES  Geoff Cottrell
TERRORISM  Charles Townshend
THEATRE  Marvin Carlson
THEOLOGY  David F. Ford
THINKING AND REASONING  Jonathan St B. T. Evans
THOUGHT  Tim Bayne
TIBETAN BUDDHISM  Matthew T. Kapstein
TIDES  David George Bowers and Emyr Martyn Roberts
TIME  Jenann Ismael
TOCQUEVILLE  Harvey C. Mansfield
LEO TOLSTOY  Liza Knapp
TOPOLOGY  Richard Earl
TRAGEDY  Adrian Poole
TRANSLATION  Matthew Reynolds



THE TREATY OF VERSAILLES  Michael S. Neiberg
TRIGONOMETRY  Glen Van Brummelen
THE TROJAN WAR  Eric H. Cline
TRUST  Katherine Hawley
THE TUDORS  John Guy
TWENTIETH‑CENTURY BRITAIN  Kenneth O. Morgan
TYPOGRAPHY  Paul Luna
THE UNITED NATIONS  Jussi M. Hanhimäki
UNIVERSITIES AND COLLEGES  David Palfreyman and Paul Temple
THE U.S. CIVIL WAR  Louis P. Masur
THE U.S. CONGRESS  Donald A. Ritchie
THE U.S. CONSTITUTION  David J. Bodenhamer
THE U.S. SUPREME COURT  Linda Greenhouse
UTILITARIANISM  Katarzyna de Lazari-Radek and Peter Singer
UTOPIANISM  Lyman Tower Sargent
VETERINARY SCIENCE  James Yeates
THE VIKINGS  Julian D. Richards
THE VIRGIN MARY  Mary Joan Winn Leith
THE VIRTUES  Craig A. Boyd and Kevin Timpe
VIRUSES  Dorothy H. Crawford
VOLCANOES  Michael J. Branney and Jan Zalasiewicz
VOLTAIRE  Nicholas Cronk
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Chapter 1

What is Human Resource
Management and why does it
matter?

While there is no universally accepted definition of Human Resource
Management (HRM), in simple terms, it is about the relationship between
employer and employee and how this is managed. It covers all aspects of
how people are managed, including working conditions and how decisions
about work are made when we go to work for someone, or we employ
someone to work for us. It is worth noting that the average employee will
spend 80,000 hours of his or her life at work. That equates to more time
than we are likely to spend on any other activity during our lifetimes. We
spend more time with our work colleagues than many of us spend with our
families. The management of our working lives is therefore a topic that
affects nearly all of us and has important ramifications for society as a
whole. Recent work by Bryson and MacKerron found that paid work is
ranked lower than 39 other common activities people engage in, except for
being sick in bed (Table 1). Well-being at work varies depending on where
you work (at home, in an office, or elsewhere); whether you combine work
with other activities; whether you work with others; when you work; and
your personal and household characteristics. Some of this can be influenced
by the choices we make for ourselves and the decisions made for us by
others (managers) as well as public policy that governs the working
environment. If we are not as individuals complete masters of our destiny,
we do have choices as a society.



Table 1.  Bryson and MacKerron’s ranking of common activities
Intimacy, making love
Theatre, dance
Sports, exercising
Singing, performing
Chatting, socializing
Walking, hiking
Hunting, fishing
Drinking alcohol
Hobbies, arts
Meditating, religious activities
Sporting event
Childcare
Pet care
Listening to music
Games, puzzles
Shopping, errands
Gambling, betting
Computer games
Eating, snacking
Cooking, preparing food
Drinking tea/coffee
Reading
Listening to speech/podcast
Washing, dressing, grooming
Sleeping, resting, relaxing
Smoking
Browsing the internet
Text, email, social media
Housework, DIY
Travelling, commuting
Meeting, seminar, class
Admin, finance, organizing
Waiting, queuing
Care or help for adults
Working, studying
Sick in bed

Human Resource Management (HRM) is about the management of people
in the context of an employment relationship. In short, if we are working for
someone and getting paid (compensated) we are in an employment



relationship. For some work is a daily grind, but not everyone views work
in a negative sense. People can enjoy the work itself, or they might enjoy
the contribution they can make. They might enjoy being part of a
community in the workplace. People who win the lottery, for instance, will
often continue to work when they have no need of the pay cheque.

There are no simple scientific laws (although there are employment laws) to
apply in HRM, and much therefore depends on context. However, people
differ, not only from each other but in their attitudes and reactions from one
day to the next. This is what makes HRM a source of both fascination and
frustration. The term ‘herding cats’ comes to mind. Thus, it is hard to make
predictions in the same way as you can in, say, physics. Managing people in
a large manufacturing firm is different from running a corner store.
Working at a merchant bank is different from working on the docks or at a
hospital. Equally, how HRM is managed will vary across cultures and
countries. The USA is rather more individualistic than, say, mainland
Europe, where things tend to be viewed in more social and collectivist
terms. Equally, in Japan, age, family, and respect for honour are central.
This has implications for HRM. If there is a view that individual motivation
and capability is the key to success, practices may well be configured to
facilitate this. If there is more emphasis on collective routes to achieve tasks
then again practices may be configured to allow for that. Legislative and
other forms of regulation vary considerably across countries, as do
institutional arrangements (law, rules, custom, and practice). In the USA, a
‘hire-and fire-at-will’ philosophy means staff can be treated differently from
those in, for example, Germany where laws and regulations mean making
workers redundant or dismissing them for other reasons is a slower and
more considered process. Here we can see the ingredients for
misunderstandings when multinational corporations take their assumptions
and institutions to another part of the world on the basis of best practice.
Differing institutional contexts also help explain variation in the prevalence
of zero hours contracts or the conditions of the gig economy.

When did HRM begin? The industrial revolution was the crucible for the
creation of modern management. With the steam engine as the driver, new
modes of thought accompanied the industrial revolution. Indeed, if we were
to look to the most revolutionary change that drove the industrial revolution



it is a transformation in transport. First associated with Britain’s canal
systems, then steamships and trains, ease of transport allowed for a
concentration of people and resources while, at the same time, exposing
previously sheltered industries to competition and innovation. As there
were no business schools or colleges given over to the training of managers,
most firms initially recruited managers internally, either through the
delegation of family members or by promoting workers from the shop floor.
Firms slowly realized, however, that although technical knowledge was a
useful attribute in running a business it was not as important as general
managerial ability: a capacity to identify operational problems, recruit and
motivate staff, match supply with demand, and keep an eye on the
innovations implemented by competitors. The British historian Sydney
Pollard notes that Britain’s coal industry was the largest supplier of
managers to Britain’s expanding factories and mills. Not only was this
industry the first to use steam power with the introduction of the
Newcomen engine (the world’s first atmospheric steam engine), in 1712,
the workforces were also far larger than those found elsewhere, the typical
coal mine employing hundreds of workers at a time when most workshops
engaged a handful.

Organizations grew simply too large to be properly controlled by their
owners, so managers became responsible for the organization. That is not to
say everything was new. It has been pointed out that good parts of the
management armoury were available prior to the industrial revolution,
given most organizations have to deal with issues of coordination and
control. And the functions, ideologies, practices, and theories of
management have changed over time since the foundation of modern
management. But the concepts and applications of management have now
become so pervasive in our society that they are prevalent not only in for-
profit firms but also in non-profits, cooperatives, state agencies, and any
aspect of society that requires organization.

Although people worked in pre-industrial times, it was the industrial
revolution that led to greater formalization and the creation of a factory
regime. This created manager and worker relationships, with the employer
providing tools and equipment and paying for work. Such pay was used to
obtain the things workers needed to live (food, shelter, etc.) rather than



them working the land on which they lived. Equally, their previous
relationship with landowners, which was more personal (which is not to say
it was not exploitative), was replaced by more impersonal relations between
employer and employee, with supervisors who were not owners but the
beginning of a professional cadre who later became management. The
supervisor hired and fired as well as organized and instructed work.

With the first factories (the ‘dark satanic mills’ described by the English
poet William Blake) came systems. As production moved to a larger scale,
masters built factories and installed machinery to take advantage of market
and technological opportunities. They also needed a new sort of labour, one
that was more disciplined and literate than those of the pre-industrial order.
It made little difference when individual workers started work when each
operated their own hand tools, however when mechanized production was
introduced it required all to work to the same exact schedule. Initially,
mechanization was solely restricted to the spinning of cotton and, to a lesser
degree, wool. With increased competition, the employers also brought
hand-weavers into the mills and sought to improve the quality of production
through increased supervision. Although the early factories did employ
large number of children sourced from orphanages and poorhouses, this
proved a brief stage in the production process as—with higher levels of
capitalization—employers sought higher productivity through literate and
more skilled workforces and children were inefficient and hard to train.
This coincided with laws forbidding child labour driven by humanitarian
concerns and by 1851 most children no longer worked in factories.

As productivity soared, wholesale and retail prices collapsed. By 1860, a
metre of cloth could be purchased for 13 per cent of its 1790 price. Not only
did this make clothing far cheaper, it also forced constant innovation to
compensate for falling prices. The factory owners also needed to think in a
rather different and more systematic way in terms of recruiting and
rewarding workers. But factories in these times were not how we would
recognize them today, at least not in western industrialized countries. They
were messy, noisy, chaotic, and dangerous. The factory regime created
enormous social problems both in and outside the factory, and living
conditions were dismal. So, the labour problem had a knock-on effect and
created broader social problems. In Elizabeth Gaskell’s novel North and



South, set in the fictional industrial town of Milton (Manchester), we see
the heroine witness grim working (and living) conditions. The factory clock
governed life (after all, time is now seen as money) rather than the seasons
or the weather, moulding the culture of capitalism. Indeed, the economic
historian David Landes argued that timepieces even more than the
steamship drove the economic development of the West as factory owners
gave watches to punctual workers and workers brought their own
timepieces to work so they did not need to trust the factory clock. This
explains the tradition in some cultures of being given a watch upon
retirement as your time was now your own.…

In all this we see the emerging roots of HRM. The early campaigns for
worker welfare in the 18th and 19th centuries were driven by a mix of
humanitarian, religious, philanthropic, and business motives. Work began to
be regulated with restrictions on children working in factories and then on
working hours. Some employers took innovative approaches such as Robert
Owen (the Welsh philanthropist and social reformer) who established New
Lanark (near Glasgow), a spinning mill village with housing for workers
and schools for children based on paternalistic principles and setting out a
goal of an eight-hour workday with the slogan, ‘eight hours labour, eight
hours recreation, eight hours rest’. The Cadbury family (Quaker
industrialists) built Bournville village (just outside Birmingham) in the
1890s to locate their cocoa and chocolate factory for their workers, who
were provided with good wages and working conditions. Cadbury’s also
introduced works committees and pensions as well as making provision for
parks and medical services. Organizations increasingly began to offer
workplace amenities such as medical care, housing, and libraries. At the
same time, functionaries and departments specializing in HR processes such
as hiring, payroll, and record-keeping emerged.

But if we can detect the growing shoots of management in earlier times,
most people see Frederick Winslow Taylor (an American engineer and
consultant) as the founder of modern management in the early 20th century.
Taylor developed the idea of ‘scientific management’ and argued that
efficiency in business could be achieved through observing scientific
principles and close monitoring. Science was to be applied to a ‘fair day’s
work’. Managers took responsibility by replacing rule of thumb systems of



craft workers and reduced these to rules, laws, and formulas allowing for
less skilled workers to replace craft workers. Managers would instruct
workers on what to do, how to do it, and how much time to take to do it. In
short, managers did the thinking and workers carried out the orders. Henry
Ford, the American industrialist, adopted these principles in the context of
mass production and assembly lines to build cars. The system did run into
problems of motivation and morale. A huge machine works at Pittsburgh in
the USA in 1906 needed to hire 12,000 men and women to fill 10,000 jobs
as they needed to factor in the haemorrhaging of staff. Years later, this was
also the experience in Italian car factories, with many more people
employed than could work there if they all turned up. The tyranny of
machines and the factory system governing the lives of workers featured in
Charlie Chaplin’s famous film Modern Times, which satirizes the factory
process as developed by Henry Ford, in the 1920s, with his factory worker
running around trying to tighten screws wherever he went, failing to keep
up and eventually being sucked into the machine (Figure 1).



1. Charlie Chaplin in Modern Times.

While Taylor tended to ignore the human factor in efficiency, the newly
emerging discipline of personnel management embraced it. The same
period saw a shift from direct systems of management (personal
supervision, traditional paternalism, and simple piecework systems) to more
complex technical systems of management and bureaucratic forms of
employment. The Human Relations School sought to put workers more into
the foreground of management systems and to see them as not just
necessary cogs in the machinery of work, but as people with broader needs
and interests. HRM pioneers drawing from writers like Mary Follett (an
American thinker and political philosopher) at the turn of the 20th century
began to lay out the principles of modern personnel methods with
progressive changes in management style so as to humanize the workplace.



A bigger impetus to HRM was provided by the First World War, which
increased the need for complex systems to recruit, train, and reward large
numbers of workers. As organizations became larger and more complex, so
HRM comes to the fore. We should note that the term HRM is used in
different and confusing ways. It can mean three different things. First, it is
an overall term to refer to managing people in organizations. In this sense
HRM is found wherever there is employment. Second, it is also used with
regard to the specific function: the HRM department. Third, in the academic
literature it often refers to a ‘new model’ approach to people management
dating from the 1990s and the ‘discovery’ of people as a strategic resource.

The professional HRM function has often been criticized as fulfilling a
large administrative function rather than contributing to strategic goals
directly as ‘management’ itself. All large organizations have HRM
departments often with specialists within them responsible for dealing with
recruitment, selection, training, talent management, performance
management, reward, and employment relations. In smaller firms these
roles are often taken by one of the senior managers, but once the numbers
rise and it becomes difficult to deal with people on an individual basis an
HRM function is usually established. In large multinational organizations
the function may be dealing with employees across the globe with all the
complexity that entails.

Traditionally the HRM function was seen as much more about dealing with
staffing problems rather than workforce optimization. This was the
backdrop for the rise of the ‘new model’ HRM, in the mid-1980s, a model
that promised to develop and utilize the potential of human resources in
pursuit of the organization’s strategic objectives, a promise that informed
the work of management researchers and excited practitioners.

Today, in an era of globalization, several factors have emerged that heighten
the significance and complexity of HRM, including global sourcing,
regional trade agreements, and labour standards, as well as cultural
differences and innovation driven by competition. As traditional sources of
competitive advantage evaporate such as access to capital, protected
markets, and proprietary technologies, firms are looking to how they



manage employees to provide a competitive edge. This includes managing
and improving skills, capabilities, and behaviours. In fact, the harsh reality
is that people are more often seen as a cost to be minimized, particularly in
tough times. Senior managers have more often tried to minimize the impact
of employees on performance by substituting capital for labour where
possible (i.e. investing in technology and automating work, which reduces
the need for staff) and designing bureaucratic organizations that place an
emphasis on rule-following rather than facilitating initiative and
empowerment.

It is fair to say that HRM rhetoric (‘people are our most important asset’),
while often espoused by organizations, has often been regarded cynically at
the employee level. The practice of HRM is often accorded low status in
organizational strategies, and the traditional separation of those who
manage from those who actually do the work persists, contrary to the HRM
ideal of workers being empowered and using their talents. Workers are also
sceptical as they note the difference between their experience and the
rhetoric.

Nevertheless, we have seen something of a revolution taking place in many
organizations today. Managers, whether they explicitly acknowledge a
human resource focus or not, are now actively interested in getting staff
more motivated, engaged, and committed so as to meet demands and
deliver organizational returns. This has been especially true of the service
sector, the growth of which has come parallel to the growth of HRM. HRM
has been embraced as transformative in this domain, where, from the
perspective of customers, workers are the product (more than in
manufacturing and design firms, where creativity in pursuit of product and
systems innovations and efficiencies are seen as critical).

Whether in the ‘laboratory’ of university HRM departments or in the gritty
reality of the factory floor, there is no single model of HRM to be applied.
Indeed, the discipline has stretched to accommodate horizons beyond the
traditional Taylorist focal point of large-scale manufacturing. The subject of
HRM covers the small owner-managed textile sweatshops in Brick Lane,
London, as well as the high-tech behemoths such as Apple, Facebook, and



Google of Silicon Valley in California. Thus HRM covers individual and
collective relations, the whole range of HR practices and processes, line
management activities, as well as those of HR specialists, and both
managerial and non-managerial actors.

The history and evolution of HRM emphasizes its long-standing concern
with a human focus on employee well-being. As noted, this focus was
much in evidence in early developments in the areas of occupational health
and safety in the 19th century but we now see this focus reflected in issues
such as equality and diversity and work‒life balance. At its root, HRM
focuses on managing employment relationships, as well as the implicit and
explicit agreements established between individuals and organizations. How
one balances the needs and interests of employees against the needs and
interests of the organization is a hard path to navigate. The tensions
between different models of HRM’s role in firms, such as that between an
‘employee champion’ and a ‘business partner’ role in the organization, have
been the subject of much debate in the literature. In the 1950s the Austrian
management educator Peter Drucker joked that personnel management was
about all those things that do not deal with the work of people and that are
not management. More than half a century later, we can say that things have
moved on, and what Drucker regarded as having been neglected—the
organization of work and the organization of people to do the work—is
front and centre.

HRM also focuses on employees as a resource in delivering performance.
Much of the recent interest in HRM is about individual practices, or
combinations, so-called bundles that promise enhanced productivity. HRM
focuses on individual practices that ensure employee ability and motivation
to perform effectively, such as: recruitment and selection to ensure that the
best and the brightest talent is brought into the organization to fulfil its
needs; training and development to develop staff skills; performance
appraisal to assess performance and identify developmental requirements;
and the management of performance and rewards. Talent Management
became the mantra of recent years, although there are dangers if it becomes
focused on a select few, creating a divisive and demotivating effect on the
many, carrying a message that others lack talent and by implication
contribute little.



While much of the literature on HRM has focused on the needs and
concerns of employees in organizations (as well as their potential value as
resources contributing to organizational performance), there is also a focus
on management, including the changing role of the HR function, its
organization, and professionalization as the HR function moves away from
administrative and transactional requirements of personnel matters, towards
taking a more strategic role focusing on managing change and building
organizational culture.

The employment relationship has psychological, legal, economic, and
political aspects, and an employment exchange involves ongoing
negotiation between unequal parties. Keith Sisson, an employment relations
professor, sees this as being about the institutions involved in governing the
employment relationship, the people and organizations that make and
administer them, and the rule-making involved, as well as the outcomes.
Institutions include laws, customs, and practice, as well as the substantive
rules that cover the ‘what’ of the employment relationship and procedural
rules that deal with the ‘how’. As Sisson observes, managers make rules
and employees are expected to follow them.

Employment law is part of our story, and indeed the contract of
employment lays out the rights and responsibilities of employers and
employees. At its simplest, employees receive wages in return for which
employers acquire the right to direct them, but of course the contract is seen
in law as being between equal parties, which is a fiction. Whereas actors
and professional footballers may sit down to negotiate a contract (or their
lawyers do this on their behalf), for most people, the contracts are relatively
standard and the ability to negotiate changes is sadly missing—although
note that even with professional footballers, a contract is binding.
Famously, Cristiano Ronaldo (paid over £100,000 a week at the time)
claimed he was a ‘slave’ while being kept at Manchester United when he
wanted a move to Real Madrid. We are all ‘wage slaves’ but some of us are
better paid than others. It is also worth noting that some of the rights and
responsibilities of a contract even extend beyond leaving formal
employment, such as restrictive covenants, non-disclosure agreements, non-
solicitation, and no poaching clauses. For example, sales people cannot take



clients when they leave, and senior execs cannot work for competitors for a
period of time.

Having a contract requires that it is operationalized. Contracts, even
detailed ones, cannot envisage all potential circumstances and what every
person is to do every minute for every day. This indeterminacy requires
ongoing negotiation as managers seek to direct staff in their duties. This is
because labour is embedded in people and is not a commodity, so any work
done is volitional. This creates tensions and struggles over allocation of
work, work pace, and issues of control more generally. A useful notion is
that of the frontier of control, which is best thought of as a constantly
renegotiated line. As things can move over time, the line changes through
custom and practice, and becomes a new line. But equally, the line gets bent
each day as part of this negotiation process.

The Covid-19 pandemic changed the norms concerning working at home
and workers have in many cases been reluctant to return to the old normal
with that rigidity and lack of flexibility. Some organizations are having to
renegotiate a new normal.

This issue of indeterminacy is what has led to terms such as working
without enthusiasm or work-to-rule being part of the language of the
workplace—well before notions of engagement gathered currency in the
workplace. Following orders can cause chaos too. In a famous novel by the
Czech writer Jaroslav Hašek, The Good Soldier Švejk, the soldier—by
doing exactly as he is told (taking orders literally)—causes mayhem in the
Austrian army and exposes military stupidity (the ideas are similar to those
espoused by Joseph Heller in Catch 22). While the satire was aimed at the
army as a bureaucracy designed to organize people, the true/actual target is
modern society; our elaborate structures and the people in power, who plan
things without much awareness of how they will play out on the ground or
how they affect ordinary people. Not surprisingly, working without common
sense is also a term which is part of workplace language, reflecting exactly
this point. Indeed a key issue with HRM is who implements it. While HRM
may design policies (at the behest of senior managers), HRM is carried out



by line managers, and the demands placed upon line managers in terms of
adherence to rules may cause tension between them and the HR function.

Given the incompleteness of the employment contract, it is clear that all
workers possess some ‘tacit skills’, that is, the knowledge and
understanding workers accumulate throughout their lives, which is typically
extremely difficult to write down into a contract or otherwise codify. Tacit
skills can be seen in many areas of employment, such as in the ability to
deal with people in various situations. While some skills can be copied by
watching other people or reading handbooks, others must be ‘learned’
through practice or by doing similar jobs. The key thing, however, is that
these skills and attributes are actually much more than ‘simple common
sense’.

A key point, as we will see later throughout the book, is that the
employment relationship is a process of exchange, but that the exchange is
political, within an unequal power relationship. This is often referred to as
the asymmetry of power between capital and labour. In simple terms,
ownership of production, an excess supply of job seekers, and the rights
bestowed on managers through law, creates an uneven playing field. Some
employees have more power than others (footballers more than architects,
although a particular architect might have a high degree of bargaining
power) and this may change over time. Employees can band together
collectively through unions to bargain for better terms and conditions.
Employers can move capital (factories etc.) and set up somewhere else in a
way which it is difficult for employees to do.

Much of my own work has drawn from an employment relations
perspective where it is recognized that the relationship embodies both
common and divergent interests. That is to say, both parties have interests in
ensuring the organization performs well so that wages are paid and profit
return to owners is satisfactory. However, there are also divergent interests.
In simple terms, the employer is likely to wish to buy labour at the lowest
possible price to maximize profits, whereas employees wish to sell their
labour at the highest possible price. This produces a conflict of interest.
Thus, it is best to understand that employment relations are dynamic. All



this produces issues around what is termed the ‘effort bargain’—what do I
as the employee expend in terms of my effort in relation to the wage I get
from my employer? Rationally, I could think of expending the minimum
effort needed to keep my job. Why work harder? As Ronald Reagan said,
‘hard work might not have killed anyone but why take the risk’. Actually,
many people die of overwork, and the Japanese even have a word for it
—‘karoshi’. In fact, workers often collectively try to control how much
work they all do to ensure there is no rate-busting individual working
harder than their colleagues, which puts them all under pressure or threatens
jobs. This is yet another illustration of conflicts of interest. In recent years,
there has been talk of the need to find out how to get workers to expend
discretionary effort—so rather than coerce them maybe find a way of
eliciting their voluntary effort.

So HR can make work less dehumanizing (or more humanizing)—at least if
done so more ethically or equitably by being pluralistic and inclusive. The
Covid-19 pandemic raises issues such as what is the new workplace and
how does HRM help make for better working lives?



Chapter 2

HRM: strategy and performance

Much of the interest in the contemporary HRM literature has been around
its link with strategy. Premised on a larger organization and an actual HR
department, the idea was that no longer was the HR unit to be in charge of
office space, furniture, the first-aid kit, and the nuts and bolts of payroll,
stationery, and finding new recruits but a newer, more important arena:
developing and utilizing the potential of human resources in pursuit of the
organization’s strategic objectives.

This would entail a place on the management board and access at the
highest level, rather than the HRM department being an organizational
emergency service called in to clean up the fall-out of strategic decisions
and ensuring that no one gets sued. Under old HRM thinking, the less
anyone heard from the HRM department, the fewer problems there were.
This reflected the preoccupation with labour as a problem and firefighting
as the appropriate mode of action.

A famous quote is illuminating, noting a tendency in the past for the Human
Resources department to be seen as a ‘trash can’ for all those tasks that do
not fit anywhere else:

Personnel administration…is largely a collection of incidental techniques without much
internal cohesion. As personnel administration conceives the job of managing worker and
work, it is partly a file-clerk’s job, partly a housekeeping job, partly a social worker’s job and
partly firefighting to head off union trouble or to settle it…the things the personnel
administrator is typically responsible for…are necessary chores. I doubt though that they
should be put together in one department for they are a hodgepodge…They are neither one



function by kinship of skills required to carry out the activities, nor are they one function by
being linked together in the work process, by forming a distinct stage in the work of the
managers or in the process of the business.

From the 1980s onwards, the HRM literature and HRM departments talked
of prioritizing strategy with HR people as business managers. In this
scenario HRM departments and the people responsible for personnel
management are at the centre of the action, helping the organization achieve
its objectives, and are critical to the mission. Indeed, there is some evidence
that senior management do think ahead systematically about managing
people but also that this is fairly well downstream in organizational
planning. Nevertheless, the importance of the management of people was to
become much more central to management thinking about decisions which
are related to creating and sustaining competitive advantage. And of course,
in most organizations, strategies are shaped by forces beyond their
immediate control (political, economic, social, and legal forces), which
create the context for manoeuvre. Strategy can be seen as corporate strategy
(the overall scope of the organization, its structures and financing, and the
distribution of resources between its different constituent parts),
competitive strategy (how the organization competes in a given market),
and operational strategies (how the various sub-units such as marketing,
finance, and including HRM contribute to the higher-level strategies).

The Anglo-American approach emphasizes shareholders as the key
stakeholders and strategy is designed to primarily satisfy them, but other
perspectives incorporate a much greater range of stakeholders that includes
customers, local communities, the environment, workers, and societal
expectations. HRM has to balance and indeed integrate the needs of
employers, employees, and the wider society and should be guided by a
moral and professional base. In short HRM requires social legitimacy for its
work. Employers have a wider role in society, acting within legal norms,
dealing with citizens and consumer groups, and, for example, they can
contribute to the agenda of social inclusion and the health of the nation
more generally. This wider perspective helps with the humanizing agenda.

Central to the modern HRM agenda was the importance of ensuring the
commitment of employees across industry and a shift away from control.



This fits with a movement towards the so-called ‘soft aspects’ of
management style—shared values, staff, and skills. Commentators,
including HRM advocates, argued that financial goals are not sufficient in
themselves, but need to be underpinned by a broader set of societal values.
In broad terms, the new HRM was seen as less bureaucratic, less concerned
with administration, and more strategic, more integrated with business
objectives, and substantially devolved to line managers, as part of an
employee commitment perspective with the notion of employees as an
asset, not a cost. Underlying this approach was the idea that HRM was not a
series of individual policies, but an entire system that needed to be managed
and fitted to overall organizational goals to achieve the desired outcomes.

As noted, one reason for the historical lack of emphasis on business strategy
and HRM is that the HR function, or Personnel department, has
traditionally never had a very prominent role in strategic development. Yet,
however good the strategy, it needs to be successfully implemented and this
depends on the effective management of human resources.

Just repeating the term ‘strategy’ and inserting it in every second sentence
or at the top of every document does not make something strategic, and
there is a danger of comparing an ideal type of HRM (strategic) with a
descriptive view of personnel management (mundane). Despite some
evidence of a greater emphasis on people management in corporate thinking
and the growth in importance of the human resource management function,
the function still has lower status and is accorded less significance than
other functions (e.g. finance and marketing) and has tended to be ignored in
business policy and strategic management texts.

A central problem for the HRM department is that they can occupy an
ambiguous position within the organization, most commonly seen in their
occupation of the middle ground between management and workers, but
also because the employment relationship is contested. HRM is then a
highly political activity and indeed often struggles to find a balance
between commercial imperatives and employee well-being.



One way to get a handle on these issues is to think about hard or soft HRM.
In simple terms, hard HRM is about ‘fit’, so HR is an asset like any other
and a low-cost approach might mean HRM is about sweating the labour. In
contrast, the ‘soft’ approach is based on the notion of ‘resourceful humans’
and people investment. This was nicely summed up by Harvard professor,
Richard Walton, who refers to ‘employees being given broader
responsibilities, encouraged to contribute and helped to take satisfaction
from work’.

But the management of human resources should be more than a mere
consequence of strategy. Most business decisions will have some effects on
the management of people, but such effects are not necessarily strategic
decisions. Slashing the workforce in a kneejerk response to changes in
profitability is simply a reactive decision, not a strategic one. We would
expect to see very different strategies for the management of human
resources from those organizations who see employees as a commodity,
with the emphasis on cost control, while others may emphasize
differentiation in terms of quality, with employees as a resource to be
developed.

A more useful approach for us is to characterize strategic HRM as entailing
strategic integration and a ‘positive’ approach to the management of
employees with an emphasis on staff as a resource rather than a cost. Thus,
strategic integration is a necessary but not sufficient component of strategic
HRM. Equally, an emphasis on staff as a resource without strategic
integration is not strategic HRM either. Developing staff in ways which are
unrelated to the business strategy of the organization is not strategic HRM.
In contrast, an ‘accounting’ view of labour management (that is, labour as a
cost) may well be strategic in that it may be related to competitive
advantage through cost leadership, and as such strategically integrated, but
where human resources are simply sweated to create profit seems a far cry
from bringing to life people as a key resource, which is what strategic HRM
is supposed to be about. We suggest strategic HRM is about human
resources actively contributing towards the organizational mission and not
simply about not hindering existing business strategy. Of course, we may
find that many organizations would fit neither category in that the
management of staff may not be considered a strategic issue at all, nor be



integrated into the strategic planning process, and staff may not be
considered as a resource. In this sense, strategic HRM might apply to a
minority of organizations while in others HRM might be more ad hoc,
opportunistic, and reactive.

With this thinking organizations need to ‘match’ their human resource
strategies to their business strategies, so that there is alignment. The
configuration of practices that provides the tightest fit is then seen as being
ideal for the particular strategy. This includes both horizontal fit between
HR practices and vertical fit between HR practices and business strategy.
Horizontal fit ensures the same messages are given out to staff as a result of
HR practices being aligned. Thus, if long service is a key value, then this
might override pay for performance. Or if the organization places high
value on the voice and dignity of their workers, managers should not be
rewarded for meeting performance targets, if they are achieved in a way
that is inconsistent with these values. If the organization emphasizes
innovation, HR practices should be supporting this with less of a
compliance culture and even allowing for challenging voice and dissent.
There are two major influential HR models: one being the Michigan model,
which stresses a tight and calculative fit between business needs of the
organization and management of people, and the other, the Harvard model
(by Michael Beer and colleagues), which stresses the importance of
multiple stakeholders and emphasizes people as a resource with well-being
as an outcome as much as business performance. Here again we need to be
reminded that an obsession with performance is problematic and that
corporate metrics has a dehumanizing effect. Employee welfare is a vital
role of HR, and getting too close to senior managers runs the risk of losing
what is valuable about the HR function and its attention to other
stakeholders.

Having said that, the extent to which human resource strategies can simply
be ‘matched’ with the requirements of a changing business strategy, as if
selecting a lounge suite, is open to question. The ‘matching’ literature has
tended to assume that employee attitudes and behaviour can be moulded by
management. Managers are the key designers and actors from this
perspective. But human resource outcomes cannot be taken for granted.
Indeed, the notion of best-fit is a rather static and perhaps an inappropriate



metaphor in a rapidly changing world. Some strategy experts, drawing on
behavioural science literature, argue that strategy in management suffers
from ‘chess syndrome’, in that it is seen as a science of the intellect with
analytical tools and strategic analysis at the forefront. But although, in
chess, picking a move is intellectually complex, it is behaviourally trivial—
once a move has been decided, making the move is simple and can happen
instantly. However, execution or implementation in management is much
trickier and is more expeditionary (like climbing Everest) than
contemplative. Climbers of Everest have only two feasible moves to start,
unlike chess in which there are 24 at the beginning and 10.9 million
possible positions by move seven. Success in mountain climbing is not
down to choosing which path to start with, but mastering the fundamentals,
assembling and managing the right team of people, and anticipating and
dealing with the conditions of the climb. This may well have value for the
way we think about people in the organization, in that a motivated,
engaged, and well-organized staff is likely to be of some importance
regardless of the detail of strategy, which many employees, including
managers, are unaware of. If this sounds exaggerated, an MIT study
reported that less than one-third of executives and middle managers
responsible for executing strategy could list three of their organization’s
strategic priorities.

Do we need to be concerned about strategy and HRM? One view is that
since businesses exist to produce profit, not good HRM, and given that
HRM practices are essentially facilitative and not stand-alone activities but
must flow from corporate strategy, it is inevitable that they are not first
order strategies. However, the danger here is to consider only first order
strategies as really ‘strategic’, with other aspects dumped in the operational
basket. This is misleading, as it assumes strategies are of one kind
(assuming real strategy relates to product market issues) and other matters
are either strategic or non-strategic, whereas we may be better thinking of
degrees of strategy. Equally, a shareholder perspective places HR well
downstream from the overall corporate mission, some might say drifting
without the proverbial paddle, but even in the shareholder model (in which
the business of business is business) there may be sense in thinking about
how HR is not separate, but should be considered within the overall
strategy. If you were setting up a new plant, as many Japanese firms did in



the north-east of England in the 1980s, you would need to factor in (as they
did) the skills the plant requires and the state of the labour market in that
region before you started acquiring the land to build your factory.

Human resources need to be considered at two different levels. The first is
at the level of implementation, where it is argued that much of the success
of policy implementation depends on the effective management of human
resources. The brilliant plan designed at the top is always going to be little
more than a set of long documents outlining a future, which does not exist
outside the boardroom, unless the work is translated or enacted on the
ground. This requires line managers to take up the project, having both
bought into the strategy and having the skills to carry it out. If we take a
football analogy, not every team has the skills to play like today’s
Manchester City or the total football of the Dutch national team in the
1970s.

But there is also a case to be made that human resources need to be
considered further up the planning process and to influence business
strategy, so that rather than just flowing from the business strategy, they
should be part of it. The human resource dimension may constrain the type
of business strategy adopted or indeed provide opportunities. It is no good
making a strategic business decision to relocate if the organization finds it
cannot recruit a workforce, as noted above. Equally, the existing skills of
the workforce may well constrain business growth.

In recent years, the HRM and strategy agenda has converged on a search for
best practice. This is not new and can be traced back to Frederick Taylor
and the scientific management era. HRM is not immune from a search for
one best way either. In terms of the strategy we saw earlier, a best-fit
approach is one where organizations, labour markets, technology,
organization size and structure, national business and employment systems,
product markets, and life cycle of the business are all potential influencing
factors, and there is no single ideal set of practice to be employed in order
to improve organizational performance. Others look at the nature of the
strategy itself. Organizations operating at the top end of the market are
likely to have different HR practices from those operating on a low-cost



model, whether airlines (British Airways vs Ryanair) or restaurants (a
luxury hotel such as The Ritz vs a fast food chain such as McDonald’s),
although even with the same market position there are different approaches,
as we can see with the examples of Ryanair vs Southwest Airlines. There
are also likely to be different HR issues that are important in different
sectors—having a high staff turnover is more likely to be a problem for a
firm of architects or management consultants than it is for a fast food chain.

In the 1990s, HR professionals finally appeared to have evidence that HR
made a difference to organizational performance. Compelling evidence was
accumulated to show a positive association between organizational
performance and a bundle of complementary HRM practices, known
collectively as high-performance work systems (HPWS). This bundle
usually includes selective recruitment, extensive training, internal
promotion, performance appraisals, work teams, and employee
participation, among other practices. The positive association between
HPWS and organizational performance holds in a wide range of studies
conducted in many different countries. This universalistic ‘best practice’
evidence suggests that the HPWS bundle should be implemented widely.
This recipe seems to apply across the board as good people management
matters everywhere. The landmark 1996 study by the American HR scholar
Mark Huselid on the Impact of Human Resource Management Practices on
turnover and productivity showed that HPWS (he listed 13 practices) was
significantly and positively related to lower staff turnover, higher profits,
increased sales, and market value.

This new HRM paradigm fits with the notion that today, in modern
organizations, the emphasis is on people not just working harder (sweating)
but smarter, using their brains, knowledge, and skills rather than brawn and
long hours to compete. Hence organizations should invest in people to
deliver the best outcomes. As Western countries faced stiff competition
from newly industrialized countries they had to move away from simple
cost competition to competing on innovation and quality, which required
HR investment. So these ideas married well with the demand for new ways
of competing.



Much of the impetus for these ideas derives from the USA against the
backdrop of a concern with the decline of US industry and how to turn
around various sectors, especially manufacturing, with a high-skills model.
But over time, the messages and the models spread into other sectors and
then globally.

The core message was about bundles (simply, a collection of reinforcing
HR practices) that facilitate worker participation and decentralize
management, and that having a piecemeal take-up of HR practices means
that organizations miss out on potential benefits. The task of the
organization, and of HR managers in particular, is to identify an appropriate
bundle for their organization and then implement such a high-performing
work system.

However, this recommendation is rather easier to state than to follow. First,
which HR practices should be included in these bundles? There is no
definitive list, with some counting up to as many as 28. The original classic
set is from Jeffrey Pfeffer, a Stanford Management Scholar. He lists seven
‘universal’ practices: employment security, selectivity in recruitment, high
levels of contingent reward, self-managed teams, extensive training and
development, information-sharing, and harmonization of status
differentials. These are to be held together under an overarching philosophy
with a long-term approach so that you have to invest to get the return.

This list needs to be adapted for the context of its application. Huselid’s
study included having an employee ‘grievance’ procedure as core best
practice, for example, but in some countries this is simply the law, not
evidence of best practice or leading-edge firms. Indeed, some of the fastest
developing economies in the world have scant employment regulation and
often rely on contracting workers from other countries, and rather than go
through disciplinary processes might simply not renew the contract.

This is important given the US bent to the HRM literature, where there is
little restriction on employment practices or the protection that one might
find in the EU. But organizations are embedded in societies that influence
them in a number of ways, including through the law/hard regulation, but



also through their culture, codes of practice, and best practice.
Organizations operate within national and institutional contexts and play
within these national rules, which effectively provide a social licence to
operate. So they do not have complete autonomy as they put together their
HRM blueprint. Their strategic recipes are manufactured within this
framework of hard and soft regulation.

While the research evidence on bundles reports positive associations, there
are unresolved issues of causality. The major issue for these studies is that
few use longitudinal data, so while there are numerous associations between
HR practices and performance, we cannot be sure that these bundles lead to
better performance because it is equally plausible that the organizations that
perform better also have the resources to invest more in HR practice.

John Purcell, now Emeritus Professor at Bath University, issues a
cautionary warning:

The claim that the bundle of best practice HRM is universally applicable leads us into a
utopian cul-de-sac and ignores the powerful and highly significant changes in work,
employment and society visible inside organisations and in the wider community. The search
for bundles of high commitment work practices is important, but so too is the search for
understanding of the circumstances of where and when it is applied, why some organisations
do and others do not adopt HRM, and how some firms seem to have more appropriate HR
systems for their current and future needs than others. It is only one of many ways in which
employees are managed, all of which must come within the bounds of HRM.

In addition, and this is taken up in the next chapter, practices as preached
are not the same as those implemented, let alone those experienced. The
wonderful progressive set of practices listed in the HR strategy document
may in fact be experienced rather differently by employees. What can be
seen by those at the top of the organization as developmental performance
management systems can be regarded by those further down as punitive.
What HR might consider to be a clear articulation of culture and values can
be seen by others as brainwashing. So, are we measuring the existence of
the practice or the experience of it? Furthermore, to the extent that the data
shows a link, we lack information on the processes involved. Scholars use
the term ‘opening up the black box’ to indicate the need for detailed
understanding of how practices might affect outcomes. In short, we have



inputs and outputs, but what is the internal working? Why is there a
relationship? What is it about having these specific sets of HR practices that
delivers performance? What is the process by which these outcomes have
occurred? One could copy a successful organization that has performance
management with the same practice, but it is unlikely that simply
implementing the same scheme will deliver benefits. Much will depend on
the context of its introduction, the way it is implemented, the skills of the
managers, the support provided by HR, and how it is perceived by
employees.

An underlying basis for many of these ideas is the resource-based theory of
the firm applied to management by Jay Barney, a US scholar. This suggests
that competitive advantage depends on the organization having superior,
valuable, rare, non-substitutable resources available and that these resources
are not easily imitable. The latter is important as otherwise these resources
could simply be copied and the advantage would be reduced or eliminated.

But the complexities and subtleties associated with organizational cultures
and HRM practices cannot be simply transplanted by competitors. There is
a complex interaction of HRM policies and an organization’s ‘social
architecture’, meaning skill-formation activities, cooperative behaviour, and
the tacit knowledge an organization possesses. Looking at things from this
perspective helps us understand why more organizations do not adopt these
practices, as well as suggesting how simply adopting the latest fashions can
sometimes barely scratch the surface of organizations.

But in all this we need to focus on the big picture. As Peter Boxall,
Professor at the University of Auckland and one of the leading thinkers in
HRM, observes, all organizations need some mix of HR practices to be able
to do business; they need to recruit, train, and reward staff. In addition, the
sort of practices will vary according to context, sector, their competitive
strategy, and so on. The search for bundles is better seen as how to identify
the sort of practices and principles that best support their goals. It is not
very surprising that a universal bundle that works for all organizations,
everywhere, does not exist. So, if we (both researchers and practitioners)
abandon the notion of a one-best-way, we might be better off, and then we



can spend more time identifying what sets of practices (or bundles) might
be appropriate for which organizations.

The advance of technologies has had a major and disruptive impact on
HRM. There are many new sophisticated technologies and consulting firms
who have pre-packaged HR systems, which can use elaborate online ratings
to reduce the need for judgement or expertise and can then marginalize HR
departments. On the other hand, this might allow HR departments to move
away from transactional or compliance work to allow a greater focus on
using data to quantify and manage people in relation to organizational
outcomes. Thus technology now exists to continuously monitor employees
and track their performance (such as employed by Amazon and Walmart).
And this technology is not just about workers in a warehouse but also those
out and about, for example delivery drivers being monitored in real time by
GPS, or even homeworkers sitting at home on their PCs in real time. We are
all increasingly monitored—professional and semi-skilled, working in a
physical location or remotely, with or without our knowledge. So higher
profit can be secured not by people working smarter, but by sweating labour
and using precarious and insecure forms of employment.

In short, strategy does matter and the new HRM has put this at the heart of
the project. Integration, fit, and the notion of matching dominate the
discussion. But this is not simply a matter of internal company dynamics;
organizations are embedded in society and all that this entails in terms of
laws, regulation, culture, and expectations. These create the context in
which organizations operate, although of course organizations do not just
have to be rule-takers but can lobby and attempt to change the rules of the
game. So HR must operate within limits and cannot simply read off answers
as if it were a simple technical solution. Moreover, the question of who is to
be served—shareholders or a wider constituency of stakeholders—very
much affects what kind of HRM we see. In the search for strategy we must
also be mindful of the responsibilities of employers to employees.



Chapter 3

Who does HRM and how?

The practice of HRM is not something that resides solely in the hands of
those who design HRM policies, namely senior managers and HR
staff/departments. Whatever policies are designed by those at the top, others
further down the ranks must implement them, even where there is an HR
department to provide support and advice. Furthermore, these line managers
are also responsible for many other operational matters and, in their list of
priorities, HR is not always at the top. This is a perennial problem for line
managers: the need to balance conflicting priorities within limited time
constraints.

There is a large body of research that examines and explores the roles of
different types of managers with distinctions made between middle
managers, front-line managers, and supervisors, but here ‘line manager’ is
used as a generic term, separating them out from senior management. Line
managers implement HRM and the lived experience of HRM for most staff
is provided by their line managers, hence the common saying that people
join organizations but leave their bosses. It is also important to consider the
gap between intended, actual, and perceived HR practices and not simply
assume they are the same.

It is not then surprising that deviations (whether deliberate or planned)
occur and inconsistencies appear in the treatment of staff within a single
organization. With a greater awareness of line-manager roles, there is a new
emphasis in the field of management in both the literature and the world of
practice on these staff and the roles they play. Line managers are not simply



carrying out orders—but bringing HR to life and exercising leadership in
HR matters; not just using the skills that got them appointed to the role,
which might not include how to manage staff effectively. There is growing
evidence that people skills are becoming increasingly important. For
example in the training of medical doctors technical ability is clearly
important but medical treatment requires not just interaction between doctor
and patient but the management of a team to ensure the best diagnosis and
treatment. So, both technical and people management skills need to be built
into training.

Before talking about strategy in practice we should note that the idea of a
unified management strategy, designed by the chief executive and simply
passed down the organization, is more than questionable. The development
of strategy is more of an ongoing dialogue between different stakeholders
and management functions. It is also sensible to see organizations as
inherently pluralistic, which itself implies potential resistance (and
renegotiation) of new human resource strategies from groups of employees
and sections of management.

There is a danger that when HRM policy decisions are made,
implementation is regarded as a simple operational matter to be left to the
HR department. This is a mistake as line managers need to understand their
critical role as the link between the strategic direction of the organization
and the management of front-line staff members.

In one organization where I conducted research, there was a realization that
there was little point in producing corporate plans that envisaged major
strategic changes unless staff were committed to implementing them. As
one senior manager put it: ‘It was beginning to register amongst
management that unless the staff were up to scratch and on-board with
change, the bank was not going to get there.’

In assessing HR practice, we need to look particularly at the relationship
between HR and the line manager. This is tricky as HR is criticized both for
being too interventionist and rule bound but also too remote and out of
touch with the realities and dynamics of the workplace. For example, a line



manager might want hard non-negotiable rules at times and at other times
flexibility and will rail against HR for not giving them what they want in
both cases. This is not a case of fickle line managers but a pragmatic
response to their specific but varied circumstances. For example, when
struggling with a difficult employee who takes up a lot of their time a
manager might seek a hard and fast rule to remove their own discretion so
as to limit the conversation. Far better (from a relationship and stress
viewpoint) to be sadly and apologetically applying some non-negotiable HR
rule than to have a lengthy and what they might see as difficult conversation
in which the manager acknowledges that they have the responsibility and
discretion, but are choosing not to exercise it. On the other hand, on other
occasions the manager might want to exercise their own discretion in cases
where there is a hard and fast rule.

A good example of this can be seen in a study of performance management
(PM) in the civil service in which the front-line managers focused on
completing what they saw as the compulsory components of the formal PM
system (filling in the forms) as a signal that they were conforming to the
system, but then preferred to write up positive reports of staff whose work
needed improvement, while confining their actual views to informal
conversations with the staff member: ‘I will tell them personally…Of
course, I cannot say something bad about my subordinates, as it reflects on
the whole team and our work. So, normally I won’t say anything bad about
them during the appraisal.’

By appearing to comply with the intended system, these managers try to
keep control of their work units and manage the expectations of their
employees without interference by the HR department or senior managers.
The actions are not ad hoc but are to ensure they maintain flexibility
managing their work group and keeping other organizational actors happy
within the system. Thus front-line managers need to balance the different
demands and expectations of other organizational actors. For HR in this
instance, a set of completed forms counts as the performance outcome, and
the line managers duly delivered this.



In recent years, line managers have taken on greater responsibility for HR
activities, although usually working together with HR or senior managers.
In some areas, legal issues such as those around recruitment, selection, and
discipline constrain how much can be devolved to them. There are several
issues that affect the way line managers cope with HR responsibilities,
influencing what they do, and if they are to function effectively these issues
need to be understood and addressed by senior managers in the
organization.

The first issue is that line managers or supervisors do not always identify
very much with organizational goals as handed down by senior managers.
They often see themselves as stuck in the middle and, of course, they
actually spend more time with co-workers than with senior managers. So
‘them and us’ can be employees and middle managers against senior
managers rather than managers together against employees. Physical
distance also creates a ‘them and us’ culture, where senior managers are
divorced from the shop floor (ordering troops from far away from the
danger) and unaware of the day-to-day workload, which may not bear much
resemblance to the mental model senior managers have of what is or should
be happening.

There are also other issues related to differing perspectives in relation to
how management should be carried out. Line managers coming up through
the ranks can have a hard-nosed view of staff they manage and a sceptical
view of managers out of university who may not have spent time on the
shop floor. In a project some years ago, a supervisor complained of
idealistic views of workers held by these new innocent and ‘unblooded’
managers and suggested that rather than dabbling with concepts about
involving staff in decision-making, providing for voice opportunities, and
other progressive ideas, a branding iron was a much more useful tool to be
used in the workplace.

Line managers can feel not just stuck between conflicting demands and
stakeholders but squeezed and rather more victims than agents of change.
Indeed, with new performance management techniques managers are under
greater pressure to perform and discretion has declined as the work



performance is now much more visible to their superiors. Quarterly reports
are replaced by daily, if not hourly, updates and managers can feel much
more scrutinized. One can see how middle managers can feel pressured
from above and below, given employees can now be more questioning of
middle managers’ decisions. Some have argued that the loyal ‘organization
man’ of the type described by William Whyte in his book of the same name
(1956) has been replaced by managers who are more measured in their
commitments and with more awareness of their disposability. Others have
argued that the middle management role is being transformed rather than
replaced, with more demanding work but also greater personal autonomy,
and increased skill levels.

In one study branch managers in a bank complained that they have
accountability but not authority:

‘So, the problem is we are faced with enquiries at the counter, which cannot be resolved at the
counter. They must be resolved through phone calls and memos. That causes frustration with
me; it causes frustration with our cashiers. We are losing a little bit of the autonomy we used
to have, but we are actually gaining the responsibility. We carry the can for it without being
able to do anything about it.’

They were also frustrated by the bureaucratic rules governing their
decision-making:

‘One of the biggest problems in branches is that people decide things at head office and you
think, “they have never been in a branch”. It’s a totally different working atmosphere. To put
things into practice at branch level that are thought up at head office is often a frustrating
process. It’s bloody irritating to think that the people who thought this one up have never been
facing a customer and solving their problems.’

Other managers referred to the feeling of standing between senior
management and staff:

‘I find it difficult in some ways because I’ve seen the management side of things and I’ve seen
the workers’ side of things, and what I’ve got to do as a manager is to keep staff happy, when
perhaps I’m not all that happy myself…’

The clear gap between senior managers’ vision of the future and the
attitudes of middle management reflects fundamentally conflicting views as



to the appropriateness of the policy. So middle management are sometimes
implementing, but not always in a committed fashion, policies which they
regard as neither desirable nor practical.

Competing priorities and work overload are other problems to be faced.
Central to understanding how policies are implemented is that one must
distinguish between formal and operational policy. Formal policy relates to
the official statements (verbal or written) of top-level management. In
contrast, operational policy relates to how senior management order policy
priorities. So, simply put, where do we want staff to spend their time? More
of one thing usually means less of something else. If senior managers fail to
make the choice, line managers have to work out what the actual rather than
the espoused priorities are.

According to the work of Edgar Schein on organizational culture and
leadership, official policy and mission statements are much less important
than the role-modelling of senior managers and how they reward and punish
their employees through pay and promotion. If managers get rewarded for
meeting targets, even if they are achieved by bullying their staff, although
the official values promote well-being and respect, then these official
statements are perhaps more useful being recycled as wrapping paper for
fish and chips than being plastered to the walls of HQ. Managers (and
employees) pick up these signals as to which are the real values and what is
lip service, and there are many studies showing that production goals and
sales targets are the trump cards. For example, despite pressures and
changing public and company discourses over work–life balance,
productivity and performance are still considered to be the leading
priorities.

Given this, HR work can be regarded as extra work that is a nuisance, to be
ticked off as hurriedly as possible, or even ignored, if line managers do not
feel they are being monitored. If there is enhanced scrutiny then cynical
managers can quickly resurrect some old apparatus to show they have been
doing what senior managers want or expect; the quickly convened away-
day that ticks many boxes vis-à-vis strategy (we talked about stuff), team-
building (group hugs), and engagement (they all turned up), even if not



much happens as a result and the potential benefits are often weakened
from the outset by instructions to only speak positively (moving forward)
and not to marinate over past failings/problems. Senior staff who are
responsible for one aspect of work assume their priorities are the same as
those of the line manager. They assume line managers have one list and
their task is at the top. One line manager neatly responded to an urgent
request with: ‘it’s at the top of one of my lists’, as a response to the need to
balance conflicting priorities within limited time constraints.

In other research conducted in hospitals, where managers have a wide range
of responsibilities, they can feel overwhelmed by their normal work so try
to cut back on HR tasks, which are seen as a lower priority than tasks to do
with patient care, and are left until there is more time—and there is always
more urgent work to attend to—until they get a hard prompt.

Another major issue is that line managers often do not possess the skills and
competencies that are needed to carry out the HR dimensions of their jobs
as intended by senior managers. Few managers have undertaken any formal
training in HRM before they become managers and they are often promoted
on the basis of their good work in a lower-level role which may not have
involved HR duties. Furthermore, the constant work pressure limits the
training they are given.

‘I got here accidentally [laughter]. I have no idea (how I became Ward
Manager). I transferred from a surgical ward to this department at the
request of my DoN (Director of Nursing), and I transferred as a level two
nurse, and the next day, I was to assume a 2IC [second-in-command] type
role…The next day the nurse manager, well his wife, had a baby and he
went on paternity leave and basically never came back, so I got stuck here’
(Ward Manager).

‘I basically worked on the wards for a couple of years, then became a
clinical nurse, so was in charge of shifts and whatever, at the time the
manager that walked on the ward went into the back and there was no one
else to step up so I went from being a clinical person to suddenly managing
a ward, and unfortunately in nursing school they don’t teach you how to do



that, they teach you how to be a nurse, but they don’t teach you about
budgets, about people management, about anything, so that’s been a real
deficit…I think I was probably lucky because I had a good mentor, that
helped me identify what I needed to work on and without that mentor I
wouldn’t have gotten to where I am’ (Director of Nursing).

Despite their lack of experience and training, line managers are not always
keen to sign up to do training. There are several reasons for this. One is they
are often too busy to take part in courses; the second is they regard HR as
common sense; and the third is a rather negative view of HR work. A
negative view of HRM work was apparent in one chemical company where
we were told that the well-established view was that ‘bosses are bosses and
kick ass’. This was a view strongly held by supervisors in the factory, who
referred to the ‘hairy arsed culture’, and there were anecdotes of workers
urinating in each other’s tea mugs. Supervisors saw themselves as
‘muscular types’—not necessarily with ‘fine feelings’. Running a tight ship
was not seen as being aided in any way by devoting time pandering to a
‘long haired idealistic view of workers’ from university graduates. Given
their perception that workers only wanted to ‘take, take, take’, their
apprehension was that what managers saw as progressive management was
simply ‘soft’. Thus ‘we’re going softly, softly, but we need the big sticks to
come out as well’.

This view of HRM as common sense is not simply line management
myopia; often senior managers share a similar willingness to ignore
expertise, confident of spotting talent and keen to override recruitment and
selection processes as they feel they know better.

The flow diagram (Figure 2) presents a clear pictorial representation of the
steps in the HRM process and illustrates the several points in between the
intended HRM policies and behavioural or performance outcomes.



2. A graphical representation of the HRM–performance link.

In following this flowchart, we can see that intended policies are not the
same as the ones implemented. Indeed, there is often a large gap between
policy and practice in HRM. For example, in a study of a hospital it was
noted that although the HR policy on bullying reflected best practice, its



implementation was uneven as line managers chose to give priority to other
aspects of their work and put bullying into the ‘too hard’ basket. This
resulted in persistent high levels of bullying, which affected staff well-being
and performance. Research suggests, therefore, that it is misleading to look
at HR practices alone, as even the ‘best HR practices’ are unsuccessful
unless implemented effectively.

As noted earlier, managers prefer flexibility on when to apply rules. While
HR can see the value of consistency in terms of values and policies (and
compliance with employment legislation) managers value the ability to
make informal deals to manage their world. Hard rules, which they cannot
nuance, reduce their ability to negotiate with staff or even reward those they
cannot pay more, or of whom they have asked an extra favour (e.g. taking
on a tricky job at short notice, covering for an absent employee, etc.), such
as giving them time off, or allowing them to take an afternoon off to take
their child to football.

Here, policies that have been designed by HR to ensure uniformity and
consistency can be seen from the line manager’s perspective rather
differently, as a silly bureaucratic rule to keep HR in work, bossing
everyone else while not adding value to the business. So HR cannot merely
produce policy but must open dialogue with line managers so that there is
some understanding of how custom and practice can set like concrete and
create problems. Concomitantly line managers need to acknowledge the
costs of getting HR decisions wrong in terms of legal costs and negative
publicity and value the protective role of HR.

If these new HR policies are implemented, how might they be perceived by
employees? If line managers can be sceptics, then so can employees. Thus,
grand plans designed from the top can often wash through the shop floor
without leaving much of a trace, with line managers and other staff both
sharing some scepticism of the higher management vision. The nature of
the hype changes regularly and long-serving employees have seen it all
before with new managers launching grand new initiatives as the great leap
forward while conveniently erasing previous experiences from discussion.
Early work within the field of HRM neglected non-managerial employees,



focusing primarily on value to the organization, but there has been
something of a corrective recently, with a growing interest in understanding
the effects such systems have on employee outcomes, particularly outcomes
related to employee well-being. Clearly, we need to focus more on the way
HR practices are perceived and experienced by employees in order to better
understand the effect of HRM on individual and organizational outcomes.

Whatever the grand vision and rolling prose with catchy phrases and jargon,
employees are not dupes. Their approach to work may reflect ambition or
pride in their work as much as (or instead of) a belief in the organization
itself. Workforces will interpret, evaluate, and make their own independent
audit of management. They may not be resistant to change but resistant to
change which they see as having negative consequences for them, such as
intensification. Thus, although not being able to challenge the ‘logic’ of
management action in principle, they still have abilities to respond in other
ways. Employees do not simply lap up corporate speak, nor do they follow
orders like military personnel. Cooperation may be only temporary or
conditional. One senior manager in an organization we visited referred to
the ‘monster’ effect, in that employees’ compliance related to their being
fearful for their jobs. Sometimes there are deeply held views of work
relationships. At this same organization, we were told there was a
fundamental distrust based on ‘people being divided into bears (workers)
and gaffers (management), and the bears don’t trust the gaffers’. So while
there was considerable management communication this was not well
received but was seen as propaganda. Messages received by employees may
not be the ones management think they are sending out.

Worker attitudes are important. Sometimes effective, self-motivated
workers are best left alone. A fascinating study of slaughtermen showed
that these workers were self-motivated and indeed governed themselves,
admittedly at times in rather unpleasant ways (spraying blood over each
other), but they worked best with management not overlooking them.
Sometimes less management is more, or at least better for productivity.

For employees coping with management ideas they find facile, there are
many possible behavioural responses. Ben Hamper’s account of his time at



General Motors (GM) in the Flint, Michigan factory (the subject of the
Michael Moore movie Roger and Me), showed a factory under pressure to
raise quality standards to compete with Japanese companies. GM had a cat
mascot to promote quality, ‘howie makem’, who patrolled the factory,
exhorting workers to produce higher quality. Employees responded by
having a ‘quantity cat’ (another mascot) which they thought more
accurately represented GM values and the quantity cat duly chased ‘howie
makem’ away.

More damaging examples of employees getting back at management can be
seen in a British Airways (BA) dispute in the 1990s in relation to cost cuts
affecting cabin crew. In a bitter dispute, cabin crew staff were warned not to
strike, and BA managers told staff that those taking industrial action would
be sacked and then sued for damages. Those who simply stayed away
would face disciplinary action, be denied promotion, and lose both pension
rights and staff discounts on flights for three years. BA were also reported
to be filming picket lines. The subsequent strike ballot saw 73 per cent of
employees voting in favour of strike action and a series of 72-hour strikes.
BA had temporary staff and ‘volunteer managers’ to carry out ground
handling staff duties and prior to the first day of action these managers rang
cabin crew at home telling them ‘they had a duty to cooperate with their
employer’. On the first scheduled day of action only 300 workers declared
themselves officially on strike but more than 2,000 called in sick. (This is
similar to what is known in the USA as blue flu when police officers
simultaneously take sick leave as an alternative to strike action.) Collective
industrial action was expressed as collective illness. The strike was costly
and bitter. An undercover employee publication gave clues on how to delay
aircraft such as throwing duvet feathers into the engine, supergluing down
the toilet seat, and poisoning the pilot: ‘a particularly obnoxious captain can
be made to suffer all the symptoms of violent food poisoning by emptying
eye drops from the aircraft medical kit into his salad or drink’.

A more recent example comes from the experience of supermarket workers
in the USA during the coronavirus crisis, studied by Alex Wood. Despite
the vital role of such workers, respect seemed to be in short supply and
workers faced ‘workplace despotism’ with threats of dismissal. His
informants explained that managers could do ‘whatever they want to do to



whoever’ especially in relation to altering work hours, which was used as a
form of ‘flexible discipline’. The power of scheduling required workers to
curry favour with managers in order to receive ‘schedule gifts’, that is more
or better hours. As one worker noted:

‘You are just wondering like, “Oh my God, are they going to change my hours, are they going
to cut my hours next week, am I going to have enough money for my rent next week?” ’

However, workers found ways to get back at management. For example,
one worker secretly rotated all the store’s milk supplies so those going off
first were at the back of the refrigerator, causing the loss of over £500-
worth of milk and the sanctioning of the manager by his superiors.

These cases might be more extreme and colourful, but they are useful
correctives to the idea that everyone shares the same perspectives on the
state of HRM in their organizations. In a recent comparative study of the
USA and Australia managers reported a more positive outlook than their
employees, with the largest gap, in both countries, being in the assessment
of collaborative/commitment management style. Perhaps this is not a major
surprise as a manager’s idea of collaboration might be rather different from
that of an employee, and it is also probably not a surprise to find that on
nearly all measures, senior managers (employers) gave higher scores on
aspects of HRM than employees. It is true that managers tend to believe
they are good leaders and communicate well (illusory superiority principle),
however, the rating is not just about themselves, but about relations with
employees where one might expect to see a less rosy picture. One
perspective might put greater trust in managerial views given their broader
perspective, but another might say that HRM is only part of their overall set
of responsibilities, and a second order one at that, whereas employees’ lived
experience provides more accurate ratings.

In the final section of the flowchart model there are performance outcomes
such as quality or customer service. Often it is best to look at these at unit
or work group level as this is a more meaningful measure of how workers
might be able to contribute to improved performance. So we might look at
the links between levels of employee satisfaction and customer satisfaction,



for example, rather than a more distal measure such as profitability, over
which most workers may have very little influence.

In looking at line managers’ implementation of HRM, it is evident that the
process of human resource management is complicated and problematic and
is best looked at through the prism of pluralism: this means being sensitive
and unsurprised by the differing perspectives between the various levels and
functions of management, as well as between the top management ‘mission’
and the aspirations of ordinary employees. Strategy emerges through the
interplay between various management and employee stakeholders, and it is
modified as a result of this process.



Chapter 4

Managing performance and
rewards

The subject of reward management and performance is usually seen as
being concerned with the matter of pay, and indeed this is a key component
of HRM. How many of us are going to continue to remain in our jobs
without the promise of a pay packet? A traditional view would be to see pay
as simply the expected arrangement in compensating employees for turning
up to work, so an employer would do little more than pay the ‘going rate’ as
part of the simple exchange of money for labour. However, increasingly pay
and reward are now seen as key levers to elicit effort and performance, and
it is not simply the amount of money but how that money is paid that is
important. This perspective, the so-called ‘new pay’ approach—a term
coined by the American management theorist Ed Lawler—regards pay as
part of a strategic choice employers make rather than simply a reflection of
laws or environmental or market pressures. If one takes a long-term
perspective on the reward literature, what is striking is the growing
emphasis on reward as a strategic tool to influence corporate values and
beliefs and effect organizational performance. The concept of ‘New Pay’
uses reward to link business strategy and the behaviours required to achieve
it. The reward strategy is to be designed to reflect the organization’s goals,
values, and culture, and New Pay is about identifying pay practices that
enhance the organization’s strategic effectiveness.

However, it is worth noting that although many organizations claim to have
a compensation or reward policy, rather fewer have this written down and



fewer still have enacted it. Although this is frequently discussed (as a
‘strategic compensation’ or ‘strategic rewards’), the extent to which
rewards are actually used as a strategic tool in practice is rather more open
to question.

In the New Pay model, the reward system signals to employees the
importance their employer places on various activities or behaviours. For
example, reward systems that provide benefits to long-serving staff are
likely to shape the existing culture into one in which loyalty is seen as
central to the corporate values. In contrast, at the now notorious Enron, an
ex-trader said: ‘if I am on the way to my boss’s office talking about
compensation, and if I can stomp on someone’s throat on the way and that
doubles it, well then I’ll stomp on the guy’s throat’. As Steven Kerr, an
American scholar, noted many years ago in a famous article titled ‘On the
folly of rewarding A, while hoping for B’, whether dealing with monkeys,
rats, or human beings, ‘it is hardly controversial to state that most
organisms seek information concerning what activities are rewarded, and
then seek to do (or at least pretend to do) those things, often to the virtual
exclusion of activities not rewarded’.

It is nevertheless sensible to examine what management understands or
assumes motivates people as they design their systems on that basis.
Equally, employees need to think through what expectations they have of
work, including reward. Ultimately, incentives have to be based on what
employees value, as was noted by economists: it is the fish who decide
what is the bait, and sometimes you need to ask the fish what they prefer to
nibble on. Of course, these days we might be more sophisticated: it is not
what the fish say (they may simply provide the answers they believe are
expected of them) but it is their behaviour that tells you what they want.

Do we work to live or live to work? In one recent study, work was regarded
as one of the worst activities for people’s momentary happiness—just above
being sick in bed (see Table 1 in Chapter 1). In other words, work can drain
our happiness. Indeed, the term used in the USA for reward is often
‘compensation’, which evokes an underlying philosophy that pay is
compensation for something that has caused harm—an accident, death, or



disaster. So, work can be regarded as a similarly traumatic event requiring
compensation for the daily indignity inflicted upon us when we give up
time to be at the disposal of someone else as a result of the need to earn a
crust, which is the fate of most of us who have not won the lottery or
become independently wealthy.

A lot of research on reward begins with trying to understand human
motivation. Classically, there are content and process theories, with the
former based on the idea of fundamental human needs such as shelter or
food, whereas the latter is based on the psychological processes involved.
The legacy of these ideas remains strong: the father of scientific
management, F. W. Taylor, saw workers as rational economic beings, but
lazy and needing to be motivated; hence the importance of designing
payment-by-results schemes to align management and worker interests.
However, such an approach can become self-fulfilling. As William Whyte
pointed out, managers assume workers and machines are passive agents
who must be stimulated by management to get anything out of them. He
noted that with machines they turn on the electricity whereas with workers
they use money. The assumption underlying much of this thinking is that
without incentives, financial or otherwise, workers are prone to swing the
lead (a nautical expression from when sailors dropped lead lines to check
water depth but on occasion would simply swing the line over the water and
call out a fictitious depth). Workers are active agents in the process and
respond to action or inaction, as in the saying that managers pretended to
pay us and we pretended to work…

Taylor’s ideas were not uncontested and the Human Relations School
developed the notion of ‘social man’ to contrast with Taylor’s ‘economic
man’. The basis of their thinking was rooted in the famous experiments at
the Hawthorne works of General Electric where 30,000 workers were
employed on assembly lines producing telephone equipment. These
experiments were set up to examine the productivity associated with better
lighting. The early findings were hopeful in that as lighting improved so did
productivity but, disappointing senior managers who were desirous of the
message that more lighting is better, productivity also improved in the other
teams where lighting stayed the same or, indeed, was dimmed to the point
that it was too dark to see what they were doing. Although GE general



managers thought this was of little value to them, those involved in the
project decided to extend the experiment to study work behaviour in
relation to rest breaks, hours of work, pay schemes, and other conditions
such as room temperature and humidity.

The original findings were interpreted as the result of bringing workers
together and allowing them more input into work, as well as the effect of
being observed, which became known as the Hawthorne effect (the very act
of being watched changes the behaviour you wish to observe). But the
Human Relations School also noted that workers did not always respond to
incentive schemes in the way that managers had expected, often having
their own goals (as a group) that acted against management. This notion
that workers have other objectives is often forgotten. In 1952 Donald Roy
conducted a famous participant observation study that demonstrated that
workers who soldiered (restricted output) did so not because they lacked
understanding of the ‘economic logics of management’; they were well
aware of their own economic interests, but they saw them as being different
from those of managers. The workers’ group decided that, if they
overworked and received excess earnings, management would re-time the
work and cut the piece-rate. They used social norms to keep people from
busting the rate.

Other models have been fashionable over time and have some narrative
appeal, even if the empirical evidence for their value is rather shaky, as in
the case of Maslow’s ‘hierarchy of needs’ (Figure 3) with the notion that
people satisfy one particular need (physiological needs, safety needs,
belonging and love, social needs, esteem needs, and then self-actualization)
before moving on to try to satisfy the next in the ordered hierarchy. The
evidence supporting the notion of a universal hierarchy of needs is thin as is
the notion that we work steadily up the hierarchy. For example employees
may demand not only more money but also more satisfying work at the
same time. As Edgar Schein commented, we have to deal with complex
man rather than economic or social man (sic) and complex man has many
motives that are arranged in some sort of hierarchy of importance but this is
subject to change from time to time and situation to situation. Equally,
Herzberg’s influential two-factor theory of motivation posits that
satisfaction and dissatisfaction are not necessarily related, with the insight



that just because a person did not feel satisfied about a particular aspect of
their work did not mean they were necessarily dissatisfied. Equally, if
workers were not dissatisfied that did not imply automatic satisfaction. The
motivators associated with good feeling included the work itself,
achievement, responsibility, recognition, and advancement, whereas
‘hygiene’ factors associated with bad feeling included pay, working
conditions, and supervision. Unless hygiene factors are satisfied, motivation
is of little use. As Herzberg saw it, managers do not need to motivate
employees by giving them higher wages, more benefits, or newer status
symbols. Rather employees are motivated by their own inherent need to
succeed at a challenging task. The manager’s job then is not to motivate
people to get them to achieve; instead, the manager should provide
opportunities for people to achieve so they will become motivated.

3. Maslow’s hierarchy of needs.

Many years later, Alfie Kohn in his book Punished by Rewards (1993)
argued that studies show that intrinsic interest in a task (the sense that
something is worth doing for its own sake) tends to decline when the
individual concerned is given an external reason for doing it. Extrinsic
motivations are not only less effective than intrinsic motivations, they can



also corrode or crowd out intrinsic motivation. People who work in order to
get a reward tend to be less interested in the task than those who are not
expecting to be rewarded. According to Kohn, when we do something in
order to get a prize, we feel that the goal of the prize controls our behaviour,
and this deprivation of self-determination makes tasks seem less enjoyable.
Moreover, the offer of an inducement sends a message that the task cannot
be very interesting; otherwise it would not be necessary to bribe us to do it.
Kohn pointed out that much of the work on motivation drew from captive
audiences, such as children at school or prison inmates who had limited
room for manoeuvre and could be easily manipulated. Even here, the idea
of motivation through incentives proved problematic, with schoolchildren
being given rewards on reading (measured by the number of books they
borrowed from the library) eliciting a subversive response: checking out
books without reading them. When this led to teachers testing them on what
they had read, they borrowed shorter books or those with more pictures.
This might cause us to think that if small children can subvert measurement
systems, then perhaps motivated adults might have the wit to game the
system too. The intrinsic/extrinsic motivation debate was revived with the
bestselling book Drive by Daniel Pink, which stresses the importance of
mastery, meaningfulness, and autonomy in creating motivation.

Equally, it is hard to dispute that money matters, but is it simply the total
amount of money or is it money relative to what others earn? We tend to be
more exercised by our close colleague being paid more than ourselves than
we do by people up the road doing the same job. How about if work is more
enjoyable—would we trade off money for enjoyment? How about those
who earn more than they can spend: is this about recognition of worth? And
how about activity, variety, status, and social contacts? These are all issues
in the reward domain. Reward clearly does have an emotional component.

During Covid-19, as farmers were concerned that labour shortages (caused
by lack of migrant labour) meant crops might be lost and with locals
reluctant to move the long distances involved because of concerns with low
pay and working conditions, the Deputy Prime Minister of Australia,
Michael McCormack, tried to counterbalance these negative perceptions by
appealing to young Australians to move to the country to pick fruit because
it is a ‘great Instagram moment’.



In the last 30 years we have seen a mantra, or loaded narrative, around ‘pay
for performance’, and it might seem self-evident that the deserving, hard-
working employees (ourselves) should be paid more than undeserving
slackers or those who put more time into impressing management and
grandstanding than actually doing the work (others). However, there is
nothing new in the concept of paying for performance. Payment by results
aims to establish a direct link between reward and effort. Such schemes
reflect the ideas of F. W. Taylor, who, by standardizing work processes
through time and motion studies, laid the groundwork for such schemes to
operate and saw piecework as a way by which workers could see a clear
link between their individual effort and earnings. While popular in textiles,
this type of pay has declined in recent years although commission payments
to sales staff continue this tradition. Plays such as Death of a Salesman and
Glengarry Glen Ross showed something of the dynamics of these high-
pressure sales environments on the stage and in films. We saw how this
worked on a personal level when we tried to get quotes on double glazing.
My parents decided it made sense to get the sales people from three
different companies to come the same afternoon, not realizing that they
were hard to budge, and by 6 p.m. three sales people all with special offers
only for today and all with their wives’ birthday had to be manoeuvred out
of the house by my more assertive brother, who had to drive over to do the
eviction.

Still, the popularity of such incentive structures was badly dented by
scandals over the mis-selling of pensions in the 1990s in the UK, with
payment by commission considered to be a major contributor to problems
with customers encouraged to buy products not in their interest so that staff
got their commission payments. In response to the backlash, some
companies pulled their staff off the road and re-examined their sales
incentives. More recently the PPI (payment protection insurance) scandal in
the UK emerged with up to 3 million people having been sold ineffective
schemes by sales people chasing commissions and producing high profits
for the banks. In Australia, the Banking Royal Commission in 2019
unearthed the ‘Dollarmites Scandal’, where staff created accounts, either
using their own money or that of the bank, to meet their targets for opening
accounts for children.



Some argue that incentive payments (or commission) are more suitable for
routine tasks such as installing windshields: the subject of a famous study
by Ed Lazear, in which piece-rates replaced hourly wages and led to
productivity increases of 40 per cent. But there are the dangers of
unintended consequences: Domino’s ended its guarantee of delivering pizza
within 30 minutes after multi-million-dollar settlements arose from car
accidents involving its delivery drivers. The official line was that this was
not a result of drivers going too fast to meet the target, but the guarantee
was dropped in an attempt to fight a ‘public perception of reckless driving
and irresponsibility’. The more recent manifestation of these pressures can
be seen in the stories of delivery drivers for Amazon, Hermes, and the like
who as self-employed drivers (independent contractors) are unpaid for non-
deliveries and resort to creative methods such as leaving the parcel with a
dog or putting parcels through toilet windows.

There is also an example concerning an HR officer who was told to reduce
turnover in his department. To achieve the bonus, he changed the hiring
criteria to simply find candidates who were the least likely to leave. Rather
than focus on their suitability for the role, he transferred problem
employees to other departments, gave unsuitable employees five chances,
and altered the method of calculating the turnover ratio.

Even in the context of the police service, targets passed down the chain of
command from the commissioner to constables (with promotion linked to
meeting such targets) saw officers recording fewer crimes by recording
thefts as ‘lost property’, burglaries as ‘theft from property’, and attempted
burglaries as ‘criminal damage’ to enable targets to be met.

Incentives are very much hard-wired into modern management thinking,
reflecting Adam Smith’s famous words that:

It is not from the benevolence of the butcher, the brewer, or the baker, that we expect our
dinner, but from their regard to their own self-interest.

Ironically, most people do not think they will respond to the same
incentives that they expect others to respond to: I am only interested in
doing worthwhile work whereas everyone else is motivated by chasing



more money. In fact, research suggests that having people chase money gets
them to be good at chasing money. Managers often immediately turn to
incentives as a lever for change, even if previous experience is mixed; but
changing dials from a distance is easier and less messy than managing face
to face. Indeed, it is not uncommon that an organization wants to change
their incentives because of dissatisfied staff, but if they were to dig deeper,
the actual reason usually relates to poor management or issues to do with
senior management themselves.

John Crace on selling and reselling

Back in the early 1990s, when I reached my mid-30s, I finally got around to taking out
a personal pension. With my customary inattention to detail, I did next to no research
on what the best pension might be and duly signed on the dotted line with the same
financial adviser that my friend Alex had used. On a couple of occasions early on, as
I earned a little more, I increased my monthly contributions but other than that I
barely gave my pension a moment’s thought. The most recent annual statement
informed me that I could expect to retire with a pension of less than £5,000 per year.
So I was amazed to get an email from the financial adviser who had sold me the
pension, someone I had not spoken to for over 25 years, informing me that the
pension he had sold me might not have been ideal and might technically be
described as having been mis-sold. He was, however, no longer working for the
company and had moved to a firm that specialized in getting compensation for
people who had been mis-sold pensions. Would I like him to act on my behalf to
recover the money from the pension, which he might have mis-sold?

Jeffrey Pfeffer, the US management scholar, provides a valuable corrective
to some of the common ideas about pay (see Table 2).



Table 2.  Myths about reward
Myth Reality
Labour rates
and labour
costs are the
same thing.

They are not. Labour rates are wages divided by time. Labour costs are a calculation
of how much a company pays its people and how much they produce. Thus, German
factory workers may be paid at a rate of $30 an hour and Indonesians $3, but the
workers’ relative costs will reflect how many widgets are produced in the same
period of time.

You can lower
your labour
costs by cutting
labour rates.

Labour costs are a function of labour rates and productivity. To lower labour costs,
you need to address both. Indeed, sometimes lowering labour rates increases labour
costs.

Labour costs
constitute a
significant
proportion of
total costs.

Labour costs as a proportion of total costs vary widely by industry and company.

Low labour
costs are a
potent and
sustainable
competitive
weapon.

It may be better to achieve competitive advantage through quality; through customer
service; through product, process, or service innovation; or through technology
leadership.

Individual
incentive pay
improves
performance.

Individual incentive pay undermines performance—of both the individual and the
organization. Many studies strongly suggest that this form of reward undermines
teamwork, encourages a short-term focus, and leads people to believe that pay is not
related to performance at all but to having the ‘right’ relationship and an ingratiating
personality.

People work for
money.

People do work for money, but they also work for meaning in their lives.

In recent years much of the discussion around reward has been to do with
performance-related pay, and is more about white-collar managerial and
professional staff. Rather than pay for service or loyalty (as with teachers or
civil servants), the aim was to introduce more commercialism with a
narrative around ‘paying for performance’. With these schemes, pay is
linked to performance but not crudely linked to output, as with Taylor, but
measured by a number of specific objectives such as customer satisfaction
or delivery. It has become much more prominent in the public sector and
associated with the ideas of New Public Management, which involves
instilling private sector discipline. In addition, it has become ubiquitous,
even in countries where other models of pay were more embedded, such as
seniority pay in Japan. It is an interesting question as to if and how
performance-related pay should be implemented in cultures with very



different values from the Western world, especially those that are more
collectivist and oriented to the team or group.

Much of the reason for the spread of its popularity relates to the
persuasiveness of the term itself, like other Anglo/American concepts such
as high-performance work systems (see Chapter 3)—who could be opposed
to something apparently so commonsensical as performance-related pay?
What then explains the limited evidence as to its positive impact? One issue
is expectation: performance-related pay creates a sense of entitlement; ‘if I
do well and work hard, I should get more money’. If more money is not
forthcoming, then it could be demotivating. Human nature is also a factor in
these expectations: there is the ‘Lake Wobegon effect’ (an illusory
superiority complex) when people perceive their performance to be above
average (as drivers, lovers, spouses, and workers) and are consequently
disappointed if they do not get the expected return.

Others suggest that any successes may be less to do with motivation effects
of the opportunity to meet goals and get more money but more the
performance management dimension side: staff value being given
opportunities for personal development, goal setting, and talking about their
job with a mentor and this is what leads to behaviour change, not the
prospect of more money.

There are also issues of how the performance assessment is judged and the
myriad of biases that can creep in. In a study by Stephen Scullen and
colleagues, idiosyncratic rater effects (an individual rater’s peculiarities of
perception) accounted for more than half of the rating variance, with actual
performance accounting for only 21 per cent of the variance. Thus, what
performance assessment measures is not so much the performance of the
ratee, but the unique rating tendencies of the rater; in short, ratings can
reveal more about the rater than they do about the ratee.

The evaluation of performance is a central part of HRM with performance
evaluated as part of a broader review and the functioning of the whole
organization. Performance management should link together strategy,
performance objectives, and standards by measuring and developing



individuals, and performance appraisal (PA) is part of this process. PA has
many purposes including evaluation, succession planning, development,
motivation, and auditing, and these multiple possible uses create problems,
as they may conflict. If, for example, PA is about evaluation (and might
include bonuses), then the individual may be tempted to hide deficiencies.
If it is primarily to do with development, then areas for improvement are
exactly what need to be discussed. PA is frequently described as being a
conversation, but a conversation about development places us in a very
different mental place from where one is being judged and rated. If there is
ranking and grading this interferes with the development process and
encourages people to work at how to look good rather than how to get
better. The focus becomes the rating and, given this, staff are unlikely to
openly discuss performance problems. Furthermore, reviews for ratings
tend to be backward-looking, and future development needs may be
overlooked. The unintended consequence of having ratings is that staff
become obsessed with achieving good ratings, supervisors get nervous
about how their rating will be received, and the notion of development
drops out of the conversation, which is where the real value is. Many
systems no longer have the confidence of key stakeholders with reviews
seen as bureaucratic, expensive, time-consuming, and irksome exercises
carried out to satisfy the HR function. Ironically, the process is often based
on some other person wanting it: appraisees do it for their supervisors, who
do it for their managers, who do it for HR, who themselves are not that
enthusiastic about it. The main purpose is often to have completed it, with
success being measured by everyone completing a process rather than
delivering value to staff and managers, which is rarely assessed. It is rather
telling that some organizations say they are in fact more likely to take
action against employees for not filling in the forms than for poor
performance itself.

As we have noted throughout, the practice of day-to-day HRM is not with
HR or senior managers, but implemented by line managers, and PA is no
different. These managers need to retain relationships with their staff, and
so perhaps not surprisingly there is an element of grade inflation. One can
see their point: when a person has slaved all year at Workingyouhard.com
and they then find that their performance is satisfactory (aka average), it
does not instil much warm feeling or commitment towards the manager or



the organization. So, ratings tend to be compressed and consequently
higher. In response, organizations have used forced ranking systems so that
a certain percentage can be fitted into each category. Some notoriously have
a ‘rank or yank’ system, made popular (in the press, not among those to
whom it was applied) by General Electric under Jack Welch and practised
also by Enron. Here they rank employees along a normal distribution curve
in which the top 10 per cent typically receive an A grade, the middle 80 per
cent earn a B, and the bottom 10 per cent earn a C and dismissal if they do
not improve.

In response to the problems discussed, many high-profile companies such
as General Electric, Microsoft, Google, Netflix, Adobe, and Accenture have
dropped traditional annual evaluations, as they are seen as being unfit for
purpose in terms of helping and driving performance. Deloitte famously
claimed that their PM system with meetings, forms, and ratings cost them
two million hours each year and one exhaustive review concluded that
‘formal PM processes disengage employees, cost millions, and have no
impact on performance’.

There are also many cultural issues to do with evaluation. In France,
managers felt they had no control over the objective set (contrary to goal-
setting ideas) and hence saw the process as more like entrapment and were
at best sceptical about the idea of a two-way conversation with managers
and employees. In countries such as China, evaluation can be personally
threatening and loss of face affects an individual’s reputation so stakes can
be high.

Although the jury is out on some aspects of performance evaluation, many
organizations have moved away from set-piece annual reviews to more
regular and informal check-ins.

Executive pay and associated packages such as bonuses and stock options
have been headline news in recent years. A major concern has been the gap
between the highest and the lowest paid, which has accelerated over the last
30 years. The High Pay Centre in the UK presented data that FTSE 100
CEOs earn 117 times more than the average UK worker (getting the typical



worker’s annual salary in about 33 hours) and found scant evidence to
justify such a huge gap. There are variations across the globe. CEOs of
large firms in Japan earn only 10 per cent of equivalent American ones and
20 per cent of those in the UK. To provide some comparison over time, in
1963 the CEO ratio of pay to staff was 20, by 1978 it was 30, by 1991 121,
and by 2019 it was 278. Does this motivate chief executives to work
harder? One might think the first few million might be enough to get the
full attention and focus of the CEO, and they might not need bonuses to do
the job they have been paid for, but according to personnel economic
theory, high pay is not about creating motivation for the CEO but more
about motivating everyone further down the chain to attempt to attain that
job. Partly as a result of disquiet in this area, we are now seeing in the UK
remuneration committees in large organizations being responsible for
setting executive pay and overseeing fair pay more generally, and there will
be further scrutiny given to the need to report pay ratios. There is a danger
that current pay systems with huge pay gaps across the corporate ladder
attribute economic value to a dominant executive group with value creation
couched in terms of the contribution of heroic individuals rather than
broader distributed leadership and organizational contribution. This is a
wider concern than simply affecting individual businesses as it impacts
wealth distribution and societal equalities. Across most market economies,
for example, there has been an unprecedented widening pay gap, coupled
with more people living in poverty, including those in paid employment
(‘in-work poverty’). Furthermore, with the decline in collective bargaining
to provide checks and balances to excessive executive remuneration, HRM
can exercise an ethical role. At the very least HR could ensure accurate
payment given that the role of inspection is very limited, such that, as David
Metcalf (the former director of Labour Market Enforcement in the UK)
pointed out, companies could expect a minimum wage inspection on
average once every 500 years.



Halos, horns, cronies, and doppelgängers

A halo effect is where one positive criterion distorts the assessment of others.

The horns effect is where a single negative aspect dominates the rating.

The doppelgänger effect is where the rating reflects the similarity between appraiser
and appraised.

The crony effect is the result of the appraisal being distorted by the closeness of the
relationship between appraiser and appraised.

The Veblen effect is named after the economist who gave all his students a C-grade
irrespective of the quality of their work. Thus, all those appraised received middle-
order ratings.

The impression effect is the problem of distinguishing actual performance from
calculated ‘impression management’. The impression management tactics of
employees can result in supervisors liking them more and thus rating their job
performance more highly. Employees often attempt to manage their reputations by
substituting measures of process (effort, behaviour, etc.) for measures of outcome
(results), particularly when the results are less than favourable.

A long-standing issue is that of gender pay equity. According to the World
Economic Forum, the global pay gap between women and men will take
202 years to close. In the UK the gender pay gap is around 14 per cent.
From an earlier focus of legislation examining different pay for doing the
same job, the scope is now wider and if a woman is doing work of the same
value as a man, even if it is a different job, she can claim equal pay. The
move to publish pay gaps will help make companies’ compliance
transparent. In 2017 the BBC was forced to publish the salaries of TV stars
earning £150,000 and higher, and this exposed that men were paid much
more than their female counterparts. Meanwhile in the USA, Google, with
over 20,000 staff and an annual income of $28 billion, complained of the
burden of obtaining wage data to the US Department of Labor in relation to
a government audit. According to a recent Chartered Institute of Personnel
and Development report in the UK, 60 per cent of all organizations have
gender pay gap reports although not all share the findings with employees.
Although 60 per cent of organizations stated that they talk about the fairness



of pay processes and outcomes, only 10 per cent of staff said that their line
manager did this with them.

The gender pay gap is persistent: why is this? Damian Grimshaw and Jill
Rubery, Employment Scholars in the UK, point out that women’s skills are
less visible in pay structures or skill classifications compared to those of
men. Traditional men’s occupations are classified and rewarded according
to much more fine-grained divisions between type and degree of skill
compared to much of women’s work, which tends to be aggregated
together, as with retail or care work. Vocation can be used to legitimize low
pay, on the grounds that as women derive considerable satisfaction from
their work (more altruistic) they need less compensation. In addition,
women are underrepresented in sectors where the cost of labour is a low
proportion of costs and where employers thus have perhaps more scope to
pay higher wages without this damaging competitiveness. They are more
often employed in areas such as retail or the care industry. And there is
what they term variance: that women do not always fit with the traditional
norms, such as long working hours. There is often a premium in certain jobs
for working more than 50 hours per week, especially in professional and
managerial occupations, which raises men’s wages relative to women’s,
who, because they bear the bulk of childcare responsibilities, are not always
able to match the working hours of men. The recent pandemic has
highlighted the fact that much of the work where females dominate is
actually the essential work that keeps society ticking: teaching, retail,
nursing, cleaning, childcare. While many white-collar workers can actually
stay at home, society still functions because of the work of others who are
the essential workers.

Moreover, part-time workers (who are more often women than men) have
to negotiate specific arrangements with their employers and hence have
limited bargaining power. Unfortunately, improvements to women’s pay in
the public sector, where the scale of the employer has a major impact on
women’s pay, have also been undermined by outsourcing and centralized
wage freezes or caps on pay below inflation. And flexibility in contracts has
been a mixed blessing as employers focus on increasing productivity
through cutting out less productive hours such as when customer demand is
low. This has led to greater work intensity and irregularity in shift patterns



such as split shifts, fragmented work arrangements, and periods of
underemployment.

A good example illustrating where gender bias can be built into systems can
be seen in a case about firefighters in New York City. In 1981 the city had a
physical abilities test, which included candidates wearing full firefighting
gear and hauling a bag of concrete on their shoulders up six flights of stairs.
Many women and some men could not pass this test, and this led to a legal
case. As part of this case Wayne Cascio looked at what these firefighters
actually did and found that firefighters never put people over their shoulders
and ran up stairs. Most of the time they are running down the stairs, and in
smoke they were trained to stay as low to the ground as possible. In short,
the test was not related to the actual job. Some 20 years later, Brenda
Berkman (who brought the original case to court) was one of the heroes of
9/11, running up 60 flights of stairs in the North Tower to rescue people.

In all this, much of the literature in the field tends to be prescriptive, that is
we are told how management should tackle reward and indeed how
employees should react, but not always what actually happens in practice.
The reader needs to reflect on the other benefits of work: the reward
package is somewhat more than the payment system alone, incorporating a
range of financial and non-financial benefits. What are the rewards of going
to work? Beyond wages, bonuses, and pensions, it provides friends,
community, meaning, satisfaction, and HRM needs to move beyond the
idea that pay is the only answer. HRM also needs to address issues of
fairness and equity in pursuit of the humanization of the workplace.



Chapter 5

Having a say at work

When to speak up and when to stay silent? This is the subject of studies on
employee voice and is an issue we face daily. In recent years, many
organizational disasters, for example the Space Shuttle Challenger, the
collapse of Enron, United Airlines 173 crash, the ‘Dr Death’ case in an
Australian hospital, and the Rana Plaza disaster (the collapse of the
garments factory in Dhaka, Bangladesh), could have been averted if there
had been effective employee voice. In other words, what if an organization
had information regarding problems, but did not access it or did not act
based on this information? Mathew Syed’s book Black Box Thinking
presents two powerful stories, one from aviation and the other from health,
illustrating the consequences of failed voice. Both these cases had deadly
consequences, despite the relevant information to avert disaster being in the
room or cockpit where the decisions were being made. In the first instance,
the co-pilot had alerted the pilot that the plane was soon to run out of fuel,
but did not raise the matter again as he felt that the pilot had received the
warning and would not welcome further interruption as he sought to get the
wheels down so as to land the plane. In the second, during anaesthesia for a
routine operation, an otherwise healthy 37-year-old went from going under
to inoperably brain damaged in 20 minutes, despite two anaesthetists and a
surgeon retrying their methods to feed oxygen to the airways. At 12 minutes
a nurse suggested a standard life-saving procedure and had the equipment
available for use. But with the experts fixated on only one solution, the
nurse felt too junior to further interrupt, expecting that they knew better.



So speaking up to save lives is important, as is speaking up with ideas and
suggestions to help improve organizational functioning and employee
interests. In short, employee voice concerns the ways and means through
which employees attempt to have a say and potentially influence
organizational affairs about issues that affect their work and the interests of
the organization. This can involve a variety of voice mechanisms: for
instance formal and informal, direct and indirect, union and non-union. It
encompasses individual employee behaviours such as suggestions to help
management but also includes the ways in which employees might
challenge managerial behaviour, such as raising issues to do with inequity
or inadequate safety. Voice has both cooperative and conflictual aspects.
The notion of increasing levels of employee voice to influence work
activities and organizational decision-making is not new. In the early 20th
century, Hugo Munsterberg’s Psychology and Industrial Efficiency (1913),
William Basset’s When the Workmen Help you Manage (1919), and Elton
Mayo’s The Human Problems of an Industrial Civilization (the Hawthorne
studies) from the mid-1930s are examples of the long interest in employee
voice.

The workplace is where people spend much of their lives doing things
under the direction of others. At the same time employers are paying for
both brain and brawn: the employees are there to work and follow
reasonable instruction to help the employer with their goals, whether it be
better customer service or more widgets. In this context voice is valuable to
workers as it allows them to express views and make suggestions and in
doing so contributes to their dignity—not slaves following orders but
workers whose views are respected. Given this, workers need a voice and
managers need to provide them with an opportunity to speak and
encouragement to do so. So far so good: but many workplaces remain
modelled on the ‘manager knows best’ or, as the Russian saying goes, ‘I’m
the boss, you’re the fool’, and top-down autocratic styles based on
management from a hundred years ago. These models still exist today, as
one manager told me in an interview: ‘Why do I need to think Joe from
stores has anything to offer me, if he did, he would not be Joe from stores.’
It is a crushing and depressing view of how managers view their staff.
While the saying is that ‘With every pair of hands, you get a free brain’, we
are not always using the brain.



The model of scientific management established by Taylor and then
operationalized in car assembly lines has been significant in management
thinking. Reflecting this attitude, Henry Ford complained that ‘When I want
a pair of hands I get a human being as well.’ Taylor’s ideal worker was not
an all-rounder: ‘One of the very first requirements for a man who is fit to
handle pig iron as a regular occupation is that he shall be so stupid and
phlegmatic that he more nearly resembles in his mental make up the ox.’
Taylorism, and the notion that brains should only be used by managers with
other workers simply following orders, has cast a long shadow over
management approaches.

One way of approaching these issues is to consider that from an
organizational perspective heavily prescribed work with little discretion
might be seen as requiring little voice, whereas work which allows for high
levels of discretion requires a lot more. Much of the business impetus
behind employee voice came in the late 1980s and was associated with
related initiatives such as empowerment and involvement. Such ideas were
advocated by the influential popular management writers/gurus of this
period, including Tom Peters and Richard Schonberger, whose ideas
popularized giving workers greater say. Peters’s advice was to ‘involve
everyone in everything; leading by empowering people’, and Schonberger
commented that ‘we want take charge employees’, exhorting organizations
to give employees greater control. The new management paradigm
emphasized by writers such as Peter Drucker and Rosabeth Moss Kanter
embraces concepts such as de-bureaucratization (end of hierarchy and
prescriptive rules), delayering, decentralization, and the utilization of
project-based teams as part of a movement towards a new knowledge-based
organization. The new approach carried implications for management as
compliance—hierarchical authority was to be replaced by high-trust
relations, teamwork, and voice. More recently, employee engagement has
continued this approach with a much-cited Watson Wyatt study
demonstrating that a company with highly engaged employees achieves a
financial performance four times better than those with poor engagement.
The attraction of employee engagement is that it can be everything to
everybody. In recent years, the sweet smell of its novelty may have soured,
given one survey found half of workers would prefer to fill in an online
shopping survey than an engagement survey. But for genuine engagement,



voice is critical. In other words, engagement is not just about getting
workers to listen better to managers (top down) but having a dialogue that
involves worker voice.

There is a terrible irony in that managers spend a lot of time discussing the
war for talent, but then can fail to take much interest in the talent that is
available to them. Employee voice is central to this, making the most of
resources that are available to managers, but too easily treated as an
inconvenience. Ironically, workers are enthusiastic, energetic, and creative
except when they are at work. In fact, many years ago, a study pointed out
that people used more skill driving to work in the morning than they used at
work.

Progressive employers see voice as valuable, as workers are on the front
line and have access to critical information which does not always get to the
top (new ideas facilitate continuous improvement, as with the Japanese
Kaizen movement). With many jobs being more complex than in the days
of scientific management, giving employees discretion to provide better
service and achieve a higher standard of work makes sense. Thus, voice can
help problem-solving, creates a climate for innovation, and serves as an
alert to potential problems. The critical information is often in the
organization, but does not get out, or if it gets out, does not get to the right
people, or if it gets to the right people, they fail to act. This is a question of
‘voice systems’, which we will return to later.

Notions of engagement include such things as being enthusiastic and
passionate about the job and connecting with work colleagues and
organizational goals, but in actual fact this is relatively rare if we look
around us. The example of the Spanish civil servant who went missing for
up to 14 years—while being paid—is fortunately not typical but is a form of
extreme disengagement (Figure 4). According to the Guardian newspaper,
it was only when Joaquín García was due to collect an award for long
service at the water board that anyone realized that he had not, in fact,
shown up to work for at least six years. Garcia was fined €27,000 (£21,000)
by the court, which had earlier found that the engineer did not appear to
have occupied his office for ‘at least six years’ and had done ‘absolutely no



work’ between 2007 and 2010, the years before he retired. García told the
court that he had turned up to the office but kept irregular hours. He also
claimed he was the victim of workplace bullying and was sidelined because
of his family’s politics. It appeared that the water board had believed García
was the responsibility of the city council while the city council thought he
was working for the water board. García did not spend his time idly, but
apparently became an expert on the Dutch philosopher Spinoza.

4. Jon Henley, ‘Long lunch’, The Guardian, 13 February 2016.

That people should have a say in matters that concern them and affect their
working lives seems to be indisputable and, as noted above, they should
clearly speak up when there are problems that should be brought to the
attention of managers. Indeed, managers and employees should both have
an interest in speaking up. Why, then, can voice be so contentious in the
workplace? Part of the answer is that voice is embedded in the employment
relationship and needs to be seen in that context. Voice is part of the



‘frontier of control’ in the workplace. But this frontier is not static but
contested and is shaped by the interaction of both management and
employees in furthering their respective interests.

Voice is not just about business benefits, and the ability to have a say is a
human right linked to the concept of industrial citizenship (or industrial
democracy). Here, voice is seen as a fundamental democratic right for
workers, a means of extending a degree of control over managerial
decision-making in an organization. While there are a number of popular
books which talk about democracy at work, on closer inspection they are
more about making people feel part of a team culture with everyone
working together. The idea that workers might use voice to express interests
that are separate from, and sometimes in conflict with, those of
management is not usually part of the picture.

When we are looking at voice that pushes back against management
prerogative we cannot isolate the exercise of voice from its institutional
context: factors such as labour law or unionization will have an effect on
speaking up as well as individual traits that would lead some employees to
‘choose’ voice, while others ‘choose’ to remain silent.

It is also important to look at voice in a comparative context—it is very
easy to see the local perspective as the universal perspective or take the US
model as the norm. However, once we widen our lens, we see that in many
European countries, for instance, the state plays a much more active role.
France has Statutory Elected Workers’ Councils, while Germany has co-
determination based on Works Councils and Worker Directors. Without
statutory provisions for employee voice, more is left to the preferences of
managers to establish their own arrangements, and indeed the purpose of
these bodies may differ by country, for instance to deliver business benefits
or to allow for other voices and agendas to be heard. Countries with high
‘power-distance’ cultures, that is those with more acceptance of hierarchy
and unequal power relations, are less likely to be receptive to employee
voice.



Of course, a democratic but bankrupt organization is no good to anyone, nor
are cumbersome decision-making systems. As Oscar Wilde said about
socialism, ‘the trouble was it involved too many evenings…’. Consultation
can slow decision-making and potentially narrow the range of decision
options for management. In some contexts, too much voice and democracy
might not be helpful. In the military, officers expect orders to be obeyed,
and obeyed quickly, without the need for consensus on whether storming
the machine-gun post is a good idea. But even in the military, front-line
ideas and observations could provide vital information to those behind the
lines making the strategy. Indeed, following orders may not always be good
in a crisis. As noted earlier in relation to the United Airlines 173 accident,
the plane ran out of fuel while the pilot was focused on getting the
undercarriage down. In the review, which led to a new approach to training
around a Crew Resource Management approach, the inability of the crew to
work and communicate with one another effectively was identified as a key
factor in the accident. Research shows that crew often do not speak up as
they fear damaging relationships or being punished. Some people have
suggested that culture is a major factor: deferential cultures create barriers
as there is an unequal power relationship in the cockpit, and it is felt that a
subordinate should not question the decisions or actions of superiors.

In relation to airline accident rates, collectivist national cultures have about
three times more accidents per capita than do individualistic national
cultures, and high power-distance nations have about 2½ times more
accidents per capita than do low power-distance nations. One explanation is
that there is less openness and questioning in collectivist and high power-
distance cultures. In a study on introducing quality circles (problem-solving
work groups) in Singapore, it was clear that workers are hesitant to make
known their views about work problems because they deem themselves
unqualified to do so, and because they fear that they may offend or ‘show
up’ their co-workers. The problem of ‘kiasuism’—or the fear of losing face
—also impeded Singapore workers from participating voluntarily in these
bottom-up improvement activities. Workers felt that by bringing up their
work problems, they were highlighting their own deficiencies to their
managers and co-workers, or they feared that their suggestions were not
good enough and that they might be shown up by better ideas from others.



A central issue in relation to employee voice is management prerogative.
The classic ‘voice’ model that Albert Hirschman wrote about in Exit, Voice,
and Loyalty (1970) suggested that when facing dissatisfaction the options
were to exit (i.e. to withdraw from the relationship) or to voice (i.e. to speak
up to seek improvements). While his work was carried out in relation to
consumer goods, the ideas were extended into a number of contexts
including that of the employment relationship.

Indeed, this is evident in small firms where voice options are limited, or the
owner is the only voice avenue and also (often) the source of the problem.
If people raise their voices to be shot down as troublemakers, as not being
team players, as too focused on problems, or as being pessimistic, then this
does not encourage the others. A staff member on the Prime Minister
Theresa May’s disastrous 2017 election campaign pointed out: ‘bringing
bad news was treated as unhelpful, disloyal, not “Team May”—the
behaviour if you spoke up was just so bad, you shut up’. Here, silence is
likely to be the best option for employees if sanction, retaliation, or career
limitation are the likely outcomes. The Samuel Goldwyn story that I don’t
want yes-men around me. I want everyone to tell me the truth—even though
it costs him his job is not likely to encourage voice.

A nice illustration of the context of not speaking up can be seen in the
famous study by sociologist Robert Jackall:

(1) You never go around your boss. (2) You tell your boss what he wants to hear, even when
your boss claims that he wants dissenting views. (3) If your boss wants something dropped,
you drop it. (4) You are sensitive to your boss’s wishes so that you anticipate what he wants:
you don’t force him, in other words, to act as boss. (5) Your job is not to report something that
your boss does not want reported, but rather to cover it up. You do what your job requires, and
keep your mouth shut.

But while most research suggests that employees want the opportunity to
have a say and contribute to the work issues that matter to them, to what
extent do they get this? Most organizations above a certain size have some
structures for voice, but the way voice initiatives actually work may depend
on whether they are perceived as authentic. That is, are managers actually
interested in hearing their employees’ voices, and will they do something
about their concerns or suggestions? Too often, voice becomes spitting in



the wind, which has little impact and leads to workers becoming
demoralized as management pays little attention to resolving issues. While
there is often a focus by managers on establishing voice systems, there also
needs to be active listening and response to what these voice systems feed
back to them.

First, a voice system is set up by the organization to shape and channel
voice. The system has a number of dimensions including the degree, level,
range, and scope of issues that are within the purview of the voice system.
The degree indicates the extent to which employees are able to influence
decisions about various aspects of management—are they simply informed
of changes, consulted, or actually involved in making decisions? One
organization talked of the new wave of voice as moving from telling people
what to do, to telling them why they were being instructed what to do. This
is very different from the ideal in which workers are empowered and take
decisions on pay and holidays.

Second, there is the level at which voice is expressed, in other words, where
the voicing takes place. Is it at the work-group level or department or even
corporate level? This is important because some issues are better dealt with
at specific levels, so voice must reach that level to have influence. The
range of subject matter is the third aspect of voice: from housekeeping—
such as canteen food—to more strategic concerns, relating to investment
strategies, for example.

Lastly, there is the form that voice takes, which could include workers
making decisions as part of their daily job responsibilities, as opposed to
workers making suggestions through a formal scheme. This is not to say the
voice system operates as designed by managers, but that the system
describes the intent of designers of the system. A voice system has both
institutional and human elements, that is, both structure and agency.

But what is the purpose of the voice system? Here, expectations might be
different. Managers tend to see voice as synonymous with terms such as
‘consultation’, ‘communication’, and ‘say’. What is notable in the study of
management attitudes to voice is the tendency to view it as more about the



transmission of information than as a dialogue. Grievance procedures are
frequently not regarded as an expression of voice by management. So,
managers can see voice as providing a lubrication of the management
system but may not be so keen on allowing voice which fundamentally
challenges the system. Therefore, the issue becomes that of who controls
the agenda for voice (and silence). In some instances, voice has been
interpreted by managers as employees listening better to managers! Hence,
employee voice can sometimes be interpreted simply as manager’s voice,
and this relates to the interest in recent years in management increasing
downward communication to employees, to ‘win hearts and minds’. This is
then designed not to provide ‘better’ information to empower workers, but
to convince them of the logic of management decisions that are actual or
impending.

There are benefits in terms of genuine collaboration with employers,
unions, and workers. In the United States, it has been observed that
workplace innovation, especially when it has occurred in unionized
establishments, is positively associated with labour productivity. These
authors inferred that this strong effect in unionized workplaces could be the
result of workers being more willing to participate in employee
involvement programmes and voice if they feel the union will protect their
employment security. The US healthcare company Kaiser Permanente took
a partnership approach to addressing problems and showed what could be
achieved with a high-trust collaborative approach with staff and the unions.
This helped turn around Kaiser Permanente’s financial performance, built
and sustained a record of labour peace, and demonstrated the value of
partnership in negotiating national labour agreements and resolving
problems on a day-to-day basis.

Of course, this highlights an important point: managers need legitimacy.
They prefer to operate with the support of employees, so part of voice is to
consult even if managers prefer endorsement rather than feedback. This is
tricky for managers, however, and is a good illustration of people
management as a craft rather than the application of rules or standards.
Simply put, if asking workers for their views never really changes anything,
people may not bother to contribute and legitimacy erodes. To get
something, management must give something away, even if it is a crumb or



two to show it is worth getting involved. But creating voice structures also
creates expectations, and while management may wish voice to be defined
around certain specific issues, their ability to limit voice to these issues
cannot be taken for granted. Equally, if the intention of management is to
create a weak voice structure, then it can be seen by workers as a body with
no credibility that, paradoxically, may well encourage workers to look
outside for someone more independent to represent their views or vent
through social media. It may well be that the appetite for voice might ebb
and flow, as we found in looking at voice over a 25-year period in a
financial services organization where collaboration collapsed under the
pressure of the Global Financial Crisis but then was the subject of a
concerted attempt to rebuild systems and trust in its aftermath.

Why do people speak up? We have all been to meetings where the call for
questions is met by silence. Some might say that speaking up can be
explained by individual characteristics (e.g. confidence and an outgoing
nature), and this may provide part of the answer. But there are also system
issues. Management, through agenda-setting, can perpetuate silence over a
range of issues, in effect, organizing them out of the voice process. In other
words, if you attend a meeting and the item you thought was on the table is
not there, this makes it more difficult to discuss. Management may want to
open up some things, but keep others closed; they may want some
discussion of how things might be done differently, but not necessarily
discussion on what things should be done in the first place. Worker absence
and turnover might be on the table but not managers’ pay. Leadership
matters in the operation of voice: one CEO at the Alocoa aluminium plant
in the USA wanted to bring down accident rates and gave his phone number
to workers so if they were concerned they could call him. He found that
they did call him but often with many other interesting ideas. This also
points to the importance of having multiple channels of voice available.

Of course, silence is not always bad for management; there are whole areas
of organizational life where silence is expedient for management and where
it may often be in their interest in the maintenance of the status quo.
Employee voice mechanisms are often defined according to management’s
own interpretations of what the expression of voice is taken to mean, thus
shaping the prevailing climate in an organization and the extent of influence



which employees feel they have over matters that affect them. Work done
by Tony Royle shows how McDonald’s in Germany was able to shape
(manipulate) the existing system of co-determination by narrowing the
scope of the Company Works Council to issues exclusively of managerial
concern, like customer service and quality, rather than worker-focused
issues.

A good example of how voice systems can fail can be seen in the Dr Death
case at Bundaberg Base Hospital (BBH) in regional Australia, where a
doctor was alleged to have caused at least 18 deaths through negligence.
Medical staff making mistakes is not a new phenomenon, but this was a rare
case where employees attempted to voice concerns and a substantial system
failure led to very public and extended legal proceedings that opened
internal processes to scrutiny. In fact, the doctor had received, during his
time at the hospital, no fewer than 20 complaints against him relating to
incompetence, unnecessary surgery, performing surgery above his skills,
and hygiene concerns. But these complaints were not acted upon by
management (complaints which broke through the hierarchy were often
downplayed or ignored). In fact, the doctor won employee of the month
even while this was happening.

According to a director of medicine, BBH had a history of a ‘pleasing the
boss’ culture, and complaints were often not forwarded or were reworded to
appear less negative. The nurse who became the eventual whistle blower
had attempted to use internal avenues, including meeting with the Director
of Nursing, writing detailed complaints, and finally approaching the local
Member of Parliament. So, here is a testbed of voice: the hospital had
multiple, well-established voice channels and staff were professionally
trained and motivated. The problem was that the messages that were
transmitted through the voice system appeared not to be taken seriously.
One thing that became apparent was that some voices were more valued
than others. So it was harder for a nurse to suggest fault with a doctor’s
clinical judgement than to complete a form for a faulty piece of equipment.
Management was clearly disinclined to pursue complaints voiced due to the
potential impact on funding and publicity, and employees were warned of
their obligations under the Code of Conduct and that speaking to outside
sources could have serious ramifications for their job security. Yet speaking



up can save lives. Reports in the health sector suggest large numbers of
preventable errors, with one famous study indicating 400,000 premature
deaths associated with preventable harm, including the wrong drugs being
administered or operating on the wrong part of the body. Making
preventable errors is the third largest killer in the USA behind heart disease
and cancer, but ahead of guns and motor vehicle accidents.

But voice is difficult to do well: it is not cost free and middle managers at
the heart of day-to-day employee voice can feel threatened by the changes
in the role and style that often accompany notions of voice. It is not
surprising that they do not universally welcome it. Consultation sessions
can be seen as a ‘necessary evil’ to be endured, or as ‘joint aggravation
sessions’ (as they were once described to me). So, when we encourage
voice, we need to remember that it is easier to give orders and sometimes
easier to just follow them. Table 3 illustrates the ways that voice can be
muted as a result of managerial messages that can intentionally or
unintentionally stifle voice. Reprisals tend to kill off voice directly. Ignoring
voice (deaf ear syndrome) or delaying responses (the long grass) also stifle
voice, as does a manager who is always the expert on everything. Other
responses tend to mute voice indirectly. Asking for only good news or
solutions signals that it is not always a good idea to bring up problems.
Equally, suggesting that it is not for them to take an interest in a particular
issue (someone else’s problem), or not taking responsibility to pass voice on
but assuming it will find a way to trickle up, are other ways of limiting
voice. The ‘please do not reply’ automatic email sends a message that we
do not want to hear your views and offers no suggestion of where to provide
feedback.



Table 3.  Ten ways to stifle voice
Reprisals: kill the messenger
Deaf ear syndrome
Kicking into the long grass
I know best
Only tell me good news
Tell someone who cares
Bring me solutions
Trickle up voice
SEP (someone else’s problem)
Please do not reply

How does free speech link to voice? This came up in the row over the
Google engineer who was fired after circulating a memo suggesting women
lacked the skills for a career in technology, or the case of Israel Folau, the
Australian rugby player who had his contract torn up after posting on his
website that ‘those that are living in sin will end up in Hell unless you
repent’, helpfully adding his target audience of ‘drunks, homosexuals,
adulterers, liars, fornicators, thieves, atheists and idolaters’. So while
speaking up in a work context is generally seen as something to be
encouraged, free speech within a work context must be balanced against
other considerations.

Employee voice might be seen as a sure-fire route to the re-enchantment of
work. If we recognize conflicts, then voice is about dialogue and resolution.
Voice is not just about benefiting the organization, but also a means of
correcting unfairness or mistreatment, challenging management, or indeed
as a vehicle for employee self-determination and an expression of an
individual’s exercise of personal control over the collective. So, it is not
surprising that we have voice gaps in the workplace.

There are competing expectations of ‘employee voice’. While voice has
important democratic implications, given a choice, managers tend only to
be interested if there is a perceived pay-off. That might be the avoidance of
issues or trouble because of the early warning system or it could represent a
more positive role. However, for voice to have legitimacy it needs to be
about more than the managerial concept of efficiency and adding value to
business.



As we have seen, employee voice does place higher expectations on
managers. Although the CEO or the Human Resource Function may give
strategic direction and profess enthusiasm for the notion of voice, it is at the
line-manager level that voice is enacted. Line managers may frustrate,
lubricate, or bypass voice opportunities because of their lack of confidence,
belief, or training. So, these managers need to be developed and trained
with support for this new role; moving from policing (catching people
doing things wrong) to coaching (supporting and developing staff).

Traditional voice practices, such as face-to-face bargaining, consultation, or
involvement, are now being supplemented or replaced with social media
and modern communication technology as forms of voice. This might
indicate that modern generations of workers will not be as easily silenced,
as modes of voice that are not controlled by management are available for
workers to vent.

And people do have more formal channels at work, for example Yammer
and Teams. However, it is also worth noting that these official channels are
often monitored so people may prefer to communicate on their own
devices, such as private WhatsApp chats. We also observe the blur between
work and home freedom of speech with Facebook, Twitter, etc. social
media policies. When the Cambodian garment sector was in crisis during
the Covid pandemic with clothing orders cancelled, government guidance
not to sack the workers but reduce pay and send them home was ignored. A
worker posting their factory’s plans to fire workers on Facebook was
arrested and faced criminal charges for inciting unrest and fake news.

Organizations are increasingly likely to face a diffuse but persistent range of
concerns from highly articulate employees. We should remind ourselves
that however management try to control voice, they are not all-powerful.
Today, social media means employees or ex-employees can damage
corporate reputations swiftly and shutting down voices in one forum can
mean they simply migrate elsewhere. Others argue that when employees do
not speak up, this can be a type of protest in the form of active employee
silence. In some contexts, remaining silent can carry as much or more of a
message as speaking up. This is the ‘thunder in silence’ in the Chinese sage



Lao-tzu’s philosophy about how to voice discontent. But while ‘getting-
back’ or protesting employer actions by actively not offering ideas may
carry the message of discontent, it does not offer the mechanism for finding
solutions. Voice is central to rehumanizing the workplace.



Chapter 6

Saying goodbye? Downsizing—
are human resources assets or
liabilities?

Much HRM literature focuses on mapping a virtuous pathway to nirvana (a
combination of business performance and happy workers), and texts are
heavy on talent management. The focus is on an onward and upwards
representation of organizations and their relationship with staff (the team).
HRM managers recruit; train; devise strategies; manage rewards, talent, and
careers; engage employees; and solve problems for the mutual benefit of the
organization (and workforce), and in doing so create excellent, world class,
leading organizations. The general tone is upbeat, even evangelical; to reach
for the stars with change (a term more commonly used by managers than
restructuring), and actions are framed as a positive process of ‘rooting out
inertia’, promoting efficiency, focusing on core competencies, and fostering
innovation. Take a look at the airport bookshelves next time you are there.
How much homespun optimism can you see glowing? But what Gibson
Burrell dubbed ‘Heathrow organisation theory’ is bereft of books on
downsizing…

Indeed, if we go to the library and look at the row of HRM texts, we will
find very limited coverage of downsizing. It is not only HRM books but
change and strategy books which give downsizing a wide berth, although
the focus on core competencies and reducing overheads hints at a
relationship. It is interesting to note downsizing is rather more in evidence



in the Dilbert cartoons by Scott Adams and in films (e.g. Up in the Air,
Roger and Me, and The Full Monty) than it is in HRM texts. Reactions to
downsizing do make the news, from strikes to factory occupations and
‘bossnappings’.

This is really the dark side of organizational life; but how the process is
handled can tell us a great deal about HRM in the organization as it is lived
rather than merely espoused. As individuals or organizations we reveal our
true values when under pressure. The mission statements and branding may
be very eloquent in showcasing the espoused values and how the
organization would like to be seen, but crisis reveals the true values and
preferences of organizations. Are buildings valued more than people? Is
satisfying shareholders more valued than retaining staff? Is HRM then
really about developing people or helping balance the books?

Organizations are continually expanding, contracting, and restructuring,
with jobs often being affected. Downsizing is a fact of business life and by
extension therefore of HRM, and is something that is widely practised. The
Global Financial Crisis (GFC) witnessed 8.5 million lay-offs in the USA
and 25 million laid off from state-owned firms in China, and the Covid-19
crisis at the time of writing has led to 3 million unemployed in the UK with
over 9 million covered by the furlough scheme of state subsidies for jobs.
The pandemic has seen 93 per cent of the world’s workers residing in
nations with unprecedented workplace closures, as well as working-hour
losses four times greater than during the financial crisis in 2009, and over
100 million job losses reported in 2020 (ILO, 2020). So we see the role of
the state as an important actor affecting downsizing with furloughed wage
subsidy schemes around Covid in many countries. This is more equitable
than the situation in the wake of the GFC in 2008, when governments
bailed out banks for ‘being too big to fail’, yet many other jobs were not
saved. So choices matter here, and the state as an external actor is key,
including support (or lack of it) for industry and workers, as well as setting
the stage for what is good practice, including consultation laws.

But while it is commonplace or unremarkable as a brute fact, existing
coverage of downsizing tends to be around legal requirements in dealing



with the process rather than how to avoid it or how to effect it in the least
painful way. Although there is more research available today, the why, how,
and when of making people redundant needs to be explored further. Given
the emphasis on change management in HRM, it is perhaps a strange
omission, especially given the negative consequences it often has. We know
that those downsized can suffer from financial hardship, decline in mental
well-being, and social and relationship strain. These issues were put into
dramatic effect in The Full Monty, a 1997 film set in Sheffield, the British
city famous for its steel-making industry. The film shows the impact of
redundancy on a group of steelworkers. The manager, humiliated by what
had happened, was unable even to discuss his redundancy with his wife and
pretended to go to work every morning, briefcase in hand, with his wife
only learning the truth when the bailiffs came to the house after he had
failed to pay the bills. One study reported that individuals who had
experienced even a single financial, job-related, or housing impact during
the recession in the USA in 2008 still had higher odds of symptoms of
depression, generalized anxiety, panic, and problematic substance use some
three to four years after the recession had ended.

One proposition advanced by scholars to explain this absence of attention is
the ‘mafia model’ of downsizing. In this model, downsizing is best seen as
an anomalous (and rather unpleasant) component of HRM, best hurriedly
carried out without public viewing, not discussed, and then forgotten. It is
often timed before Christmas or the summer holidays, so there is a
psychological break as people are ‘disappeared’. However, whether looking
at the UK, the USA, or elsewhere in the world, it appears that downsizing is
not a once and for all event at all. And indeed, cutting salary costs to
improve organizational performance is popular with management, and is a
major part of the strategic armoury in turning around troubled
organizations. A drop in costs shows on the bottom line quickly and
indicates to shareholders that the management means business (or are a
mean business). Downsizing can be seen as a sign of corporate virility as
managers take tough decisions. For instance, Barclays Bank shares were
reported as soaring in 1999 after its announcement to axe 6,000 staff. But
work by Wayne Cascio shows that those who absorb more pain and delay
the downsizing process do better two years later, so the quick fix approach
may not actually work. Part of the issue is that in many cases people are



hired back later and consultants are brought in to replace others who left
and there may be retraining needed. This, together with lower morale, can
exhaust the organization and have a negative effect on culture,
identification, commitment, and innovation (who wants to take risks now?),
reducing its ability to be flexible and agile. Indeed, one study found there
was an adverse association with all the employee outcomes investigated
(e.g. inability to detach, energy depletion, anxiety, work attitudes) and most
of the work conditions (e.g. work role, interpersonal aspects, rewards, and
security).

Downsizing is a broad concept that can encompass various combinations of
reductions in company assets—financial, physical, or human—but our
focus is of course employment, and this is about lay-offs and redundancies,
not to be confused with ‘downscoping’, which concerns divestiture of assets
and businesses that are unrelated to the organization’s core business.
Downsizing is the planned elimination of jobs. Downsizing and
restructuring are often used interchangeably (the latter can be used as a
euphemism by managers although most workers see it as bad news), but
organizations can of course restructure without reducing staff and vice
versa.

The aim of downsizing is usually set out as a long list, including labour-cost
savings, faster decision-making, improved communication, reduced product
development time, enhanced involvement of employees, and greater
responsiveness to customers. Michael Hammer, for example, argued that
cutting positions and management hierarchies leads to a flat organization
with an empowered multi-skilled workforce, which encourages innovation.

But given that in the era of a knowledge-based economy, competitive
advantage depends very much on human assets, intellectual capital, and the
ability to use tacit knowledge, a stable work environment is important.
Robert Cole argues that employee turnover damages organizational memory
insofar as individual organizational members are ‘a primary repository of an
organization’s operational knowledge and trust’ that cannot easily be
replaced, as it is impossible to document. A concern is that organizations
intending to become lean and mean, instead end up ‘lean and lame’ or even



anorexic. So, mismanagement in this area of HRM can be damaging for
both organizational reputation and impact on staff, whether they are staying
or leaving. One interesting aspect of this is how the terms used by managers
for downsizing tend to be euphemistic (Table 4).

Table 4.  Sacked, demised, or pursuing new opportunities?
a career alternative enhancement programme
career reappraisal
compressing
de-cluttering
de-recruiting
de-hiring
de-jobbing
demising
disemploying
headcount reduction
involuntary quit
letting-go
non-retaining
payroll adjustment
Previously Unrecognized Recruitment Errors
rebalancing
resizing
rightsizing
shedding
slimming
streamlining
surplused
synergy related headcount adjustment
unassigned
volume-related production schedule adjustment

Other colourful terms include ‘increasing the velocity of organizational
exit’ as if people were being fired from a cannon or ‘liberating from our
organization those who could not fit in’, which makes it sound as if they
were the enemy who needed routing. The international bank HSBC got into
the news with its announcement that it was ‘demising’ over 1,000 staff
despite profits of over £13 billion. It is worth reflecting that worker
discourse by contrast is very blunt: they are being sacked, fired, or axed.



The attempt by organizations to distance themselves from what might be
seen as dirty work can be seen in the movie Up in the Air, starring George
Clooney as a consultant who works for a firm that specializes in
‘termination assistance’. Clooney’s character, Ryan, travels the country
firing people on behalf of employers and building up air miles. When a new
employee suggests a more efficient process using videoconferencing, Ryan
complains it is too impersonal, and after a trial run that ends in the suicide
of one of those in receipt of the news, the face-to-face model is reinstated
and our hero can return to 30,000 feet. At least our hero did not have to deal
with the deputies and supervisors fired by a newly elected sheriff at Clayton
County, Georgia. On this occasion, staff who thought they were being
invited to a swearing-in ceremony had their badges, guns, and car keys
removed, and were then fired and escorted to a police van to take them
home, while being overseen by rooftop snipers who were there ‘just in case
someone got emotional’.

At other times even when the downsizing process is not de-personalized it
can seem insensitive. Walmart in the USA laid off workers, notifying them
two hours ahead of time, and provided them with a packet of information
offering stress management tips to cope with the job loss, including
avoiding caffeine, chocolate, nicotine, and alcohol. In addition, they
encouraged workers to get professional counselling and said that ‘difficulty
sleeping, nightmares, flashbacks and feelings of being hyper-alert are
common and will diminish over time’ (Figure 5).



5. Jobseekers in the Depression.

Managers often use metaphors to frame the strategy, and in relation to the
practice of downsizing the dominant metaphor is ‘lean’. Organizations are
encouraged to be lean and agile as opposed to being flabby or bloated.
Indeed, as Melissa Tyler and I explored, the metaphor conceals the pursuit
of a ‘thin’ ideal in contemporary organizational life more generally (the
tyranny of slenderness). We noted that the contention is that managerial
discourses on downsizing dehumanize people, who are represented as
‘corporate fat’. If you can never be too rich or too thin, so it seems equally
that corporations can never be too profitable nor too lean. In short,
downsizing is about the pursuit of a fit and healthy (organizational) body
which represents the organization as disciplined, dynamic, and agile. Yahoo
announced plans to become more fit by reducing staff by 10 per cent and



Tesla claimed its redundancies were akin to a special forces’ philosophy.
Equally, legal frameworks can facilitate organizational fat trimming—
contract workers, temps, agency workers can be shed quickly, as the law
permits, just as if by taking a magic diet pill.

It is a truth but not universally acknowledged that many organizations,
whether in the public or private sectors across the European, Australasian,
and US economies, have a preoccupation with cost-cutting, so seek to
reduce staff numbers on a yearly basis. There are variations in the appetite
for staff cuts; among those in the more liberal market economies there is
rather more willingness to treat employees as commodity costs—it is
simply an accepted business recipe in pursuit of being lean and is facilitated
by laws as well as custom and practice.

However, there is a concern that the cost-cutting regime associated with
many organizational change strategies has fractured the traditional
employment relationships, so that some writers advocate the notion of
human resource sustainability to deal with concerns over staff turnover,
loyalty, and stress. HRM has an important role to play in all of this,
preferably being involved upstream as decisions are taken, rather than being
reduced to the deliverers of bad news or organizing the delivery of bad
news. It should be no surprise that research confirms that downsizing is
more likely to be effective over the longer term when it goes hand in hand
with HR practices such as communication, respectful treatment of
redundant employees, and attention to survivors’ concerns. Equally, post-
downsizing HR practices are needed to promote the discretionary efforts of
employees, retain valuable human capital, and reconstruct valuable
organization structures, as the negative effects can spill over onto those left
who suffer from ‘survivor syndrome’, which incorporates declining
motivation, reduced capacity for change, decline in loyalty to the
organization, and psychological withdrawal as workers can feel embittered
towards management, anxious about their future, and guilty about still
having a job. One study found that the response of survivors is closely
linked to the treatment received by those laid off so HR is important here.
Sadly, as Peter Cappelli points out, senior HR specialists were not involved
in lay-off decisions during the GFC in two-thirds of organizations.



As we might expect, the impact of downsizing on the organization and staff
is very much affected by the way it is implemented. Some organizations
deploy a big-bang approach, with the activity being carried out within a
tight time-frame, whereas others take a more gradual approach. At one end
of the spectrum, organizations can be seen as reactive, while at the other
they are seen as more pro-active. One study reported that 94 per cent of
human resource managers had less than two months to plan and implement
downsizing within their organization, which clearly inhibits strategic
planning. Kim Cameron famously described the big-bang approach as akin
to ‘throwing a grenade into a crowded room, closing the door, and
expecting the explosion to eliminate a certain percentage of the workforce.
It is difficult to predict exactly who will be eliminated and who will
remain.’ Clearly this approach increases the likelihood of arbitrary action,
given the haste to get people out, and can mean simply getting rid of those
who are easiest to remove rather than keeping the right people. If
management feels able to take a longer time to implement downsizing,
there may be more opportunity for better communication and indeed
allowing employees to provide their perspective, input, and suggestions.
Consultation with employees increases the likelihood of some commitment
or at least acceptance of decisions being made, which helps with
implementation.

As Kim Cameron suggests there are three main approaches to downsizing
as set out in Table 5.



Table 5.  Three types of downsizing strategy

It is no surprise to find that, in addition to speed, the magnitude of
downsizing exacerbates its impact. And if we take a social capital
perspective, it is likely that major reductions in staff will damage trust,
organizational memory, and networks, which all reduce performance
outcomes.

A recent concern is that downsizing is no longer the preserve of the
desperate or sick, but increasingly of financially healthy companies who
want to boost earnings. The celebrated CEO Jack Welch was known as
‘neutron Jack’ for his penchant for firing staff but leaving the buildings
intact, with 10,000 jobs going in five years. Also operating in the USA was
‘Chainsaw’ Al Dunlap, who got rid of 11,000 staff in two months, which
represented over a third of the workforce. One possible explanation for this
approach is that rising income inequality between CEOs and ordinary
workers creates extreme power asymmetries in the workplace, and these



power differences lead to CEOs behaving in a selfish fashion toward those
workers further down the ranks who they cannot really identify with.

As we see stakeholder orientation being eroded by shareholder values and a
move from a managerial model of business to a shareholder or financial
model of the firm, organizations increasingly make money from a range of
financial activities that have very little to do with producing goods or
services, for example mergers and acquisitions. They are selling off assets
and other financial products to enhance profits. Famously, GM made more
money through its credit card arm than from selling cars. This has been
referred to as financialization.

Are there alternatives to explore first? Is downsizing the only viable tool for
managers to wield? Organizations do have strategic choices in the face of
demand shortfalls. There are, in fact, an array of possible approaches, with
significant differences across countries. In the USA, with employment at
will and a ‘hire and fire’ philosophy, workers tend to be shed both more
quickly and at a higher rate than in European countries, where there is
rather more emphasis on finding alternatives. Partly, this relates to the
regulatory framework, with the role of the state more embedded in social
and employment policy. In Germany, there is Kurzarbeit, ‘short work’,
which allows firms to temporarily reduce working time in a downturn to
reduce labour costs, while a proportion of the shortfall for employees is
made up by the government in the form of a short-time working payment.
The companies pay only for the hours worked, while the government
provides up to 67 per cent of the workers’ remaining wages, resulting in
saving half a million jobs in the GFC. In France there is the chômage
partiel (partial unemployment) scheme. In countries such as Japan, graded
steps for cost reduction are built into operations, such as redeployment,
relocation, retraining, transfer, and even suspending dividend pay-outs and
cutting the salaries of senior managers. Indeed, Japan has historically had
lifetime employment as one of its main pillars, locking in loyalty to the
corporation, although this has been under pressure for some years as
businesses seek more flexibility and some Japanese corporations have
developed ‘Career Redesign Rooms’, also known as ‘chasing out rooms’,
where employees who refuse to take early retirement are allocated rooms



with menial work on which they have to file reports in the hope they might
then be shamed into leaving.

Wayne Cascio talks about the different mental models that senior managers
have in relation to the people working being costs to be cut or assets to be
developed:

The downsizers see employees as commodities—like paper clips or light bulbs,
interchangeable and substitutable for one another. This is a ‘plug in’ mentality: plug them in
when you need them; pull the plug when you no longer need them. In contrast, responsible
restructurers see employees as sources of innovation and renewal. They see in employees the
potential to grow their businesses.

Wage cuts as an alternative to job cuts tend to be sparingly used. Thomas
Cook Travel agents in 2001 cut 1,500 jobs and staff took pay cuts of up to
10 per cent, as business collapsed after the 9/11 attacks. Flexible working
arrangements have also been used, as when automotive companies
including Honda, Nissan, and BMW reduced working time at their plants.
Redeployment is another part of the toolkit, although sometimes done in a
rather macho manner: a European automobile equipment multinational,
Continental, sent a letter to 600 out of 1,120 dismissed staff, offering job
relocations to Tunisia for salaries of €137 a month and argued that this
complied with the legal obligation to relocate staff in existing operations
within the company. These issues were also much debated during the early
years of the Great Depression (and more recently in the Covid crisis of
2020, where the term ‘furlough’ entered the public vocabulary).

These approaches facilitate a rapid expansion when normality returns. It is
interesting to observe that during the GFC in the UK, most employers
favoured alternative measures to job losses where possible. There are
optimistic and pessimistic perspectives on why this was the case. Does this
mean employers had learnt that downsizing is bad and were pursuing more
responsible approaches to reducing costs, or perhaps had already cut back
down so severely that there was no fat to trim? Or had they shifted towards
more flexible work models, for example agency, contract for services, etc.?



Seventy-five per cent made at least one employment-related change in
response to the recession, and some of the most widely used included
freezing and cutting pay (41 per cent), freezing recruitment (28 per cent),
reorganizing work (25 per cent), as well as reducing overtime (19 per cent),
use of agency staff (15 per cent), and reduced working hours (14 per cent).
Ten per cent of organizations made compulsory redundancies and 7 per cent
voluntary redundancies. In the Covid-19 crisis, two-thirds of UK employers
furloughed workers using the government’s job retention scheme to avoid
making redundancies.

In terms of adjusting the workforce but without compulsory redundancy,
how do we get to what the Koreans term ‘honourable retirement’? A
favoured approach is called natural wastage, where people are not replaced
as they leave the organization. Voluntary redundancy is another option,
although there are issues regarding expense, as employees with long service
find it attractive, and also the best workers who can get jobs elsewhere are
more likely to leave. Offering early retirement with sweetened packages is
another possibility, although it is often seen more as a method of avoiding
downsizing.

If there is no other option and downsizing does take place, consultation with
employees is critical. ‘Cornflake redundancy’ was the name given to those
redundancies when workers found out they had lost their jobs while eating
breakfast (and usually from reading the paper), and this led to changes in
EU regulation. Too often secrecy is the watchword, with managers insisting
on their prerogative to hire and fire staff and close down businesses, and
considering consultation a distraction. But there are examples of unions and
management working together during a consultation period to identify
alternative cost savings in the budget, as in the case of a financial services
organization in the UK who used their partnership approach to find
common ground and save jobs. In any process, what is critical is a sense of
fairness and organizational justice. Workers need a voice in the process and
also to feel that the selection process was fair and is not being used to weed
out ‘troublemakers’.



We learn a lot about HRM and organizational values as practised rather than
simply espoused, by looking at how organizations treat staff in difficult
circumstances: who they decide should let you know your services are not
required, whether it is done by a stranger, by HR, or in person by your
manager; whether it is done face to face, by email, by video, or (as we saw
sometimes happens) by reading it in the newspaper.

The tension between the ‘Human Resources’ and the ‘Management’ in
HRM is very much to the fore in the downsizing process. There is clearly a
role for HR beyond the procedural aspects of redundancy, such as fairness
around selection, getting more involved and earlier in the strategic aspects
of decision-making, championing its most important asset (people), as well
as encouraging senior managers to act in line with pronounced
organizational values. Indeed, Bill Roche and Paul Teague found that HR
have gained influence in decision-making in many organizations during the
recession as they were dependent on HR expertise in implementing
retrenchment programmes, but that their role was limited to developing and
implementing short-term reactive measures to keep businesses afloat and
did not extend to becoming more influential or strategically embedded as
the organization moved out of crisis. However, while this might seem
disappointing, it was noteworthy that HR did not simply apply a set of
technical practices but were guided by shared values about the appropriate
actions to follow in crisis, including the importance of communication, of
treating employees fairly, with dignity and respect, and of managers acting
with probity and honesty.



Chapter 7

Conclusion

As this book was being completed the world was in the grip of the Covid-
19 pandemic, a public health and global economic crisis that presented
challenges well beyond the scope of HRM. States responded to this crisis in
varying ways. For example, the UK and USA delayed their social isolation
measures, and unemployment support mechanisms were variable and
difficult to navigate due to fears of disrupting free market values. New
Zealand and some other continental European countries, on the other hand,
stepped in to support workers and businesses more quickly and announced
lockdowns very early in the pandemic, with a strong set of regulations.
Responses also varied at the organizational level, and here HRM as an
academic subject and the HR function were both front and centre during the
pandemic. We have seen downsizing, staff cuts, and business closures with
trade ceasing alongside other more employee-friendly approaches, such as
(partial) continued wage payments, hiring freezes, flexible arrangements
(working remotely and variable hours), and reduced spending on non-salary
functions.

All the HRM issues discussed in this book were given a fresh twist by
workers not going in to work during the pandemic, raising a host of
questions. What is the workplace? How do workers voice without being at
work? How do you reward and motivate employees? How can well-being
be managed? How is the workplace culture to be maintained? HRM experts
have had to grapple with all of this and come up with solutions fast. But it is
not simply a new twist on HRM that we have seen. To some extent the
crisis has laid bare trends that were already under way in our society and



shone a light on the implications of these trends. For instance, we found
workers outside the world of mainstream HRM such as the self-employed
(not covered by HRM at all) through to those who are more peripheral to
the main HRM stage—those on contract, part-time workers, casual workers,
and other precarious workers—being poorly catered for in terms of support.
It also showed large divergences between essential workers of low market
value yet high value to society such as cleaners and delivery drivers.

Covid-19 may accelerate the restructuring of the way work is performed,
especially with the use of technologies in those industries that were not
previously impacted by digitalization. And while new technologies can be a
beneficial part of re-humanizing work by allowing for the flexibility of
home working, they can also be invasive and used for surveillance and
control.

It is also important to note that while much popular literature sees a context
in which universal forces are unleashed upon the world of work (as if there
was no human agency), research indicates that there is considerable
unevenness in the workplace, and institutional arrangements at the national
level have a major impact on how broad trends play out. Thus, the old
model of HRM is being eroded: long-tenure jobs with good pay and
benefits, and a psychological contract based on a quid pro quo of employee
loyalty for job security, is being displaced by a more market-mediated
relationship including shorter-term jobs with multiple employers and a shift
of employment risk to employees.

But societies and organizations can make choices: in France a move to limit
emails out of hours was one attempt, the so-called right to disconnect;
South Korea, with long working hours but low engagement, rewarded
supervisors not just on output but how early their staff can go home; and
Volkswagen shut off mobile communications for several days at a time.
These might seem modest shifts in the nature of management but they are at
least attempts to marry well-being and performance to develop a quality of
working life agenda to support worker well-being (Figure 6).



6. L. S. Lowry, Going to Work.

So, what can HRM practitioners do to make work less dehumanizing? Can
we design better systems and practices that produce good outcomes for
employers and employees that combine profitability and well-being, where
workers do not regard work as a grind, but somewhere they can fulfil their
potential and be respected? At the very least, can we create environments
where the worst time of the week is not when workers are with their boss.
Perhaps less focus on wellness programmes and yoga and more on the
management practices that lead to reduced well-being are needed. Equally,
we do not want to overlook the collective aspects of employment and the
contested terrain in which management choices are made. Nor is it just a
matter of good and bad managers and how to improve our managerial
capability, but of how an overall strategy can be configured to consider the
value of workers so that such considerations are built into the business
model. So, taking the high road to HRM rather than a low-cost, sweat-the-



people approach means having a strategy that incorporates well-trained and
innovative employees who can add value to the organization. This sets the
platform for a more ambitious HRM approach which makes use of worker
talents. And importantly it is making the most of all worker talent, not
simply lavishing attention and resources on a select group. Equality,
diversity, and fairness are vital to a functioning workplace. Nor is this about
extracting the greatest shareholder value at the expense of the workers. HR
needs to engage with all stakeholders, not just shareholders and senior
executives.

In Australia there was an illuminating story of discovered talents in the
context of the Covid pandemic. A commercial laundry, which employed a
large number of migrant workers, faced a significant downturn in business.
It turned to its workers to see what else they could offer and discovered that
the company’s 25 migrant workers had 31 university degrees between them.
Their qualifications were in areas where the company needed help (in IT
and quality assurance). Workers were promoted into these roles rather than
management looking externally for these human resources.

HRM should be about making the most of human talent and creating value
as well as ensuring that workers share in the outcomes of value creation, not
just shareholders. The aim of mutual gains is a possible and worthwhile
goal. And we need to have longer-term sustainable contributions based on
values such as fairness. For better or worse, Covid-19 has shone a light on
HRM in all our organizations. This is not to say that customers, profit, or
shareholders are irrelevant—without customers and profit, there are no
jobs; it is about ensuring that both are considered. HRM should be part of a
strategy for longer-term business development with a pluralist perspective
with a wider range of stakeholders considered, and looking at longer-term
business sustainability, rather than a quick fix. HRM is concerned with not
just strategy but employee welfare and has a strong ethical responsibility
which needs to be incorporated into day-to-day decisions.

In many respects we want more of what the HRM literature talks about:
workers with talents being utilized for the benefit of employers and
workers. The realities of work with precarity and in-work poverty seem at



odds with the promise of HRM. More positive or humanizing approaches
depend not just on employers but also corporate governance and actors at
national level.

Management need to think of the talents of their employees and how to
utilize them rather taking a controlling approach which can contribute to the
very things to be feared and avoided: as Sumitra Ghoshal has noted, the use
of surveillance, monitoring, and authority leads management to distrust
employees and, in a vicious circle, to the perceived need for even more
surveillance and control.

Because all behaviour is seen by managers as motivated by the controls in place, they develop
a jaundiced view of their people. For the employees, the use of hierarchal controls signals that
they are neither trusted nor trustworthy to behave appropriately without such controls…One
of the likely consequences of eroding attitudes is a shift from consummate and voluntary
cooperation to perfunctory compliance.

This might explain why ‘presenteeism’ is still an idea with value: like the
Hollywood film mogul who needed to hear typing to know his
screenwriters were working, Yahoo hit the news by restricting working
remotely, and workers at the Telegraph newspaper found heat and motion
sensors tracking their movements without their knowledge, ostensibly to
ensure optimal usage of space. But have we now moved into a new arena
with working at home becoming the norm during the Covid crisis?
Organizations are reporting higher productivity in this context, so this might
mean managers are able to rethink their mental models of work (and
workers) to allow for a higher-trust approach. But there are also those
organizations that are using the technology to monitor workers, such as
being active on Microsoft Teams or Slack, with employees who do not have
them on or are not active on them being seen as absent from work or not
working. Similarly, the financial services firm PwC developed a facial
recognition tool that logged when employees working at home were absent
from their computer screens, and these employees were reportedly
requested to provide a written reason for their absence, including going to
the bathroom. One might note pessimistically that even at the height of the
crisis (at least in the UK), employers were nagging staff to get back to the
office to ‘look visible’ even when they could work adequately from home,



which suggests that management attitudes remain suspicious of
homeworking and that presenteeism is alive and strong!

So while the pandemic has accelerated trends that were on the horizon
anyway (homeworking, tech use), is this a temporary disruption or will the
legacy be a more significant transformation? Working hard? Or hardly
working? It is a tragedy that lives are wasted in hours of work where there
is little meaning or dignity, despite being surrounded by so many people
with skills and talents who have effectively checked out and disengaged
from their day-to-day work or quit in their seat. As a report from a
consulting firm (CEB’s Global Talent Monitor) showed, only 22 per cent of
staff were showing high discretionary efforts. Ethical and equitable Human
Resource practices can re-humanize work by being pluralistic and inclusive.
People spend a great proportion of their waking lives at work and HRM can
help make those working lives worth living.
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philosophical concept, ‘information’ may seem a bland or mundane topic. Those who have
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Steven Poole, The Guardian

www.oup.com/vsi

http://www.oup.com/vsi


P������
A Very Short Introduction

Raymond Wacks

Professor Raymond Wacks is a leading international expert on privacy. For more than three
decades he has published numerous books and articles on this controversial subject.
Privacy is a fundamental value that is under attack from several quarters. Electronic
surveillance, biometrics, CCTV, ID cards, RFID codes, online security, the monitoring of
employees, the uses and misuses of DNA, - to name but a few - all raise fundamental
questions about our right to privacy. This Very Short Introduction also analyzes the tension
between free speech and privacy generated by intrusive journalism, photography, and
gratuitous disclosures by the media of the private lives of celebrities. Professor Wacks
concludes this stimulating introduction by considering the future of privacy in our society.
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Economics has the capacity to offer us deep insights into some of the most formidable
problems of life, and offer solutions to them too. Combining a global approach with
examples from everyday life, Partha Dasgupta describes the lives of two children who live
very different lives in different parts of the world: in the Mid-West USA and in Ethiopia. He
compares the obstacles facing them, and the processes that shape their lives, their families,
and their futures. He shows how economics uncovers these processes, finds explanations
for them, and how it forms policies and solutions.

‘An excellent introduction … presents mathematical and statistical findings in
straightforward prose.’

Financial Times
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A Very Short Introduction

Mary Jo Hatch

This Very Short Introductions addresses all of these questions and considers many more.
Mary Jo Hatch introduces the concept of organizations by presenting definitions and ideas
drawn from the a variety of subject areas including the physical sciences, economics,
sociology, psychology, anthropology, literature, and the visual and performing arts. Drawing
on examples from prehistory and everyday life, from the animal kingdom as well as from
business, government, and other formal organizations, Hatch provides a lively and thought
provoking introduction to the process of organization.
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